® Ing. Martin Strupl

) Na podzim lofiského roku doslo k otevieni
nového distribu¢niho centra (DC) firmy HA-
ME, a. s. ve Starém Mésté u Uherského Hra-
disté. Po nezbytném rozbé&hu jeho Cinnosti
a bravurnim zvladnuti distribuéni Spicky konce
kalendarniho roku, se jeho provozovatel spole¢-
né s dodavateli technologie rozhodli pozvat své
obchodni partnery a zastupce odborného tisku
k oficialni prezentaci celého projektu DC HA-
ME, a. s. | pfes nezbytné zaneprazdnéni vyply-
vajici z Uspésné organizace celé akce sina nas
nasel chvilku feditel logistiky a distribuce firmy
HAME, a. s. Ing. Martin Strupl a odpovédél nam
na par otazek.

B RLN: Co vas vedlo k mySlence reSit
ve vasi spolecnosti logistiku a distribuci timto
projektem? Zvazovali jste tuto sluzbu v plném
rozsahu, nebo ¢astecné outsourcovat?

Ano, zvazovali jsme i outsourcing logistic-

kych sluzeb a dalSi varianty, které také v jinych
regionech jako napfiklad v Rusku, Rumunsku
a Madarsku vyuzivame. Nakonec nam ale
nejlépe v porovnani variant vySel tento model,
tj. vybudovat vlastni DC v tézisti vyrobnich za-
vodU a také ho sami provozovat. Je to dano
také hustotou a objemy nasi distribuce v tomto
regionu. Mame dostateCné objemy a hustou
distribu¢ni mapu pro toto feSeni.
B RLN:Technologie ve vaSemdistribu¢nim
centru je na Spickové evropské urovni. Jeji
volba byla na zakladé vami pfedem defino-
vanych pfedstav, nebo jste ji zvolili na dopo-
ruceni vybranych dodavatel(i?

Na zacatku projektu jsem mél urcité pred-
stavy o fungovani tohoto projektu a hlavné
kritéria, ktera musi byt splnéna — {j. flexibilni
technologie a stavba, fungujici logistika
v navaznosti na vyrobni zavody a zakazniky,
vysoka produktivita prace, diraz na promén-
livé faktory v budoucnosti, pokud mozno od-
bourat bariéry rozvoje sortimentu.

Samoziejmé v ramci projektu byly moje
pfedstavy modelovany trhem, referencemi,
systémovymi poradci dodavatelt atd. Vysle-
dek je tedy jakasi kombinace technologii
s dlrazem na vstupni kritéria a toho, co nabi-
zi technologie a jeji synergie pro rizné ucely.

B RLN: Implementace nového systému
méla své porodni bolesti. Co by podle vas
Slo udélat jinak®, aby byl pfechod na novou
technologii snazsi?

Porodni bolesti trvaly mésic, coz vzhledem
ke kombinaci novych lidi, SW, HW techniky,
technologie a ¢asu vymezenému pfipravé
a preklopeni, povazuji za velmi kratké obdo-
bi, ve srovnani s jinymi projekty. Samozfej-
mé mam v hlavé zapsany véci, které bych
nyni nastavil jinak — jedna se o nastaveni kli-
Covych pozic, €as vénovany zkusebnimu pro-
vozu, vybér personalu atd.

B RLN: Jakym zpiusobem provadite vybér
dopravctl, jaké s nimi mate zkusenosti?

Uz nékolik let se snazim pfejit od desitek

malych dopravcll z region(l ke tfem az ¢&ty-
fem velkym firmam. Zatim vSak vzdy tito velci
hraci nabidli horSi podminky nez stavajici
systém, ktery je samoziejmé vice rizikovy,
administrativné naro¢ny, vaze vice pracovni
sily. Posledni pokus byl nyni s rozjezdem
centralni expedice, ale opét pfinesl jen dilCi
zmény. Okruh dopravcu se sice zuZil a sta-
bilizoval smérem ke stfedné velkym firmam,
ale stale pracujeme na denni bazi zadavani
preprav jednotlivym dopravcim, ktefi nejsou
pevné urCeni, ale plati cenové limity pro nase
dispeCery. Moc se mi to nelibi, ale stale je to
v celku levngjsi.
B RLN: Jakym zplisobem je fizena logistika
v celém koncernu HAME, a. s. (se zamérenim
na zahranicni pobocky)? Vrcholové za ni od-
povidate vy, nebo jsou pobocCky v zahranicCi
naprosto nezavislé?

