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Project brief

The employer

Truck Chief UK Ltd is a warehousing and distribution organisation located in Manchester, that
ensures the storage and delivery of goods around the country. Its key customers deal with
high-fashion goods that require a quick turnaround. This means tight deadlines need to be
met and high levels of customer service are expected.

Truck Chief UK Ltd has one warehouse that runs 24/7, staffed by warehouse operatives
across three 8-hour shifts per day. The warehouse is made up of 1480 storage location areas.
The storage locations are used for two purposes: processing stock and storage. As stock is
moved through different stages of the process, it is stored in cartons. Overall capacity in the
Truck Chief UK Ltd warehouse can also be expanded through the use of racking, which is a
system of shelving used to hold stock in the storage locations.

In the Truck Chief UK Ltd warehouse, the daily processes are:

e Receiving/receipting stock, where stock coming in is checked for quantity and
condition.

¢ Put-away and storage, where the stock is moved from receiving to the correct storage
location.

e Picking, where the stock is collected to meet customer orders.
e Packing, where an order is packed for despatch.

e Despatching, the final part of the warehousing process where the stock moves from
the warehouse to the customer.

The organisation has gone through dramatic change over the last 18 months in terms of the
number of contracts held which has affected its achievement of KPIs. It is also experiencing
two key challenges; these are insufficient permanent warehouse operatives and a lack of
technology to support managing the demand.

Truck Chief UK Ltd is driven by the following set of core values which define the culture of the
organisation and all that they do:

Exceed customer expectations: Our customer needs and ambitions are at the centre of what
we do. We build relationships that make a positive difference.

Value our people and teamwork: We work together across a diverse, agile and open-minded
team to achieve our common goals.

Sustainability: We have the highest responsibility for stewardship and protection of the
environment. We are working to protect our most precious resources by taking steps to reduce
our carbon footprint and engage in sustainable business practices.

Work safely: We promote a culture of high performance and safety is our priority.

The organisation’s overall purpose is to create value for customers by consistently delivering
exceptional end-to-end supply chain solutions that meet the most complex of customer needs.

The project
Truck Chief UK Ltd has won a major new contract. The organisation needs to embed this new
contract into its existing operations. It is important that the organisation works efficiently in

order to ensure customer expectations are exceeded for all of its contracts.
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A Project Manager has been given responsibility to oversee the operations of the organisation
to improve efficiencies. You are one of the Project Co-ordinators working closely with the
Project Manager.

Your role is to determine a solution to support the organisation to improve the achievement of
KPIs and to operate more efficiently.

You will research how to manage resources, technologies that will aid daily operation, the
types of processes used and any efficiencies that can be gained. You will use your planning
and project management skills to outline a solution for Truck Chief UK Ltd.

The Directors have clear criteria they wish to work towards, and the project solution must
promote continuous improvement and increased efficiency. The Operations Director has
committed to a £450,000 budget from capital investment to support improvement but there
needs to be consideration of limiting spend especially in terms of ongoing operating costs.

An extract of organisation information (Truck Chief UK Ltd Monthly report for KPI period 3
weeks 9-13) and a staffing summary report have been provided to support you.
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! TRUCK CHIEF UK
\ LTD MONTHLY
REPORT

KPI period 3 (weeks 9-13)
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Introduction

« Warehouse Capacity and Utilisation

* Goods Inbound and Goods Outbound Figures
* Stock Processing KPls

» Warehouse Health & Safety KPIs

* Problem Areas
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Warehouse Capacity and Utilisation

Capacity Breakdown

® Total locations used ~ ®WEmpty locations
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\
Goods Inbound and Goods Outbound

« Goods Inbound: Includes the 2 activities required to receive and put-away
stock daily in a safe manner.

« Goods Outbound: Is broken down into units (breakdown of orders that
need picking) and customer orders.

KPI period 3 Weeks 9-13 Actual utilisation by Weeks
Warehouse| Actual . o

Capacity | utilisation Difference Yo 9 10 11 12 13
‘Goods
inbound
Receipt Cartons 427 283 144 66% 12 105 0 20 46
/Receiving
Put-away Cartons 765 542 -223 71% 120 a0 1] &0 272

Actual

Goods . . .
outbound Capacity |units/orders| Difference
—_— processed
Picking Units 12000 6746 - 5254 5B% 1456 940 1200 1800 1350
SEEIL e 5000 3006 - 1094 78% 1200 800 956 500 450
/despatching
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Stock Processing KPIs Period 3 (weeks 9-13)
”

% of KPI
/ KPI achieved
All inbound goods received/receipted and put-away 81%
' within 2 days of delivery. °
All orders picked, packed and despatched within 2 days 76%
of the order being received.
All returns completed within 24 hours of them arriving 759%
onsite.
All customer service queries actioned and investigated 579%
within 48 hours from when they were received.
All daily counts completed and all stock discrepancies 64%
investigated daily.
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A4
Warehouse Health & Safety KPIs Period 3 (weeks 9-13)

e Pre-shift risk assessment check
carried out before each shift
begins.

