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In my role as an HGV driver working with Lidl’s regional distribution centre(RDC)Bridgend I regularly deal with the process of collecting and delivering goods to various stores. Over time, I have noticed a persistent issue during the loading process: pallets are often stacked higher than what is considered safe. At first, it might seem like a small detail, but it creates several complications for both drivers and the company.
Based on what I’ve seen at work (7 years working fo them),when pallets are stacked too high, they become unstable and harder to secure properly inside the trailer. This increases the risk of products falling during transport, which can cause damage to the goods and potential injuries to drivers or loaders. There is also an operational impact. Taller pallets affect weight distribution inside the trailer and can lead to increased fuel consumption. Since fewer pallets are used per load, each trailer often carries more weight, which affects delivery schedules and overall efficiency.
The situation is further complicated by the fact that several groups of people are involved in the process. Pickers usually aim to complete their tasks as quickly as possible, so they tend to stack products higher to reduce the number of pallets used. Loaders focus on getting the trailer ready on time, while drivers are mainly concerned about safety and keeping to their delivery routes. Management, on the other hand, looks at overall costs and productivity targets. Because we all have different priorities, it becomes harder to find a solution that truly works for everyone.
This issue also has financial consequences for the company. Damaged products, higher fuel costs, and potential injury claims all add up over time. On top of that, repeated incidents can affect staff morale and create tension between warehouse teams and drivers,wich did happened a few times!
From what I’ve seen, this has been an ongoing issue for both drivers and the company for a while now, so it’s something that needs to be addressed I will share my experience with what is happening, why it causes difficulties, and some practical ideas that could make the process safer and more efficient for everyone involved. Honestly, this is something I’ve been worried about for a while because I see how it affects my daily work.

[bookmark: _Toc207343925]2.Problem Analysis
[bookmark: _Toc207343926]2.1. Observations from the Workplace
During my shifts at the Lidl distribution centre, I’ve noticed that pallets are often stacked above a safe height.It does happen almost every day,and causes problems for several people involved in the workplace. From talking to other drivers and loaders, a few common situations stand out:
   -Pallets are stacked too high to save space and reduce the number of pallets used.
   -Overloaded pallets are harder to secure safely inside the trailer.
   - Unstable stacks increase the risk of boxes falling and causing injuries, and I’ve personally seen this    happen during a few shifts.
   -Taller pallets affect weight distribution inside the trailer. This often means more fuel is used, which adds extra costs over time.
   -Time is often lost when pallets need to be restacked or reloaded to make them safer.
These are the practical issues that make the situation more complicated than it first appears.

[bookmark: _Toc207343927]2.2. Brainstorming Possible Causes
After discussing with colleagues and reflecting on my own experience, I believe the main reasons behind the issue are:
   -No clear height limit – There is no agreed policy on the maximum height allowed per pallet.
   -Pickers focus on speed – They stack higher to finish faster and reduce the number of pallets picked.
   -Lack of proper tools – There are no measuring devices or visual markers to check pallet height.
   -Poor communication – Drivers, loaders and pickers rarely discuss problems during loading.
   -Tight schedules – There’s constant pressure to finish picking and loading quickly and, to be honest, that’s one of the biggest reasons people take shortcuts.
   -Limited training – New staff are often not fully trained on safe stacking standards.

[bookmark: _Toc207343928]2.3. Root Cause Analysis – “5 Whys” Method
   -Why are pallets too high?
     Pickers stack more products on fewer pallets.
   -Why do they do this?
     They want to reduce trips and work faster.
   -Why is speed prioritised over safety?
      Performance is measured based on picking time not safety or quality.
   -Why hasn’t a clear rule been set?
       Management has not introduced a standard pallet height policy.
   -Why hasn’t management acted yet?
      There is no proper reporting system to highlight the problem’s impact.
Main Root Causes Identified:
   -Lack of a pallet height policy.
   -Focus on speed instead of safety.
   -No tools to measure or control height.
   -Weak communication between staff and management.

[bookmark: _Toc207343929]2.4. Fishbone (Cause-and-Effect) Analysis
Looking at the wider picture, there are several areas contributing to the problem:
   -People – Pickers rush, loaders have limited control, and drivers face safety risks.
   -Process – No standard procedure or agreed maximum height for stacking.
   -Equipment – No measuring tools, visual height indicators or proper stacking guides.
   -Management – Focus is on productivity and cost rather than safe practices.
   -Environment – High workload, busy warehouse, and tight delivery schedules.
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[bookmark: _Toc207343930]2.5. Summary
This issue is caused by several connected factors rather than one single mistake. Without a clear policy, proper tools, and better communication, pallets will continue to be stacked too high, creating risks for drivers, loaders, and the company as a whole. . Next, I’ll explain,present several possible solutions that could improve safety, efficiency, and overall operations.
 
