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THE ARCHITECTURE - A FIELD REFERENCE

The Five-Layer Model™

Every warehouse operation, regardless of size, client mix, or technology platform, succeeds or
fails at five distinct layers. The layers stack. The stacking order is not negotiable. The Warehouse
Standard series is organized around this model — one volume per layer.

STRATEGIC
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Partnership & Capability

04 Extends excellence outward — client commitments, special handling, returns and VOL. 4
recovery, technology fit. VOLUME
Depends on: a workforce and compliance system that can hold under pressure.

8 People & Compliance
T Fields a capable workforce and meets regulatory obligations — training, labor VOL. 3
g discipline, audit posture. VOLUME
z Depends on: documented systems that match floor reality.
w
[}
Documentation & Systems
Turns stable work into governed work — SOPs, work instructions, resolution VOL. 2
frameworks, the system of record. VOLUME
Depends on: a Foundation layer that can prove how the work actually runs.
Foundation
Runs, improves, and protects the operation. Product flow, the data backbone, VOL |
L]
Gemba practice, improvement habits, safety, and KPI architecture.
VOLUME
v No upstream dependency. This is where the series starts. The Jayer where the operation

FOUNDATIONA becomes worth documenting.

L3

MATURITY STATES - applied to every layer - score what the floor can prove

Reactive Consistent Governed Self-Correcting

The floor is absorbing too much A repeatable base, but controls are The layer can support heavier The operation detects and corrects
instability. Symptoms managed, not not yet strong. Required before the documentation, training, and drift before it becomes a visible
causes. next layer can begin. compliance work. failure.

THE RULE: Do not skip a layer. Each layer must reach Consistent before the next can begin meaningful work. Work the

lowest constraint first.
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