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1. Media Summary

After labour, packing is one of the largest costs faced by fruit producers. Packing costs
are of the order of 25-35% of total production costs.

Packing costs are notoriously hard to measure as they contain, many, sometimes
hidden, components. These costs include fixed costs related to owned assets and
leases, variable costs (labour and consumables such as packaging) and a basket of
other costs such as services, insurances and other overheads, partial use of cool rooms
and transport, palletisation costs, despatch costs etc.

One way of measuring the efficiency of a packhouse is to benchmark its performance
against that of other packhouses.

This project has devised simple, web-based software that allows the owners and
managers of packhouses to benchmark the performance of their shed against that of
others.

Simple, readily available data related to each shift the packhouse works is collected and
entered into the system via a web site. Data gathered includes the number of labour
hours utilised that shift (number of people working x length of shift) and their cost, the
weight of fruit tipped on to the grader and the packed outputs (cartons of various sizes
and grades, hat bins of Class 2 fruit, bins of juice fruit etc).

All sheds participating in the program enter their data for a particular period by a set cut
off time. The program then calculates the efficiency of each shed patrticipating in the
program. Outputs such as bins tipped per labour hour, bins tipped per person, labour
cost per bin tipped, labour cost per kg tipped, labour cost per kg packed, standard
cartons per packer, time(minutes) to pack a standard carton are then calculated.

Finally these are tabulated so that the shed which entered its data can compare its
results with those of other packhouses in the program.

The system can be used with most, if not all, types of produce. The system will be made
available to Apple and Pear Australia Limited for placement on their website and
accordingly access for all industry members.
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2. Technical Summary

A web-based system for benchmarking the efficiency of packhouses has been
developed.

After simple installation of the free “Formatta” software, the packhouse is registered on
the system and various profiles established for that packhouse. These include the crop
types, varieties, pack types used, labour types and costs and the benchmarking criteria
(e.g. bins tipped per labour hour) required.

To create a packout record, data is entered relating to a particular shift of packing (one
record for each produce type per shift). This includes identifying the variety, length of the
shift and hours worked by particular types of labour, bins tipped during the shift, and
outputs (cartons packed of particular sizes, hatbins packed, bins of juice etc). The
system allows checking of data entered then provides a summary.

This record, with the packhouse’s unique identifier is then tabulated against other
records for that crop type.

The system is intuitive and easy to use. It requires little or no training for personnel
experienced with normal packing computer software.

The system can be used with any type of produce, not just pome and stone fruit.

It is intended that the system eventually be hosted by Apple and Pear Australia Limited
and so made available to all users.
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3. Introduction
Packing costs can be as much as 35% of total costs of production.

Packing costs are notoriously difficult to measure as they contain, many, sometimes
hidden, components. These costs include fixed costs related to owned assets and
leases, variable costs (labour and consumables such as packaging) and a basket of
other cost components such as services, insurances and other overheads, partial use of
cool rooms and transport, palletisation costs, despatch costs etc.

Packhouses are the hubs of value chains. As the industry consolidates into fewer, larger
value chains (instead of many small or micro chains) more and more growers will not be
able to afford to own the equipment they need to pack their fruit and will have it packed
by a local packhouse. As the costs are high it is important that industry has some way of
comparing the efficiency of sheds. This is also important for packhouse operators who
want to maximise efficiency and show they are competitive.

A packhouse benchmarking service is a first step to providing this service to industry.

4. Materials and Methods

The software was developed by Graeme Forsythe & Associates (GFA) and tested in the
packhouses of OzTaste Pty Ltd, largely at Rocky Varapodio’s packhouse at Ardmona
near Shepparton in Central Victoria.

The program uses the “Formatta” software as a base. This is free and is well suited to
use by low skilled operators as the various screens look like a normal , paper, form.

5. Results
The main features of the system are

e GFA infrastructure has been installed allowing the host (currently OzTaste) to
include new packhouses external to the OzTaste value chain.

o Master profile forms for produce types, varieties, package types, labour
classifications and performance indicators have been developed. This allows the
system to be extended to any produce type and to include additional produce
indicators.

e Pack houses can customise their reports by selecting various filters built into the
software. Thus the packhouse can have customised reports for produce type,
varieties, package types, labour classifications, packing lines and performance
indicators.

o Records of a particular shift of packing can be created, viewed, edited and
compared to those of other packhouses.

