McCormick Condiments
TPM Cluster Programme
Company Background
McCormick is a global leader in flavor manufacturing, marketing and distribution of spices, herbs, and
seasoning. They are part of EMEA region, and are becoming a significant contributor in the industrial
sector of the business in South Africa.
As a company, we have evolved according to certain core values and beliefs. We conduct our business
practices ethically in a manner driven by respect for our industry, employees, communities in which we
live and work and our environment. It is a recipe for success that has served us well since 1889. The

“With TPM, the hit and miss affair that
Continuous Improvement can be in an
organization, can be given structure and
above all a methodology of achieving the
desired results. Productivity is what
separates successful companies from those
that are not, to which TPM brings an
arsenal of metrics, proven tools and training
to meet this challenge head on. Employees
are given the opportunity to contribute
directly to improvement."

range and scope of our brands and business units allow us to bring our commitment to uncompromised
quality and flavour to people around the world. McCormick has a high growth potential of up to 20%
per annum volume.McCormick is divided in two plants in SA: Dry (spices) and Wet (Condiments).
McCormick has over 100 sauce SKU’s and counting at Condiments , 3 processing facilities, 9 packaging
lines into 12 formats

Key Challenges Faced
•

Total Productive Maintenance Programme not clearly understood

•

Poor measurement of loses

•

Excessive breakdowns and unscheduled maintenance

•

High rework and scrap rates which lead to high inventory levels, poor delivery, poor
performance and high costs.

Greg Maritz,
Engineering & CI Co-ordinator

Overview of Company Profile

Goals
•

To implement 5S (AM STEP 0).

•

To change layout of data recording

•

To implement Total Productive maintenance in order to ensure Predictive, Preventive

Company: McCormick
Location: 317 16th Rd, Midrand 1682

and Scheduled Maintenance.
•

Overall Equipment Effectiveness (OEE) improvement

Programme Journey
Number of employees: 284

Negotiations with the Supply Chain Executive were held. During these negotiations one of the things

Core products & processes: spices, herbs,

amongst others that were discussed was to improve the productivity of McCormick Condiments. The

seasonings, specialty foods and
flavourings to the entire food industry.

focus was to reduce fixed and variable costs, to look at ways to improve output per operator, and to

Core Customers: Pepsico, KFC,
McDonald’s and Nando’s

improve aging assembly equipment which need both mechanical and electronic skills to maintain. Total
Productive Maintenance was identified as one of the tools that could be used. A TPM Training
programme was then arranged, and the steering committee members that were going to attend the
training programme were identified. The purpose of the training programme was to give the identified

Programme period: July 2013 to March

individuals skills to drive TPM from the beginning stages to the higher/ award level. The TPM

2014

programme was set out in such a way that it imparts both knowledge and skills to the steering
committee. The TPM approached that was followed was in line with the JMAC methodology. Classroom
training, case study presentation and hands on exercises were the methods used to ensure that TPM
skills were imparted to the participants. An examination that would qualify the participants as TPM inhouse facilitators will be given at the end of the training programme (Refer to figure 1 and 2).
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Programme Journey Continued…
Thirty Machine Operators were trained on TPM. After the training the skills that were imparted on the
trained operators were visible on the shop floor as tasks that were traditionally done by skilled
technicians were routinely being done by the trained machine operators. The above mentioned tasks
performed by operators included: machine change over, basic machine programming, and machine set –
up.
One of the key elements that improved productivity was the implementation of the "Kaizen Event".

Figure1- Steer Committee training at
McCormick - Facilitated by Mr. Arthur David
(TPM Specialist)

Kaizen is a Japanese word meaning "Continuous Improvement". TPM has helped McCormick Condiments
to develop a continuous improvement environment to improve productivity by time and waste
reduction. Kaizen Events were beneficial as they generated profits and they increased team morale.
The next improvement was made on the Collection of data, and the preparation of downtime reports
(refer to figure 3, 4&5). An average of 12 hours was spent on data collection, only 40% of the collected
data was correct, there was a lot of repeated and duplicated data.
The downtime reports were redesigned using TPM loss types per line. This showed all the necessary loses
that were impacting on OEE; it allows product selection with specific targets, and records product
efficiency (refer to figure 5). The above mentioned made it easy to do a root cause analysis and
implement countermeasures thereof. During the root- cause analysis it was discovered that the singleevent losses were not the reason for low productivity, except if they are as a result of a systemic
problem; such as an ineffective preventive maintenance program. Low productivity was caused by small

