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• In 1964, land was purchased where the current site is: one mile west 
of Chatham on Highway #2. By the end of 1967, Pioneer had 
constructed the most modern seed sizing facilities in the Canadian 
seed corn industry. 

•  In 1976, the seed production facility was expanded and improved. 

•  In 1981, land was purchased near Ridgetown, Ontario which 
eventually led to the construction of another new production plant 
there in 1982.  

• Currently we produce and package corn, soybean and wheat seed at 
both Ridgetown (RID) and Chatham (CHA) locations and have 
approximately 130 employees year round, 200 for harvest in the fall 
and up to 4000 with detasseling crews in the fields for summer 
season. 

 
 
 



Our Site’s Journey with TRACC 
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•  DuPont Production System (DPS)                             
 kick-off-Oct.26/09 

•  Pilot Area: 

– Conditioning & Packaging Corn & Soybeans 

•  Implementation Task Force (ITF) and Site Steering 
Committee (SSC) began meeting in the fall of 2009 

•  Need for change: 

– Due to increased growth in employee population 

– Processes working 24/7 

– Reduce waste 

 



Our Site’s Journey with TRACC (cont’d) 

Chatham Location Vision Statement 
 
The Chatham Location will be the most reliable 
Canadian supplier of the highest quality products, 
exceeding both industry standards and customer 
expectations.   Empowered, self directed teams 
will achieve this standard through employee 
motivation, innovation and active engagement.   
Within the next 5 years, we will improve all key 
metrics by 20%. 
                                      As of September 23, 2009  
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Comparison of Baseline and Most Recent Practices 
Maturity Assessment Results 
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Leading & Managing Change Baseline Assessment – Sep. 2009 

L&MC Most Recent Assessment – Feb. 2011 

1.38 

2.67 



Comparison of Baseline and Most Recent Practices 
Maturity Assessment Results (cont’d) 
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Teamwork Baseline Assessment – Nov 
2009 

TW Most Recent Assessment – Mar 2011 

1.03 

1.75 



Comparison of Baseline and Most Recent Practices 
Maturity Assessment Results (cont’d) 
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5S Baseline Assessment – Nov 2009 

5S Most Recent Assessment – Mar 2011 

1.32 

1.92 



Comparison of Baseline and Most Recent Practices 
Maturity Assessment Results (cont’d) 
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Visual Management Baseline Assessment – Nov 2009 

VM Most Recent Assessment – Mar 2011 

1.14 

1.97 



Comparison of Baseline and Most Recent Practices 
Maturity Assessment Results (cont’d) 
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Focused Improvement Baseline Assessment – Nov 2009 

FI Most Recent Assessment – Mar 2011 

1.30 

2.01 



Situation Assessment 
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• Background:  

 CHA had the opportunity to start to work on LEAN projects within 
the plant since 2007 

 Prior to kick-off approximately 30+ projects/kaizens were 
completed including 5S and Single Minute Exchange of Die (SMED) 

 Some ‘low hanging fruit’ was harvested (examples to follow)  

 

•  Problem: 

 Projects were specific and not always team oriented 

 Follow-up on projects inconsistent – execution issue 
 



Problem: ProBox repair parts not all 
clearly labeled and stored in various 
containers in repair area making them 
difficult to locate 

 

 

Problem Analysis: Time to find all 
parts took in excess of 20 
minutes 

 

Implementation Plan: 
• Make only standard size parts to use 

as repair parts 
• Create labeled storage area for each 

part 
• Create kanban system to quickly view 

when restocking of parts is required  

 Results: 
• Time to find all parts: less than 20 

seconds 
• Side and Front parts labeled and easy 

to access 
• Kanban ensures a supply of parts are 

always available  

 

CHA-ProBox Repair 5S 
 
 

Duane Deprez, Marc Randall, Bob Dakin, Kevin 
Alberts, Anna Hildebrand, Allen Woodrich, 
Brian Wilson-June 2008 

 

Future Steps: 
Monitor kanban 
Monitor Sustain 

 



Problem: Changeovers are taking a 
long time 

Problem Analysis:  
• Current time for changeover: 50 

min 
• Operators know the process but 

difficult to pass information on 
without written documentation 

 

 

Implementation Plan: 
• Create a Standard Work 

Procedure for Dryer Unloading 
Operators and Sheller Operators 

• Greater use of air to clean 
instead of brooms 

• Elimination of ‘hard to clean’ 
areas 

 
Results: 
• Final time: 20 min 

 

CHA-RID Harvest Sheller 
SMED 

 
 

Neal Revell, Don Burgess, Mark 
Coatsworth, Leon Dorssers, Barb 
Cowan, Brian Wilson. Oct.-2008 

 

 

Future Steps: 
• Change gates on Shellers to 

clean out easier 
• Change collector head cover to 

make easier to clean 
 

 



Situation Assessment (cont’d) 

•Case Study Issue: How to make the Implementation 
Action’s(IA) and Stop & Think’s(S&T) in the best practice 
of Focused Improvement work for Chatham Production. 