Celkové je fizeni v Hamé hodné centrali-
zovano. Jednotlivé zahrani¢ni dcery fidi sice
organizacné tamni feditel, ale za oblast lo-
gistiky a distribuce zodpovidam ja. Na jed-
notlivych dcerach mam samoziejmé
manazery logistiky. Logistika v Hamé, a. s.
zahrnuje od zpracovani objednavek, plano-
vani vyroby, vyrobni logistiku a pfesuny, skla-
dy, dopravu, cleni az po distribuci + projekty.
B RLN: Prodej ve vasi spolecnosti podlé-
ha vnéjsim vlivim a je zavisly na aktivitach
marketingovych UGtvard. Jakym zplsobem

Popisovany logisticky projekt byl na zakladé originalniho feseni, komplexniho pristupu a kvality
zpracovani i urovné kooperace zarazen jako jedna z pilotnich studii (Best Practice) v ramci feseni
nadnarodniho evropského projektu BestLog.

Narozen roku 1976 v Mélniku, vystudoval VSE Praha, fakultu podnikohospodafskou se specializaci
podnikova ekonomika a management, logistika a také marketing a marketingové strategie. Doktorand-
ské distancni studium absolvoval pro obory podnikova ekonomika, restrukturalizace a krizové rizeni, MBA
studium (GMP), BSCR — Business School of Nederlands (BSN). Po nékolika zaméstnanich, ktera
se v8echna néjak tykala zasobovani, skladovani nebo logistiky zakotvil v roce 2004 ve firmé Hamé a. s.
Jako reditel logistiky a distribuce. Tato pozice zahrnuje nejen distribuci, zasobovani, planovani vyroby,
dopravu a sklady, ale i facility management, rozvoj v Rusku a Rumunsku, vedeni projektu vystavby cen-
tralniho skladu a expedice, rfizeni a metodiku logistiky v ostatnich zavodech a dcerach v zahranici a také
implementaci distribuce na zahranicnich trzich.

u vas funguje spoluprace mezi marketingem
a logistikou? Neni problém Spicky prodeje po-
kryt logistickou kapacitou?

Diky Sifi naseho sortimentu nemame tak
velké vykyvy v prodejich v rdmci sezény. V rliz-
nych obdobich m& sezénu rizny sortiment
(sladka, zelenina, masovky, import...). Nejvét-
§i narlst je pfed Vanocemi — cca +25 %.
Po vybudovani nového DC nemame kapacit-
ni problémy v logistice. S marketingem spolu-
pracujeme hlavné pfi fizeni sortimentu, jeho
vyhodnocovani a nastaveni kritérii.

Zakladni parametry projektu

Cil projektu DC HAME, a. s.:
snizeni externich skladovych nakladd
slou€eni expedici do jednoho centra
zvySeni kapacity a optimalizace zasob
fizeni pomoci WMS — Osiris ICZ

vyuziti progresivnich skladovych techno-
logii @ manipulaéni techniky

B automaticka identifikace zbozi
B snizeni poc¢tu pracovnikl

Porovnani procesii
Pavodni stav:

B nejednotny systém s nizkou provazanosti
(blokové skladovani, omezené prostory,
teritorialné roztfisténa expedice, externi
sklady, pfevozy zasob)

B nekvalitni pfenos a zpozdovani informaci

B komplikovany tok zbozi a dokladl na ex-
pedicich (ruéni zpracovani dokladu, $ko-
dy pfi manipulaci, zamény, chybovost)

B vicenaklady na pfesuny zbozi z vyrobnich

zavodu do expedic, externich skladd,
mezi expedicemi

Novy stav:

on-line prenosy dat z WMS do centralni-
ho ERP (Osiris-MFG)

B rychlé zpracovani dat ve WMS

B rychlost a kvalita informaci umoznujici
kvalitni dodavky zakaznikovi

B rust produktivity prace, snizeni ztrat, sle-
dovani vykonu pracovniku

B pokles $kod pfi manipulaci )



B podpora standardu ¢arového kodu (GS1)

B vesSkera expedice z jednoho mista, na-
vozy pouze z vyrobnich zavod

B pokles externich skladd

ZlepsSeni procestli po implementaci

Pti zachovani stavajicich vykonl bylo
mozné snizit poCet pracovnikd, poklesly na-
klady logistiky (najmy externich sklad(, me-
ziskladova doprava a souvisici mzdy), zvysSil
se pocet vychystavacich a expedi¢nich po-
zic a jejich flexibilita.