Figure 2: Steer committee training at
McCormick facilitated by Uttam K Chatterjee
(JMAC)

events that were taken for granted or considered part of the process. McCormick started taking minor
stoppages into consideration.
The machine set up routines was looked at, machine manufactures were also invited to restore the
original settings of the machines and educate technicians about the machines. Operating standard
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Figure 3: Losses analysis indicating
current OEE and Target

a series of daily, weekly and monthly 'fitness checks'. Operators are encouraged to feel ownership of
their machines and to treat them as their own, something that would have been an unfamiliar concept
only six months before (Before TPM way of thinking).

McCormick Condiments
TPM Cluster Programme
Programme Master Plan
Item

Figure 4: Line 3 Weekly Trend Downtime Pareto
showing that the single-event losses are not the
reason for low productivity, except if they are as
a result of a systemic problem

Figure 5- 10 Lane Sachet breakdown analysis
(typical patterns downtime recorded in minutes)
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Before

Figure 6- Walk way before 2S training and
implementation

Objective Description

J

1

Decision on TPM initiation

2

Clearance of annual Budget

3

Declaration Campaign

4

Awareness Training

5

Selection of managers’ models covering all areas and
teams

6

Develop TPM organisation

7

Initiate 2S on all areas of the factory

8

Data collection of losses

9

AM step 0,1,2 on all model areas

10

Analyse Major losses

11

Finalise Targets and TPM Master Plan
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Benefits (KPI’s)
KPI

Before

After

Improvement

Value of Savings
(per annum)

2nd Model area OEE
(line 3)

29%

57%

28% increase

N/A

Collection of data new
way and improvements

40%

80%

40% increase.

N/A

Training on 5s, SOP and
AM step

28% increase of 5S,
TPM knowledge and
skill

N/A

0

5s training
(entire plant)
and 30
operators on
AM Step 1

Downtime Reduction

Line 3 downtime
62%

50% decrease

R 476,200

Total Cost Saving

Line 3
downtime 31%

R 476,200

`
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Key Learning Points
TPM is an initiative that emphasises the importance of people. TPM is possible by
using some easy techniques, known as "visual systems" that communicate specific
information quickly at the point of use.
TPM cannot be forced upon the work force. Its success is highly dependent on
cooperation from both the operators and management working together. Operators
become motivated and their morale increases when they are actively involved in TPM
programmes.

Figure7- Walk way after 2S training and
Implementation

Before

Sustainability
Smart Factory Solutions will help McCormick Condiments make sustainable design
practices easier, more efficient, and less costly. This will be achieved by enabling
project participants to create coordinated, digital design information and
documentation. This information can then be used to accurately visualize and
simulate performance, appearance, and cost, thereby helping to deliver the project
faster, more economically, and with the potential for reduced environmental impact.

Visual Management is introduced on the shop floor to ensure transparency, and
performance responsibility from shop floor level to management. Shop floor audits
are going to be conducted by cross functional teams to ensure that 5S, AM step 0-3
are sustained (refer to figure 6, 7, 8, 9). All the operations have been documented for

Figure 8- Receiving area before
2Simplementation

performance tracking and accurate production planning .These documents will be part
of induction for current and future staff.

After

If any changes are made within the

processes, a change control procedure will be followed with immediate training for all
impacted staff.

The Way Forward
Looking back now these were very exciting times, we didn’t at the time understand
what TPM was. As we introduced a TPM culture, we learnt by making mistakes.
McCormick Condiments will continue to improve the way of working by support of
Line 3 OEE improvement according to CCI target. McCormick Condiments will put TPM
organisation to work by: TPM training & awareness ramp-up, 5S auditing and AM and
PM preparation on Line3

Figure 9- Receiving area after 2S
Implementation
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