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• Part of Greencore’s Food to Go 

business

• Manufacturing sandwiches, 

baguettes and wraps 

• Customers include; Waitrose, 

Sainsbury’s, and Morrison's

• A 33,000 sq ft purpose built 

facility employing 1,100 people

• Producing ca. 1.6 million units a 

week with a capacity of up to 

1.9 million



Production Change

• A new high speed production line was implemented in 2014

– increasing production by 25%

– leading to a significant increase of product in to dispatch in a shorter period 

of time

• A solution was needed to:

– reduce the build up of product into despatch 

– place better controls within the department 

– make it safer and more efficient to deal with the production volume 

• The increased volume at the current state would have detrimental effect 

on:

– the repetitiveness and ergonomic pressure that would be placed on the 

dispatch employee

– the space in the department 

– the increase in traffic and movement of product3
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Previous Dispatch Packing Process

Sandwiches either packed in 

crates or boxes

Basic transfer conveyor with a 

table and 2 employees working 

around the table



Areas Of Concern…
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• Height of the table and 

conveyors leading to poor 

posture for the shoulders 

and neck

• Overstretching to reach 

sandwiches off the table

• Having to lean across to 

the corners of the table 

when product builds up

• As the tables are at right 

angles, this employee has 

to twist to gather 

sandwiches
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Areas Of Concern…

• Employees bending over 

to collect product from the 

tables 

• As you can appreciate, 

potentially 1.9 million 

sandwiches are packed in 

this way



Initial Steps

A project team was put together to look at a solution, which included:

– Low Care Manager

– Engineering Manager

– Despatch Manager

– Health and Safety Manager

– Dispatch Operative Representation

• Conducted both an Assessment of Repetitive Tasks, using the “ART” Tool 

and a Manual Handling task risk assessment 

• Enlisted the support of a food processing manufacturer to produce a 

prototype end of line solution. There were 2 prototypes before settling on 

the final design

• Throughout the trial, operators from dispatch were involved in using the 

prototypes and providing feedback on them. To gain buy in and to ensure 

that the proposed solution was fit for purpose
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New Dispatch Packing Process
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End View Side View
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1
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4 The box is conveyed into the box tape

sealing machine

1    Sandwiches are delivered from High         

Care on the top running conveyor

2 Operators stand 2 either side as 

sandwiches pass a long the belt and 

place into the box

3 Once the box is full, operators place the 

box on to the bottom conveyor belt

New Dispatch Packing Process



Dispatch Conveyor System
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Designed for 4 employees, 2 

either side of the conveyor

The conveyor with sandwiches 

being feed from the High Care 

production area
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• Employees are facing the 

conveyor belt and pick 

product coming off the 

conveyor

• The metal shelves are 

there to help with visual 

inspection and to support 

the weight of the product

• The sandwiches are 

loaded into the box below

Dispatch Conveyor System
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Dispatch Conveyor System

The full box of sandwiches 

are pushed under the top 

conveyor and feed on to the 

bottom conveyor to the box 

sealing machine



Benefits

A reduction in employees having to bend over and 

stretch for product off the end of line

A reduction in the movements required to pack the 

sandwiches

An improvement in the conveyor height and stability for 

a more ergonomic fit

Controls are at the point of use, with emergency stops 

either side of the machine and speed controls

Employees are facing each other, which encourages 

more team work 
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“With the new conveyor I 

no longer bend down a 

lot which means no more 

back pain after work”.
Neville Carvalho

Dispatch Operative

“With the new conveyors I stand 

straight and face the sandwiches 

coming off the conveyor which 

means I don’t twist at my waist 

anymore which I like”.

Ali Mohamed 

Dispatch Team Leader

“I have noticed a vast 

improvement in sickness and 

absence since we introduced 

the new conveyors. Despatch 

is a better place to work since 

the implementation of this 

project”.
Nicole Robinson 

Dispatch Manager

Employee Feedback…
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Questions?