Casova naroénost operaci:

Operace Drive Nyni
Vychystavani 1 pal = 30 min 1 pal = 20 min
Zaskladnéni 1 pal =4 min 1 pal =1,5 min
Presun interni 1 pal = 3 min 1 pal =2 min
Vyskladnéni 1 pal = 2,5 min 1 pal = 1,5 min

Umisténi stavby a kapacita:

Diky vhodné volbé mista pro vystavbu
se zlepSila vazba na vyrobni zavody, infra-
strukturu a distribuéni toky k zakaznikdm. Slo
o pramyslovou zoénu v arealu byvalého cuk-
rovaru ve Starém Mésté u UH, s veSkerou
infrastrukturou a tézistém vyrobnich zavodu,
na pozemku 3,5 ha, pfi zastavéné plose
19 tis. m2, s moznosti dal$iho rozsifeni az
po maximalni vyuziti pozemku. Na stavajici
plochu skladu pfipada 35 000 paletovych
mist, mozna denni obratka az 3000 palet.

Financovani

Bylo rozhodnuto o financovani z vlastnich
zdroji + béznym Gvérem, celkova suma na-
klad(i mirné prekrocila 250 mil. K& s dobou
navratnosti viozenych investic cca 8 az 10 let.

Pouzita metoda:

B komplexni elektronicke fizeni skladu v Case
B jednoznacna identifikace zbozi, manipu-
lacnich jednotek a skladovych mist po-
moci ¢arového kédu
B optimalizované skladové operace — pohyb
obsluhy, kontrola a korektnost Cinnosti
pomoci mobilnich terminall, produktivni
¢innosti, sniZzeni chybovostii zamén apod.
Vysoka investice spolecnosti Hamé, a. s.
do projektu pfinasi celkovou rekonstrukci sta-
vajici distribu¢ni logistiky. Tento novy proces
nahrazuje zastaraly model blokového skla-
dovani s manualné spravovanymi daty
pfi pfijmu, internich pfesunech a samotné
expedice. Od této zmény otekavame zejmé-
na pfesnou skladovou evidenci, kvalitni
a spolehlivé informace s moznosti sledova-
ni vyrobkd az na Uroven jednotlivych Sarzi
a expiraci, dale odstranéni chybovosti
a zameén u skladovych procesu, dodrzovani
obchodnich pravidel nezbytnych pro zajisté-
ni pruzné reakce na objednavky zakaznik(
a zrychleni vychystavacich procesu.
Zména pfinesla ale i vyhody pro zamést-
nance a také pro zakaznika: Zasadni zménou
pro zaméstnance Hamé, a. s. je automaticka
identifikace zbozi, specialné vyvinuty WMS
a moderni logistické centrum (nejvétsi na
Moravé). Zakaznikovi pfinasi projekt zlepse-
ni dostupnosti zbozZi a kvalitni servis.

Objektivné pak doSlo ke zménam logistic-
kych toku: Byly omezeny meziskladové pre-
suny diky zru$eni vétSiny externich skladd,
20denni zasoba dle ABC analyzy prodeju
na CDS, zbytek povyrobni sklady na 5 za-
vodech +import a navoz dle pozadavki CDS
(synchronizace vyrobnich davek a distribu-
ce), zaznamenano zrychleni toku zbozi
z vyrobnich zavodUd. Pfimym propojenim
hlavni skladové zony a prostoru pFijmu/ex-
pedice doslo ke zlepSeni frekvence a struk-
tury vychystavani zbozi.

Nové prostory, nova technologie, novy SW
a HW a novi lidé — to vSe znamenalo samo-

zfejmé zdroj problémd, které bylo tfeba fe-
Sit. Start 2. 10. 2006 spocival mj. ve slouceni
tfi expedic, pouze 5denni odstavka a ostry
start znamenal pfesun 12 000 palet
a v dalSich dnech navySeni na 20 000 palet
zasob. Denni obratka byla 2400 palet, pro-
blémy s rozjezdem pretrvavaly cca 1 mésic
— opozdéné dodavky, polozkové nedodavky
sortimentu. Po 1 mésici ale doSlo ke stabili-
zaci, do 3 mésicl predpokladame (a jiz
se ukazuje ze pravem) rutinni provoz a se-
lekci plus stabilizaci pracovnikd. m

H HAME, a. s. -

Highly Regarded
also in Logistics

Thanks to its original solution, complex
approach, quality implementation and ap-
plied co-operation level, the above mentio-
ned logistic project has been selected as one
of the pilot studies (Best Practice) within the
international European project BestLog.

