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INTRODUCTION AND
OBJECTIVE
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Figure 5 – Financial Plan

Through the course of this project, our team will ensure
the following process requirements are satisfied:

This 3PL Company is an American company listed as
a top ten global provider of supply chain solutions. This
company’s success is attributed to a highly integrated
network of people, technology, and physical assets. It
operates in 30 countries, with over 50,000 customers,
including 69 of their clients being Fortune 100 companies.
The company’s two main operations include transportation
and contract logistics. For this project, our group will work
out of a McDonough, Georgia distribution center. This 3PL
location is a single designated client warehouse that has
both a fresh bread side as well as a snack food side.
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Figure 6 – Quarterly Summary of Cost Per Case

The objective of this project is to implement a process
to transition from a floor loading to a palletized system for
shipping in order to reduce safety risks, minimize waste in
the form of non-value-added material handling and space
and damages, improve item throughput efficiency, and
reduce labor hours caused by the current floor loaded
shipping system.

• The new process should be safer. The current pick row layout
requires a double path for material handling equipment
(MHE). This factor contributes to the near misses and
potential accidents per quarter.
• The redesign should be more efficient. Order pickers should
move fluidly through the pick. Moving fluidly through the
pick will increase the throughput of items and decrease the
overall order lead time.
• The implemented redesign should help with the reduction of
waste, damages, and customer complaints. Establishing an
improvement plan to increase the integrity of the built pallets
will help minimize the potential damages and increase
customer satisfaction.
• The redesign should reduce cost. The current floor loading
system requires more time that increases the total labor hours
and item cost per case at the distribution center.
In order to measure the success of the project, our group
established a minimum criterion that needed to be accomplished
by the end of the project. Listed below are the categories
addressing our minimum success criteria:
1. Reduce the labor cost per case from $0.320 to $0.295 (8%
reduction/improvement)
2. Reduce safety near misses by 5%.
3. Reduce customer complaints/item damages by 5%.

RESULTS

Figure 4 – TOPSIS Analysis

APPROACH
At the request of the customer, this 3PL distribution
center is required to transition from the current floor loading
process to a palletized process. To do this, Too Logistic’s
objective is to redesign the pick row area in order to be more
efficient in order-picking for delivery.
Our team will conduct the DMAIC technique to
evaluate the current item picking system. This will allow us
to properly identify the best approach for implementation.
Too Logistic will follow a strategic approach from
conception to closeout to ensure the project scope and
requirements are satisfied. Our problem-solving approach
will be performed as follows:

REQUIREMENTS AND
SPECIFICATIONS

Figure 8 – Quarterly Summary of Key Performance Indicators

Figure 7 – Total Labor Cost and Expected Savings

While averaging approximately 135,000 cases a week, with
a cost per case of $0.320, this distribution center was spending
$2,264,837.12 annually in total labor cost with $269,907.93
being contributed to an insufficient pick row layout.
With the implementation of the pick row redesign, we can
see a significant reduction in the cost per case from $0.307 in
quarter one to $0.272 in quarter three. With the further
evaluation of quarter three, the cost per case for February,
March, and April resulted in $0.301, $0.289, and $0.233,
respectively. With the cost per case reduction, this company will
see an expected savings of $274,074.30 for the first year and an
additional $82,589.67 in the following years from a reduction in
labor cost.
Both the quarterly cost per case and the post
implementation cost per case for April fall within our minimum
success criteria of an 8% reduction. Although we did not have
the data needed at the time, our team feels that the redesigned
pick route that follows a transversal path will significantly
reduce the likelihood of near misses with machine handling
equipment (MHE). Furthermore, the redesign considers case
crushability as a factor that should reflect in a claims and
damages reduction. Unfortunately, since we do not have the data
to analyze, we cannot confidently confirm the 5% reduction in
safety near misses, nor a 5% reduction in claims and damages.
For these reasons, we did not meet our minimum success
criteria.

