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When the new industrial  
director of Agromousquetaires, 
Emeric Bastid, took up the po-
sition last year, he set his sights 
on industrial performance  
actions for the two Capitaine 
Houat plants in the Sea branch. 
“Over the past decade, the La-
nester and Boulogne-sur-Mer 
sites have benefited from signi-
ficant investments.  In addition 
to the integration of mecha-
nized lines, this also signals 
the arrival of a new generation. 
We needed to train teams to 
use the right management tools 
and provide managers with the 
means to develop and rise to 
the next level,” says Elouan 
Cassier, industrial director of 
the branch.
Launched in late 2018 with 
the support of Proaction In-
ternational, the approach is 
already producing positive re-
sults. “We expect a return on 
investment in less than a year,” 
he explains. How? “Thanks to 
a complete change in the way 
we do things, we now process 
performance in real time. This 
is a first in our industry,” says 
Olivier Mathieu, industrial per-
formance project manager for 
Agromousquetaires.

CONTINUOUS FLOW
CORRECTIONS 
In concrete terms, an organi-

zation with well-defined roles 
and performance points has 
been set up. For example, eve-
ry morning between the teams 
and their branch managers, and 

every afternoon between the 
branch managers and the pro-
duction manager. About forty 
people per site are involved,  
including team leaders, line  
managers and factory managers. 
The same indicators (material 
yield, productivity, OHS, etc.) 
are monitored: per hour for 
line drivers, per half-day for 
the production manager, per 
day for the site manager and 
per day and week for Elouan 
Cassier. This control makes it 
possible to capture deviations 
as quickly as possible and to 
launch corrections in a conti-
nuous flow.
Capitaine Houat relies on 
simple indicators, which are 
as visual as possible. “For  
instance, the bones are checked 
every 75 minutes. As soon 
as fewer than four out of five 
are fleshless, we consider 
that there is non-compliance 
and we correct it,” explains  
Olivier Mathieu. In this case, 
the problem may be a question 

of sizing or a threader.  “In the 
case of batch non-conformity, 
the information is reported 
to the purchasing and quality 
departments. In the case of an 
incorrect adjustment, the pis-
tons are adjusted for scraping. 
Or if blade wear is involved, 
you stop the line and change 
them,” he explains. There 
is a clear decision-making 
framework for which the ques-
tion of resources has not been 
ignored, since sharpening and 

trimming positions have been 
created. “People in the field 
have a better understanding of 
what is expected of them and 
know that they are being given 
the means. When they report a 
discrepancy, they know it will 
be processed,” he says.

BEHAVIORAL 
ASSESSMENT
In an industry where the raw 

material accounts for a large 
part of the cost price, the main 
indicator is the material yield. 
Productivity is also taken into 
account, although the pace of 
production is seldom set by the 
equipment. “It’s the humans 
who set the pace. But our po-
licy has not been to increase  
productivity by going faster. 
There was no question of lowe-
ring health and safety standards 
at work; our improvements fo-
cused on idle times and format 
changes,” says Olivier Mahieu.
Another key indicator is the 
behavioral index. This invol-
ves accounting for a deviation 
and its correction initiated 
by a field manager. “We have 
trained all levels of manage-
ment: from the line driver to 
senior management,” says 
Elouan Cassier. “Operational 
managers and their superiors 
all have the same unders-
tanding. In the past, we saw 
the problems but we all un-
derstood them differently. Now 
nothing can be ignored.” At his 
level, Elouan Cassier is also 
more aware of the actions that 

Agromousquetaires’ seafood subsidiary has implemented a method based on the UTrakk 
application created by Proaction Technologies. Productivity and material yield are managed in 
real time via a dynamic and centralized action plan.
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AGROMOUSQUETAIRES.

“The approach does 
not stop at first line 
management. It is 
demanding for all 
the hierachy and it 
forces managers to 
make decisions” 
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have been implemented, which 
allows him to better adjust his 
requests and to prioritize.
The success of the approach is 
largely based on the UTrakk 
solution created by Proaction 
Technologies. This applica-
tion replaces Excel spread-
sheets and structures the flow 
of information, meeting ma-
nagement and action plans. A 
module allows the feedback of 
field data via tablets.
“If a problem persists or a 
deadline is not met, the sub-
ject is elevated to another le-
vel and moves on to another 
process. It is demanding for 
all levels of the hierarchy and 
it forces the manager to make 
a decision,” comments Elouan  
Cassier. “The advantage is that 
we don’t stop at the line driver. 
If there is a problem, it is taken 
on at a global level,” adds  
Olivier Mathieu. All this at 
multiple locations.

A UNIQUE ACTION PLAN 
UTrakk makes it possible to 

communicate around a single 
action plan, thanks to the  
functionalities of an action 
management software (alerts, 
etc.) “This defines the process, 
with clear roles and responsi-
bilities. We all know who does 
what. For each activity, there 
is always an agenda, monito-
ring indicators and an action 
plan,” he adds. But be careful! 
“The software does not do the 
organization. There must be 
clear processes, which UTrakk 
will formalize. At the very 
least, it will allow us to ask the 
right questions,” says Olivier  
Mathieu.

But it is still necessary for the 
field managers to play ball and 
enter the data... “People are 
convinced because the loops 
are fast, every 75 minutes for 
line drivers, every two hours 

for team leaders. They see that 
their actions generate a flow 
with answers,” says Olivier 
Mathieu. “As an industrial  
manager, I have spent my whole 
career battling with a multitude 
of action plans.  Thanks to 
this method, we have a unique 
and dynamic action plan, with 
a constant vision of priority  
actions,” he continues. 

The indicators (material yield, 
productivity, OHS, etc.) are 
monitored in the field using the 
UTrakk solution and tablets for 
regular performance points.

The icing on the cake was the 
integration of a new arrival at 
Capitaine Houat. “Our new 
site manager in Boulogne-sur-
Mer integrated the guidelines 
and follow-up in two weeks.  
It has never been so fast.  
Because everything is clocked. 
The calendar is created auto-
matically. We know the points 
that will be discussed during 
the activities and he has the 
background.”

A key point is ‘perpetuation’, 
i.e. the long-term transfer of 
skills. People are trained in 
the method in support services 
at the headquarters and in the 
central services of Agrohub 
in Vitré (35). Olivier Ma-

thieu is the super-coach. Two 
other employees soon will be.  
At the sites, 8 to 10 managers 
(in R&D, quality, maintenance, 
etc.) are in charge of coaching 
managers. This happens on a 
daily basis for the moment. 
An outsider’s perspective to 
ensure that managers have 
the right behaviors and that 
the execution loop works pro-

perly. “Having trained people 
will make it possible to adapt 
the activities and the process, 
according to the evolution of 
our needs,” concludes Olivier 
Mathieu.

CAPITAINE HOUAT 
Boulogne-sur-Mer plant (62): 
11,000 tons per year, 250 em-
ployees, 4 filleting lines, 1 factory 
for fish packaging in trays under 
modified atmosphere and 1 or-
der preparation base for Northern 
France.

Lanester plant (56): 12,000 
tons per year, 250 employees, 1 
workshop with 4 production lines 
for cooked and chilled shrimp and 
cooked shellfish, 1 deep-freezing 
workshop, 1 workshop with 3 de-
dicated fish packaging lines, 1 fil-
leting and wholesale factory with 
6 fish preparation lines, 1 shellfish 
and crustacean tank.

Head office, Lanester (56): sup-
port services, 100 employees
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