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ABSTRAK

Keterlambatan distribusi menjadi salah satu tantangan utama dalam logistik,
khususnya pada PT YCH Cibitung yang mendistribusikan produk susu olahan milik
PT Frisian Flag Indonesia. Tingginya tingkat keterlambatan pengiriman berdampak
pada menurunnya efisiensi operasional, peningkatan keluhan pelanggan, serta tidak
tercapainya target pengiriman tepat waktu. Penelitian ini bertujuan untuk
menganalisis alur distribusi produk, mengidentifikasi akar penyebab keterlambatan
menggunakan metode Fishbone Diagram, serta merancang solusi perbaikan berupa
Check Sheet Pengawasan Picking sebagai alat kontrol proses outbound. Metode
penelitian yang digunakan adalah deskriptif kualitatif dengan pendekatan studi
kasus. Teknik pengumpulan data dilakukan melalui wawancara, observasi
lapangan, dan dokumentasi. Hasil penelitian menunjukkan bahwa rata-rata
ketepatan waktu pengiriman hanya mencapai 90%, masih di bawah target
perusahaan sebesar 97%. Penyebab utama keterlambatan berasal dari faktor
manusia, metode kerja, dan inefisiensi proses picking. Untuk mengoptimalkan
pengawasan aktivitas picking, peneliti merancang Check Sheet sebagai instrumen
pengendalian operasional yang bertujuan meminimalisir kesalahan pengambilan
barang serta mendukung pencapaian target pengiriman.

Kata kunci: Distribusi, Keterlambatan, Fishbone Diagram, Picking, Pengawasan,
Check Sheet.
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ABSTRACT

Distribution delay is a major challenge in logistics operations, especially at PT
YCH Cibitung, which is responsible for delivering processed milk products from PT
Frisian Flag Indonesia. The high rate of delivery delays affects operational
efficiency, increases customer complaints, and results in unmet on-time delivery
targets. This research aims to analyze the distribution flow, identify root causes of
delay using the Fishbone Diagram method, and develop an improvement solution
in the form of a Picking Supervision Check Sheet as a control tool for outbound
processes. This study uses a descriptive qualitative method with a case study
approach. Data were collected through interviews, field observations, and
documentation. The findings indicate that the average on-time delivery rate only
reached 90%, below the company’s target of 97%. The dominant causes of delay
were related to human factors, work methods, and inefficiencies in the picking
process. To optimize the picking supervision process, a Check Sheet was designed
as an operational control tool to reduce picking errors and support on-time delivery
performance.

Keywords: Distribution, Delay, Fishbone Diagram, Picking, Supervision, Check
Sheet.
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