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CHANGEOVER REDUCTION

Improvements - Line Divider 
Height Regulation

Before:
37 minutes of diffi cult manual adjust-
ments.

The Implementation
It was decided that whichever shift was on day’s were to be assigned the responsibility of 
carrying out the SMED activities, then as the shifts rotated, everyone on the line had the op-
portunity to contribute to the analysis and improvements.

The initial SMED analysis had identifi ed all the process steps required to complete the 
changeover and the key activities to be improved. A plan was put in place to solve the follow-
ing time consuming issues:

1. Casepacker - Bottle Spacers
2. Casepacker - Quick Adjustment
3. Lane Divider - Height Regulation
4. Buffer Table - Lane Guides
5. Filling Machine - Height Adjustment
6. Depalletizer - Kaizen

Over an 18 month period, each of the above issues were solved, removing a total of 47 
changeover tasks, trained out across all shifts and then replicated on the other two lines. 
Prior to each training event, the new changeover procedure was documented, forming the 
basis of the training material.

Results
Over the 18 month project period, Line 4 change-
overs dropped from 542 to 36 minutes giving a 
93% time saving.
 
This time saving translated into a drop in the capac-
ity utilisation of 7% to a more manageable 89%, al-
lowing time initially for more planned maintenance 
activities to be carried out, followed by an increase 
in production volume. The eventual increase in 
OEE was 6% to 87%.

Lane Bottle Size adjustment Improvment

Photo 3 - Diffi cult manual adjustments

After:
Push button and complete in 2 minutes 

Photo 4 - Procedure now just pushing 
a button

One of the improvments accomplised from the Changeover reduction exercise was 
the line widith adjustment.

Before:
Two different size bottles (0.5 litre and 0.25 litre) were made on 
one line. The bottle size changeover used to involve a lengthy time 
consuming process of changing the width of the line to accomodate 
size bottle, using a sample bottle as a guide for the new width.

After:
The lanes of the line now have hinged plates that can be rised or 
lowered into position depending on the size of bottle being pro-
duced. Guides are no longer manually set using a sample bottle 
reducing the changeover and startup time.