Ing. Martin Strupl

He was born in 1976 in Mélnik, graduated
from the University of Economics in Prague,
Faculty of Business Administration, specialised
in business economics and management, lo-
gistics, marketing and marketing strategies. He
completed his PhD study in business econo-
mics, restructuring and crisis management,
MBA studies (GMP), BSCR — Business School
of Nederlands (BSN). Having tried several jobs
that were all related to supplies, warehousing
and logistics, in 2004 he ended up in Hamé
a. s. as alogistics and distribution manager. The
position involves not only distribution, supplies,
production planning, transport and warehouses,
but also facility management, development in
Russia and Romania, management of the pro-
ject of construction of a central warehousing
and dispatching centre, management and me-
thodology of logistics in other plants and foreign
subsidiaries, plus implementation of distributi-
on to foreign markets.

Last year in autumn a new distribution centre
(DC) of Hamé, a. s. was opened in Staré Mésto
u Uherského Hradisté. Having passed the ne-
cessary start-up period and the distribution peak
at the end of the calendar year with virtuosity,
the warehouse operator together with the tech-
nology suppliers decided to invite their busine-
ss partners and journalists from professional
periodicals to an official presentation of the
HAME DC project. Despite his unavoidable oc-
cupation arising from successful organisation of
the event, the logistics and distribution mana-
ger of HAME, a. s. Ing. Martin Strupl dedicated
some time to us and answered a few questions.
B RLN: What gave rise to the idea to solve
logistic and distribution issues in your compa-
ny by means of this project? Did you consider
potential outsourcing of a part of the services?

Yes, we considered outsourcing of logistic
services and other options which we deploy in
other regions like Russia, Romania and Hun-

gary. But a comparison of the options showed
this model was optimal: | mean to build our own
DC in the focal point of manufacturing plants
and to operate it by our own resources. Itis due
to the density and volumes of our distribution
in this region. We have sufficient volumes and
a dense distribution network required for this
kind of solution.

B RLN: The technology used in your distri-
bution centre is on the top European level. Was
its selection based on your predefined ideas or
did you select it based on recommendations of
selected suppliers?

| had a certain idea about project functiona-

lity and particularly about criteria to be met: fle-
xible technology and building, functioning
logistics linked to the manufacturing plants and
customers, high productivity of labour, empha-
sis on variable factors in the future, preferable
elimination of barriers to assortment develop-
ment in the early phase of the project. My idea
was naturally shaped by the market, referen-
ces, system advisors of suppliers, etc. in the
course of the project. It means the resultis a mix
of technologies focused on input criteria and of
what is offered by technology and its synergies
for various purposes.
B RLN: Implementation of the new system
went through certain birth pangs. What could
be in your opinion done differently to make the
switch to the new technology easier?

The birth pangs took a month, which — com-
pared to other projects — | consider a very short
period considering the combination of new pe-
ople, SW, HW tools, technology and time dedi-
cated to preparation and switch. | have naturally
things in mind | would do differently today, such
as setting of key positions, time dedicated to
testing operation, selection of personnel, etc.
B RLN: How do you select hauliers, what is
your experience with them?

I've been trying to replace dozens of small
hauliers by three or four big companies for se-
veral years. So far the big players have offered
less favourable conditions than the existing sys-
tem that is naturally more risky, administratively
demanding, requires more labour. The last at-
tempt made along with the launch of central dis-
tribution brought only minor changes again. The
number of hauliers decreased and stabilised to-
wards medium companies, but we still work on
the everyday basis of ordering transport from
individual hauliers that are not fixed, and price
limits apply to our dispatchers. | don't like it very
much but it's still cheaper on the whole. > >



B RLN: How do you manage logistics within the entire HAME concern
(with a view to foreign branches)? Are you responsible for it or are the
branches fully independent?

Generally, management in Hamé, a. s. is quite centralised. From the

organisational point of view, individual foreign subsidiaries are managed
by their general managers, however, it is me who is responsible for the
field of logistics and distribution. We have naturally logistic managers in
individual subsidiaries. Logistics in Hamé involves order processing, pro-
duction planning, production logistics and transfers, warehouses, trans-
port, customs clearance, distribution plus projects.
B RLN: Sales in your company are affected by external effects and
depends on activities of marketing departments. How do marketing and
logistics collaborate in your company? Is it a problem to cover the sales
peaks by logistic capacities?

Our sales do not show big seasonal fluctuations thanks to the width of
our assortment. Different seasons mean peaks of different products
(sweets, vegetables, meat, import...). The biggest increase comes befo-
re Christmas: about 25 %. Having built the new DC, we have no capacity
problems in logistics. We work together with marketing mainly on assort-
ment management, its evaluation and criteria setting.

