
CHAPTER 3
TH E  S TU D Y  O F C U R R E N T  S ITU A T IO N

เก th is  c h a p te r , S q u id  S n a c k s  F a c to ry  a re  in tro d u c e d  a n d  d e ta ile d  in th e ir  

a p p lic a tio n s . N e x t th e  o v e rv ie w  o f m a n u fa c tu r in g  p ro c e s s  w ill b e  d e s c r ib e d . F in a lly , th e  

e x is tin g  s y s te m  a n d  p ro b le m  w ill b e  p re s e n te d .

3.1 C om pany  B ackg round

T h e  c a s e  s tu d y  fa c to ry  is a m a n u fa c tu re r  o f  s q u id  s n a c k s  u n d e r  th e  o w n  b ra n d  

n a m e  w a s  e s ta b lis h e d  in 19 96  a t B a n g k o k , T h a ila n d . T h e  fa c to ry  is  s m a ll in d u s try  w h ic h  

1 to n  o f fin is h e d  g o o d s  is  an  a p p ro x im a te  d a ily  c a p a c ity  a t  p re s e n t th o u g h  th e  fu ll 

c a p a c ity  o f  th e  p ro d u c tio n  is  1 .5  to n /d a y  b e c a u s e  o f  th e  m a rk e t in g  p la n n in g . T h e  

c o m p a n y 's  p ro d u c t ra n g e  e n c o m p a s s e s  a ll k in d s  o f s e a s o n e d  s q u id  s n a c k s . T h e  m a in  

p ro d u c ts  a re  d iv id e d  in to  tw o  m a jo r  ty p e s  a s  fo llo w s :

1 . R o lle re d  s e a s o n e d  sq u id : T h e  c o m p a n y  p ro d u c e s  ro lle re d  s e a s o n e d  c u tt le f is h  in 

3  d if fe re n t s iz e s  th a t c a n  b e  c la s s if ie d  as  10 g ., 2 0  g. a n d  3 0  g . in b a g .

2 . B a k e d  c r is p y  s q u id : T h e  c o m p a n y  p ro d u c e s  b a ke d  s e a s o n e d  c u tt le f is h  in 5 

d if fe re n t s iz e s  th a t c a n  b e  c la s s if ie d  a s  10 g ., 2 0  g ., 3 0  g ., 4 0  g. in b a g  a n d  5 0  g .

in c a n .
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F ig u re  3.1 R o lle re d  s e a s o n e d  sq u id

F ig u re  3 .2  B a k e d  c r is p y  sq u id

C u rre n tly , th e  c o m p a n y  e x p o rts  fiv e  p e rc e n t o f  its o u tp u t to  a b ro a d  m a rk e ts  i.e . 

N o rth  A m e r ic a  a n d  A s ia .

The vision of th e  factory  is be in g  o n e  of le a d e rs  in th e  sq u id  sn a c k s  industry  in
T hailand, th e  factory  a im s to in c re a se  overall c u s to m e r sa tisfac tion  levels a n d  quality
perfo rm ance. The factory  p u t g re a te r  efforts to  reso lve a n d  im prove fu n d am en ta l
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o p e ra tin g  in e ff ic ie n c ie s , re d u c e  d e fe c ts  a n d  e lim in a te  h id d e n  w a s te  a s  w e ll a s  th e  

im p o rta n t p o in t is  to  re d u c e  p ro d u c tio n  c o s t.

A s  th e  s tu d y  c o n c e rn s  a b o u t d e v e lo p m e n t o f  K P Is  in p ro d u c tio n , d e ta ils  a b o u t 

p la n t, p ro c e s s  a n d  e q u ip m e n t a re  n e c e s s a ry  to  m e n tio n .

