
STOCKROOM MISSIONSTOCKROOM MISSION

To fill orders for customers:To fill orders for customers:
1) with a product that meets company              1) with a product that meets company              
specifications  specifications  
2) within company specified time frame2) within company specified time frame
3) within company specified budget3) within company specified budget



Differences: Garments vs. LinenDifferences: Garments vs. Linen

More individual SKUs (sizing)More individual SKUs (sizing)
Assigned to individual usersAssigned to individual users
Personalization / alterationsPersonalization / alterations
New assigned under specific conditionsNew assigned under specific conditions



Garment StockroomsGarment Stockrooms

Inventory ManagementInventory Management
Work Order ManagementWork Order Management
Processing/ Labor ManagementProcessing/ Labor Management



Inventory ManagementInventory Management

Storing / Space AllocationStoring / Space Allocation
PurchasingPurchasing
GradingGrading
Handling Excess InventoryHandling Excess Inventory



Storage/Space AllocationStorage/Space Allocation
Define your space (Lineal, Square or Define your space (Lineal, Square or 
Cubic)Cubic)
Define your usage(Shipped or InDefine your usage(Shipped or In--service)service)
Establish Inventory Profiles based on Establish Inventory Profiles based on 
aboveabove
Factors that would modify profilesFactors that would modify profiles

Lead time from supplierLead time from supplier
Supply of RTS garmentsSupply of RTS garments
““Death or GrowthDeath or Growth”” modemode
Adequate Minimum supplyAdequate Minimum supply
Defined Maximum supplyDefined Maximum supply



How many SKUs to keep in inventory?How many SKUs to keep in inventory?
Using a Using a ““Size CurveSize Curve””
Minimize travel to high usage itemsMinimize travel to high usage items
Hanger stockrooms should store pants Hanger stockrooms should store pants 
over shirtsover shirts
Do not mix grades;Different grades can be Do not mix grades;Different grades can be 
kept on opposite sides of the same aislekept on opposite sides of the same aisle





SIZE                  Profile 1            Profile2               Profile3

S 6 11 11

M 6 22 44

M LN 6 11 11

L 6 33 55

L LN 6 11 11

XL 6 26 50

XL LN 6 11 11

2X 6 17 24

2X LN 6 11 11

3X 6 11 11

3X LN 0 11 11

TOTAL 60 175 250

Sample Profiles:

Values Maximum Inventory Levels



Handling Excess InventoryHandling Excess Inventory

Determine when the space is worth more Determine when the space is worth more 
than the garmentsthan the garments
Audited Audited ““rag outsrag outs”” to dumpsterto dumpster
Tough to sell usable Tough to sell usable ““Good UsedGood Used”” excessexcess
Inventory Inventory ““SharingSharing”” with other Companieswith other Companies
Flea Markets, Rag manFlea Markets, Rag man
Disposable gradeDisposable grade
Charities, InternetCharities, Internet



PurchasingPurchasing
Understand the differences between Understand the differences between 
vendors(Cost, Lead vendors(Cost, Lead 
times,Fit,Construction)times,Fit,Construction)
Decide on Primary and Secondary Decide on Primary and Secondary 
VendorsVendors
Ordering for demand:Time is of the Ordering for demand:Time is of the 
EssenceEssence
Ordering for Stock:Know your InventoryOrdering for Stock:Know your Inventory
Proper Receiving ProceduresProper Receiving Procedures
Benefits of Perpetual InventoryBenefits of Perpetual Inventory



Perpetual InventoryPerpetual Inventory

Defined as Defined as ““Having a Having a ““by garmentby garment”” record record 
of every garment in your warehouseof every garment in your warehouse
Usually accomplished by Bar CodingUsually accomplished by Bar Coding
Can be Accomplished with a daily Can be Accomplished with a daily ““In & In & 
OutOut”” by SKUby SKU
Benefits include Reduced NFU, Faster Benefits include Reduced NFU, Faster 
Ordering for Demand, Intra or Ordering for Demand, Intra or 
IntercompanyIntercompany TradingTrading



