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Grendha Steps Up Warehouse Efficiency

--by Paul Sanderson
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March 8, 2005 - Headquartered in Orlando, Florida, Grendha markets and distributes “Grendha”, (a cluster of avant-garde molded-plastic shoes). The trendy products are manufactured for women and children at Grendene S.A. in Brazil. Harmonizing the popular retro movement with the futuristic sleekness of the 21st century, Grendha “Jellies” cross all age boundaries. Grendha shoes are sold through fashion boutiques in major cities and in upscale department stores.

Grendene S.A. introduced its top-selling “Rider” after-sport sandal line to the United States through the distributorship of the Orlando, FL-based Grendha Shoes Corp. Grendene S.A.'s Rider after-sport sandals are manufactured using cutting-edge expanded synthetic materials, injection molding processes, equipment and chemical compositions. 

The professional team of design researchers, engineers and craftsmen at Grendene S.A. combine technological advances in production and materials to create a superior quality molded-plastic product. The high quality in which the company takes exceptional pride is exemplified in the line's smooth seams, well-defined detail, lack of bubbles or imperfections, durability, and flexible, comfortable molded-plastic fit. Rider after-sport sandals are sold in sporting goods stores, upscale department and shoe stores.

Client Challenge

In December 2003 when Ruben Trifilio was hired by Grendha as their Warehouse and Logistics Coordinator, he had no idea how useful his Masters Degree in Industrial Engineering would be.  He looked at everything going on in the warehouse as a process and saw that basically all the pieces of the puzzle were there but wasn’t quite sure how it was supposed to all work together.  Grendha had been using the main FootWorks ERP system for approximately one year and during that time they had experienced substantial growth, a move to a bigger warehouse.  With assistance from a UPS Logistics Consultant and a CCSI warehousing and distribution specialist, steps to optimize space, effort, workflow, and accuracy had already begun.  At that time, they were at the tail end of the design phase of implementing physical systems (flow racks, conveyor belts, RF scanning devices, packing stations, etc.) that would ultimately aid the overall flow to ship products out the door.  The FootWorks RF system had been recently implemented and the next modules to go live were Wave Management and Post Pack Printing.  There was really no one in the warehouse at Grendha that knew how to use all these modules or how to tie it all together.   Inventory was totally out of control; things were not where they were supposed to be; it was chaotic.

Fortunately, Edsel Oliveria, the company’s Administrative Director, had done his research and had a vision of how all this was going to work together.  He had seen this operational model working smoothly at another FootWorks installation on the West Coast (HI-TEC SPORTS USA, Inc.) and was confident that it would work for Grendha.  “It took another six months of effort and attention to detail before we began to fully realize the beneficial synergy between these modules working together,” according to Ruben. “The end result of control and efficiency was much greater than the sum total of the individual parts,” he continued.  Part of their ongoing transformation to operational excellence included a necessary culture change at Grendha.  In the past, if they encountered an error in inventory (E.G. certain style/color/size not found where pick ticket said it would be), they would just find and pick the shoes from somewhere else and move on, without really understanding why these problems were happening.  At Ruben’s insistence, they began to stop and figure out what went wrong and then to fix it if they couldn’t find a pair -- was it in the bin right next to where it was supposed to be?  Did it get scanned into the wrong location on put-away? 


He saw the critical importance of getting everyone to understand how everything works and that FootWorks must be followed to a “T” in order to work properly, knowing the rewards would be great.  Everyone became very mindful of the importance of inventory accuracy and controlling who did what through the system.  FootWorks user security was implemented to prevent things like unauthorized inventory adjustments from being made by users that didn’t fully understand the consequences their actions were having on other parts of the system.  “People not only had to be trained mechanically on how to use the system (and in some cases re-trained), they had to be re-taught how to work in a warehouse like this one where you have over 2,000 SKU’s and over a million pairs of shoes in the warehouse; we’re talking about small units that could very easily be lost and when one pair goes missing, eventually we’re going to realize that one pair is missing,” recalls Ruben, “and it could cause problems if it’s for a particular customer that will not allow us to ship one pair short”.  The culture had to be changed and people had to be held more accountable.

The FootWorks Solution

On top of the base FootWorks Warehouse and Distribution modules provided by CCSI, Grendha implemented virtually all of the advanced Warehouse Management modules offered by CCSI, including:  RF Scanning for all movement and verification of inventory, Wave Picking Management, Post Pack Printing of Case Labels, and Case Management.  CCSI’s Warehousing and Logistics specialist, Robert Churn, was instrumental in working closely with Trifilio and his team to successfully bring all these operational changes to life.  “As we proved the benefit of each stage of the rollout, there was more confidence and eagerness on everybody’s part to move to the next step,” according to Churn.  “We knew it would work; it was just a matter of getting everybody on board with “best practices” based on our experience and getting everyone properly trained,” said Churn.  “The bottom line is the system now forces everybody to follow the FootWorks rules, keeping everything straight and making it virtually impossible to pick the wrong shoes,” added Trifilio.

Results Since Implementing the FootWorks Advanced Warehouse System 

Real-Time RF Scanning

· First gigantic step to improving inventory control.

· Error reduction.  Human error potential is built into every movement of inventory.  RF minimizes the human error factor.  Nothing has to be written down or uploaded and real-time feedback allows the operator to catch the error immediately.  

· Receiving goes smoother and with the confidence that it is being done right.

· All inventory transactions are automated as a result of scanning (receipts, put-aways, transfers, pick verification, pack verification, physical inventory).

Wave Management

· Total control of workflow.  Before implementing Wave Management, warehouse manager couldn’t easily control what was going on in the warehouse and what was going to be worked on next.

· Every wave generates restocking instructions so that restocking can be done before pickers get to the picking area.  

· Insures the highest possible fill rates and greatly improves picking speed.

· Reduced warehouse personnel (pickers) from 7 to 3 for same volume of pairs shipped

· Allowed Grendha to double the working capacity of their flow racks

Post Pack Printing

· Allows faster packing and eliminates errors because this function gives warehouse workers the ability to pack shoes whatever way they want to.  

· ASN label matches the carton 100% of the time because it’s based on the way they packed it.  

· Speeds delivery of shoes out of the warehouse.  

· Significant money savings.  Reduces carton costs because they can pack more efficiently and use fewer cartons overall. 

· Accurate case contents label addresses customer compliance requirements.  

Case Management

· Solidifies control over the warehouse – forces them to have a pick front for every SKU they have in the warehouse.

· Allows them to easily consolidate bin locations – 864 locations were freed up as a result of using the consolidation tools (WH Balance Report and inquiry screen)
· Identifies locations where they are out of balance (mix of case packs and open stock).

· Forces person to go to specific location and pick a specific case (style/color/size) from that location.  (RF alone wouldn’t be able to force this).

· System knows where every specific case is.

· Further reduces possibility of human error.

· Improves overall picking efficiency and accuracy.

· Forces everybody to follow the FootWorks rules – it’s virtually impossible to pick the wrong shoes.

· Keeps everything straight for scanning, EDI, and Receiving purposes.

· Won’t need to do a physical inventory for another 2-3 years due to total control and accuracy.





“The end result of control and efficiency was much greater than the sum total of the individual parts”





-Ruben Trifilio


Warehouse and Logistics Coordinator





Grendha Shoes Corp.
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“The bottom line is, the system now forces everybody to follow the FootWorks rules, keeping everything straight, and making it virtually impossible to pick the wrong shoes”





-Ruben Trifilio


Warehouse and Logistics Coordinator














