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[bookmark: _Toc95055840][bookmark: _Toc95057336]The reports aim.
The aim of this report is to critically revue the measures taken since the sustainability proposal has been implemented, it will look to see if the proposed changes have had the positive effects on operational performance that had been highlighted in the proposal, highlight any issues that have arisen, and any factors that may have caused issues in the implementation process, it will also look at if the proposal goes far enough to achieve the goals, or if additional measures can, or will be taken in future.

Top management support is an elemental component of the supply chain in every organization that provides valuable decisions and its commitment for the support during various uncertain hours. Management should be proactive rather than reactive for the adoption of green practices in every possible aspect. Hence, top management support is a vital enabler. (Mohanty, 2018)

[bookmark: _Toc95055841][bookmark: _Toc95057337]The proposals scope.
The proposal was envisaged to increase productivity in the goods-in, bulk and shipping departments, whilst reducing wastage of materials, and operator hours, enabling a smooth flow of the stock between departments, before, and after, the locating and picking of the stock for customers’ orders.

[bookmark: _Toc95055842][bookmark: _Toc95057338]Breakdown of the proposal.
· 
· To utilise the Annex area of unit 2 to store the fastest selling titles in rows of block stacks, creating 41 rows of 30 pallets, totalling 1,230 pallets.
· To keep all necessary pallet wraps/shroud on the stock allocated to the block stacks, reducing plastic waste, whilst maintaining the integrity of the stock in storage, also reducing the need for additional shrouding to be used prior to the pallets dispatch to the customer.
· Dramatically reducing lost operator hours by locating the stock in the block stacks, slashing the time of VNA operators travelling around the racking systems with a single pallet, to find an empty location to store the pallet, then repeating the operation to retrieve the pallet for order picking.
· Reducing the time to process the orders in the shipping department, by locating the stock closer to it, and reducing the time to shroud the pallet as the original shrouding would still be intact (full pallet picks only).
· The bulk maintenance team to run reports to monitor and rotate the stock of the 10 fastest selling titles, if any titles fall out of the top 10, replacing it with the new titles.

[bookmark: _Toc95055843][bookmark: _Toc95057339]The changes made.
After positive discussions between all departments involved, the decision was made to proceed with the proposal, however some amendments have been made to the proposal.
· The annex area of unit 2 was cleared, albeit partially, to facilitate the majority of the quantity proposed. The bulk management team would only allow the storage of the largest quantity from the proposal, which was 26 rows of 30 pallets, totalling 780 pallets.  The remaining area of the unit 2 Annex which would have held the additional 15 rows of 30 pallets, totalling 450 pallets, including the direct rampway into shipping, is still being used as a storage area, this decision has only had a limited effect against the proposal, but does mean a diverted route through Bay A, to reach the shipping department, maintaining current travel times to shipping.


· Good-in have agreed to keep all pallet shrouds on the pallets identified in the report, when they arrive on site, they will take priority to be processed and taken to the Annex using the long-forked motorised pallet trucks which can carry 4 pallets at a time. This further reduces travel time between goods-in and the Annex, increasing productivity, however, they are transported as 2 stacks of 2 pallets, being located as 1 stack of 3 pallets, so they will be located by a bulk team member working in the Annex. This has no real negative impact on productivity as they will already be located by the time the next double stack arrives in the Annex.


· Shipping have welcomed the idea of keeping the pallet shroud on all full pallet picks as it will significantly reduce their processing times, especially on very large orders.  This will also mean an operational cost saving as they will be using less rolls of plastic pallet shroud, also reducing the plastic usage on site. This saving however is only applicable to full pallet pick orders, smaller orders containing multiple picks will still require shrouding, however, the department is saving roughly 6 rolls of pallet shroud a week at peak volume times, a saving of roughly £1,500 a week.

Green logistics is closely linked to sustainability. In fact it contributes to a reduction in pollution, traffic congestion and as a consequence it improves the quality of life and also reduces health diseases due to are duction of air pollution. (Kumar, 2015)


[bookmark: _Toc95055844][bookmark: _Toc95057340]The outcomes of the changes.

Goods in. – The addition of the pre-arrival report at goods-in for the predicted top 10 titles has had a positive impact on the department, this has allowed them to allocate a specific area on days that the titles arrive on site, to process, hold, and transfer the pallets down to the Annex. By knowing in advance what titles are going where, has enabled goods-in to allocate a runner (runs pallets to a set location using a counterbalance / reach truck / motorised pallet truck), to that specific task, knowing that a full trailer of 52 pallets will only take 20-30 minutes to complete, unlike over an hour if distributed into the racking systems of Bay A, and Bay B.


