
One of the world’s largest canning facilities, producing sixty 
million cases of pet food annually, was experiencing increased 
production, inventory and material costs.  In addition to their 
financial challenges, plant leadership was experiencing turnover 
which created additional uncertainty for the 600+ employees.  

A diagnostic identified the following opportunities:

• Excessive downtime due to excessive changeovers, 
mechanical breakdowns, product issues, and lack of 
supervisory attention  

• Incorrect safety stocks due to poorly classified inventory and 
inappropriate batch sizes.  

• Inadequate performance visibility 
• Reporting was too late and too generic to be helpful to 

managers

Through the diagnostic process, Carpedia was able to establish 
both a business case for change and a positive working 
relationship with the new management team. 

THE CHALLENGE
Over an eight-month engagement, Carpedia worked on-site with 
their client and made significant changes to the operation.  

Key changes included:

• Redesigned the inventory strategy to correct safety stocks, re-
classify production SKUs and redesign batch sizes, leading to 
marginally less inventory and 52% fewer changeovers  
•Determined the line constraint on each of the seven main 

operating lines.  More than 150 process and method changes 
were installed to reduce downtime at the constraints
• Improved the scheduling system to provide managers with the 

right information to plan and marshal the appropriate labor, 
equipment and material resources was designed and installed.
• Implemented point of execution visibility boards, as well as 

daily and weekly operating reports to  provide the detail 
managers needed to better understand and action variances.
• Improved active management via Carpedia College and on-the-

job coaching

THE SOLUTIONS
In the last four months of the engagement, the client enjoyed 
consistent uptime run rates of 75%.  Production variances were 
beating budget requirements.  

The new leadership team was equipped with a common 
performance system that they chose to own and improve on.  

Four years after this engagement that same team asked 
Carpedia to return.  They had managed to continue their path 
of continuous improvement and were hovering at the 82% 
mark.  Their goal was to hit what they considered World Class 
(85%), but just couldn’t find the objectivity to get there.  One 
year later, and with our support, they achieved their goal.

Specific results included:

• 26% improvement in labor production cost per case 
variance to budget 
• 67% reduction in quality costs per case were
• 24% improvement in line uptime on key lines

THE RESULTS

“Carpedia proved to be very effective. They were actively involved in the day-to-day operations. They were flexible in their approach and demonstrated a
sincere desire to help the plant improve. Their results were greater than our initial expectations. More importantly, it appears as if the improvements will be
permanent. Based on the results, Carpedia is being considered for other major projects.”
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