A manual for the use of the system is provided at Appendix 1.
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6. Discussion and Conclusions

This system, while simple, is amazingly powerful and provides a service not readily
available to date. Packhouse managers within the OzTaste value chain have
enthusiastically welcomed the system as it allows them to compare their performance
¢ Within their own shed over time (Are we doing it better this year than last year?
Has that new piece of equipment we bought made any difference to our
efficiency?), and
e Between their shed and those of others. (Who is the most efficient packer of
Granny Smith apples?)

We believe that the adage “you can manage what you can measure” applies here and
the system will provide a new level of “management” (really comparison) so that
decisions related to improving efficiency can be made.

Adoption of the system by the wider industry should be straight forward and low cost.
We envisage the system being hosted by an industry organisation such as Apple and
Pear Australia Limited (their levies funded the work) and maintained and developed
(under contract) by GFA. Suitable publicity through industry journals such a Deciduous
Fruits Quarterly would be used to notify packhouse operators of the service.

7. Recommendations

That the software developed in this project be made available to the wider industry by
hosting by an industry organisation such as Apple and Pear Australia Limited with
maintenance and development (under contract) by GFA.

Once hosting issues are dealt with that the wider industry be made aware of the system
by suitable publicity through industry journals such as “Deciduous Fruits Quarterly”.

8. Acknowledgements

OzTaste would like to acknowledge the simple, practical approach of GFA to the project.
They made it simple and straight forward rather than complex. We like the way they do
things.

This project was facilitated by HAL in partnership with Apple and Pear Australia Ltd
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Appendix 1: User Instructions for Pack House
Benchmarking System

OzTaste Pty Ltd and Graeme Forsythe & Associaties Page 8 of 8



2 GfA

, Graeme Forsythe & Associates
TASTE

PACK HOUSE BENCHMARKING
SYSTEM

USER INSTRUCTIONS FOR
PACK HOUSES

| NO | FUNCTION? | PAGE |

QUICK GUIDE (PRINT & KEEP HANDY TO YOUR COMPUTER)
Download & Install Formatta Filler

Login

Profile Forms

Packout Record

Benchmark Report

mim|g|O|m|>

N0 A WWN

Prepared by

Graeme Forsythe & Associates Pty Ltd
24/5/2007

! please note that the sample screens used in this document do not necessarily link together and are listed for
demonstration only. Likewise the dates and data displaying are illustrative only.



QUICK GUIDE — PACK HOUSE BENCHMARKING SYSTEM

AVAILABLE THROUGH OZTASTE

How to install Formatta Filler

1. Connect to www.formatta.com

2. Click on the Formatta Filler icon bottom right

3. Click on Formatta Filler 7.0 PC; save the “Fillersetp.exe” file to your PC
4. Double click on fillersetup.exe to install

How to set up Profile Forms

Connect to www.oztaste.com.au and log in.

Select menu option “Services” and then “Profile Forms”.

Select each profile form listed in the “New Forms” column.

Fill the form and click “Send”.

Profile forms can be updated at any time by selecting the link in the “Saved Forms”
column.

© NGO

How to create a Packout Record

1. Connect to www.oztaste.com.au and log in.

2. Select menu option “Services” and then “Benchmark Pack House”.

3. Select “Create Packout Record” against “Menu Selection”; then select the produce
type and packing line you are recording data for.

Click the “Submit” button to display a screen with a pink button.

Click the pink button to open the data capture form; fill the form; then click “Send”.
Close the form after prompting that it has been sent to the server

ook

How to view & edit Packout Records

Connect to www.oztaste.com.au and log in.

Select menu option “Services” and then “Benchmark Pack House”.

Select “View Packout Records” against “Menu Selection”.

After the screen has refreshed use the search filters to narrow the data displayed.
Click the “Submit” button to display the report screen.

Click on the link in the “Ref No” column to display the Packout Summary Record
selected.

If editing data change the required data and click “Send”.

oOArWONE

N

How to view Benchmark Reports

Connect to www.oztaste.com.au and log in.

Select menu option “Services” and then “Benchmark Pack House”.

Select “View Packout Benchmark Report” against “Menu Selection”.

