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RESULTS

• Line efficiency increased more than 75% by day nine of the 10-day POC

• Cap wastage was reduced to almost 25% of the original levels by day nine of the 10-day POC

• Water and electricity consumption improved

• Higher worker engagement and improved morale

SITUATION

Kolkata-based Wales Distilleries in West Bengal is a fully-fledged manufacturing plant and recent addition 

to the Allied Blenders & Distillers (ABD) stable. To help meet new production targets, the bottling hall 

operation was expanded over an 18-month period and finally commissioned in late 2015. 

Soon after the extended plant was commissioned, certain problem areas were identified. The main issues 

related to short stops in the line due to a mismatch in the speed of feeding bottles versus the filling line 

speed, and wastage in bottles and caps beyond acceptable limits. Subsequently, ABD executives took 

a decision to implement manufacturing best practices to not only reduce wastage, but also to improve 

quality and productivity to meet higher production goals. A 10-day TRACC ‘Proof of Concept’ (POC) 

demonstration was officially introduced in early 2016. 
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EXECUTIVE SUMMARY

When Allied Blenders & Distillers (ABD) acquired Wales Distilleries in West Bengal, India, they were faced 

with some challenges such as low Overall Equipment Effectiveness (OEE) and suboptimal efficiency. To 

improve on these and other production aspects, ABD executives decided to implement manufacturing 

best practices as part of their vision to have World Class Operations (WCO) across all their plants.  

A 10-day TRACC ‘Proof of Concept’ was introduced at the plant and rapid improvements were 

soon evident on the pilot line, such as increased line efficiency, cap wastage reduction, improved 

morale and worker engagement. Engaging all key stakeholders proved critical in the success of the 

pilot project. ABD is now finalising the full implementation of the TRACC Operations Best Practices 

across all its units.
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ACTION

Owing to its high scope for improvement, Line 4 in the packing hall — which produces high-demand  

1l glass, and 500ml and 1l PET SKUs — was selected as the pilot line. On day one the TRACC methodology 

was introduced and a task force set up to guide the team. The team was trained on how to do a loss and 

waste analysis on the pilot line, which helped engage the employees as they themselves discovered 

improvement opportunities. Through the CCI-facilitated approach, balanced KPIs were identified and 

defined for the operational line team, which formed the basis of a performance review twice a day. 

Visual boards were implemented to measure performance and facilitate the performance dialogue.

Any deviations from the target were addressed through root cause analysis, problem-solving and the 

generation of action plans to rectify problems. 

RESULTS

In terms of quantified benefits, the improvements were rapid:  

• Line efficiency increased by over 75% by day nine of the 10-day POC 

• Cap wastage dropped to almost 25% of the original levels during the same time period 

Qualitative benefits were also highly encouraging, and included the following:

• High worker engagement and improved morale

• Establishing and practising modern problem-solving techniques and basic data analysis at shop 

floor level

• Improved quality

• Improved water and electricity consumption

• Reduced scrap generation

An important part of this process was the involvement and enthusiasm of all key stakeholders. This 

was a critical factor in the rapid improvements seen on this line. Following the gains made through 

the pilot POC project, ABD is finalising the full implementation of the TRACC Operations Best Practices 

across all units.  

 COMPANY BACKGROUND

In May 2013, Wales Distilleries Pty Ltd was acquired by ABD — India’s third largest manufacturer of 

alcoholic beverages. Since then, significant investments have been made to revamp the existing 

machinery and add new production equipment. Currently, the plant is producing around 170 000 

cases of alcoholic beverages, which is roughly half of the rated current capacity.

“These quick wins 

have built enormous 

confidence in 

our teams. They 

particularly enjoy 

being able to solve 

line problems 

autonomously.” 
- Santanu Mukherjee, 

Plant Manager, Wales Distilleries
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