Roll the Drum

by Larry Tyler

Over the past several years, a new
material handling strategy has emerged
in the U.S. This new strategy could

be impoertant to independent lubricant
manufacturers, both for their own op-
erations and for the potential impact on
customers’ choice of packaging.

Particularly among automotive manu-
facturers and their tier one suppliers —
but also among manufacturers across
a broad spectrum — the new standard
operating procedure mandates “No
forklifts on production floors.” How
does such a change impact the handling
of lubricants and other petrochemicals
usually stored and transported in 55-
gallon drums? Why would forklift-free
operation make sense?

Plan for Safety

The answer to those gquestions lies in
a better understanding of the key fac-
tors driving the shift to forklift-free sys-
tems. Without a doubt, reducing forklift
accidents is the number one motivator.
According to an advisory from the Na-
tional Institute for Occupational Safety
and Health (NIOSH), each year nearly
100 workers are killed and another
20,000 are injured in forklift accidents.*
The Canadian Centre for Occupaticnal
Health and Safety” lists a number of
commeoen reasons why forklift accidents
occur:
¢ Lack of training or improper train-
ing of workers who have to operate
forklift trucks.

* Production factors such as speed or
stress

1 National Traumatic Cccupational Fatalities (NTOF)
Surveillance System, httpo/www.cdo.gov/niosh/
pdfs/2001-109.pdf

2 hipfwwew.ccohs.cafoshanswers/safety_haz/
forklift/accident html

¢ Lack of proper tools, attachments
and accessories.

e Improper assignment of forklifts
and operators.

® Poor maintenance of forklifts.
e Ade of forklifts,
e Narrow or crowded, cluttered aisles.

e Obstructions at intersections and
doors.

® Yolume of traffic in work area.

¢ Walking and working in the general
area of forklift operations.

e Other workplace conditions such as
noise, odors, toxic gases, dust, or
poor lighting

® Many ramps with different surfaces.

e Condition of loading dock.

While we can manage some of the
environmental elements causing forklift
accidents, the reality is that manufactur-
ing environments contain a wide range
of potential activities that could lead
1o forklift accidents. The human cost
of such accidents and their impact on
operations represent a risk that can be
minimized most effectively by reducing

the number of forklifts required in
areas that inveolve frequent employee
interface.

Remove Waste

Even though the reduction of forklift
accidents is by far the attention grab-
ber, there are many other advantages
associated with a forklift-free workfloor
that can lead to significant on-going im-
provements. Typically these advantages
come in the areas of investment costs,
inventory, marterial flow, material-
handling labor, and system mainte-
nance by targeting inefficient practices.

Sound familiar? This is the funda-
mental principle of the lean production
system with its relentless attack on the
eight forms of waste’. If you're not fa-
miliar with the lean production model,

those eight forms of waste are:
1. Wasted motion

2.Delay or waiting

3. Conveyance (moving things around)

3 ] Womack and D. lones, Lean Thinking: Banish
Waste and Create Wealth in Your Corporation, revised
and updated (New York Free Press 2003).
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4.Correction (defects)
5.0ver processing
6.Inventory

7.0ver production

8. Knowledge disconnection or under-
utilization of resources

The material handling perspective:
the more times you touch a part during
the manufacturing process the mare
waste you generate. The typical han-
dling process with a forklift might look
like this:

e Use forklift to unload container(s)
into storage rack or in a super-
market FIFO lane.

e When call comes for inventory,

unwrap container(s), use forklift to
move to manufacturing floor.

e Forklift drops new container in aisle.

e Forklift then picks up empty fram
line side and drops in aisle.

e Forklift picks up new container and
places it line side (on lift or other
device)

Forklift picks up empty from aisle.

Forklift returns to shipping and
places empty in cutbound rack or
lane.

In contrast, a process using lean
fundamentals and forklift free handling
might look like this:

e Use forklift to unload containers
from truck directly to carts. Alter-
natively, a truck may be loaded
with inventory already staged on
carts; inventory is rolled off the
truck.

® When call comes for inventory, un-
wrap container(s) and pull a train of
carts to floor (or for short distances,
a person pushes a cart to the cor-
rect work cell).
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e Tug operator pushes off new con-
tainer into inbound buffer conveyor
lane or places cart in work cell.