Use the search filters to widen or narrow the display then click the “Search” button.
Click the “Submit” button to display the report screen.

ahwNPE

If vou need help

1. Contact Graeme Forsythe, Graeme Forsythe & Associates Pty Ltd — phone (02)
9874 1009; mobile (0409) 691 345; or email gforsythe@gfassociates.com.au.
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USER INSTRUCTIONS — PACK HOUSE BENCHMARKING SYSTEM

AVAILABLE THROUGH OZTASTE

Download & Install Formatta Filler

— . Connect to www.formatta.com

T o BT | ek N+ Mt e ) W Click on Formatta Filler icon at

— bottom right of screen to display
screen headed “Supports &
Downloads”

Click “Formatta Filler 7.0 PC” link to
display “File Download” window
Click “Save” and select a location on
your computer to save the download
file “fillersetup.exe” (1Mb and free)
When downloaded, double click the
file name and follow the installation
instructions

Installation is complete when a
registration form displays;
registration is optional

SR PDE ety emeenr Prisimant Fows » mmast

Support & Downloads

Connect to www.oztaste.com.au
Click on the Login button to display
the login screen

Enter your Username & Password
Click the Login button to display the
menu screen below

Hold mouse over “Services” and
select “Profile Forms” for setup
functions and “Benchmark Pack
House” for the benchmarking system
functions

(= Demonstration Packhouse - Windows Internet Explorer

| ] hitep: o gFassociates.com.auflink]

Demonstration Packhouse

Welcome | Servicas Help  Refresh  Print  Logout

Profile Forms

Welcome & What's New Benchmark Pack House
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AVAILABLE THROUGH OZTASTE

Profile Forms

(= Demonstration Packhouse - Windows Internet Explorer

& hitp:{jwvw. of associates. com. auflinkf

Demonstration Packhouse

SCREEN 1

Wiicome Services Help  Refresh grint  Logout Select “Profile Forms" in the

Welcome & What's New w0 “Services” menu to display screen 2

(= Demonstration Packhouse - Windows Internet Explorer

2| hittpjwv. gFassociates. com. aulinkfapplication/services(linkireportsiCre atedFormsReport 257 Ser vice ID=S008 Community D=0

SCREEN 2

Demonstration Packhouse

Welcome  Services Help  Refresh

Six Profile Forms need to be completed by

Profile Forms - Thursday, 24 May 2007 clicking on the link in the “New Forms” column:
b e R o User Produce Profile — Select the produce
———— e ——— types that you pack; then click the “Send” button
Commupe™ Remhom User Variety Profile — Open a new form for
// = BN each produce type you pack and select the
Benchmark UserFradu:eFraf\Fe 16/04/2C \ Val’ieties yOU paCk; CIiCk “Send"
:::: ::H :;LH : \l User Pack Type Profile — Open a new form for
Benchmark User Labour Classification Profile Supervisor / eaCh prOduce type you paCk and SeIECt the paCk
Benchmark | User Packing Line Profile 156/04/2007 / types you use; CIiCk “Send"
[NSaiises | oosiie ettt swoszr S User Labour Classification Profile — Select

\_/ the labour classifications you use and enter the
hourly rate paid to each; click “Send”
User Packing Line Profile — Enter an identifier
for each packing line you operate; click “Send”
User Performance Indicator Profile — Select
the performance indicators that you want to
measure against and enter the target you want
to achieve; click “Send”

The User Labour Classification Profile Form is
displayed in screen 3

SCREEN 3

Please complete the form below, and when finished, forward the form to the form server by clicking Send.

Form Locked [] Form Sent D-

mation Profile Date | 16104107
Seq| Labour Classification ;H";ir Seq thuwinn ;}H";zr Seq|  Labour Classification ;}H"“)‘fn
1 | supervisor w | anon \v v
2|ac v | ;oo v
3 | Grader v | 2m 3 2
4 | Packer v | =m0 < 3
5 | Lumper v | 20m v
& | Farkitt v | 20 /v v
v S~ v
- / - o
I — - ! = v
v v v

- Date: 16104107 -

Screen 3 shows the User Labour Classification
Profile Form to illustrate an example of the
profile form formats.
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AVAILABLE THROUGH OZTASTE

Create Packout Record

(= Demonstration Packhouse - Windows Internet Explorer

] http:fjwvwws of associstes. com. auflinkfapplicationser vices Link/reportsfPackhouseBenchmarking.asp?Ser vice D =223808 Community [D=22

Demonstration Packhouse

| SCREEN 4

Welcome  Services  Help  Refresh  Print  Logout

Y, 24 May 2007

Create Packout Record - Thu

From screen 1, select “Benchmark Packhouse”
instead of “Profile Forms” to display screen 4.
The Menu Selection will default to “Create
Packout Record”. Now select the “Produce” you
are recording packout data for and the pack line.
* When creating a PacReTPSWWINERy Thocord, select 'Produce, Pack Line' before clicking the Submit Button. Click the “Submit” button to display screen 5.

