
New Zealand 
Sugar CompanySugar Company 

TEAM RACK ‘N’ STACKTEAM RACK ‘N’ STACK

NEW AREA 
MANAGEMENT TEAM 
FINAL PRESENTATIONFINAL PRESENTATION

TPM & Lean Forum 2014 New Zealand Sugar Company Chelsea Refinery - RACK "N" STACK Team

(C) Copyright 2014 - CTPM Slide 1



Rack ‘n’ Stack Team Photo

This team has over 103 years service at ChelseaThis team has over 103 years service at Chelsea

Mike Russell Richard Ray Jason Rob Jonaree DavidMike         Russell           Richard    Ray       Jason        Rob     Jonaree   David
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NZ Sugar DistributionNZ Sugar Distribution
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Backgroundg

• Equal managed through 3rd Party Logistics provider

• Different distribution requirements

• Part Pallet Picking / Shop Orders
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Mandate

• Design and Implement an effective plan for storing, 
picking & loading Equal Productspicking & loading Equal Products

• Assess each step to ensure safe efficient routines are 
established with the least handling & movement

• Improve or maintain the Business Goal AlignedImprove or maintain the Business Goal Aligned 
Performance Measures in a Sustainable manner

R d f th l t d i t i iti ti• Recommend further related improvement initiatives 
to the Leadership Team

• Complete within 12 weeks after Kick-off
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Defined Production Area – by process
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Defined Production Area – by area

3

2
1

1 = Customer Services 2 = Warehouse 3 = Reception
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Key Milestones to achieve Mandate

• Set up work area

• Confirm picking layout

• Analyse order profiles

• Establish new order picking processes• Establish new order picking processes 
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What did this mean to us?

“Delivering the right product in the rightDelivering the right product in the right 
quantity to the right customer on the rightquantity to the right customer on the right 

day in pristine condition”y p
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Situation at Start – pre March 2013

• Pre 2000 
• Full pallets only

Pick area – Dec 2012

• Full pallets only

• Post 2000 
• Shop orders required
• Small ‘picking’ area
• Truck only distribution
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New Work Area
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Picking Area – before photo
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Work Desk
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Picking Area Work Centre – Safety
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Work Bench and Strapping
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Glass and Recycling
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Reach Truck
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Picking Location Set Up

• Sugar = 62 SKUs / Equal = 10 SKUs

• Fork lift access and flow

• SKU Pick Frequency

• Product groupings (brand / sugar type)Product groupings (brand / sugar type)

• Product weight (pallet stability)

• Glass exposure
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Picking Locations
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Product ID

• Pallet labelling 

• SSCC labels

• Bay numbers

• Product IDProduct ID
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Order Analysis – Baseline pre – Equal

Average daily orders 11
d l d dAverage daily products per order 3

Orders greater than 1 pallet per day 3
Shop Order by Customer

22%

32%

40%

6%

Bidvest FoodStuffs Progressive Other

TPM & Lean Forum 2014 New Zealand Sugar Company Chelsea Refinery - RACK "N" STACK Team

(C) Copyright 2014 - CTPM Slide 21



New Order Analysis – with Equal
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Establishing New Picking Processes

• Ordering patterns

• System changes

• Scanning (track and trace)

• Set up courier deliveriesSet up courier deliveries
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Picking Processes

There are 4 picking processes:
Mixed Part

Truck delivery  Truck delivery  

Courier delivery 
(new)  (new)
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Each Process was Documented by Operators
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Converting notes into ‘Swimming Lanes’
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Truck and Mixed Order Process
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Standard Operating Procedure – Picking Orders
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Picking Process in Action – Picking Orders
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Picking Process in Action – Label and Wrap

TPM & Lean Forum 2014 New Zealand Sugar Company Chelsea Refinery - RACK "N" STACK Team

(C) Copyright 2014 - CTPM Slide 30



Picking Process in Action – Scan and Load
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Achieved Tangible Benefits 

• Safety improvements in: 

• Reduced Congestion

Pi ki E i• Picking Ergonomics

• Equal batch traceabilityqua batc t aceab ty

• Financial - $60K savings achieved

• Delivery performance

D t d T i i Pl• Documented Training Plans

• Simplified Ordering Processp g
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Achieved Intangible Benefits

• Improved Shop Order handling

• High Morale & Pride in Area Team

• Better communication 

• Integrated sweetener businessIntegrated sweetener business

• Better Product Knowledge

• Customer Satisfaction
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Key Lessons Learnt – History Sheet

• Ordering priority

• Stock rotation

• Setting up for next day

• Professional training• Professional training

• User friendly equipment

• Team work

• Communication
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Locking in the Gains 

• Racking used elsewhere on-site

• Standard Operating Procedure for training

F E l / N l d• Four new Equal / Naturals products

• Area well maintained by operatorsea e a ta ed by ope ato s

• New 47 day survey completed

• Dedicated pool of pallets

TPM & Lean Forum 2014 New Zealand Sugar Company Chelsea Refinery - RACK "N" STACK Team

(C) Copyright 2014 - CTPM Slide 35



Communicating the Teams Progress

• Mid-way Presentation held in Warehouse y

• Leadership Team weekly briefingsp y g

• Roadblocks quickly dealt with by Leadership Teamq y y p

• Progress explained at Warehouse Team Meetings g p g

• Extensive Customer Briefings on the changesg g

• Final Presentation very well attended
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Mission Achieved!!

“We continue to deliver the right productWe continue to deliver the right product 
in the right quantity to the right customerin the right quantity to the right customer 

on the right day in pristine conditiong y p
at significantly reduced costs.”g y
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