[bookmark: _Toc207343931]3.Alternative Solutions
Based on my observations and discussions with colleagues, there are several possible ways to manage the issue of pallets being stacked too high. Below are the main solutions considered along with their potential benefits, risks, and resource implications.
[bookmark: _Toc207343932]3.1Introduce a Clear Pallet Height Policy
Description:
Management sets a strict rule for the maximum pallet height (e.g. 1.6 metres) and communicates it clearly to pickers, loaders, and drivers.
Advantages:
   -Improves safety by reducing the risk of falling products.
   -Creates consistency across shifts and teams.
   -Easy to communicate and enforce with clear signage.
Disadvantages:
   -Some pickers may see it as extra work and slower productivity.
   -Requires monitoring to ensure compliance.
Estimated Cost: Minimal – mostly printing signs and internal communication.
Impact:
This solution tackles the problem directly by giving everyone a clear standard to follow, reducing misunderstandings and safety risks.

[bookmark: _Toc207343933]3.2Provide AR Measuring Tools for – Loaders
Description:
Equip loaders with simple mobile apps (e.g. AR Ruler) or small measuring devices to quickly check pallet height before loading.
Advantages:
   -Fast and accurate measurement without manual effort.
   -Helps loaders refuse unsafe pallets with clear evidence.
   -Low-cost solution using existing smartphones or company devices.
Disadvantages:
   -Relies on loaders actively measuring pallets.
   -Needs short training for staff unfamiliar with AR apps.
Estimated Cost: Around £200 for basic devices and app setup.
Impact:
Improves accuracy during loading and gives staff a tool to identify unsafe pallets quickly, preventing issues before trailers leave the warehouse.
[bookmark: _Toc207343934]3.3 – Safety Workshop and Better Communication
Description:
Organise a short workshop involving pickers, loaders, and drivers to agree on safe stacking practices and create a simple communication process.
Advantages:
   -Increases awareness of risks and improves teamwork.
   -Builds a shared understanding between different roles.
   -Could reduce conflicts between pickers and loaders.
Disadvantages:
   -Requires management approval and short downtime for staff to attend.
   -Some employees may resist changing habits.
Estimated Cost: Around £300 for printed materials and short sessions.
Impact:
Encourages collaboration and ensures everyone understands the reasons behind safety rules, making the solution more sustainable long term.

Summary
Each solution addresses a different aspect of the problem:
   -Solution 1 focuses on clear rules.
   -Solution 2 provides tools and data for safer decisions.
   -Solution 3 improves communication and training.
I will evaluate these options using a Grid Analysis and Cost-Benefit Analysis to decide which approach offers the best balance between safety, cost, and efficiency.
[bookmark: _Toc207343935]4.Decision-Making Techniques


[bookmark: _Toc207343936]4.1. Grid Analysis
To compare the solutions fairly, I used a simple scoring system based on five factors that are most relevant for this situation:
   -Cost – How affordable the solution is for the company.
   -Ease of Implementation – How quickly it can be introduced without disrupting operations.
   -Safety Improvement – The expected reduction in risks for drivers and loaders.
   -Long-Term Sustainability – Whether the solution will work over time without constant adjustments.
   -Compliance & Monitoring – How easy it is to check if the solution is being followed.
Each factor was given a weight between 1 and 5, based on importance. Each solution was scored out of 5, multiplied by the factor weight, and totalled.

Table 1 – Grid Analysis Scoring
	Decision Factors
	Weight
	Solution 1 – Height Policy
	Solution 2 – AR Tools
	Solution 3 – Workshop

	Cost
	5
	5 × 5 = 25
	4 × 5 = 20
	3 × 5 = 15

	Ease of Implementation
	4
	4 × 4 = 16
	4 × 4 = 16
	3 × 4 = 12

	Safety Improvement
	5
	4 × 5 = 20
	3 × 5 = 15
	5 × 5 = 25

	Long-Term Sustainability
	3
	3 × 3 = 9
	3 × 3 = 9
	5 × 3 = 15

	Compliance & Monitoring
	4
	3 × 4 = 12
	4 × 4 = 16
	4 × 4 = 16

	Total Score
	—
	82
	76
	83



Interpretation
The scores show that Solution 3 (Safety Workshop + Better Communication) has the highest score (83), followed closely by Solution 1 (Height Policy) with 82. While Solution 2 (AR Measuring Tools) scores slightly lower, combining Solution 1 and Solution 3 creates the most effective approach:
   -A clear rule that everyone understands.
   -Practical training and communication to ensure the rule is followed.
   -Low costs compared to potential long-term benefits.
Therefore, the recommended solution is a combined approach:
Height Policy + AR Tools + Safety Workshop,but I will measure the cost involve,and will aim to find the better one that was the higher chance to be approved and to be implemented. 

