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PICK & PLACE

The Challenge

A leading producer of flatbread was experiencing production 
bottlenecks stemming from a manual product stacking 
process. Their production line was suffering from lost output, 
high rework, and high waste at its manual workstations. The 
manual stacking process consisted of several stacking stations 
all feeding into three bagging and packing lines. The manual 
stacking process required that each associate pick flatbreads 
from the delivery belt, orient and create a stack of 10. The 
associates were also tasked with inspecting each flatbread for 
quality as they were counting and attempting to accurately 
place them on the stack for the downstream automatic 
baggers. This manual stacking process required dozens of 
associates working across three 8-hour shifts. Due to the 
repetitious nature of the manual stacking process, associates 
were suffering from carpel tunnel syndrome. Solving this 
production problem was as much about associate well-being 
as increasing operational efficiency. 

CASE STUDY

A FLATBREAD STACKING 
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criteria included the size, shape and color of 
each flatbread and any that did not meet the 
standards would be “rejected” simply by the 
robots not picking it. Thus, the rejected product 
traveled onto a separate belt off the end of the 
system into a reject bin without the robots even 
touching it.

A series of delta robots, which were supplied  
data from the vision system, provided the  
exact location and orientation needed to pick 
up 5 flatbreads per place and create stacks of 
10. Encoders were also employed to constantly 
monitor the belt speeds. This was done to  
ensure the exact locations for both the pick 
and place of the product. The stacks of 10 are 
discharged from the robotic cell via 2 conveyors 
lanes that feed a 2 to 3 “slat conveyor switch”  
that balanced/split the 2 lanes out of the cell to  
3 automated horizontal baggers downstream.

by root causing and reengineered the flatbread 
stacking process. In doing so, they developed an 
automated stacking system. The system begins 
by gathering the flatbreads exiting a cooling 
spiral after being baked at a rate of 600 pieces 
per minute. By gathering the exiting flatbreads in 
the aggregate, it negated the need to orient the 
flatbreads (which was necessary in the manual 
stacking process). The flatbread would then 
enter the pick and place robotic cell in random 
orientations. The use of a spreader belt was 
also utilized to guarantee a gap between them 
across the pick belt. The gap between them was 
required for the vision system, integrated into the 
robotic cell,  to determine the exact orientation 
and location of each individual flatbread for the 
robot to accurately pick as well as determine if 
the flatbread met QC standards. 

The vision system was utilized which continuously 
monitored the location and orientation of 
each flatbread while simultaneously providing 
automated inspection of them. Inspection 

The ScottTech Team Began

Automated Stacking System
THE SOLUTION

WATCH NOW

The flatbread producer 
engaged ScottTech to 
develop an automated 
stacking system. 

https://youtu.be/0ZSWvklG358
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ScottTech provided the customer a long-term automated solution that 

minimized the high costs of the previous manual stacking process as well as 

eliminating the deleterious medical complications incurred.   The associates 

that were performing these duties were retained and reallocated to other 

portions of the plant.

RESULT
THE
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