[bookmark: _Toc95055845][bookmark: _Toc95057341]Pallet transfer timings chart.
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The chart opposite is a visual representation of the time taken to transfer a load of 52 pallets to each identified bay, this does not take into consideration any external factors that may hinder the process such as traffic on-route, space availability, or if the pallets are distributed between each of the bays.


Bulk. – By having the fastest selling titles located in together in one area has had a significant impact on locating and picking times. Thanks to speed that goods-in can now process and transfer the stock to the Annex, bulk pickers are now able to complete customer orders more efficiently, accurately, and much quicker than by visiting numerous locations in other bays. 

One person can now pick an entire order from one location, in a fraction of the time taken previously from other bays. A 10-pallet order can now take 10-15 minutes to pick, this is generally the time it takes to pick one, at the most two pallets from Bay A or Bay B.

Due to the manner pallets are located in Bay A, and Bay B, it wouldn’t be possible to accurately gauge a timescale for picking a 10-pallet order. This is down to the pallet dispersion in the racking, and the amount of travelling time involved to arrive at the location, retrieve the pallet from the location, travel to the PD area to drop the pallet off, and repeat the process 10 times, see images 2, and three below.
By having the Annex utilised in this way, it means that other operators in the other bays are under less pressure to locate, and pick the stock, as they are restricted in their duties by limitations on vehicle speed (reduced from 9kph to 7kph), and other safety measures that have been introduced that have made working safer, yet much slower, whilst still having to meet picking, and put away targets set by managers and section leaders, which has led to an increase in miss-picks from operators rushing to hit the targets.

Section leaders run an empty location report for Bay A, and Bay B, to identify where new stock can be located, this report is very handy, however, if there has been a miss-pick and stock is still present in the location, an investigation must be made, and the stock left in the location until the investigation discovers the issue. This issue has a knock-on effect on the availability of locations and increasing travelling time to locate just one pallet.

The issue of available space could have been alleviated further by utilising both sides of the Annex, as was proposed, however the bulk management team decided against it, instead continuing its use as a storage area. In the image below, the direct access ramp into shipping is clearly visible, its utilisation would have reduced travelling time to the shipping department, ensuring that they received the orders quicker.

There has also been issues reported of stock being located in front of the block stacks, hindering the picking process, as this stock would need to be moved to another location before the picking tasks can be completed. 

The stock in question, in the image below, is from the conveyor department, as B2B (back to bins) can be seen on stock, this stock should have been located in the PD (pallet distribution) areas until ready to be returned to location.



Shipping. – The shipping department has gained in more than one area, not only have they benefitted from the pallet processing time, they have also saved money by reducing the number of shroud rolls used within the department. Understandably, this saving will differ depending on workload (size of the order and the number of full pallets within that order).
One instance during peak time, (Quarter 4), the department was able to save the equivalent of six rolls of shrouding, this was looked at with joy amongst the managers as each roll costs £250, saving the company the equivalent of £1,500.
This monetary saving, coupled with the time saved by not having to re-shroud the pallets for dispatch has led to orders completed well in advance of their dispatch time, allowing the shipping team to get a head start on other orders.
Again, these savings have only been made whilst completing large orders containing full pallet picks, as seen in image 7, some orders such as for Asda/Walmart dictate that if a title has four or more cases, it must have its own pallet, requiring the stacking of pallets into towers for transportation, in these instances, there can be no savings made through shrouding, or processing.


[bookmark: _Toc95055846][bookmark: _Toc95057342]Did the plan go far enough? 
The short answer to this question is yes, and no. 

Yes. – It has created a reduction in lost time, in, and between departments, this though has mainly been noticeable during busy periods in the warehouse, where large quantities are picked, and dispatched daily.  
Again, during busy periods within the shipping department, this has created a time saving, but most notably a monetary saving thanks to the reduced need to re-shroud pallets before dispatch if they are picked as full pallet quantities.
Goods-in have also benefitted from a time saved perspective, transfer times of 22 minutes to the Annex, compared to between 90 – 156 minutes between Bays A, and B. This has allowed the runner who experiences those time savings to be utilised further, by helping others in the department with more time-consuming tasks.



 No. – Whilst the implementation of block stacks in the unit 2 Annex has been a success, it could have been more successful if both sides had been used, including the use of the direct rampway into the shipping department.
I do believe that further measures could be implemented to create further departmental time, and cost savings. These savings however would be gained through streamlining processes in the system picking operating system, the entire process of logging-in, switching between tasks, and carrying out the tasks is very long winded, not only would this create additional time savings, but go a long way to improve staff morale.