•Needed to do this in order to help all team members at 
the CHA plant understand where and how each of the 
IA’s and S&T’s fit into the overall picture of FI. 

•Need to have names attached to process for 
accountability 
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Action Taken – Problem Solving Process Flow 
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We created a detailed process flow chart that defines how projects get 
generated, triaged, and executed: 

√ Created by FI Best Practice Champions on ITF and SSC 

√ Builds on Focused Improvement Flow Diagram in 2IA2 

√ Incorporates elements of VM and Teamwork 

√ Includes tiers of problem solving – attempt to align projects with the 
right resources (situational, systemic, strategic) 

√ Process Flow was communicated to all Team members in FI Team 
training on Loss and Waste Awareness 

√ Adds in specific responsibilities for increased accountability 
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Detailed Problem Process Flow Review 
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Detailed Problem Process Flow Review (cont’d) 
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HISTORY / BACKGROUND

CROP(S) / BU(S)
PLANT(S)
PROJECT LEAD
START/END DATES

TEAM MEMBERS

SAVINGS ____________ VALIDATED? (Y/N)

TITLE

• Why was this problem selected for improvement?
• Tie the event to the business plan or company goals
• Don’t suggest or hypothesize a solution!

CURRENT CONDITION

• What was happening before the improvement?
• What makes the current process defective?
• Consult current/former process owners and key stakeholders
• Back up statements with data

• Benchmarking, time studies, etc.
• Include photos, graphs and other visuals, not just words

TARGET/GOAL STATEMENT

• What is the goal, and how will you measure it?
• Do what?  To what?  By how much?  By whom?  When?

• Be specific
• Don’t let the scope of the project get too large

ROOT CAUSE ANALYSIS

• Brainstorm list of potential causes of the problem
• Drill down to the root cause(s) of the problem

• Identify causes, not symptoms
• 5 Why’s, FMEA, Fishbone, Pareto, etc.

• Use data, not opinions to support the findings

COUNTERMEASURES / SOLUTION

• What is the ideal condition, and how will it be achieved?
• Analyze options and determine best solution
• Ensure changes will move toward the goal of providing what is needed, when it is needed, 

in the right quantity, with perfect quality, zero waste, &Z the highest standards of safety
• How will the changes address the root cause(s)?
• Include action items

• What will be done, when will it be done, and by whom
• Complete cost/benefit analysis for the changes
• Ensure the solution will be sustainable
• Include photos, graphs and other visuals

RESULTS

• Detailed reporting of the results
• Show with data, charts, photos and other visuals that the goal was achieved

FUTURE ACTIONS

• What changes or activities still need to be completed?
• Visual management, metrics collection, etc.

• What is the plan for tracking the effectiveness of the improvement, and who will be responsible for 
ensuring the improvement is sustained?

• Are there any other issues that should be addressed in follow-up projects?

BEST PRACTICE SHARING

• Can the principles be implemented at other sites?
• Is there anyone else who would benefit from seeing the results of this project?
• Setup a plan for how to share the results

REFLECTION

• What was done well?
• Celebrate your success!

• What could have been done better/more efficiently?
• What did we learn from this process/project?
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Detailed Problem Process Flow Review (cont’d) 
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Action List 
(customize)

Dream Team
Action List

Other comments/decisions taken:
Date Topic Comments/Decision

Date Topic Action Who? When?
17/7 Quality Follow up poor quality bottles John 31/7
17/7 Verification Put in job card to fit extraction fan John 18/7
17/7 Falling Bottles Investigate stoppages due to falling bottles Frank 24/7
18/7 Barbeque Arrange team barbeque for Saturday Brad 25/7
18/7 Housekeeping Improved cleaning of machines All 25/7
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Detailed Problem Process Flow Review (cont’d) 
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Team Whiteboard (WB) 
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Project Hopper 
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Improvement Project Tracking 
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Visual Display of Problem Solving Efforts & Gains 
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A3 Template 
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HISTORY / BACKGROUND

CROP(S) / BU(S)
PLANT(S)
PROJECT LEAD
START/END DATES

TEAM MEMBERS

SAVINGS ____________ VALIDATED? (Y/N)

TITLE

• Why was this problem selected for improvement?
• Tie the event to the business plan or company goals
• Don’t suggest or hypothesize a solution!

CURRENT CONDITION

• What was happening before the improvement?
• What makes the current process defective?
• Consult current/former process owners and key stakeholders
• Back up statements with data

• Benchmarking, time studies, etc.
• Include photos, graphs and other visuals, not just words

TARGET/GOAL STATEMENT

• What is the goal, and how will you measure it?
• Do what?  To what?  By how much?  By whom?  When?

• Be specific
• Don’t let the scope of the project get too large

ROOT CAUSE ANALYSIS

• Brainstorm list of potential causes of the problem
• Drill down to the root cause(s) of the problem

• Identify causes, not symptoms
• 5 Why’s, FMEA, Fishbone, Pareto, etc.