* Employees consistently clean
work areas and daily safety
observation done by team
leader.

* Floor congestion and waste
monitored regularly to maintain
workflow and minimise the risk
to health and safety.

0
MINOR INJURY
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Problem Areas ¢ S

Stock Management and Order processing Performance/Talent management

 Insufficient staff at peak times to meet KPIs and
* Supply chain pressures mean that suppliers are customer need.
not aligned with demand.
 Staff have little opportunity to develop and progress
* The volume of customer complaints is increasing. within the organisation. Personal development
planning is not consistently carried out.

Working Area Technology
» Cardboard and waste is currently being stored in « The Supply Chain Management software is not fit for
the aisles which is reducing the available purpose as it not advanced enough to deal with
picking space and increasing health and safety present demands. It does not provide clear daily
risks. reporting, so it is difficult to identify trends or monitor
activity.
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Truck Chief UK Ltd Staffing Summary report

Truck Chief UK Ltd warehouse operates 24/7 and is staffed across three 8-hour shifts per day (Shifts A, B

and C).

Each shift is staffed by a minimum of 10 employed warehouse operatives. Agency staff are used to

manage peak demand or cover staff absences.

Background

As part of a review of staff operations, all shift team leaders were asked to carry out a review of staff

training needs across the staff in their team. They were given a list of all the activities/tasks that could be
carried out during the shift. They were asked to RAG rate each employee’s level of ability in carrying out

each of the tasks. They were also asked to highlight which activities agency staff are used for during

periods of peak demand.

Findings

The warehouse staff across the three shifts (A, B and C) were found to have a similar level of skills. An

example of the skills matrix developed is shown below for those employees who work on Shift A.

Skills Matrix for Warehouse Staff

Key

Highly skilled and competent

Some ability, may benefit from additional
training

_ Further training would be highly beneficial

Not currently undertaken as part of this
employee’s role

Activities/tasks that are also carried out by
agency staff

SKILLS MATRIX
WAREHOUSE STAFF 1] 2

SHIFT A - EMPLOYEE 1-10

Pre-Shift Risk Assessment

Unloading Stock from Trailer to Carton*

3

4

5

6

7

8

10

Receipting Stock*

Stock Put-away*

Picking*

Packing*

Loading*

Despatch orders/Create Labels*

Completing picks

Input returns into stock file

Returns Put-away*
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Agency Staff Usage for the last 12 months

Average salary for warehouse working for agency staff is £11.22 per hour compared to the hourly rate of
employed staff which is £10.42 per hour.

The recruitment agency charges Truck Chief UK Ltd a fixed rate of 10% on all hours worked by agency
staff.

Months Total number of
hours worked by
agency staff

January 240

February 288

March 96

April 160

May 336

June 432

July 192

August 240

September 176

October 48

November 112

December 232
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Get in touch

City & Guilds Technicals Quality Team

We are here to answer any queries you may have regarding your T Level Technical Qualification
delivery.

Should you require assistance, please contact us using the details below:
T: 0300 303 53 52 (Monday - Friday | 08:30 - 17:00 GMT)
E: technicals.quality@cityandguilds.com

W: cityandguilds.com/tlevels

The T Level is a qualification approved and managed by the Institute for Apprenticeships and Technical Education.

Copyright in this document belongs to, and is used under licence from, the Institute for Apprenticeships and Technical Education, © 2023.
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Apprenticeships and Technical Education. ‘Institute for Apprenticeships & Technical Education’ and logo are registered tradem arks of the
Institute for Apprenticeships and Technical Education.

We make every effort to ensure that the information contained in this publication is true and correct at the time of going to press. However,
City & Guilds’ products and services are subject to continuous development and improvement, and the right is reserved to change products
and services from time to time. City & Guilds cannot accept responsibility for any loss or damage arising from the use of information in this
publication.
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