
Distribution Best 

Practice Diagnostic



The Distribution Diagnostic

➢ Ascension Logistics has developed a distribution management model that integrates 

the functions that constitute warehousing and distribution.   The model depicts 

distribution management as a continuous cycle consisting of five processes: 

receiving, put-away, replenish, pick-pack, and ship; each supported by planning.  

➢ The distribution diagnostic tool is intended to enable Ascension Logistics to assess 

client warehousing and distribution practices and serve as a repository for acquired 

data.  The tool consists of a group of questions and metrics associated with each 

distribution process and is built around our Global Best Practices SM (GBP) database. 

Each process questionnaire is broken into 4 sections: Strategic, Organization, 

Tactical and Technology

➢ The distribution diagnostic consists of a review 

of each process:
 Series of interviews with key personnel

 A walk through tour of your distribution facility

 The results of which are returned in a 

summary presentation and statement of works

can be written for future projects
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Receive

• Receiving product from many modes of inbound transportation is the 

main focus of this section of the model.  A better awareness of 

inbound freight , in-transits, EDI and pre-receipts can improve the flow 

of material into the facility and off the dock.  Policies, procedures, 

processes, and systems are significant factors which must be 

examined in order to improve responsiveness, increase accuracy and 

provide opportunities for cross docking.
Diagnostic Sections

• Strategic

• Organizational

• Tactical

• Technology
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Put-away

• This portion of the model pertains to put-away of product (cross 

docking when ever possible) directly into forward locations or 

reserve.  Understanding process compatibility, technological 

capabilities, and commitments to continuous improvement are 

all important elements.

Diagnostic Sections

• Strategic

• Organizational

• Tactical

• Technology
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Replenish

• This section of the model addresses the physical movement of 

products from reserve to forward locations.  Understanding this 

process and any corresponding constraints, if applicable, will help to 

improve product flow and increase on-time delivery to the customer.  

Lead time management, replenishment scheduling, labor 

scheduling, and minimizing out of stock conditions in forward 

locations are all key factors in the distribution process and fulfilling 

customer orders.  

Diagnostic Sections

• Strategic

• Organizational

• Tactical

• Technology
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Pick-pack

• The pick-pack segment of the model refers to selection of products 

for fulfilling orders, proper packing and palletizing for shipping. 

Process flows, layouts, and storage-density practices must be 

evaluated in terms of cost, quality, and speed.  The economic and 

competitive consequences of various pick-pack strategies must be 

analyzed to ensure a better return on assets and long-term, bottom-

line impact.

Diagnostic Sections

• Strategic

• Organizational

• Tactical

• Technology
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Ship

• This section covers the movement of goods from distribution to 

the customer.  Regulations, litigation, technology, relationships, 

customer expectations, and delivery alternatives are all 

important components.  The right strategy, including partnering 

relationships, can differ dramatically from one market to the 

next.

Diagnostic Sections

• Strategic

• Organization

• Tactical

• Technology Plan
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➢ Best Practices

➢ Best Companies

➢ Relevant Engagement 
Experience

➢ Studies and Articles

➢ Performance Measures

➢ Diagnostics

➢ Presentations

➢ Process Definitions and SME 
Experts

➢ Best Control Practices

Global Best Practices 
Knowledge Space

Organized by 
Process

Global Best Practices SM

Global Best Practices SM



Interpreting the Diagnostic

Methodology

Data will be gathered by

interviewing key

employees in distribution

functional areas

% of total questions scored 

with observations & 

recommendations

World-Class

Operation

Room for 

Improvement

Critical

Condition

100%

50%

0%



There are opportunities for improvement across the operation, 
and can generally be placed in one of four major categories.

Recommendations Summary

❖ “Speed to Benefits” – Due to the relative ease of implementation and 
comparatively high value, these opportunities should be pursued 
immediately.

❖ “Capability Building” – These opportunities have significant benefits, but 
also require a high investment in capital and/or time.

❖ “Symbolic Wins” – With these opportunities, the benefits are not high, 
but they can be implemented quickly and should start providing benefits 
immediately.

❖ “Do Nothing” – These opportunities provide little value and generally 
are difficult to implement, therefore, they should not be pursued until 
changing dynamics in the future make them more desirable.



III. Symbolic Wins
(low gain,low pain)

I. Speed to 
Benefits
(low-hanging fruit)
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IV.  Do Nothing
(currently 
undesirable, 
stay abreast of 
changing
dynamics)

II.  Capability
Building
(capital / time 
intensive, high 
value)

Ease of Implementation
Difficult Easy

High

Low

Opportunities can be divided into the four major categories, based on ease of 
implementation and value of benefit.

Recommendations Summary

 Capacity –Facility Re-design

 Systemic and process 
Improvements

 Storage Process CI

 Network Analysis and Design

 Slotting

 Parcel Manifest Process CI

 Receiving Process CI

 Inventory Management CI

 Cycle Count CI

 Labor Reporting and Standards

 Warehouse Management 
Systems



At a high level, there are significant savings associated with these opportunities.

Recommendations Summary

Capacity- Facility Re-design

Labor Reporting and Standards

Network Analysis & Design

Inventory Management (CI)

Slotting

Storage Continuous Improvement

Systemic and Process Improvements

Storage Process Continuous 

Improvement (CI)

Warehouse Management System

Cycle Count Process CI

Parcel Manifest CI

Receiving Process CI

Low Range High Range 

Annual Savings Return on 

Investment

$300,000 $350,000 .3 Year

$225,000 $250,000 .75 Year

$100,000 $550,000 .25 Year

$50,000 $75,000 1 Year

$35,000 $50,000 1 Year

$25,000 $50,000 1 Year



Distribution Diagnostic Agenda
Diagnostic Section

General

Plant Tour 

Distribution Facility Engineering

Sales Order Execution 

Logistics/Transportation

Inventory

Purchasing

Scheduling

Distribution Center Floor

Information Systems

Exit Comments/Next Steps

Interviewee

DC Manger or Diagnostic 

Sponsor

Head of Engineering

Head of Customer Service
(Forecasting/Order Entry)

Head of Shipping/Traffic

Head of Materials

Head of Procurement Function

Head of Distribution Planning

Head of DC Management

Head of Information Systems

Diagnostic Sponsor


