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RESULTS

• 87.5% reduction in time spent off the road

• 94% reduction in distance walked during service

• 65% reduction in service time

• 99% truck availability rate

SITUATION

Fonterra and its unions jointly adopted TRACC as 

the framework for its Manufacturing Excellence 

Programme. The programme followed a typical 

best practices implementation, beginning with 

the ‘foundational’ practice areas and progressing 

to the ‘pillar’ practice areas. (Refer to Figure 1.)

This case study focuses on the set-up time 

reduction activities in Whareroa’s transport 

service workshop. The Whareroa plant relies on a 

70-tanker fleet of Scania, Volvo, and Foden trucks 

to collect its daily milk supply, which during peak 

season exceeds 14 million litres per day. 
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Whareroa 

now enjoys a 

99% tanker 

availability rate.

EXECUTIVE SUMMARY

Fonterra Whareroa’s transport service workshop is responsible for the fleet of tankers that transports 

up to 14 million litres of milk per day. The workshop conducted a TRACC Set-up Time Reduction blitz 

aiming to increase the fleet’s on-the-road capacity, streamline its maintenance processes and maintain 

the fleet’s reliability and availability rates. The one-time blitz resulted in marked improvements, most 

notably in service time reduction, truck availability rate and a reduction in time spent off the road.

Back where they belong – more quickly
As a result of this maintenance time-reduction exercise, Whareroa 
now enjoys a 99% tanker availability rate.
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Due to the distance these trucks travel in an around-the-clock operation, the transport service 

workshop takes them off the road every 10 days for scheduled maintenance.

ACTION

The transport service workshop team conducted 

a TRACC Set-up Time Reduction blitz with three 

objectives:

1. Increase on-the-road capacity of its tanker fleet 

at any given time.

2. Streamline its maintenance processes to ensure 

efficiency gains were sustainable and did not 

come at the expense of quality.

3. Maintain the tanker fleet’s reliability (breakdown 

or unscheduled maintenance rates) and total 

availability rates.

RESULTS

As a result of this one-time blitz activity, the workshop team achieved an 87.5% reduction in time 

spent off the road, a 94% reduction in distance walked during the service, a 65% reduction in service 

time, and a truck availability rate of 99%. 

Further results included the following:

• Developing a standard servicing sequence with clear role definitions for each mechanic

• Re-configuring the service bay to support pit stop servicing

• Simultaneously implementing the 5S, Visual Management and Teamwork TRACCs to support Set-

up Time Reduction

The improved operating environment that resulted from this progress across multiple practice areas 

also contributed to increased employee morale.

By reducing service time by 65%, the fleet began operating at over-capacity, and Fonterra was able to 

delay capital outlays for fleet expansion. The more efficient service also allowed for higher quality of 

maintenance, translating into fewer breakdowns and a truck availability rate of 99%.

By reducing service 

time by 65%, the fleet 

began operating at 

over-capacity, and 

Fonterra was able to 

delay capital outlays 

for fleet expansion.

FOUNDATION TRACCS PILLAR TRACCS

Teamwork Autonomous Maintenance

5S (Housekeeping) Set-up Time Reduction

Visual Management Quality

Focused Improvement

Environment, Health and Safety

Figure 1

Each truck in the fleet is taken off the road every 10 days for 
scheduled maintenance. Fonterra needed to reduce time-
off-the-road in order to increase capacity while avoiding 
capital expenditures.



Disclaimer: This resource has been prepared for general guidance on matters of interest only, and does not constitute 
professional advice. You should not act upon the information contained herein without obtaining specific professional 
advice. Competitive Capabilities International (CCi) does not accept or assume any liability, responsibility or duty of care 
for any consequences of you or anyone else acting, or refraining to act, in reliance on the information contained in this 
resource or for any decision based on it.
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 COMPANY BACKGROUND

A global top 10 dairy company, Fonterra is the world’s leading dairy exporter and is responsible 

for more than one-third of international dairy trade. Fonterra employs 16 000 people at 30 

manufacturing sites within New Zealand. 

New Zealand dairy farmers have long been renowned for producing quality milk more efficiently 

than anyone else in the world and in turn, Fonterra is regarded as a world leader in large-scale milk 

procurement and processing. Fonterra’s global supply chain oversees the seamless integration 

from farm to customer in more than 140 countries.

THE WHAREROA PLANT IS THE 
WORLD’S LARGEST SINGLE-SITE MILK 

PRODUCER. WHAREROA SERVED 
AS FONTERRA’S PILOT SITE FOR ITS 

TRACC-BASED MANUFACTURING 
EXCELLENCE PROGRAMME.
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