® Tug operator rolls empty container
onto empty cart or removes empty
cart from work cell,

Tug returns to shipping and rolls
empty into outbound rack or leaves
cart and container in outbound
lane.

Forklift-free operation is a key tool in
the lean toolbox that helps identify and
reduce wasteful practices in the mate-
rial handling system. Here are some
typical examples of those wasteful
practices:

e Operator “A” needs a drum of spe-
cial metalworking fluid at a machin-
ing center ASAP but the Torklift driv-
er is occupied with other demands
and thirty valuable minutes go by
before the drum is delivered.

¢ In order to avoid shutting down the
machining center in the future, ex-
tra drums of specialty lubricant are
staged on the production floor (in
berween machines) so the machine
operator can use a “two wheel”

drum cart to move a drum into the

center in emergencies.

L]

Several hydraulic reservoirs for ma-
chines on the production line need
refilling ASAP but forklifts can only
transport one drum at a time due

to aisle restrictions and plant safety

regulations.

Plant practices like these contrib-
ute to wasteful handling and violate
at least four of the basic lean tenets:
waiting, inventory, wasted motion, and
conveyance

Possible Fork-free Solutions

There are a limited number of op-
tions for proper handling of the fluids

typically contained in these drums —
drums which, when full, weigh more
than 450 pounds. When selecting a
material-handling solution, consider-
ations need to include worker health
and safety, environmental concerns
regarding spills, efficiency of opera-
tions, direct cost considerations and
manufacturing efficiency.

Following are some of the material
handling solution for drums and the
corresponding benefits and drawbacks
associated with them:

e Move by fork truck — While this
has been the traditional approach
for material-handling of drums, we
have already discussed the safety
issues and waste associated with
fork trucks.

e Purchase in small package sizes
— Smaller packaging, like pails or
totes, does improve the portabil-
ity of the product. However, it
significantly increases the cost of
packaging as well as the number
of “touches” (increased number of
containers) that you must move to
achieve the same volume of fluid.
This does solve the safety issue of a
fork truck but it drives up the over-
all cost of operations.

® Move by pushing a cart — Push-
ing on a cart requires a fork truck
to initially place the pallet of drums
on the cart deck. This activity can
be done in a safety-controlled area
such as a loading dock. The cart
then can be pushed by a single
person to the location on the floor
where the material is needed. The
advantage of placing the material
on the cart is that it can be moved
onto and off the floor without fur-
ther fork truck intervention. Alter-
natively, a cart can be used as the
handling mechanism at a fluid fill



tomer can transport both full and emp-
ty drums throughout the plant, reduce
labor costs, and improve worker safety
compared to working with fork trucks.
Full drums are staged either at key line
side locations or in maintenance areas
and can be tugged or manually pushed
with ease (depending on distance) (o
the application, enhancing operational
efficiencies. Drums stay on the carts

at all times on the production floor and
are designed with an eleven-gallon “pig”
for spill control, addressing both safety
According
to a major automotive manufacturer, us-
ing carts to move drums has eliminated
unnecessary downtime. Production op-

and environmental issues.

erators manually push full drums staged
in the area to the line when needed as
opposed to waiting for a fork truck, as
they had done in the past.

Other Applications

While the focus of this article is on
manufacturing facilities and their use of
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by weight and the process repeated by
rotating the deck of the cart to the next
emprty drum

Even when it comes to moving drums
used for maintenance and specialty
applications, the carts can be used to
“banish” wasteful, unsafe handling
practices. Consider, for example,
truck stops and other operations using
small quantities of fluids. Today, many
of these operations arder fluids in
small containers such as pails for easy
handling.

A drum cart can change the dynamics
of these service operations by enabling
the purchase of fluid in larger contain-
ers — a cost savings — while maintain-
ing the ease of movement throughout
the facility. For example, in a repair
shop, a drum of lubricant can be
unleaded from the delivery truck and
placed directly on the drum cart. The
cart can easily move the lubricant drurm

4 Mettler Toledo, www.mt.com

lead to an increase in sales of drum
containers and a corresponding reduc-
tion in product sold in smaller pails or
packaging.

Safety & Sensibility

Does a cart approach make sense for
handling drums? Cart systems certain-
ly will not replace forklifts in all situa-
tions, nor will all users of small pails of
lubricants switch to drums. However,
where an integrated cart system can
help reduce injuries, reduce handling
waste and provide real measurable im-
provements the answer is a resounding
YES! &
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