Basic Parameters of the HAME

Objectives of the HAME, a. s. DC project:
Reduce external warehousing costs
Consolidate dispatching to a single centre
Increase capacity and optimise stock level
Manage warehouse operations by means of a WMS — Osiris ICZ
Use of progressive warehousing and handling technology
Automated identification of goods

Reduce the number of employees
Comparison of processes:

Original situation:

B A non-uniform system with a low level of integrity (block warehou-
sing, limited space, geographically fragmented dispatching, external
warehouses, transhipment of stock)

B Transmission of information of poor quality, delays

B Complicated flow of goods and documents in dispatching centres
(manual document processing, damage during handling, confusions,
error rate)

B Additional costs for transfers of goods from manufacturing plants to
dispatching centres, external warehouses, between disp. centres
New situation:
on-line data transfers from WMS to the central ERP (Osiris-MFG)
fast data processing in WMS
rapidity and quality of information — quality supplies to customers
growing productivity of labour, reduction of losses, monitoring of
employee performance
drop in damage during handling
support to the bar code standard (GS1)
all dispatches from a single point, deliveries only from manufacturing
plants
B decrease of external warehouses
Improved processes after project implementation:
It was possible to reduce the number of employees while the existing
performance level was maintained, logistic costs decreased, the num-
ber of picking and dispatch positions increased as well as their flexibility.

Time required for operations:

Operation Originally. Now

Picking 1 pallet = 30 min 1 pallet = 20 min
Put away 1 pallet = 4 min 1 pallet = 1.5 min
Internal shift 1 pallet = 3 min 1 pallet = 2 min
Dispatch 1 pallet = 2.5 min 1 pallet = 1.5 min

Building location and capacity:

Thanks to the convenient location of the centre the link to manufactu-
ring plants and distribution flows to customers has improved. It is an
industrial zone in the complex of a former sugar factory in Staré Mésto u
Uherského Hradiste, including all infrastructure, located in the focal po-
int of all manufacturing plants, on the area of 3.5 hectares, having the
built-up area of 19,000 m2, with a possibility of future enlargement up to
the maximal utilisation of the land. The existing warehousing area inclu-
des 35,000 pallet places, possible daily circulation of 3,000 pallets.

Financing

It was decided to finance the project from internal resources + by
a common loan, the total amount of costs reached slightly over CZK
250 million, the investment return rate of about 8 — 10 years.

Applied method:

B complex electronic in-time warehouse management

B unique identification of goods, handling units and warehouse positi-
ons by bar code

B optimised warehousing operations — staff movement, control and co-
rrectness of activities by mobile terminals, productive activities, re-
duction of error rate and mistakes, etc.

The high investment of Hamé a. s. to the project brings overall reno-
vation of the existing distribution logistics. The new process replaced the
out-of-date block warehousing model with manually administered data
upon entry, internal transfers and actual dispatch. Primarily we expect
accurate stock records, quality and reliable information allowing produ-
cts to be monitored up to the level of individual batches and expiry dates,
elimination of errors and mistakes in warehousing processes, observan-
ce of business rules required for flexible reactions to customer orders
and faster picking processes from the change.

But the change has produced benefits also to employees and to cus-
tomers: a turning point for the Hamé employees is automatic identificati-
on of goods, the especially developed WMS and the modern logistic
centre (the biggest in Moravia). As concerns customers, the projects
brings better availability of goods and quality service.

There have been objective changes in logistic flows: inter-warehouse
transport has been reduced thanks to closing of a major part of external
warehouses, 20-day inventory according to the ABC analyses of sales in
the central distribution warehouse, the rest post-production warehouses
in 5 plants + import and supplies in accordance with the central distribu-
tion warehouse's requirements, proven acceleration of the goods flow
from manufacturing plants. Direct interconnection of the main warehou-
sing area with the entry/dispatch zone has helped to improve the fre-
quency and structure of goods picking.

New premises, new technology, new SW and HW and new people — all
of that naturally meant a source of problems to be solved. The launch on
2 October 2006 involved among other things consolidation of three dispa-
tching centres, only a 5-day downtime and the live start meant relocation
of 12,000 pallets and an increase to 20,000 pallets of inventory in the next
days. The daily turnaround was 2,400 pallets, and start-up problems pre-
vailed for about a month: delayed deliveries, missing items in assortment,
etc. However, after one month the situation has stabilised, we expected
routine operations to be established and personnel to be selected and
stabilised within 3 months (and it's been turning out we were right). |





