
efficiencies. Our initial achieve-
ments were significant, but 
modest. Starting again in 2006 
we worked on several fronts to 
improve the line, for, as you 
undoubtedly know, when 
you’re a co-packer, one of the 
few ways available to improve 
the bottom line is to address 
efficiency and running rate. 
  
Again, we succeeded on root-

ing out variation and had made 
significant improvement. Our 
worked continued. But, by 
2008, further improvements 
seemed blocked. In fact, in-
creases in running rate had af-
fected fill height consistency 
negatively and we were throw-
ing away 9,000 bottles/day due 
to low fills. Additionally, pro-
duction had adopted flood fill-
ing the bottles in an attempt to 
resolve this, resulting in quite a 
yield loss from giveaway. So, 
inevitably, the running rate was 
slowed to stem losses. 

Last month I wrote about qual-
ity and variation. This essay 
prompted a response from a 
subscriber. He asked to remain 
anonymous but has given me 
permission to reprint his story I 
have edited very slightly for 
length: 
 
In 2009 I was working for a 
beverage co-packer in PA. 
One of our prized products was 

a vegetable juice-based drink 
from a major food manufac-
turer. We had run this product 
for many years and had a very 
good relationship with the 
manufacturer, so it was very 
important to all of us to do a 
particularly good job for them. 
In 2002, they had changed the 
64oz PET bottle to incorporate 
a pinch-grip design and we had 
struggled initially to match pre-
vious running rates and effi-
ciencies. With the plant man-
ager’s support, we worked 
hard, off and on, to improve 
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Workshops 

 
Changeover/SMED 

Changeover Made ESEE 

Effective Troubleshooting 

Vibratory feeders 

Custom training 

 
Operational Excellence 

 
OEE Analysis 

Changeover assessment 

Package & equipment design 

ESEE machine certification 

Technical writing 

Speechifying 

Services 

All-in-all, our efforts over this period of about 3 
years moved throughput from 35,000 cases per 
day to 60,000 cases per day and more!  



  
The details of how we solved this are inter-
esting, but unrelated to how important the 
results were. We did, in fact, manage to re-
solve this achieving a fill height that was ap-
proximately +/- 1mm (this is rooting out 
variation). Now, the cost savings from that 
alone were significant. We no longer dis-
carded 9,000/day (times our packing rate). 
That savings amounted to about $120,000/
year. 
  
The production manager was able to reduce 
the fill height by about 30-35 gms and still 
maintain label weight. In itself, this saved 
about $70,000 per year in product lost to 
giveaway and bad yields. Our yields went 
from negative to positive just that quickly. 
Then, there also was the savings achieved 
in not throwing away bottles and caps of the 
under filled product. 
  
But, a larger, hidden advantage was soon 
revealed. The two labelers, applying front 
and back cold-glue labels, suddenly worked 
better. The twin drop-packers ran more effi-
ciently as well. We were able to eliminate 
temporary positions downstream from the 
labelers and packers, where people in-
spected and culled bottles with labeling 
flaws, or cases that weren’t properly packed. 
Now, no one “likes” to eliminate jobs, but 
these were temporary positions that previ-
ously had not existed. And, they bloated our 
line crewing such that it had become difficult 
to compete for new business. Our line crew-
ing had been greater than our competitors, 
so we needed to exert a competitive advan-
tage elsewhere, for example, our productiv-
ity. And this was it! 
  
So, in analyzing this, I formulated what I feel 
was the explanation of our quantum step 
forward. It was REDUCING VARIATION. Let 

me explain. The 64oz PET bottles were now 
filled to +/- 1mm, and, after passing through 
the 84 foot long Bottle Cooler they pre-
sented themselves to the labelers in more 
consistent fashion , that is, diameter and la-
beling surface. Therefore, the labels were 
more consistently picked from the maga-
zines and more consistently applied to the 
bottles. This eliminated the need for two la-
bel inspectors picking bottles off the line, 
peeling off the labels and restoring the bot-
tles to the line upstream of the labelers. 
  
Also, since the drop-packers worked on a 
principle of back pressure from the queue of 
bottles lined up on their infeeds, the drop-
packers also worked significantly better. I 
concluded that, since all the bottles were so 
much more consistent, they queued up 
above the drop grids more accurately and 
therefore dropped perfectly into the cases. 
This eliminated the need for the two case 
inspectors we had added. 
  