[bookmark: _Toc95055847][bookmark: _Toc95057343]Culture change.
Thankfully there is already a change in workplace culture going on, so no, it did not need a change in culture to make the changes a success. There are, however, a handful of individuals that still continue to create issues, such as that seen in image 6, and creating dangerous working conditions within the racking systems. So, in hindsight, yes, it would require a culture change as the department heads are allowing this behaviour to continue.

[bookmark: _Toc95055848][bookmark: _Toc95057344]Nature as a stakeholder.
It shouldn’t be hard to convince the managerial team as they would already be aware that 90% of the materials for our products are derivatives of wood, e.g. books, paper, cardboard, wooden pallets. 
The weather is another factor that affects the company, as tropical storms, hurricanes, have an impact on delivery times on stock from Singapore, China, Australia, and the USA etc.
Snow fall, flooding, and weather events within the UK also have an effect on shipments, too, and from the company.

[bookmark: _Toc95055849][bookmark: _Toc95057345]The company as a sustainability leader.
There is no denying that the company has taken many steps to become more sustainable, however I believe that the company is merely reacting to issues that have already been raised, that they know would have a significant impact on its ability to provide a service, so, for this reason, I believe that the company is more of a follower than a leader in sustainability terms.
The production, transportation, storage and consumption of all these goods, however, have created large environmental problems. (Rommert Dekker, 2012)

[bookmark: _Toc95055850][bookmark: _Toc95057346]Conclusion.
Through measures taken, and the positive signs of time, and monetary savings, in spite of only part of the Annex being utilised, the direct rampway to shipping not being used, and various issues still occurring, I believe that the implemented changes have been a success. There will always be the scope, and the need to improve, but the availability of funding, the people with the vision for change, and the willingness of the shareholders/management team to initiate are the current limitations to this at the moment.
[bookmark: _Toc95055851][bookmark: _Toc95057347]Images. - All photographs are taken by the author.
1. [bookmark: _Toc95055852][bookmark: _Toc95057348]Good-in runner transferring three pallets on a motorised pallet truck.
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2. [bookmark: _Toc95055853][bookmark: _Toc95057349]Bay A distribution racking area, where goods-in runners locate the pallets ready to be picked up and located by the VNA operators into the racking system.

[bookmark: _Toc95055854][image: A picture containing indoor, scene, ceiling, warehouse

Description automatically generated]
[bookmark: _Toc95057350]A view down one of the eleven aisles in Bay A, 8 locations high, 232 locations long, a VNA can take two minutes to reach the bottom on a straight run, with no issues.
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4. [bookmark: _Toc95055855][bookmark: _Toc95057351]Annex block stacks 1, Showing both the utilised, and unutilised areas of the Annex, as visible, the block stacks are also used for part pallet picking.
[bookmark: _Toc95055856][bookmark: _Toc95057352][image: ]

5. [bookmark: _Toc95055857][bookmark: _Toc95057353]Annex block stacks 2, Also showing the direct rampway to shipping, visible at the top of the ramp is the small MSK machine, and some pallets that have been shrouded.
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6. [bookmark: _Toc95055858][bookmark: _Toc95057354]Annex block stacks 3, Showing the stock blocking access to the block stacks, this is an almost daily occurrence, even after asking for this not to happen.
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7. [bookmark: _Toc95055859][bookmark: _Toc95057355]Asda/Walmart orders awaiting shrouding, these orders take surprising little time to process as the quantities on each pallet are clearly visible for order checking.
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8. [bookmark: _Toc95055860][bookmark: _Toc95057356]The small MSK heat shrink machine for small order pallet shrouding, also shown is the shroud roller, cutter and sealer machine on the right of the image. The digital scales is also visible, this is used to profile the pallet to ensure that the orders are not causing the HGV’s to be overloaded.
[image: A picture containing indoor, ceiling, building, area
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9. [bookmark: _Toc95055861][bookmark: _Toc95057357]The combination MSK, that loads, feeds, shrouds and heat shrinks pallets in one cycle. Much the same as the smaller MSK, but there can be four pallets in the cycle at one time, also out of sight to the left is another digital scale.
[image: A picture containing indoor, ceiling, orange, building
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10. [bookmark: _Toc95055862][bookmark: _Toc95057358]This image shows the equivalent of shrouding rolls saved in one week during Q4, (this is the savings for an extremely busy week, mainly full pallets for most orders).
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Time to take 52 pallets to all bays in 5 minute increments



BAY A BAY B ANNEX
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