LOGISTIOCOS TODAY

The more you gain control
of your inventory,
the quicker you can move it
to the final customer

by Roger Morton

Even Lhnugh American Textile Co. off-
shores some of its manufacturing in China and
Central Amernica, it maintains complete control
of its inventory by having all products retum to
the U_S. and move through its new distribution
center (DC) near Pittsburgh, The company
makes protective bedding products, most of
which are private labeled for customers
throughout the U.S. and Canada. Since packag-
ing must be specifically tailored for different
retailers, the company needs to maintain

American Textile has approximately 1,000
SKUs, every one of which amives at the com-
pany’s LS. facility completely packaged and
ready for retail distribution. All detail work,
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This aniche hooks at how shippers
are designing new dismbution
facilities and adding modifica:
tions tn exsting warehousas
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packaging and labeling is performed at the
manufacturing site

Previously American Textile performed all
manufacturing in the U.S. Today, it manufac-
tures its protective bedding products in China
and El Salvador. [t still maintains one manufac-
turing line in the U5, — special pillows that
provide relief for allergy sufferers and those
with skin disorders.

reig , since hundreds of thousands of
them can be fit into a small area. As Lance Rui-
tenburg, the company's vice president opera-
tions, explains, the cost per unit for freight on a
pillow cover — when 100,000 can fit in a con-
tainer — is not material to its overall cost,
“However, that's not the case for our filled arti-
cles,” he notes, “which is one of the reasons we
keep that manufacturing here in the LS. The
loft of a pillow does not ship efficiently.”

Before creating its new facility, American
Textile had two facilities. One was a four-story
building and the other, located five miles away,
was what Ruttenburg describes as a one-story,
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strangely configured building that wasnt
necessarily conducive to efficient ware-
housing. The company consolidated
those two facilities into one very large
warchouse space, all on one floor, with
everyone located in the one building.

American Textile conducted an exten-
sive search for a consultant when it de-
cided to make the move, eventually se-
lecting KOM fnrernarional Inc., which
was already engaged in a project o ex-
pand the existing facility to meet the
company”s growth in volume.

“Chr old four-story facility was just
mot designed as a warehouse space,” says
Ruttenburg. “Tt had manufacturing start-
ing on the top floor and working its way
down 1o a finished good state on the bot-
tom floor, then out the door. The facility
wee have now is designed for inbound re-

ceiving, put away, pu'L!ng ami shlpmng -

The new tncllrty has cking i
nich ﬁreﬂf.h of the
u:mpa.ny ] SLUs Addm::lmllig.r there is

storage for the inventory that replenishes

the primary pick locations.
“We have all of our dock on one side
of the building,” explains Ruttenburg,

“and it's that way for a reason. We often
bring in product from cross-docking that

never get put away into the warchouse,

They may come in and just move to
the next door over.”

In terms of technology, Amenican
Textile had reconfigured its enter-
prise resource planning (ERP) sys-
tem 1o have specific warehouse man-
agement functions unique to its
needs.

“ Mg we've grown,” says Rutten-
burg, “we’ve decided we need an
even more sophisticated system and
are in the process of implementing a
warehouse management system
{(WMS) from Marmhaitan Associates.
Retailers want to do what we want to
do: handle product as little as possi-
ble, have the least amount of inven-
tory on hand and get it as quickly as
possible to the floor so it can be con-
verted into a sale. Everyvone is trying
to dio the: same thing. We want to
have the product available to ship,
then ship it, and get the next product
in and bc pmper:d 1o dn uu: same
1]11ng

Headquartered in Scarborough.
Maine, Hanmaford Bros. Co, oper-
ates more than 140 supermarkets and
combination food and drug stores

How to get the most out of your DC

throughout New England. [t owns and
operates three DCs and transportation
centers. Two of the DCs are full case, full
service warehouses and the third is for
specialty, slow moving products.

For transportation, the company uscs
partner providers in addition to its private
fleet. Hannaford Trucking Ca., which
handles its deliveries as well as some in-
network backhauls and for-hire business,

Gerry Greenleaf, the company”s vice
president of distribution and transporta-
tion, is responsible for Hannaford opera-
tions as well as its sister company in
Florida, Kash ‘N Karry Sweethay. They
are both owned by Delfaize America, the
LS. division of Belgium-based Delhaize
Group. In many respects, Greenleal
replicates Hannaford operations with
Kash ‘N Karry Sweetbay.

The company”s procurement depart-
ment forecasts needs and determines
what products are 1o be carried, Green-
leaf™s job is to receive product, ware-
house it and deliver it to the stores. In the
regular course of business, every three
years Greenleaf updates or revises strafe-
gic plans for the distribution network.
“That"s because what [ thought were
challenges three years ago may or may
not exist now,” he explains, “especially

in what drives our facilities — when do
we expand, create, refurbish™

Hannaford alse works with KOM in its
distribution needs analysis, Greenleaf ex-
plains that he looks at three drivers that
influence warchousing and distribution
requirements. The first driver is sales
and volume growth, which is derived
from data furnished by Hannaford"s pro-
curemenit and merchandising depan-
ments. “We have some of the highest
turn numbers in the grocery industry,”
claims Greenleaf. “The
challenge for the distribu-
tion network comes from
frequently receiving
product. We use our tools
to analyze what™s most
=[Ticient for the supply

hain.™

The second factor is
item life cvele, where
new and discontinued
products play a role.
“What's needed is insight
as o SKU growth,” says
Greenleaf, “With a lot of
changes on the part of
CONSUMETs, our emphasis
as a consumer-driven or-
ganization has meant a

great deal of change for us, Ten years ago
it would have been one SKLU comes in,
one SKU goes out. Now we're actually
micro-marketing.”

The third business aspect is process
changes — what the company plans to
do differently. “As an industry we talk
about leveraging cross-dock and fast
flow,” notes Greenleaf. Hannaford is
working with KOM to develop long-
range assessments of the distribution net-
work to 2010,

“We're looking at
what's going to be differ-
ent and what it'll mean
for the DCs,” he says.
“For example, we might
see growth in cross dock-
ing for the next three
years, but in the fourth
year we might need mone
dock space. I"'m using
my last three-year plan to
drive my current facility
strategy. which includes
a couple of expansions.
But while I'm doing that,
I"'m creating more dock
space and enabling it so
we can either reduce
touches coming in and

out of the warehouse or prepare for the
opportunity to cross-dock more items.”

Hannaford uses a collection of
tightly coupled systems in which its
WS is linked to the purchase order pro-
curement system as well as to its trans-
portation management system (TMS).
“We usually buy solutions and modify
them to our needs,” Greenleaf says.

The company”s most recent modifica-
tions include adopting voice technology
from Focollect Ime, for its warehouse,
“We have voice selection in our full case
warchouses,” he notes, “We've had pick-
to-light technology in our slow moving
break pack operation for the past 10 years
or s0. Most of our warchouse functions
are on radio frequency for put-away and
renlentshim -I"_"

Hannaford has conducted pilot studies
on radio frequency identification (RFID).
The pilot made the company awarce
that it’s not process-ready for RFID, so
fior the time being it's concentrating on
ASN (advance shipping notice) BF re-
ceiving with the mindset that RF receiv-
ing can be casily replaced as RFID tech-
nology. “It just means a change in
technology, not the process.” Greenleal
observes. LT