The result of this was we moved to the high-
est running rate possible, as established by 
the size of our pasteurizer. More impor-
tantly, we achieved an 85% total efficiency 
everyday and all but eliminated weekend 
running, a huge savings. All-in-all, our ef-
forts over this period of about 3 years 
moved throughput from 35,000 cases per 
day to 60,000 cases per day and more! The 
impact on our costs was equally impressive, 
with total savings approaching $500M annu-
ally altogether. (And this was just one of the 
lines we worked on.) Not bad for a product 
that was only scheduled for one week per 
month. We actually improved the line capac-
ity by 1 million cases (Monday to Friday). 
And the savings were similar for the other 
products ran on that line. 
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SOME THOUGHTS ON… (cont)  

It was a glowing example of 
how rooting out variation pro-
duced amazing results. AND, 
we knew we weren’t done! We 
continued to identify and ad-
dress minor glitches weekly. 
As you also know, continuous 
improvement always reveals 
many more areas to be ad-
dressed. It’s a culture to be 
nurtured and supported. We 
were fortunate to have a plant 

TIP OF THE MONTH., ,  

FOAM SHADOWBOARDS AND MORE  

I  spent much of the holiday 
working in a plant installing 
productivity/OEE 
monitors. The 
plant took advan-
tage of this down 
time to involve 
their teammates 
in a plantwide 5S 
project. 
 
One of the inter-
esting tools they 
used was a bi-color foam to 
make shadowboards and trays 
for all their workstations.  
 
This foam comes in two parts, 
a yellow base and a blue top 
layer. The shadows are drawn 
on the blue foam and cut out 
using an X-Acto knife.  

 
The blue foam has a self-

adhesive coating . 
After  cutting the vari-
ous positions, it is  
adhered to the yellow 
foam forming a very 
pleasing shadow-
board.  
 
The foam is available 
from the 5S store at  
 

http://www.the5sstore.com/ 
 
This site has a great variety of 
5S supplies in addition to the 
foam.  
 
Be sure to tell them where you 
heard about it. 
 

John Henry’s Lean Changeover Newsletter 

See more & subscribe at www.changeover.com 

What do you think? Please 
let me hear from you at  
johnhenry@changeover.com 

Join  
 

Changeover/SMED 
 

www.linkedin.com 

manager who understood that 
his small monthly investments, 
minor as most of them were, 
fueled a huge return that made 
it easy to explain any minor 
over expenditures in his 
monthly maintenance num-
bers. 

Effective Troubleshooting 
 
Do your mechanics and techni-
cians practice effective trouble-
shooting? 
 
Would you like them to? 
 
E-mail info@changeover.com for 
information about our Effective 
Troubleshooting workshop 
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Where I blog 
Packaging Digest Magazine 
http://www.packagingdigest.com/blog/
Adventures_in_Packaging/index.php 

 
Packaging Industry 
http://packagingindustry.fraingroup.com/ 

 
Packaging Solutions 
http://packagingsolutions.fraingroup.com/ 
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Changeover/SMED Assessment 
 

Unless you are running dedicated lines and processes, you are spending too much time on setups 
and changeovers. I would be willing to bet money that we can show you how to reduce your change-
over times by 50% or more. Usually this can be done with little or no capital expenditure.  
 
In an assessment we visit your plant and spend time on the floor observing how you perform 
changeovers. We look at the mechanical part, machine adjustments, cleaning, changes, of course. 
But we also assess the operational part of changeover. Are materials on hand when needed? Are 
they of good quality? Are the operators and technicians adequately trained and supervised?  Are the 
products adequately designed for changeover? 
 
Of course each assessment is based on individual plant needs. Below are some of the areas we 
typically examine:: 

We provide a detailed report of observations and recommendations for improvement. Post assess-
ment we work with you to assist in implementation. 
 
If you are ready to start reducing changeover time in your plant, call John Henry, the Changeover 
Wizard at 787-550-9650 or email him at johnhenry@changeover.com 
 
You have nothing to lose but your losses. 
 

 

 

For a free copy of the Changeover.com changeover loss calculator 
email info@changeover.com 
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Personnel training and expertise  
Availability of SOPs 
Proper use of changeover SOP's 
Elimination/externalization of changeover tasks 
Tool usage & elimination 
Measurability & repeatability of setup adjustments 
Simplification of setup tasks 

Movement by setup personnel 
Storageand availability of changeparts 
Delays caused by others 
Causes of post s̀tartup adjustment 
Waiting times for materials 
Waiting times for personnel 
Issues caused by component variability 