Garment GradingGarment Grading

Goal is to Match Customer to Appropriate Goal is to Match Customer to Appropriate 
Product (Garments or Linen)Product (Garments or Linen)
Standards decided on by Upper Mgmt.Standards decided on by Upper Mgmt.
Employees that grade are key to Employees that grade are key to 
controlling costs and maintaining qualitycontrolling costs and maintaining quality
Graders generally determine damagesGraders generally determine damages
Failure to stay current will cost your Failure to stay current will cost your 
company real dollarscompany real dollars



MAX/
GARMENT

STAINS 0
MENDS 
(TEARS) 0
MENDS 
(HOLES) 0

MAX/
GARMENT

STAINS 1 C ON T R A STIN G STA IN  
3 / 4  OF  A N  IN C H OR  
SM A LLER

2 C ON T R A STIN G 
STA IN S 1- 1/ 2  IN C HES 
OR  SM A LLER

2
MENDS 
(TEARS) 1 T EA R  1- 1/ 2  IN C HES 

OR  SM A LLER 2 T EA R S 1- 1/ 2  IN C HES 
OR  SM A LLER

MENDS 
(HOLES) 1 HOLE 3 / 4  OF  A N  IN C H 

OR  SM A LLER 2 HOLES 1- 1/ 2  IN C HES 
OR  SM A LLER

MAX/
GARMENT

STAINS 1 C ON TR A ST IN G ST A IN  
1- 1/ 2  IN C HES OR  
SM A LLER

2 C ON T R A STIN G 
ST A IN S 1- 1/ 2  IN C HES 
OR  SM A LLER

3 C ON T R A STIN G 
STA IN S 2  IN C HES OR  
SM A LLER

3
MENDS 
(TEARS) 1 M EN D / PA T C H 1- 1/ 2  

IN C HES OR  SM A LLER 2 M EN D / PA TC HES 2  
IN C HES OR  SM A LLER 3 M EN D S/ PA T C HES 2  

IN C HES OR  SM A LLER 3

65/35 BLENDS

0
0

0

2

CA 2
MAX ALLOWED

NCA
MAX ALLOWED

0
0
0

0
0
0

CA 2
MAX ALLOWED

NCA
MAX ALLOWEDI

G

CA 1
MAX ALLOWED

0
0
0

CA 1
MAX ALLOWED

12 MONTH LIFE REMAINING

12 MONTH LIFE REMAINING

6 MONTH LIFE REMAINING

P CA 1 CA 2 NCA
MAX ALLOWED MAX ALLOWED MAX ALLOWED











New for UsedNew for Used

Defined as: Number of New Garments Defined as: Number of New Garments 
used to fill used to fill ““other than newother than new”” requests requests 
DIVIDED BY the number of DIVIDED BY the number of ““other than other than 
newnew”” requestedrequested
A Key Result Indicator for any stockroom.A Key Result Indicator for any stockroom.
Affected by Grading Quality and Affected by Grading Quality and 
Timeliness, Inventory UtilizationTimeliness, Inventory Utilization
Since garments DO wear out,you will Since garments DO wear out,you will 
always have a degree of NFUalways have a degree of NFU



Work Order ManagementWork Order Management

Handwritten Handwritten vsvs KeypunchedKeypunched
Central keypunching Central keypunching vsvs DecentralizedDecentralized
Timely Order generation is vitalTimely Order generation is vital
Prioritizing Work OrdersPrioritizing Work Orders



Tracking Back Orders & WIPTracking Back Orders & WIP

Do you have a Do you have a ““black holeblack hole””??
Handwritten orders are difficult to trackHandwritten orders are difficult to track
Order Management system should:Order Management system should:

Account for product Account for product ““on orderon order””
Account for product already Account for product already ““on handon hand””
Order required product the same dayOrder required product the same day
Provide information to match received product Provide information to match received product 
to the appropriate orderto the appropriate order



Order Entry

Marking

Emblems

Pulling
Processing

Shipping

Traditional FlowTraditional Flow



Order Entry

EmblemsOrder Stays in Computer
Until Inventory is Recognized

Order,Id Tape, Garments
generated in same sequence

Emblems, Garments
ID tape merged

Processing Shipping

Alternate 
Method

Alternate 
Method



Processing Work OrdersProcessing Work Orders

Pulling GarmentsPulling Garments
Pulling EmblemsPulling Emblems
Making ID LabelsMaking ID Labels
Sewing, Heat Sealing, AlteringSewing, Heat Sealing, Altering
Assigning Specific Garments to Specific Assigning Specific Garments to Specific 
Users in DatabaseUsers in Database
ShippingShipping



Pulling GarmentsPulling Garments

Efficient Picking OrderEfficient Picking Order
Sequence Orders to Processing Floor: Sequence Orders to Processing Floor: 
““HottestHottest”” Orders firstOrders first
Distribute Work to Each Processing TeamDistribute Work to Each Processing Team
Consider running orders Consider running orders ““by product,by by product,by 
manman”” to decrease unnecessary handlingto decrease unnecessary handling
Garments not found in inventory should be Garments not found in inventory should be 
ordered ASAP ordered ASAP 



Pulling EmblemsPulling Emblems

Maintain Stock for Common EmblemsMaintain Stock for Common Emblems
Sublimation allows for inSublimation allows for in--house mfg.house mfg.
Time is of the essence when required to Time is of the essence when required to 
purchasepurchase
If you sew, you can recycle emblemsIf you sew, you can recycle emblems
Just like garments, fewer SKUs are easier to Just like garments, fewer SKUs are easier to 
managemanage
InIn--house embroidery can be the difference house embroidery can be the difference 
between 1 and 2 week servicebetween 1 and 2 week service



Making ID LabelsMaking ID Labels
If you keypunch orders, you should be able to If you keypunch orders, you should be able to 
produce ID labels without keying againproduce ID labels without keying again
Tape and Ribbon are vital to your Tape and Ribbon are vital to your 
operation.Maintain adequate inventory and QA operation.Maintain adequate inventory and QA 
your tape, ribbon and heat seals.your tape, ribbon and heat seals.
If you use bar codes, there are pro & cons to If you use bar codes, there are pro & cons to 
single and dual labels, as well as single and dual labels, as well as ““license taglicense tag”” vsvs
encoded bar codes.encoded bar codes.
Labels need to be attached to work order Labels need to be attached to work order 



Sew or Heat Seal Emblems?Sew or Heat Seal Emblems?

Sewing advantages: Emblem reuse, no Sewing advantages: Emblem reuse, no 
glue stainsglue stains
Heat Seal advantages: Slightly more Heat Seal advantages: Slightly more 
productive, Emblems are less likely to productive, Emblems are less likely to 
warp or come loose, does not require as warp or come loose, does not require as 
much training and/or specialized much training and/or specialized 
equipmentequipment











Sewing EquipmentSewing Equipment

Pattern Pattern tackers:Singletackers:Single & Multiple patterns& Multiple patterns
Float sewersFloat sewers
Stitch count and locking stitch is very Stitch count and locking stitch is very 
importantimportant
Clear monofilament thread for easy Clear monofilament thread for easy 
removal and no color matchingremoval and no color matching



Heat SealingHeat Sealing

Time, Pressure, Temperature should be Time, Pressure, Temperature should be 
checked dailychecked daily
Three machines per operator for highest Three machines per operator for highest 
productivityproductivity