[bookmark: _Toc207343937]4.2. Cost-Benefit Analysis
Using company estimates and industry averages, I calculated the costs and benefits over a 3-year period.
Table 2 – Cost Breakdown
	Item
	Year 1
	Year 2
	Year 3
	Total (£)

	AR Measuring Tools
	£450
	£0
	£0
	£450

	Signage & Policy Setup
	£250
	£50
	£50
	£350

	Safety Workshop
	£300
	£0
	£0
	£300

	
	
	
	
	



Table 3 – Projected Benefits
	Benefit
	Year 1
	Year 2
	Year 3
	Total (£)

	Fewer injuries & sick leave
	£500
	£600
	£700
	£1,800

	Fuel savings
	£300
	£400
	£500
	£1,200

	Time saved per load
	£200
	£300
	£300
	£800

	Total Benefits
	£1,000
	£1,300
	£1,500
	£3,800



Financial Ratios
   -Total Costs: £300
   -Total Benefits: £3,800
   -Benefit-to-Cost Ratio: £3,800 ÷ £300 ≈ 12.66
   -Net Benefit over 3 years: £3,800 − £300 = £3,500
[bookmark: _Toc207343938]4.3. Final Decision
Based on the results from the Grid Analysis, Solution 3 – Safety Workshop and Better Communication achieved the highest score (83 points)and the lower costs to implement. This solution focuses on improving awareness, collaboration, and communication between pickers, loaders, and drivers.
The reason this solution scored the highest is because:
   -It improves safety more effectively than the other options.
   -It promotes better teamwork between departments.
   -It creates a sustainable change by increasing awareness and understanding.
   -It reduces conflicts during the loading process and encourages shared responsibility.
Even though organizing a workshop takes a bit of planning and a small budget, I believe the positive impact will be well worth it. By improving communication and agreeing on clear stacking practices, pickers can make pallets more stable, speed up loading times for drivers, and keep everyone safer. That’s why we’ll focus mainly on solution 3 in the implementation plan.
[bookmark: _Toc207343939]5.Implementation Plan
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The main objective is to improve pallet stacking safety and reduce operational risks by organising a Safety Workshop and setting up a better communication process between pickers, loaders, and drivers at the Lidl RDC Bridgend. From what I’ve seen, good communication isn’t really a strong point in this warehouse right now, and that’s exactly what we’re trying to improve.
[bookmark: _Toc207343941]5.2. Action Plan
	Step
	Action
	Responsible
	Resources Needed
	Deadline
	Success Indicator

	1
	Get management approval for the workshop
	Warehouse Manager
	Internal meeting
	Week 1
	Approval granted

	2
	Prepare training materials on safe stacking & communication
	Health & Safety Team
	Posters, slides, guides
	Week 2
	Materials ready

	3
	Schedule workshops for all shifts
	Shift Supervisors
	Staff schedule
	Week 2
	Sessions confirmed

	4
	Run 3× 1-hour workshops
	H&S Trainer
	Training room, projector
	Week 3
	At least 90% staff attendance

	5
	Introduce a new communication process between loaders & pickers
	Warehouse Manager
	Simple checklist
	Week 3
	Checklist implemented

	6
	Place safety posters near loading areas
	H&S Team
	Printed posters
	Week 4
	Posters displayed

	7
	Review workshop impact & collect feedback
	Shift Supervisors
	Feedback forms
	Week 5
	Feedback collected

	8
	Final evaluation & adjustments
	Management
	Reports & KPI review
	Week 6
	At least 20% fewer unsafe pallets



[bookmark: _Toc207343942]5.3. Gantt Chart – Implementation Timeline
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   -Safety improvement - At least 20% fewer unsafe pallets within the first month.
   -Staff engagement -Minimum 90% attendance in the workshops.
   -Better communication - Fewer conflicts reported between pickers and loaders.
   -Faster loading times -Reduced delays caused by restacking.
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[bookmark: _Toc207343945]6.1. Purpose
For the implementation of the Safety Workshop & Better Communication project to be successful, it is important to keep all relevant stakeholders informed at the right time and through the right channels. Clear communication ensures that everyone understands their role, the reasons behind the changes, and the expected outcomes.

