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Item Consolidation


Application Note


Item Consolidation
Introduction

The Item Consolidation Utility automatically combines the current information for two catalog items.  Item Consolidation is used to handle situations where two inventory item numbers are being used for the same physical item and you wish to discontinue the use of one of the items.  The Consolication process combines the current on hand, reserved, on order and allocated quantities for the two items, and it updates the sales, purchase order, and other current information for the items.  This allows you to discontinue use of one of the items and process all future transactions using a single item number.  

For this discussion, the old item you wish to discontinue use of is referred to as the source item, and the item you wish to continue using is referred to as the target item.

Note:  The Item consolidation process does NOT update the history recorded for the two items prior to the consolidation, and it does not delete either of the items being processed.  The Item Consolidation process only combines the current information for the items and sets the source item inactive so that you can discontinue the use of the source item number.   Item history cannot be merged for several reasons.  These include the fact that the inventory transaction history for each item is only valid when it is unique (the previous costs and quantities in inventory transaction records are based on the unique item being processed, and the timing of each transaction).  There may also be printed documents (such as invoices, order confirmations), that were produced containing the source item.  Inventory statistics (such as monthly, weekly, qtd, ytd numbers) are also based on the original item used for each sale.  These issues make the changing of item numbers or the combination of item history problematic.

Processing Overview

The Item Consolidation routine combines the current information for two items by performing the following tasks.

Pre-Processing Checks.

· The Consolidation program first checks that any locations containing the source item (and which have an on hand, reserved, total reserved, allocated, or on order quantity for the item) also exist in the target location.  If the target item does not exist in a location where the source item exists, the target item must be created in that location (or locations) before the consolidation routine will process the item pair.
· The program checks for open picklists or pull tickets for the source or the target item.  If any open unprocessed pick or pull ticket records are found, they will need to be reset before the source item can be processed (this check prevents changes to already printed documents that may be in process).  This step also allows the Consolidation routine to skip the update of pick records (and the associated bin allocated quantities).  If the routine is run at the beginning or the end of the day, there should be no printed pick or pull tickets to block processing of the items.
· The program checks the serial flags in items.  If the serial flag in the two items being consolidated is different, the program does not process the pair .  This situation where one item is serialized, and one is not, or one item is serialized on receipt, and the other on the sale of the item  – may require manual creation/editing of the serial detail for the items.
· Tracking flag – If the stocking or tracking flag for the items in the Catalog is not the same (ie one is stocking, one is not), the item pair cannot be processed.  The reserved and allocated logic used for stocking items is very different from that used for nonstock items.
If the items being processed do not pass the above tests, the Consolidation routine either aborts, or writes the records out to a log file with a message that they could not be processed and why.

If the items being processed pass the tests, the Consolidation routine performs the following updates.
Inventory Quantity Adjustments
· On hand quantity.  The consolidation routine adds the on hand quantity for the source item in all inventory locations in the current (operator) division to the appropriate inventory records for the target item. 

· Reserved quantities.  The consolidation routine adds the reserved quantity and total reserved quantity for each source item to the reserved and total reserved qauntities for the target item in each inventory location.
· Allocated quantities.  The routine adds the allocated quantity for the source item to the target item in each inventory location   See the earlier note about scheduling windows

Inventory Activity Records are written for the quantity changes
· The routine creates an Inventory Adjustment transaction for the reduction to the source item quantity in each location (using the average cost of the item in the source location), and for the increase to the target item quantity in each location (using the cost from the target item).  An alternative would be to use a new transaction type to allow for a different posting method (see section on the journal entry).
Bin Quantities are adjusted
· The routine finds each bin for each source item with a quantity in it.  The routine then checks if the same bin exists in the same location for the target item.  If so, code adds the source bin quantity to the target item/bin.  If the target bin location does not exist, the system updates the bin record for the source item (changes the quantity to zero) and it creates a new bin record with the source bin quantity and the target item number and bin location.  Bin allocated quantities should be zero since the routine only processes items which do not have open pick or pull ticket records.
Warehouse Transaction records are written for the bin adjustments
· The code also writes IA (Inventory Adjustment) warehouse transaction records for the bins to show the move to the new item.  One record is written for each of the Inventory Adjustments (each decrease to a location//source item and increase to a location target item).