3 .2  Fac to ry

T h e  fa c to ry  is a  s m a ll in d u s try  on  a 1 2 ,8 0 0  S q u a re  M e te r  p lo t o f  la n d  a n d  5 ,0 0 0  

S q u a re  M e te r  p lo t o f  o n e  b u ild in g . It is o p e ra tin g  on  o n e  s h ift b a s is , e ig h t  h o u rs  a d a y  

a n d  s ix  d a y s  p e r  w e e k . T h e  c o m p a n y  e m p lo y s  a to ta l o f  8 0  w o rk e rs , in c lu d in g  e n g in e e rs  

a n d  q u a lity  a s s u ra n c e  s u p e rv is o rs . P re s e n tly , 1 to n  o f fin is h e d  g o o d s  is  a n  a p p ro x im a te  

d a ily  c a p a c ity  e v e n  th o u g h  th e  fu ll c a p a c ity  o f  th e  p ro d u c tio n  is 1 .5  to n /d a y  b e c a u s e  o f 

th e  m a rk e tin g  p la n n in g .

3 .2 .1  O rg a n iz a tio n

T h e  o rg a n iz a tio n  o f th e  fa c to ry  is d iv id e d  in to  5  s e c tio n s  a s  fo llo w s :

P ro d u c tio n  P la n n in g 2  p e rs o n s

P ro d u c tio n 6 0  p e rs o n s

■  P re -R a w  m a te r ia l 15 p e rso n s

■  P ro d u c tio n 3 5  p e rso n s

■  P a c k in g 10 p e rso n s

E n g in e e r in g 2  p e rs o n s

Q u a lity  C o n tro l 8  p e rs o n s

M a in te n a n c e 8 p e rs o n s

A c c o rd in g  to  th e  in fo rm a tio n  a b o ve , m o s t w o rk e rs  a re  u n d e r  c o n tro l o f  

p ro d u c tio n  s e c tio n . A b o u t 2 0  w o rk e rs  w o rk  in th e  re m a in in g  s e c tio n s . S o m e  s e c tio n  has 

o n ly  2  w o rk e rs  s u c h  a s  p ro d u c tio n  p la n n in g  a n d  e n g in e e rin g . T h e  c u rre n t o rg a n iz a tio n  

c h a r t o f  th is  fa c to ry  is  i llu s tra te d  in F ig u re  3 .3 .
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F ig u re  3 .3  O rg a n iz a tio n  c h a r t o f  th e  fa c to ry

3.2.2 Functional Department

T h e  fa c to ry  h a s  v a r io u s  d e p a rtm e n ts  a s  s h o w n  in F ig u re  3 .3 . F o llo w in g  is  th e  

d e s c r ip t io n  o f e a c h  fu n c tio n .

1. Production Planning

T h is  d e p a rtm e n t is  re s p o n s ib le  fo r  p ro d u c tio n  p la n n in g  a n d  s c h e d u lin g  o n  

a n n u a l, q u a rte r ly , m o n th ly , w e e k ly  a n d  d a ily  b a s is  fo r  e a c h  p ro d u c t a n d  e a c h  line . 

M o re o v e r, ra w  m a te r ia l p la n n in g , w o rk e r  p la n n in g  a n d  m a c h in e  p la n n in g  a re  in c h a rg e d  

o f th is  s e c tio n .

P la n n in g  is b a se d  on fo re c a s ts  p ro v id e d  b y  m a rk e tin g  a n d  th e  c a p a c ity  o f  th e  

p la n t. F o rw a rd in g  o f  in d e n ts  fo r  p u rc h a s e  o f ra w  m a te r ia ls  is  a ls o  d o n e  b y  th is  

d e p a rtm e n t.

2. Production

T h e  p ro d u c tio n  is  a  c o n tin u o u s  p ro c e s s  p ro d u c in g  tw o  k in d s  o f p ro d u c ts . 

P ro d u c tio n  p la n s  a re  re c e iv e d  fro m  p ro d u c tio n  p la n n in g  d e p a rtm e n t o n  w e e k ly  a n d  d a ily

b a s is .



32

T h e  re s p o n s ib ilit ie s  o f  p ro d u c tio n  se c tio n  s ta r t s in c e  p re p a r in g  ra w  m a te r ia l, 

p ro d u c tio n , p a c k in g  u n til t ra n s fe r  to  s to ra g e .

