
Case Study: Fabricas de Calzado Andrea

Overview

Mexico’s leading shoe catalog brand Andrea dramatically reduced delivery times and improved
their internal processes by boosting their level of precision and quality of their shipments, with
Conveyroll enabling them to make the right steps in a retrofit project.

Fabricas de Calzado
Andrea
Industry: Apparel & Fashion
Location: Headquarters in Leon, Mexico
Size: 7,500+ employees

Company Bio
Fabricas de Calzado Andrea S.A. de C.V. (also
known as "ANDREA") is a manufacturer and trader
of footwear through catalog sales system mainly. It
was found in 1974. It currently has 102 branches in
Mexico and 12 branches in the United States.

"Conveyroll worked together with us to make

recommendations and ultimately install a highly

technical end-to-end solution that helped us

meet our business goals of lowering operating

costs and increasing overall efficiency. I look

forward to working with Conveyroll on our

future projects." 

- Juan Pablo Cibrian
Vice President, Sales 

Client name 

How has your project
helped the client?

Material Flow
Operations

3x faster

Delivery Times

45% faster

Shipping Errors 

32% less

Increased Capacity
Allowance

2x

The Challenge
Andrea, the leading brand in the shoe catalog market in Mexico sought to streamline the operation of their warehouse and improve delivery times for purchases made
on its website, as well as those shipments destined to different cities all over Mexico. This project had to be completed in a timely manner without disrupting current
ongoing operations in the facility. We determined that the best way to go about this would be to create a solution that would increase material flow operations and install
better technology in order to decrease shipping errors. At the same time we wanted to ensure Andrea had the ability to easily grow and expand, so the system had to
be easily upgradable as well.

The Approach
Conveyroll took a methodical approach in determining a way to resolve
Andrea’s issues.  First, a consultant met with the Andrea team to ensure we
understood their need and set success criteria for the project. Next, the
consultant was sent on-site to evaluate the available space to implement the
solution.  From there, the engineering team created several designs tailored to
the meet the predetermined goals of the customer.

" During the analysis and planning session, we
reviewed the minimum and maximum sizes, as well
as the weight range in order to design a solution
that could meet all the requests"

- Alfonso López
Project Manager, Conveyroll 

The Solution
Once the engineering designs were completed, our consultant met with
leaders at Andrea to determine which design best fit their needs. The
consultant pointed out the pros and cons to each approach in order to
determine which plan would best solve our customer’s pain points.  Once a
solution was determined, the engineering team provided the customer with a
simulation of the system, so the team could see our solution working, before
the system was even installed.
Once Andrea signed off on the design, all of the parts were ordered and
scheduled for delivery, keeping in mind the project timeline.  Our installation
team was ready to install as soon as the parts were delivered.  We completed
the system installation in a timely manner, with safety and quality in mind. The
final solution was checked for quality and thoroughly tested by our engineers.
Once the project was complete, we sat down with the team at Andrea to
schedule any required training. Internally we met to go over lessons learned -
what did we do well and was there anything we could have done better?
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The Results
Thanks to the installed technology, Andrea's material flow operations are now 3 times more efficient and delivery times of previously between 4 and 7 days were
reduced to 2 to 3 days for delivery. Also, the order errors reached a minimum thanks to the duplicated review configuration programmed in the system, thus
guaranteeing that each package arrives at its correct destination. Finally, the material flow solution has 200 outputs that allow Andrea to generate delivery cycles to all of
Mexico’s cities, either through their own stores or directly to the final customer. The design of the solution was made in such a way that it easily allows modification or
upgrades, making it possible to double its capacity in the short term.
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