VRC CASE STUDY

VRC faced significant operational inefficiencies with two aging plants.
The goal was to consolidate both plants into one optimized facility while
maintaining continuous production. The original plan projected a 12-
month timeline for study, planning, and execution.

Warehouse Optimization
Re-arranged the warehouse, resulting in a 40% improvement in pallet positions.

Relocation of Critical Large Equipment

40 total pieces of large equipment and related services were shuffled over the timeframe of
the project. When the timeline was compressed, additional utility and prep work was completed
ahead of schedule allowing presses to be operational before they were needed in production.

Continuous Production
Achieved zero downtime during the transition, maintaining plant uptime
and improving on-time delivery to better than 98%.

Improved \Workflow
Enhanced plant layout for better workflow and reduced product travel,
which allowed for tighter value streams for product and product flow.

Infrastructure Enhancements
Cited and commissioned a nitrogen tank installation, air makeup unit,
crane and pallet racking shuffle.

Added Capabilities

Installed a modular climate-controlled vision inspection room on the
plant floor with an option for future second-story office expansion.

Support Equipment Relocation
Moved and recommissioned an oven, 3 cryogenic de-flash machines,
and various support equipment.

Office Renovation
Renovated and reconfigured office spaces for better functionality.

Reduced Timeline Achieved < 50% reduction in value stream
Increased Uptime and Delivery length from de-commissioned facility.

Enhanced Capacity

Optimized Space Utilization Completed the entire project in less than
Additional Facilities 6 months, ahead of the 12-month plan.
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