Menu Selection ‘ Create Packout Record "‘ Refresh

Produce [Al %]+ Retresh
Packtime Al v|=

/= Demaonstration Packhouse - Windows Internet Explorer

] httpifjwwwws of associates. com. auflinkfapplication/ser vices LinkfreportsfPackhouseBenchmarking. asp?Ser vice D =223808 Commurity [D=228Page=Index&MenuSelection=18Gtar Date=24/04/20078EndDate=24/05/2007

SCREEN 5

Demonstration Packhouse

Welcome  Services Help  Refresh  Print  Logout

Click the pink button to open a new Packout
Summary Form (screen 6).

[ Return to Menu Selection |1 Refresh after Sending a Form

& BenchmarkPackoutSummary[1]. pff* - Formatta Filler 7.0 EHEHEI

: File Edit Yiew Form Taols Half : - - SCREEN 6
E H B & & & b &

i Previous Hext Open Save Reset: Print ZoomIn  Zoom OLE Info Home:

Please complete the form below, and when finished, forward the form to the form server by clicking Send.

VERSION: 0 FormLocked [] FormSent [ -

Line A Demonstration Packhouse Packout Summary (Apple) Date | 24i0507 | RefNo M]f/
Production {Pack Types)
Variety f:::': TEi:'dE B(ﬁ::()s T::::zd BinKg | 2L Ctn | 3L Ctn |B Crate | Hat Bin | 300Kg B
Fuiji | 0800 | 1230 30 300 | 380 w 400 400 7 2
: : Fill one form per day for each produce type you
= = pack that day. You can enter up to 20
3 = batches/varieties on any one form.
3 3 The “Production (Pack Types)” and the “Labour
S - Classifications” are as per your Profile Forms.
v v Likewise the drop lists on your form for “Variety”
3 3 and Bin Kg” will come from your Profile Forms.
4 v The default date is today’s date.
e he Fill the form. Totals will automatically calculate.
= = When complete click “Send”.
= = Each form has a unique identifier circled at top
— = right.
= = Note — You can download the form, save it to
v v your PC, fill it in whilst offline, and send when
v - you next connect to Internet or email.
b z I I I I I I I I I
Total Time (Hours) 4.00 |Tutal Bins 30.0 400 400 7 2 | ‘ ‘ | ‘ ‘ | ‘ ‘

Daily Pack House Labour Supervi| QC Grader | Packer [ Lumper| Forklift

Total Head Count 140 10 10 10 a0 20 10 |

- Versionllo: 0 DateTime: 0 -

4 Start CRE ' User Instn T Documentl - Mi.. | /7 Demi
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AVAILABLE THROUGH OZTASTE

View Packout Records

SCREEN 7

(= Demonstration Packhouse - Windows Internet Explorer

2 hittpjww. gFassociates. com. aulink/application/services(Link/reports{PackhouseBenchmarking. asp? Ser viceID=22 3608 Commiurity [D=228MenuSelection=28PrevSelecion=gstart Date=24/04/20074EndD ske=24/05/ 20078Bins=Summar y=8Start

Demonstration Packhouse

Welcome  Services Help  Refresh  Print  Logout

¢ Packout Records - Thursday, 24 May 2007

[ View Packout Records | matresh To edit or view a Packout Record, select “View
\;“’”ﬁ‘“*”*“ - Packout Records” against “Menu Selection”
N v = Use the search filters to narrow the display if
T T necessary
e e me] | o | ‘ Click the “Submit” button to display screen 8
Pack Date [24/04/2007 ¥ -, [24/05/2007 [
Chgsolidation [] ctreatecsvFile [ | Printer Friendly [ |

~ Demonstration Packhouse - Windows Internet Explorer

i jurovws, of assaciates. com. auflinkf spplicationservicesiLink/reportsiPackhouseBenchmar king. asp? Ser vice ID=223608C ommurity [D=228F age=IndexaMenuSelecion=28St artDate=24{04 /2007 &EndDate=24/05 /2007

