
Turners tightens processes

Key Features
– Sales order management
– Integrated warehouse management
– Integrated packhouse management
– Integrated packhouse traceability
– Automated packhouse scanning
 

Key Benefits
– Faster/cheaper product distribution
– Lowers operating overheads

Technology
– Prophet Pr2 Client Applications
– Prophet Pr2  Hand Held Applications
– XML Electronic Data Interchange
– Crystal Reports
– Microsoft SQL Server
– Windows Server Family

From goods received to finished product dispatch, full traceability is 
maintained, and for customers who require them, ASNs are produced 
for each delivered pallet. Turners PPL employs 192 permanent people, 
who have a wealth of experience from across the fresh produce  
industry, and supplements that with a similar amount of agency staff  
at peak times.

Soham-based Turners was using a Wizdom system when Prophet 
bought Total Control Systems in 2008 and gave its customers the  
option of retaining their existing software or making the transition to 
Pr2. Turners chose to switch to Pr2 and maintaining continuity during 
the switch were familiar members of the former TCS team, now  
working for Prophet on hand to support Turners, as well as Prophet’s 
own pre-existing team.

The decision was not taken as a matter of course, however, says 
Turners PPL general manager Derek Hoggins. “Even though we were 
using Wizdom, we had seen this coming and we undertook thorough 
research of the market and looked at five or six different options. There 
were two things that stood out within the Prophet offer for us; first was 
the functionality within Pr2 and second was the belief that we would 
be able to work effectively with the team at Prophet. Life is not always 
simple and we are working in a fast-turnaround environment where 
there is always urgency, so it’s important to know that you can have 
frank exchanges of views and even disagree at times, but that will not 
stop you working well together.

“Of course, if you are on the phone to your software supplier all 
day, every day there is something wrong and I’m glad to say that has 
not been the case. Prophet has been extremely helpful, we’ve had a 
good relationship with a number of their team and they gave us a lot of 
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Turners PPL is a third party fruit processor, grading  
and packing facilitator for companies that provide a  
service to the major retailers and wholesale sectors. 
It has grown to producing 30,000 cases a day as the 
norm and has packed, picked and dispatched  
upwards of 60,000 cases in a 24-hour period.  



what we could expect to get out of it.”
Pre-implementation training of the system champions was crucial. 

“We were taken through six training sessions that explained the generic 
system from start to finish,” says Drew Wood, warehouse operations 
manager and another system champion. “Obviously the way any 
company uses the system will depend on their products and the make-
up of that particular business, but the ability to see what the generic 
system can do was a good grounding. It was a bit daunting at first; you 
think what have we let ourselves in for and are the guys really going to 
understand all this at shop floor level? It’s a very clever system, but it 
was clear early on that the key to making it work for the business was 
to ensure that everyone was thoroughly trained and understood it fully 
prior to implementation,” he says.

The system champions took their role of training and educating 
Turners staff about Pr2 very seriously. “We wanted people to see the 
benefits that the software would bring to them and to the business, but 
we also wanted them to interact it with the system in a responsible and 
uniform manner,” Wood says. Even with that, the security – or ‘lock-
down’ – facility in the system is important, he adds.“It is crucial that user 
access to the system can be restricted – it wouldn’t make sense to give 
the wrong person free rein.”

After an exhaustive period of preparation, the company went live with 
Pr2 in April 2010, in two stages – one week with two customers and the 
next week with its major customer, which supplies Tesco with around 
20,000 cases of fruit a day from the Soham site. “We did make a lot of 
modifications prior to implementation and the key reasons for staggering 
the go-live date were a) we wanted to be sure that the system would do 
everything we needed it to do and b) if there was a problem, we wanted 
to have a fallback option of the old system,” says Perry. 

“In the event, it was very smooth and Prophet was very flexible in  

advice. I feel, and I think they understand, that this has to be a  
customer [user] led project. For that reason, we also involved our  
customers in the process, to ensure that the software was set up  
to suit every key stakeholder’s requirements from day one.”

Four system champions were selected within the company and 
each was involved in the process every step of the way. “It gave us all 
the opportunity to better understand what our role is within the  
business,” says one of those champions Kirsty Perry, the company’s 
operations coordinating manager.

“I thought Wizdom was a very good system and at first, I couldn’t 
see why we were changing, but I’m sure that’s a typical response from 
someone who is used to using a particular system. I didn’t really see 
any problems from my own perspective. Having got fully involved in the 
process as a system champion, however, I have looked at the whole 
business process from a user’s point of view. I think we’ve recognized 
now that it’s vital to understand your business processes thoroughly to 
make Prophet work best for you.”

Hoggins agrees: “It is a step-by-step process. In simple terms, if 
you are going for an end-to-end solution as we did, there is no point 
implementing the software before you know what you want it to do 
and how it is going to do it. I’ve been around the block a few times 
and I think that is where a lot of companies go wrong. I’ve seen a lot of 
systems, some good and some not so good – it’s crucial that you take 
a good look at your business practices and shape software  
to suit them.”