3. Engineering

E n g in e e r in g  s e c tio n  g iv e s  th e  a s s e s s m e n t a b o u t 

fa c ility  to  p ro d u c e  a p ro d u c t. เท a d d itio n , d e s ig n  a n d  

p ro c e s s  is  th e  re s p o n s ib ility  o f  th is  d e p a rtm e n t.

c a p a b ility  o f  m a n u fa c tu r in g  

d e v e lo p m e n t o f  to o lin g  a n d

4. Quality Control

In s p e c tio n  o f  ra w  m a te r ia ls , w o rk  in p ro g re s s  a n d  f in is h e d  g o o d s  is  a  

re s p o n s ib ility  o f q u a lity  c o n tro l d e p a rtm e n t. Q u a lity  re p o rts  a re  s e n t to  fa c to ry  m a n a g e r  

w e e k ly . เท a d d it io n , s c ra p  a n d  d e fe c t a re  s e n t fo r  re w o rk in g .

5. Maintenance

M a in te n a n c e  is s e rv in g  th e  p ro d u c tio n  fu n c tio n  to  k e e p  u p  th e  o p e ra tio n a l 

a v a ila b ility  o f  e q u ip m e n t a n d  m a c h in e .

3.2.3 Factory Layout

T h e  fa c to ry  h a s  o n e  lin e  fo r  p ro d u c in g  ro lle re d  s e a s o n e d  c u tt le f is h  a n d  b a k e d  

s e a s o n e d  c u tt le fis h  b y  s w a p p in g  th e  line  to  p ro d u c e  tw o  p ro d u c ts . T h e  la y o u t o f  p la n t is 

s h o w n  in F ig u re  3 .4  a n d  lis t  o f  m a c h in e s  is g ive n  b e lo w .

1 -  C o o l s to ra g e

2  -  S e le c te d  s iz e  m a c h in e

3  -  R o a s te r  m a c h in e

4  -  R o lle r  m a c h in e

5 -  S e a s o n in g  s q u id  ro a s te r  m a c h in e

6 -  C o n v e y e r  b a k in g  m a c h in e

7 -  R o ll s q u id  b a k in g  m a c h in e

8 -  P a c k in g  m a c h in e
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F ig u re  3 .4  P la n t la y o u t



3 .3  P roduc tion  P rocess

T h e  p ro d u c tio n  p ro c e s s e s  o f th e  sq u id  s n a c k s  o f th e  c o m p a n y  a re  s h o w n  

fig u re  b e lo w .

F ig u re  3 .5  P ro d u c tio n  p ro c e s s  o f th e  s q u id  s n a c k s
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A c c o rd in g  to  th e  F ig u re  3 .5 , a t th e  b e g in n in g , ra w  d r ie d  s q u id  a s  a  ra w  m a te r ia l 

is  in s p e c te d  a n d  lo a d e d  in to  th e  c o o l s to ra g e . W h e n  th e  fa c to ry  s ta r ts  th e  p ro d u c tio n , 

ra w  d r ie d  s q u id  is  c a rr ie d  fro m  c o o l s to ra g e  to  c le a n  a n d  s e le c t fo r  th e  r ig h t s ize . A fte r  

th a t it is  ta k e n  to  ro a s te r  m a c h in e  to  g r illin g  p ro c e s s  a n d  th e n  p a s s e d  ro llin g  p ro c e s s  to  

g r in d . T h e n  th e  p ro d u c t w ill b e  s e n t to  s e a s o n in g  p ro c e s s  w ith  o r ig in a l re c ip e  u s in g  

m o d e rn  m e th o d s .

N e x t th e  s e a s o n e d  s q u id  is  s e p a ra te d  to  tw o  p ro d u c ts : ro lle re d  s e a s o n e d  

c u tt le fis h  a n d  b a ke d  s e a s o n e d  c u ttle fis h . F o r ro lle re d  s e a s o n e d  c u tt le f is h , ro a s t th e  

s e a s o n e d  s q u id  b e fo re  p a c k in g  o r  b a ke  a n d  ro ll th e  s e a s o n e d  s q u id  b e fo re  p a c k in g  fo r  

b a ke d  s e a s o n e d  c u tt le f is h . F in a lly , p a ss  th e  fin is h e d  g o o d s  to  in s p e c t io n  p ro c e s s  to  

e n s u re  th e  q u a lity  o f  p ro d u c t.