SCREEN 8

Demonstration Packhouse

Welcome  Services  Help  Refresh  Print  Logout

View Packout Records - Thursday, 24 May 2007

[ Retumto MenuSelection ||

Selection Critggfi- uce(Apple) From(24/04/2007) To(24/05/2007)
Pack D: RefNo |\Line |Produce Variety | Run | Total | Labour | Bins  Kg Kg 2L 3L | B  Hat 300Kg | Bins Bins Bins  Labour Labour Labour  Standard |Minutes /
Time Labour ~ Cost | Tipped |Tipped |Packed Cin | Ctn |Crate Bin | Bin |Tipped / Tipped / Tipped / Cost/ Cost/  Cost/ Cartons / | Standard
(Min) | (Hrs) Labour = Person | Packer | Bins Kg Kg Packer | Carton
Hour Tipped Tipped  Packed
24/05/3007 | 22570002 | Une A |Apple | Fuji 240| 56.0$1,260.00 30 10,800 | 9,600 | 400 (400 7 2z 0.54 2.14 3.75 | $42.00 [$0.117 | $0.131 100 0.3
otals 244:\ 56.0 $1,260.00 30 10,800 g,m}m 400 7 2 0.54 2.14 3.75 $42.00 $o.117\ $0.131 100 0.3

[ Retum to Menu Selection ]

Screen 8 displays your packout summary data and the performance
indicator outcomes you achieved eg Bins Tipped / Labour Hour. It
also displays totals and averages where relevant

To edit a Packout Summary Record and to display a Packout
Summary Record Form click on the link under the “Ref No” column
Business rules will be implemented so that editing must be completed
by an agreed time

Performance Indicator data displaying in red means that your target
outcome has not been achieved
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AVAILABLE THROUGH OZTASTE

View Benchmark Report

/= Demaonstration Packhouse - Windows Internet Explorer

I 2 | httpifjwww of associates. com. auflinkfapplicationser vices Link/reportsfPackhouseBenchmarking. asp?Ser vice D =223608 Community [D=22

SCREEN 9

Demonstration Packhouse

Welcome  Services  Help  Refresh  Print  Logout

¢ Packout Benchmark Repo 07

- Thursday, 24 May 2

From screen 4, select “View Packout Benchmark

Meanu Selection ‘V\ew Packout Benchmark Report v ‘ Refresh

e [Agplc 9] nefrash Report” to display scre('a,n 9
Variety Al v Select a “Produce Type
PackDate  |24/04/2007 [T5] 1, [24/05/2007 9

Select a Variety or leave “Variety” set at “All”
Change the “Pack Date” Range to widen or
narrow the selection

Click “Submit” to display screen 10

Printer Friendly [ ]

= Demonstration Packhouse - Windows Internet Explorer

hittp: fjwvw. gF associ jonyservices{Link/reportsiPackhouseBenchmarki e 1D=223608Commu dexMenuSelection=355tartDate=24/04/20078EndDate=24/05/2007

SCREEN 10

Demonstration Packhouse

Welcome  Services Refresh

Halp

Print  Logout

View Packout Benchmark Report - Thursday, 24 May 2007

| Retumto Menu Selsction |

Selection Criteriz:- Produce(Apple) From(1/1/2007) To(24/05/2007)

Produce Variety Bins Bins. Bins | Labour | Labour | Labour  Standard Minutes /

Tipped / | Tipped / | Tipped / | Cost/ | Cost/ | Cost/ Cartons/ | Standard Carton

Labour | Person | Packer | Bins Kg Kg Packer

Hour Tipped | Tipped | Packed

Apple Fuji 0.54 0.54 3.75 | $42.00 | $0.117 | $0.131 100 0.2
apple Galden Delicious 0.83 £:97 3.89 | $28.39 | $0.079 | $0.077 120 0.z
Apple Golden Delicious 1.04 2.08 8.33 | $19.20 | $0.051 $0.084 142 0.3
Appla Granny Smith 0.93 3.80 8.26| $25.24 | $0.070 | $0.131 143 0.4
Apple Granny Smith 0.56 1.67 2.22 | $26.00| $0.100| $0.150 57 0.4
0.87 2.33 6.20  $26.07 $0.072 $0.105 128 0.3

[ Return to Menu Selection

]

Your data displays in red
Other Participating Pack House data displays in
black
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