HemmingHemming
Traditional Hem method is blind stitchTraditional Hem method is blind stitch
Preserving hem length is an important Preserving hem length is an important 
consideration.consideration.
Straight stitch with monofilament can be used to Straight stitch with monofilament can be used to 
preserve original hem length, especially for preserve original hem length, especially for 
inseams < 30inseams < 30””
Consider offering even inseams only to reduce Consider offering even inseams only to reduce 
hemminghemming
Minimize Minimize rehemmingrehemming blind stitch hems  blind stitch hems  







ShippingShipping

If an order is partially back ordered, you If an order is partially back ordered, you 
should ship completed portion.should ship completed portion.
If you ship to outside depots,give ample If you ship to outside depots,give ample 
consideration to shipping methods and consideration to shipping methods and 
personnel.Shipping errors are costly personnel.Shipping errors are costly 





Linen StockroomsLinen Stockrooms

““Put InPut In”” ManagementManagement
Load Make UpLoad Make Up
Shortage ManagementShortage Management



““Put InPut In”” ManagementManagement

BenefitsBenefits
Promotes adherence to quality standardsPromotes adherence to quality standards
Prevents customer shortagesPrevents customer shortages

MethodsMethods
Large volume products onlyLarge volume products only
Monitoring injections vs. inventory is an Monitoring injections vs. inventory is an 
absolute necessityabsolute necessity









Load Make UpLoad Make Up

Orders should be made up in advance to Orders should be made up in advance to 
allow for auditingallow for auditing
Inspect product quality (cleanliness, wear, Inspect product quality (cleanliness, wear, 
finish)finish)
Inspect for accurate countsInspect for accurate counts
Load make up accuracy and timing can Load make up accuracy and timing can 
reduce merchandise costsreduce merchandise costs



Shortage ManagementShortage Management

Goal is Goal is ““no customer shortagesno customer shortages””
Manage Manage ““in processin process”” product effectively     product effectively     
(soil room through finishing)(soil room through finishing)
Secondary storage must not be forgottenSecondary storage must not be forgotten
New product is New product is ““last resortlast resort””
““EmergencyEmergency”” inventory at depots or on inventory at depots or on 
trucks is costlytrucks is costly



SummarySummary

Identify or predict demandIdentify or predict demand
Purchase product with best valuePurchase product with best value
Maintain organized inventoryMaintain organized inventory
Gather products to supply customer Gather products to supply customer 
requirementsrequirements
Process the products to fulfill ordersProcess the products to fulfill orders
Ship the products on timeShip the products on time



Stockroom Management Test Stockroom Management Test 
QuestionsQuestions

1. Which of the following in NOT true of NFU (New for Used)?

a. It is derived by taking all used garments DIVIDED BY 
total garments shipped  (all grades)

b. It is a key result indicator for any stockroom

c. It is affected by grading quality and timeliness

d. Since garments DO wear out, you will always have some NFU



Stockroom Management Test Stockroom Management Test 
QuestionsQuestions

2.  Which garment personalization method is most likely to result 
in a one week turnaround of orders?

a. Direct Embroidery

b. Specialized embroidered emblems ordered from a 
manufacturer

c. Custom silk screened emblems

d. In-house sublimated emblems



Stockroom Management Test Stockroom Management Test 
QuestionsQuestions

3.  Which is NOT an advantage of “Put In” management

a. Promotes product quality

b. Prevents customer shortages

c. Improves customer satisfaction

d. Allows you to use products that are literally rags.



Stockroom Management Test Stockroom Management Test 
QuestionsQuestions

4.  How many heat seal machines (per operator) allow for 
greatest operator productivity?

a.  1

b.  2

c.  3

d.  It doesn’t really matter



Stockroom Management Test Stockroom Management Test 
QuestionsQuestions

5.  Which statement is true concerning managing stockroom 
inventory?

a.  You must use bar codes
b.  Having as many garments as possible packed into your 
stockroom is critical to your success

c.  Knowing your exact inventory levels by SKU will 
minimize garment purchasing costs
d.  You should never dispose of  any garments