3.4 Existing System in the Factory

3.4.1 Operational System in the Factory

F irs tly , q u a n t ity  o f  p ro d u c t is  p la n e d  fro m  p ro d u c tio n  p la n n in g  p e r io d ic a lly . T h e n , 

o rd e r  ra w  m a te r ia l in a d v a n c e  to  p re p a re  p ro d u c tio n  a n d  re c o rd e d  in s to c k  c a rd . W h e n  

p ro d u c tio n  re c e iv e s  jo b  o rd e r  c a rd  fro m  p ro d u c tio n  p la n n in g , th e n  p ro d u c tio n  re c o rd s  

d a ta  in re q u is it io n  c a rd . T h is  m u s t b e  p e rfo rm e d  in o rd e r  to  b r in g  ra w  m a te r ia l to  

p ro d u c tio n . เท p ro d u c tio n  lin e , s ta f f  w ill re c o rd  th e  q u a n t ity  o f  p ro d u c t in  d a ily  p ro d u c tio n  

re p o rt a n d  ra n d o m  p ro d u c t to  c h e c k  th e  q u a lity .

3.4.2 Reporting System in the Factory

R e p o rtin g  s y s te m  th a t th e  fa c to ry  u se s  c u rre n tly  c a n  b e  d iv id e d  in to  2  s y s te m s : 

o p e ra tio n a l re p o rt a n d  e v a lu a tio n  re p o rt. T h e  c h a ra c te r is t ic s  o f  th e s e  re p o r t s y s te m  a re  

e x p la in e d  b e lo w .
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3 .4 .2 .1  O p e ra tio n a l R e p o rt

O p e ra tio n a l re p o rt th a t u se d  in th e  fa c to ry  in c lu d e s  o ff ic ia l re p o rt a n d  u n o ffic ia l 

re p o rt. O ffic ia l re p o rt c h a ra c te r is t ic  is e x a c t ly  d o c u m e n t a n d  m e th o d  to  re c o rd . 

O th e rw is e , u n o ffic ia l re p o rt is th e  d o c u m e n t th a t s ta f f  re c o rd e d  th e  o v e ra ll p e r fo rm a n c e  

o f p ro d u c tio n , d a ily  ra w  m a te r ia l use d , d a ily  c a p a c ity  o f  m a c h in e , c a u s e  o f m is -p la n n e d  

p ro d u c tio n  a n d  e tc . in o rd e r  to  s u m m a riz e  to  th e  s u p e r io rs . T h e  e x a m p le s  o f o p e ra tio n  

re p o r t a re  a s  fo llo w s .

1. S to c k  c a rd

S to c k  c a rd  is  th e  d o c u m e n t u se d  to  c h e c k  ra w  m a te r ia l in v e n to ry . O n e  c a rd  u s e s  

fo r  o n e  ra w  m a te r ia l. W h e n  ra w  m a te r ia l a re  use d , s ta f f  w ill re c o rd  th e  q u a n t ity  o f  ra w  

m a te r ia l u se d  a n d  th e  q u a n t ity  o f re m a in  ra w  m a te r ia l in s to c k  c a rd .

2 . R e q u is itio n  c a rd

R e q u is it io n  c a rd  is th e  d o c u m e n t u se d  to  re q u e s t ra w  m a te r ia l fro m  w a re h o u s e , 

in o rd e r  to  tra c k  th e  q u a n t ity  o f  ra w  m a te r ia l u se d , fin d  o u t w h o  re q u e s t ra w  m a te r ia l a n d  

w h o  is  re s p o n s ib le  w h e n  th e re  a re  p ro b le m s  w ith  ra w  m a te r ia l.

3 . D a ily  p ro d u c tio n  re p o rt

D a ily  p ro d u c tio n  re p o rt is u se d  to  re p o rt th e  q u a n t ity  o f  p ro d u c t a n d  d e fe c t. S ta f f  

m u s t re c o rd  th is  d o c u m e n t to  re p o rt a  s u p e rv is o r  re g u la r ly .

4 . J o b  o rd e r  c a rd

J o b  o rd e r  c a rd  is  th e  d o c u m e n t th a t p ro d u c tio n  re c e iv e s  fro m  p ro d u c tio n  

p la n n in g  p e r io d ic a lly . T h is  c a rd  g iv e s  d e ta il a b o u t th e  q u a n t ity  o f p la n n in g  p ro d u c t.