[bookmark: _Toc207343946]6.2. Key Stakeholders
	Stakeholder
	Role / Interest
	Information Needed
	Communication Method
	Frequency
	Responsible Person

	Warehouse Manager
	Approves and oversees implementation
	Progress updates, feedback on results
	Weekly meeting
	Weekly
	Project Lead

	Shift Supervisors
	Organise staff attendance and schedules
	Workshop schedules, instructions
	Email + briefings
	Twice a week
	Warehouse Manager

	Pickers
	Attend workshop and follow new guidelines
	Training details, stacking rules
	Workshop + Posters
	One-time
	H&S Trainer

	Loaders
	Apply safe pallet practices
	New communication checklist, safety tips
	Workshop + Posters
	One-time
	H&S Trainer

	Drivers
	Ensure safe deliveries
	New loading procedures and rules
	Workshop + Handouts
	One-time
	H&S Trainer

	Health & Safety Team
	Develops training content and monitors safety
	Feedback reports, incidents data
	Email + Reports
	Monthly
	Warehouse Manager

	Senior Management
	Interested in efficiency and cost control
	Final project results and KPI report
	Presentation + Email
	End of project
	Project Lead



[bookmark: _Toc207343947]6.3. Summary
6.3 Summary
Our communication plan is meant to feel open and two-way. Before any workshop, we’ll brief warehouse teams on what’s changing and why, on shift, so no one misses out. Management will receive a short weekly update (one page, no jargon) covering what went well, what didn’t, and the next steps.
After each session, we’ll collect quick, anonymous feedback (QR code or paper) and act on the top two points the following week. From what I’ve seen, when people get timely updates and can see their input being used, they lean in rather than push back. That’s exactly what we want here: fewer surprises, clearer expectations, and better engagement from the team.
[bookmark: _Toc207343948]7.Monitoring & Evaluation
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The main goal of monitoring and evaluation is to make sure the Safety Workshop & Better Communication project actually delivers results, not just plans on paper. By tracking progress step by step, we can spot what’s working well and what needs adjusting before small problems grow bigger. In my experience, when updates are shared openly and everyone knows where things stand, people get more involved and are more willing to support changes. This approach helps us keep the project on track and make improvements in real time, rather than waiting until the very end.
[bookmark: _Toc207343950]7.2. Monitoring Process
To make sure the solution is effective, the following activities will take place:
   -Workshop Attendance Tracking -Supervisors will record who attends each session to ensure full participation.
   -Pallet Height Spot Checks - Loaders and supervisors will inspect random pallets daily to verify compliance with safe stacking practices.
   -Weekly Progress Meetings -Shift supervisors will report any issues and suggest improvements.
   -Incident Reporting -Any accidents, near misses, or product damage related to pallet stacking will be logged and reviewed monthly.
   -Feedback Collection - Anonymous staff surveys and direct feedback will be used to evaluate how well the workshops have improved communication and teamwork.

[bookmark: _Toc207343951]7.3. Key Performance Indicators (KPIs)
	KPI
	Target
	Measurement Method

	Reduction in unsafe pallets
	Minimum 20% decrease
	Weekly spot checks

	Staff participation rate
	At least 90% attendance
	Workshop attendance sheets

	Improvement in communication
	At least 70% positive feedback
	Staff surveys & interviews

	Loading efficiency
	Reduce delays by 15%
	Shift reports & delivery logs

	Safety incidents
	Zero injuries linked to pallet collapse
	Incident reports



[bookmark: _Toc207343952]7.4. Evaluation
At the end of the six-week implementation period, the Health & Safety team and warehouse management will review the results together. We’ll look at attendance records, KPI data, and feedback from drivers, pickers, and loaders to see how well the new process is working in practice.
If the results show that some targets haven’t been reached, we’ll take immediate action — this could mean running extra workshops, updating stacking guidelines, or offering short refresher sessions for staff who need more support. From my perspective, checking progress early and making small changes along the way works better than waiting until problems pile up. The aim is to make sure improvements stay effective and sustainable, not just during the rollout but long after.
[bookmark: _Toc207343953]8 – Conclusion
This report looked at a recurring issue at the Lidl Regional Distribution Centre (RDC), where pallets are often stacked too high, creating risks for drivers, loaders, and pickers. Based on my own experience and discussions with colleagues, it became clear that the main causes are a lack of clear stacking rules, pressure to work quickly, limited communication between teams, and not enough proper training.
After reviewing several possible solutions, the Safety Workshop & Better Communication approach was chosen as the most effective option. I believe this works best because it doesn’t just focus on rules — it also helps people understand why those rules exist and gives everyone a chance to be part of improving safety.
The plan includes short, practical workshops, a simple communication checklist, and clear safety reminders in key areas. From what I’ve seen, these steps should lead to:
   -Fewer unstable pallets and safer working conditions
   -Stronger cooperation between pickers, loaders, and drivers
   -Fewer delays caused by re-stacking or damaged products
   -Lower costs linked to injuries, damaged goods, and wasted fuel
In my opinion, the success of this plan depends on two things: consistent monitoring and keeping everyone involved. If we keep sharing updates, collecting feedback, and making small improvements along the way, this solution will not only improve safety and efficiency but also build better teamwork across the warehouse.
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- Drivers face safety risks.
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Gantt Chart - Safety Workshop Implementation Plan
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