Fresh from Texas
Reaps the Benefits
of Workforce Development
“Fresh from Texas” is a value-added processor of fresh cut and
packaged fruits and vegetables. While retail distribution accounts for a
significant percentage of the company’s sales, Fresh from Texas
continues to expand in food services such as school programs and
hospitals. In addition, the large volume of processed produce has
enabled the company to expand into the wholesale distribution
business.
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The Situation
Fresh from Texas has enjoyed
continuous growth over the past ten
years. However in 2010, the rate of
growth was approaching 50% per
year for the past three years. With
such rapid growth, time and energy
was invested in continuing to exceed
customer expectations, and not in
formalizing processes to handle the
growth resulting in a 24 x 7
operation. The old processes and
systems could no longer successfully
manage the volume of raw material,
additional production lines and just
as important, the staffing and training
of the production workers. The
management team relied on complex
spreadsheets to schedule workers
and multiple temporary staffing
agencies to staff the schedules.
Employees were constantly shuffled
around, which resulted in different
individuals working together every
day. Not only was a significant
amount of time wasted every
morning getting employees to the
right work station, but there was
limited accountability and no team
synergy.

The Solution
Fresh from Texas knew they had
several opportunities, but they did
not know where to begin in
improving their processes. They
contacted TMAC and the first
activity TMAC facilitated with a
group of Fresh From Texas
employees was the creation of a
value-stream map. The valuestream map is a paper-and-pencil
representation of every process in
the material and information flow,
along with key data. Value-stream
mapping is an overarching tool that
provides a picture of the entire
production process, both value and
non-value creating activities. By
visually seeing the process, the
team was able to identify major
opportunities and prioritize those
based on the impact to the
company and the ease of
implementation. Rather than taking
a haphazard approach to lean
implementation, the value-stream
mapping provided a direction for the
company.

After successfully addressing some of the tactile projects identified through the value stream process,
the management team decided that they really needed to address the scheduling and staffing
challenges. In October of 2012, TMAC came along side of the team to facilitate the redesign of an
entirely new process and schedule for staffing production lines, creating production teams, and
developing processes to train the team.
The management team began by reviewing the weekly production orders and the production schedules,
along with the number of fulltime employees and the number of temporary employees required to meet
those orders. Based on the data, TMAC suggested that they look at an alternative schedule and
create specific lines with teams that work together on a daily basis. This would require a complete
shift in thinking. Specifically, rather than work two shifts eight hours per day with significant overtime,
they would design two teams working a single 12 hour shift. Each team would work four days one
week and three days the other week. Each team would then be broken down into specific lines that
they work each day they come to work. Within the lines, the employees would rotate positions. In
addition, rather than have a massive number of temporary employees, Fresh from Texas would on‐
board fulltime employees that would be trained to perform specific tasks in a team environment.
In early November of 2012, the management team came to consensus that the new schedule would
indeed work. However, given the upcoming holidays that drive significant spikes in demand, they
decided to wait until February 6, 2013 to make the change. By that time the holiday season would be
over and the last large spike driven by Super Bowl Sunday would be behind them. This would give
them 12 weeks to plan and train the staff. After the implementation, they would then have another six
weeks to work out the bugs before the Easter Holiday spike.
The Results
Fresh from Texas transitioned from 150 fulltime employees and 300 plus temporary employees to 290
full timers with a small staff of temps. The employees are now assigned to specific lines, cross trained
on the line, and know exactly where they are going when they arrive on the job. If an employee turns
over, a new employee is hired and assigned to the line. The employees on the line work as a team to
train the new employee.
The quantifiable results are the following:
 Two eight hour shifts per day has been reduced to one 12 hour shift per day.
 Labor as a percent of sales has gone from 18% to 14%.
 Overtime has been reduced from 3,500 hours per week to less than 900 hours.
 Employees enjoy a three day weekend every other week.
 Employee absenteeism has dropped significantly since they know what day they have off each
week and can schedule personal appointments on those days.
 Job switching has been reduced resulting in an increase in productivity.
With the new schedule in place and the development of teams, Fresh from Texas is poised for success
as the company continues to grow year over year with existing customers and now with new customers
and markets that they previously could not handle due to the old process of managing employees and
schedules.

“The investment in our employees has given us
very tangible bottom line results.”
Troy Riegel
Chief Operating Officer/General Manager