5. C lo c k  in a n d  C lo c k  o u t c a rd

It is  u se d  to  c h e c k  w o rk in g  t im e  o f s ta ff.
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3.4.2.2 Evaluation Report

Evaluation will be reported to management level periodically. This report 
summarize the overall situation เท the factory that can give overall picture to the 
management level and make it clear to the manager for the problems that should be 
addressed. The examples of evaluation report are as follows.

1. Production planning

This report presents the production planning of the factory. The factory has 
monthly planning.

2. Production report

This report presents the quantity of production periodically.

3. Raw material used report

This report presents the quantity of raw material periodically.

4. Raw material cost report

This report presents the cost of every raw material that the factory uses.

5. Overhead cost report

This report presents power cost and water cost monthly.

According to the reporting system mentioned above, there are some problems 
occur from the existing report system are as following.

1. The factory lack of necessary report such as source of defect, performance

ratio, machine report and etc.

2. The factory does not use these report effectively because of workers do not

record or rarely record data.
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3.5 KPIs in the Factory

Currently, the factory does not have enough KPIs to control and measure 
performance. KPIs that this factory has operated are as follows.

1. Quantity of product

2. Raw material used

3. Quantity of defect

According to information above shown, the factory operates a small number of 
KPIs and the KPIs are useless and improper for using because of incorrect data form 
involving sections.

Due to the insufficient of KPIs, rarely operation, never operation and lack of 
necessary KPIs, these problems lead to the following major problems.

1. The factory achieves the production target but sometimes it can not achieve 
100% such as quantity of finished goods and punctual production. This identify  
that the factory has mis-planned production problem.

2. The factory manages production resource utilization such as man, machine and 
material ineffectiveness because of the lack of KPIs to show the status of each 
factor.

3. The factory is unable to identify the source of production loss, for example loss 
that occur when use non conform ity raw material because of lack of report and 
system to control.

4. The lack of system to control raw material inventory, thus it is d ifficu lt to control 
raw material inventory accuracy.

5. The maintenance uses corrective maintenance system. It does not have a plan 
for preventive maintenance. Moreover, the factory does not have the record of all 
the repairs, overhauls, modifications and replacements done on equipment.
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6. The factory does not have standard to examine and control worker utilization.

7. The factory manager finds it is hard to observe the overview of the production  
performance such as efficiency, machine utilization and human performance in 
order to plan and develop the production effectiveness.

3.6 C a u s e s  and Problem  A n a lys is

After study problems in the factory, found that lack of necessary KPIs to 
measure and control production performance is the important problem for this factory. 
Therefore, the major impacts that the factory face are as following.

1. Existing system cannot be measured

There are many types of measurement such as the Balance Scorecard, 
Benchmarking, etc. For example, benchmarking can make the factory know what the 
status and position of the business is. เท this case, if the factory is not interested in KPIs, 
it cannot obtain the necessary information as following example:

•  Production capacity

•  Unit production cost

•  Quantity of product uncompleted on time

•  Machine downtime

When the factory does not set more necessary KPIs, it w ill not know what the 
exact problem is such as unachievable production target. เท fact, it is occurring in the 
factory, this cause makes the factory lose an opportunity to sell its products.

2. Insufficient data to analyze

Due to lack of co llecting necessary data, the factory will not know what the data 
is. Therefore, when the factory does not obtain data, it has nothing to analyze. For 
example, stock card, it can show the movement of product day by day so the manager
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will know which items has the highest or lowest turnover in each month or quarter. This 
simple stock card is useful to make a production plan.

3. Difficult to improve

เท KPIs process, it can help the factory manager to define the exact problem. It 
is not impossible that any business does not face the problem no matter how serious it 
is. Therefore, if the factory does not determine KPIs, it will not know how to analyze or 
solve the problem. This makes the factory has no improvement.

From the present study, it is found that the factory does not have good and 
suitable KPIs. They are as follows:

1. Quantity of product

2. Raw material used

3. Quantity of defect

4. Unable to control

When the factory does not have KPIs, it likes a ship which does not have 
navigator to guide to the right way. Each worker does the job without a good direction. 
This cause make our staff have no skills, no target, no improvement, and so fourth. 
Therefore, it has nothing to control the operation and production in the factory.
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