• Use data, not opinions to support the findings

COUNTERMEASURES / SOLUTION

• What is the ideal condition, and how will it be achieved?
• Analyze options and determine best solution
• Ensure changes will move toward the goal of providing what is needed, when it is needed, 

in the right quantity, with perfect quality, zero waste, &Z the highest standards of safety
• How will the changes address the root cause(s)?
• Include action items

• What will be done, when will it be done, and by whom
• Complete cost/benefit analysis for the changes
• Ensure the solution will be sustainable
• Include photos, graphs and other visuals

RESULTS

• Detailed reporting of the results
• Show with data, charts, photos and other visuals that the goal was achieved

FUTURE ACTIONS

• What changes or activities still need to be completed?
• Visual management, metrics collection, etc.

• What is the plan for tracking the effectiveness of the improvement, and who will be responsible for 
ensuring the improvement is sustained?

• Are there any other issues that should be addressed in follow-up projects?

BEST PRACTICE SHARING

• Can the principles be implemented at other sites?
• Is there anyone else who would benefit from seeing the results of this project?
• Setup a plan for how to share the results

REFLECTION

• What was done well?
• Celebrate your success!

• What could have been done better/more efficiently?
• What did we learn from this process/project?



Sample Work Instruction 
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Implementation Challenges 
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I.  Execution 

II.  Communication 

III.  Behavior Change 

• Following timelines in CHA 
Problem Process Flow 

• Needed problems identified 
and placed in Project Hopper 

• Scheduled reviews were easy 
to delay 

• Team not fully understanding 
why a particular project was 
selected when there are other 
perceived “bigger problems” 
that we should be working on 

• Communicating updates to all 
team members 

• Getting Started 

• FI Team wants to jump to 
conclusion too quickly without 
going through all steps in a FI 
project 

• Celebrate success-we need to 
get better at this 



Some Results to Share 
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•Chatham Production Wins! 

•Affected Key Performance Indicators (KPIs):  
–Improved Safety 
–$$$ Saved 
–Increased Productivity 
–Increased Morale 

•Wins are shared with other sites 

•TRACC scores increase 



Chatham Production Win 

Benefits: 
•  Improved uptime for productivity through less time cleaning  
•  Increased employee morale 
•  Loss of product reduced to less than 1 unit /7000 units ran 
•  Total cost savings of $130,540.52 in saleable product over 1 season of packaging 

Improvement: 
• Reformulation of treatment 
• Installation of tension scraper on conveyor 
• Installation of mineral oil applicator inside 
treater drum 

Before improvements:  
•  Soybeans were discarded due to treatment 
causing product to adhere to conveyor 
• Total cost of product discarded per week is 
$6,708.61  



Chatham Corn Conditioning Win 

Before improvements:  
•  Downtime accumulated for Packaging Operator 
waiting for Treater Operator to finish counts 
• Average time to do counts: 14 minutes 

Benefits:  
•Reduces time to do counts by over 50% 
• Communication improved between Treater and Packaging Operator 
• Time savings on overall improvements to process calculated at 24 minutes 

Value:  
• Potential to increase productivity by 15,120 units/week 

 

Improvement: 
• Cones built inside the bowls of the counters 
• Bowls sandblasted 
• Standard Work Procedure created to make process 
the same across all shifts 
• Average time to do counts: 6 minutes 



Response from Employees 
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•After the initial FI training there were people who were still 
skeptical of whether we would really begin to address 
problems 

•However, after doing and sharing/showing results more people 
bought into the fact that this might actually be doing 
something 

•We had employees who did not want to be involved in FI 
projects now asking if they could be involved in other aspects 
of DPS (Theme Teams, ITF, Production Coordinators) 



Response from Employees (cont’d) 
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One employee’s response - At 
the end of the treater project 
one treater operator made a 
comment referring to coming 
to work each day now… 
 

“…This is so much better I 
think I’ve died and gone to 
heaven!” 



Lessons Learned 

• Follow the IA’s laid out in TRACC 
• Create a FI process flow that works for your site 
• Empower and ensure people are accountable  
• Create a ‘Project Hopper’ to capture the reasons why daily goals were 

not achieved 
• Projects align with Business Goals 
• Follow the DMAIC (Six Sigma) steps-resist the temptation to jump 

ahead 
• Communicate to the rest of the team in more than one way on 

project progress and results-remember to celebrate the win! 
• Always consider how dollars are attached to the win and validate 

these dollars with Finance 
• Share the win with others 
• Follow up with project to ensure win stays in place Plan, Do, Check, 

Act (PDCA) 
37 



Small Group Breakout Session 
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1. Get together at your tables and review each of the 4 sub-sections 
of the flow chart (shown again on next slide). 

2. For each sub-section, answer the following questions: 
• Which steps in this portion of the flow chart will be most 

difficult to execute consistently and why? 
• What can you do to help the site overcome these challenges? 
• Which steps in this portion of the flow chart will provide the 

most value to the site if they were to be executed consistently? 

3. Summarize the key discussion points and assign someone to report 
out to the other groups. 

4. Take 5 minutes on your own to write up the list of people who 
would need to be involved in designing and executing a problem 
solving process flow for your site. 
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