Journal Entry is created for the Cost Difference in the items
· The consolidation routine makes journal entries, to reduce inventory for the value of the source item (qty * average cost of source item) in each location being adjusted, and to increase inventory for the value of the target item (qty * average cost of target item)  We could add an option to use specific autopost for this process – ie gain or loss from item consolidation (this would require different posting logic in the routine than currently used in the inventory adjustment program).  We could also use a different inventory transaction type and accumulate the values from the 91 records to post as one je (ie net gain or loss on item consolidation vs separate transactions for each adjustment).
Serialized inventory records are updated 

· The code checks for open serial records for the source item.  This includes all serial records with a status of B (being built in shop order system), I (in stock or in inventory),  L (on loan or in pending), W (in work in process), and P (in production – by product item).  If the source item/ serial number combination does not exist for the target item, the code changes the item number in the serial record for the source item and it writes a CI (changed item) Serial History record to show the item number change.  If the same serial number exists for the target item, the code logs the serial, item combination and notes that it is a duplicate, so the serial records can be manually corrected).
Sales Order Lines are updated
· The program checks the Catalog records for the items to compare the scheduling window (lead days)  for the source and the target item.  If the values are different, the routine logs the source and target item lead day values, and it outputs the open and backordered sales order lines for the source item.  The program also logs any partially shipped lines for the source item (in case you need to contact the customer about the item change).
· The program updates all open and backordered sales order lines for the source item to the target item (this includes partially shipped lines to deal with allocated, reserved quantities)

Note:  The consolidation routine combines the current on hand, reserved, and allocated quantities for the source and target items.  If the target item has a different lead time than the source item, the  allocated and reserved quantitiies for the source item may not match the scheduling behavior for the target item (ie you may need to manually allocate or de-allocate inventory based on how the two items are set up). 
PO Lines are updated
· The program checks the Lead PO Days for the source and target item.  The lead po days are used to calculate the estimated ship date for the item from the vendor when pos are entered for the vendor.  If the value in the source and target item are different, the program logs the values in the items so that the estimated ship date for the po lines can be manually updated as required.
· The code also logs the po lines that are open for the source item.  This allows the ship date in the lines to be updated and provides a reminder for the purchasing department to contact the vendor as required.  The PO requisitions and any open po lines for the source item must be updated by the consolidation process to allow any allocated quantites that are the result of vendor shipments or special orders to be moved from the source to the target item, and to allow for the combination of the on order amounts for the item.
Shop Order Lines are updated
· Any open shop order lines for the source item are changed to the target item.  If both the source and the target item are included in a shop order already, the code either skips the update and logs the fact that the change could not be made or it adds the quantities from the source item shopline to the shopline for the target item. 
Shop Order Headers are updated
· Any open shop order headers for the source item are changed to the target item.  
RA Lines are updated
· Any open, or in stock ra lines for the source item are changed to the target item.

Bom Headers are updated
· All Bill of Material Records for the Source Item are changed to the Target Item.  If BOM Header records already exist for the target item, the revision number in the source items is incremented to allow the new BOM Head records to be saved.
BOM records are updated
· If the source item is included as the top or lower level item in a bill of materials record, it is updated to the target item number.  This may also require the code to increment the revision number in each bom record (to match the change made to the BOM Header record and keep the correct BOMLines associated with the record.
Company item comments are copied if not already present
· Check for company item comments for source item, if found, check to see if they already exist for target item, if not, update them.  If target item comment found, output line to log indicating manual update required.

