Tetra Pak is Eradicating

Man and Method Losses

in Production

Johan Lantz, World Class Manufacturing Integration
Manager and E&T Pillar Leader at Tetra Pak, explains
how they are pushing the limits with Poka to support the
company’s strategic productivity pillar.

Optimizing Total Productive Maintenance at Tetra Pak

Tetra Pak is a leading food packaging and processing company
with more than 25,000 employees across the globe. The
company has a very mature Continuous Improvement practice,
having worked with TPM, Lean, and Six Sigma for more than 20
years. A Poka customer since 2019, they has achieved a
remarkable rollout pace - deploying Poka in two factories per
month, using a robust three-phased approach.

The company’s early World Class Manufacturing efforts focused
on optimizing machines. Improving how you manage and
maintain equipment is a prominent place to start for most
companies embarking on a Total Productive Maintenance
journey. However, once optimized, it becomes harder to
continuously drive improvements since the most significant
percentage of your losses will now be tied to ‘soft factors’ like
man and method.

Fundamental to Tetra Pak’s approach is connecting worker skills
and loss. By making that connection, priorities become more
apparent. In Johan’s words, “We want to be able to say how
much loss we get in our process if the person doesn’t have the
proper skills or is not trained properly, so making that link is very
important for us.”

The Operations Knowledge Management project was launched
to reduce losses across all sites in a systematic and data-centric
manner that still supported workers. The company understood
that its traditional, manual approach to managing knowledge
and analyzing data had limitations. Disconnected local systems,
written SOPs, and skills tracking in Excel made it challenging to
link losses to skills gaps. Not to mention, it was incredibly
time-consuming.
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“We want to implement one intuitive
operations knowledge management
platform for all our packaging
solutions manufacturing sites, where
the workers on the shop floor are
empowered to drive the journey. We
want to improve employee
engagement with a bottom-up
approach where they can create the
SOPs and improve their knowledge
without waiting for someone.”

Johan Lantz, Tetra Pak’s Global World Class
Manufacturing Integration Manager

To date, the company has launched Poka at 18 of 56 global
manufacturing sites, with an average of two new sites coming
online every month. Workers now have access to more than
20,000 work instructions and troubleshooting solutions thanks
to a quick scan of a QR code on the shop floor.

Commenting on the challenges of managing that volume of
information,

“A normal site can have around
800-2,000 work instructions, but to
ensure that the right people get the
right information at the right time,
that’s tricky. Poka can support us
because of the Viewing Reports
feature.”

Johan Lantz, Tetra Pak’s Global World Class Manufacturing
Integration Manager

Benefits expected with IFS
Connected Worker

 10% Time Reduction : For Man &
Method-Related Short Stops

e 10% Set-Up Time Reduction:
Caused by Man & Method

e 50% Reduction in Man-Hours: To
Maintain Skill Matrices

50% Time Reduction: To Maintain
Training Programs



Tetra Pak By The Numbers

20,000 1,200

Work Instructions in Poka Skills Per Factory

Johan points to Tetra Pak’s Ponta Grossa, Brazil site as an
example of how Poka helped to eliminate a critical knowledge
gap in production. “Through Poka,” Johan explains, “they were
using the Skills and Forms features together, in combination
with SOPs and videos. They created a full loop and completely
eradicated this [knowledge gap]. A reduction of 87.4%-a
tangible improvement.”

Johan emphasizes that Poka is a complement to, not a
replacement for, many of the core systems in place at Tetra
Pak, like the company’s LMS and maintenance systems. The
difference is that Poka is built to support frontline workers—to
make it as easy as possible for them to do their tasks and, as
a result, contribute to continuous improvement.

“Fifty percent of losses originate from
issues related to Man and/or Method.
However, not all Man and Method
losses are related to knowledge and
we should be able to easily identify the
difference.”

Johan Lantz, Tetra Pak’s Global World Class Manufacturing
Integration Manager

Find out more

Further information, e-mail
info@ifs.com, contact your local IFS
office or visit our web site,
ifs.com
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