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Getting to the End Zone in 2022 with Post Peak Season Review 

With all of the challenges that a distribution/fulfillment operation faces throughout the year, it is how well the 

demands of peak season were satisfied that largely sets the direction and goals for next year as the business 

lays out the strategy to become more profitable, meet growth projections, and delight their customers in the 

digital age of retail. 

There is no better time for an operation to accurately and effectively reflect upon its performance than following peak 

season when the daily execution wins and losses are fresh in mind.  An intentional Post Peak Season Review 

proactively diagnoses what happened and defines quantitative plans for the new year with the primary purpose of 

improving your distribution/fulfillment operation faster than the competition so that you build competitive strength. 

The following describes ten basic steps to conduct an effective Post Peak Season Review that will accelerate your 

operational performance. 

IDENTIFY – an operational champion that can make decisions and surround them with key resources such as 

functional area leaders, associates, equipment suppliers, maintenance, and software providers. 
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COLLECT – quantitative data for each functional area regarding safety, quality, utilization, cycle time, throughput, 

mechanical reliability/uptime, and total cost per unit to process. Be careful to select metrics that are aligned with the 

overall performance goals of the operation. 

EXAMINE – each functional area methodically and map the processes using the data collected to answer three 

fundamental questions.   Why is this “touch” or “process” performed and what does it do for the customer (internal 

and external)? How well did it work during peak and will it meet next year’s peak? How much of the processes time 

and cost is spent resolving exceptions and why do the exceptions occur? 

BENCHMARK – During the assessment, the recently completed Peak Season performance should be benchmarked 

to the measured improvement over the previous year, “like-kind” processes or similar operations, actual performance 

to target KPIs, and actual to theoretical capacity. 

SCORE – the results of the information gathered.  Purge any anomalies and use the meaningful information to score 

the results based on how well the process/operation will meet what’s ahead next year, both planned and predicted.  

SKU growth, shortened service levels, volume growth, and targeted KPIs such as cost per order are some of what is 

commonly planned while labor shortages, downtime events, and marketing campaigns/consumer trends are 

examples of what operations should be including in their plans as predictive measures. 

LEAD – The results of the scoring should leave a clear path towards the direction of changes to be implemented 

whether they are procedural, mechanical, or logical. The action items usually involve increasing speed, enlarging 

capacities, and reducing errors. Don’t forget to include a few key subjective evaluations based on the flexibility to 

adjust during operations, the ability to sustain flow, time to recovery, and intuitiveness of problem resolution. 

BE INTENTIONAL – To achieve meaningful results that will accelerate your operational performance, it is essential to 

be consistent across the operation, be open and honest with the information, be clear about the intent of the review, 

connect the direction to the data, empower the team to take action, and be committed to drive improvement. 

CONTROL – Before launching your plan, it is important to determine the best metrics used to track improvements 

and how well they are positioning the operation to meet the targets for the next peak season.  When choosing KPI’s 

to monitor, it is critical to understand the difference between leading indicators and lagging indicators.  Lagging 

indicators are most familiar.   They measure the output based on historical data and tell us what happened and are 

reactionary.  Leading indicators are based on input.  While sometimes difficult to measure, when done so in real time, 

leading indicators are easier to influence preemptively.  An example of a lagging indicator would be the number of 

orders shipped per hour.  Historical, and nothing you can do to change what happened.  An example of leading 

indicator would be the fill percent on forward pick slots and the mean time to replenish.   These are behaviors, that if 

caught quickly, can change the outcome for orders shipped per hour. 
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OPTIMIZE – Be quick to not only adopt but to optimize what is working well. And, as the leading indicators suggest, 

be even quicker to change what is not meeting expectations.  

 

How well did your operation get the orders into the End Zone? 

Studying play-by-play game footage and sport performance analytics doesn’t end when the football season is over.   

When the playoffs end, coaches, their staff, and players begin to ask themselves; What did we do well?  What did we 

do poorly?  What do we need to change? How can we be better? And what do we need to do to win next year?  

Regardless of end-of-season standings, it is critical that distribution/fulfillment leaders take the time to steer their team 

through an effective 360° review of their performance.   From maintenance to metrics, studying last year’s 

performance will help you develop your winning strategies, grow the team, and improve the playbook tactics that will 

get customer orders into the end zone and through the uprights of the very best “total cost to satisfy.” 

 

"If what you did yesterday seems big, you haven’t done anything today.” – Lou Holtz 

About TREW 

TREW provides automated material handling solutions for integrators and end users, including Warehouse Execution 

Systems (WES), Warehouse Control Systems (WCS), PLC- and server-based machine controls, motorized driven 

roller (MDR) conveyor and services such as concepting, engineering, technical support, parts, field service and 

training. Serving the North American retail, warehouse, distribution, manufacturing and ecommerce industries, 

TREW’s experienced staff and broad network of integrator partners enable uncommonly smart solutions scalable to 

any material handling needs. 