“During the development stages, we spent a huge amount of time 
ensuring that the information we gave to Prophet was accurate and 
detailed enough to allow their team to develop the software specifically 
to our needs,” Perry says. “The system is so flexible, we knew we had 
to be very precise, and in some ways restrict it, in order to know exactly 
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“During the development stages, we spent a huge 
amount of time ensuring that the information we gave to 
Prophet was accurate and detailed enough to allow their 
team to develop the software specifically to our needs. 
The system is so flexible, we knew we had to be very  
precise and in some ways restrict it, in order to know  
exactly what we could expect to get out of it.”
                                             Kirsty Perry System Champion    
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the way it worked within our requirements.”
A common comment on the implementation period for any software 

is that the fi rst few days, weeks and sometimes months can be hard. 
Perry says, however, that thorough planning makes a big difference. 
“We took the right amount of time over the implementation and I think, 
because of that, we have not had to endure the hardship after go-live 
that we experienced in the past. We spent over a year planning for the 
go-live. We had made the mistake of rushing it in the past and paid the 
price, but this time, we wanted to make sure that everyone was trained. 
We also retained some of the things that worked for us in the old 
system, to ease the transition. We stayed here until 3-4 in the morning 
sometimes to make sure things went smoothly and I can honestly 
say it was fi ne. Even the guys from Prophet who were here through 
implementation said it was as smooth as they had experienced,” 
she says.

From the management point of view, Hoggins saw immediate 
results too. “As we already had a system, we weren’t making the 
massive leap that some companies might have to take. Having said 
that though, the immediate results were that it instilled a lot more 
discipline in our processes throughout the company.” Hoggins sits on 
the IT steering committee of the Turners Distribution Group and says 
the group fi nancial director, who also has a close eye on IT matters, 
also praised the Pr2 implementation as the best Turners had ever had.

In the warehouse, Wood would agree that the switch has been 
far easier than expected. “It did not feel like a huge change. In some 
aspects, it made things easier, in others perhaps things now take a bit 
longer, but Prophet has an extra process built in that is very benefi cial 

to the end result and allows you to pick up any problems immediately. 
In the warehouse, the KPIs that we work to are all easily measurable and 
there is potential for us to drill down further than we have done so far. 
The picking and packing process has been improved as the system 
only allows us to progress if it registers the correct quality and all 
procedures are followed correctly.”

Wood says the software has helped Turners to tighten up its internal 
practices. “One thing that I think Prophet will do for any company is 
improve the way they look at their business processes. It’s very easy to 
sit there and believe that you do everything right. But sometimes it’s not 
the software that needs modifying, it’s the way you do things.

“We still don’t use every module available to us, but once we have 
it 100% settled into the business, we already know what the next steps 
will be,” Wood says. “We have agreed from the outset to do things in 
stages. We’re in stage 2 at the moment, which involves us consolidating 
the information from all the lines in the packhouse in real time, rather 
than three hours later. That will eventually reduce the need for some 
staff in the packhouse, but most importantly, it will improve the accuracy 
and effectiveness with which we deal with the products.”

He adds that the team at Turners “really are still learning something 
new about Pr2 every day” and Hoggins says the next steps are mapped 
out. “We have already carried out a few tests that illustrate the 
functionality we have available to us to signifi cantly enhance management 
controls through the reports and data we can pull out of the system. 
Our fi rst priority, of course, was to get a system in place that would 
function for our customers, but obviously we want quicker access to 
information that will help us to drive cost effi ciencies through the 
operation, and we will begin to use those modules in Pr2 fully in the 
next few months.”

Upstairs in the offi ce, the order, sales and allocation system has 
changed, but not radically. “What Prophet has added has closed up 
some of the gaps in what we were doing before,” says Perry. “It has not 
required a huge culture change, but the tweaks have made a noticeable 
difference.”

That “gap fi lling” has been playing out throughout the company. 
“Across the piece, there is no denying that stock can be an issue in an 
operation like ours,” says Hoggins.

 “The greater discipline we have in our processes now means that 
we do not have to fi ll gaps in the stock fl ow system with unnecessary 
paperwork,” says Hoggins.

“On a general level throughout the operation, we can see there 
may be opportunities to streamline our staffi ng levels – it may happen 
and it may not, but the software has created that potential,” Perry says, 
and Hoggins adds: “While there was no priority to reduce staff levels, 
we did have an eye on reducing costs and Pr2 has already allowed me 
to move a couple of admin people to help downstairs and we can see 
more savings down the line. As we use a lot of agency staff, that will not 
be as painful as it sounds.”

“There were two things that stood out within the 
Prophet offer for us; fi rst was the functionality 
within Pr2 and second was the belief that we 
would be able to work effectively with the team 
at Prophet. Life is not always simple and we are 
working in a fast-turnaround environment where 
there is always urgency, so it’s important to know 
that you can have frank exchanges of views and 
even disagree at times, but that will not stop you 
working well together.“

                        Derek Hoggins General Manager
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