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Controlling Process Variation & Reducing Waste, | ncreases
Throughput $1.35M in Savings

Client Profile;

This seventy year old privately held company i®atact manufacturer of snack food products andeser
many of today’s largest Food Companies. The compaasy an excellent reputation for meeting, or
exceeding, their customers’ needs and operateard fhiat is equipped with state of the art manufaug
and quality assurance technology.

TheNeed & Approach:

Like the majority of our clients, this company wast actively searching for outside assistance forave
their operating or business performance. Afteeghmeetings with their Executive Team, they were
intrigued with our experience in the food industngd our no non-sense approach to examining their
operations at no cost to their organization. Tiweye simply open to an experienced firm, with ddsol
reputation in the field of performance improvemexatning in to analyze their plant in an effort dentify

and quantify opportunity for improvement.

After the conclusion of the two-week Analysis, wesented our Findings and Observations, Improvement
Strategy and Proposal for working with them to addrthe following key issues:

e Variation, due to the lack of standardized insinmg and individual Operator preference, was
causing yield and ultimately throughput loss onheatcthe six cooking lines.

* The true operating performance (line efficiency)swaeing masked as the historical actual
performance was being utilized as the standard.trNe engineering standards, based on the
limiting factor, existed. The average performansgorted was 92- 108% depending on the line.
True Line Efficiency was closer to 80%.

e Operating problems were seldom documented. We vethés as a natural reaction to the
performance being reported. A focused correctot®a process based on root cause analysis was
missing.

TheWork & Results:

Ritchie began the 22 calendar week project by €ieshing to grips with the two key process factansloe
cook lines; fryer speed and oil temperature. Thlowbservations, discussions with the appropriate
personnel and testing, standards were developednwnted, and training sessions were conductedllfor
line employees. Through classroom sessions andeimgmtation on the production floor with the
Operators, Run Charts and eventually Statisticat®ss Control Charts (SPC) were utilized to corttrel
process. Test samples on the weight of the preduete made every 15 minutes.
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From there the Run Standards for each cooking tiparand the 30 packaging lines were developed.

Process Monitors were implemented to document peeoce, and operating problems throughout the
shift, and to take corrective action.

Revised performance reporting metrics were develapal installed to allow all levels of employees to
view the true operating performance and to manage mffectively.

Primarily, as a result of controlling the variabéesl reducing the waste, throughput increased aedime
was reduced. The gains in throughput were 11% ana @esult the client realized a 3.21:1.0 Return on
Investment from the project.

“Ritchie conducted a very thorough investigationeokry area of our plant and presented their filggdin
and proposal. We jointly approved an improveméan phat was executed to perfection. The staff atas
all times professional, maintained good commundgatiwith every level of our organization, and, most
importantly, delivered measurable results exacthere they indicated they would. Within the firsar

we will have in pocket savings of almost two tithesinitial investment in their services”.

“The Ritchie approach is a very sound and practipabgram that produces results and | would not
hesitate to recommend them to anyone looking for o@portunity to improve their operating
performance”.

Executive Vice President