Pending records are updated
· Any open pending records for the souce item are updated (this desynchs from invoice line, but prevents source item going back to stock from open pending),  keeps in line with IFT other special soline, poline types.
Crossref records are copied if not already present
· The code checks for cross reference records for source item.  If found, the code checks if  the target record pair exists.  If so, the code does not update the cross refererence record for the source item (record for the target item is already there), if the crossref pair does not exist for the target item, the crossref record for the source item is copied to create customer and vendor crossref items for the  target item.
Item comments are copied if not already present.
· If inventory comments exist for the source item, and the target item does not have the same comment already, the code copies the item comment from the source to the target item..  If the target item comment already exists, we log the fact that duplicate comment information was found for the items and the opeator can then  manually review, move the comment info as appropriate.
Qvlist records are updated
· The routine checks to see if any qvlist records exist for the source item.  If so, the code checks to see if there is a qvl record for the target item with the same vendor as the source item.  If so, the code skips the update (there is already a qvl record for the target item and vendor).  If there is no qvl record for the target item and the source vendor, the code copies the qvl record for the source item to the target item.  
Catalog Item Update

· The Consolidation routine updates the Catalog record for the Source Item.  The status field of the record is set to I (Inactive) so that the future use of the item is prevented.
Inventory Item Update

· The Consolidation routine updates the Inventory records for the Source Item.  The status fields of the records is set to I (Inactive) so that the future use of the items is prevented.

Special pricing, rebates
Open Issues
· If special pricing records and or rebates exist for source item, do we copy records for source item over to target?  Note: This can change pricing behavior for the target item – possibly something operators would want to review first.  Same with processing source and target items with a different margin hold percentage, or with different Catalog price levels.

· If the target item has a rebate or special price in a sales order line, and we just change the item, the logic would be that the rebate or special price has to apply to both items.  Need to confirm this and tie to first issue above.  This situation could also result in two different items showing same rebate history (ie two different items using one rebate record – not sure if that is an issue or not.
· The Max quantity field in special pricing records – if we update the item in the special pricing records, and if there is a special price for both the source and target item, (same type, source, price, possibly customer) , should we be combining the qty sold (changing the item in the order lines may result in you invoicing more than the max qty from the special price record – since the solines are being updated automatically instead of being manually entered).
· If the unitcost or the commission cost for the source and target items are different, thiis could cause price issues that may not trigger holds (ie replacing a cheaper item with more expensive one and just shipping the order lines out –could allow order to ship when below margin – ie there is no hold without edit or some other trigger).  For example, source item is price 100, commission cost is 95, target item is price 110, commissiion cost 105.  If we just change the source to target item, we have a line with price of 100, comm cost in order line of 95, but when invoiced, the code picks up the unitcost for target item of 105 (and you have a sale with negative margin).  If we update the commission cost and the item in the source line, (both to the target item value), we have correct cost display but still have a negative margin (price of 100, cost of 105).  It may make sense to update the source to target item,  and load the commission cost from the target item into the sales order line (for nonspecial price sources).  The code could then do a minumum margin check – based on the target item commission cost and the price in the line and either put the line on hold, or output in report format, so the operator can make any price adjustments required.
· Above is more complex on a special pricing situation.  If we update the special price records, and update the order lines, we stay in synch (except when we have to create a special price record or rebate record for the target item – and need to update the record number of the rebate or special price that is stored in the order line).  However, the fact that the line points to a valid rebate or sp record does not mean that the price is correct (if the source item sp or rebate is wrong, copying to target does not change cost or price amts, and again this could change pricing behavior for the target item.

· Unknown if there may be longcode records set up for source or target items.  If so – would need to id codesets to allow updating?  Need to determine if this is something that update should try to handle.  The update routine would be specific to the type of record being updated.
Change History

· If possible, item change history records should be written to document the change of the source to the target item in the document lines (sales, shop, purchase order, raline, shopline, etc) and other records (inventory items) updated by the process.  This could be very usefull when communicating with customers (ie why is the item different than it was on my order confirmatin), or when looking at item history (why was item adjusted to 0 in several locations).
Allocation Issues
· If there are no picks (ie printed picklists, pull tickets) for source and target items, we can just combine allocated quantities for the two items.  Code should log items with different lead days and order detail for same – to allow dealing with schedule dates issues manually.  Undoing allocation for source item then redoing allocation for quantity using target item logic automatically would make this routine substantially more complicated,
Inventory Activity
· Only receiving, vendor ship transactions can be considered open but also historical, do not update.

Other Open Issues
Other open issues include.
· Warranty style items  on open orders.  In this case, you may have attached items, not created as order lines, for open orders.  Since the attached item information is stored in an AIC comment, and not in a sales order line, the consolidation routine would not handle the items.  This would require a routine to scan the aic comments for open order lines?

