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Are you wasting money on every “make ready”?

The chances are that the answer to this question is yes!

In this article | am referring mainly to offset newspaper and commercial presses (web and sheet fed),
but in practise similar issues can occur with any printing press.

We all know how computers have revolutionised our industry in many ways over the last few decades.
This has led to many savings (of cost, waste, time, etc.) now incorporated into modern presses and
plants compared to the old manual ways of working. | call these “savings due to automation” and |
know that how these work and perform is not at all well understood.

The systems available can be split into three classes. These have increasing costs/complexity, but the
potential savings increase as well:

e Open loop — These rely totally on the printers to make adjustments. The only automation is
centralisation of all controls on to a quality desk(s) rather than (as in the old days) when the
printer had to walk around the press making adjustments.

e Self-learning (or expert) — Ink presetting, ink curves, damp curves, cut-off, etc. - These use a
database to aid the printers by presetting adjustments based on previous press runs.

e Closed loop - Colour, registration, cut-off, damp solution composition, temperature, etc. - These
measure and automatically make the adjustments required to keep optimal settings throughout a
print run.

It is important to remember that self-learning and closed loop systems are not a panacea resulting in
best possible performance once in place. The former are very dependent on how they are configured
and the information “learnt” and so still need to be maintained and optimised. The later also need to be
monitored to ensure that they are working as expected and required.

To illustrate, the diagram shows a simplified summary of what happens if no optimisation or
maintenance is carried out. There is a slow decline over time of the savings due to subtle variations in
the plant or other factors. But the situation is made much worse if any changes are made. Such
changes could be anything from an alteration of consumables (or supplier) to a modification in
workflow or even a change in the jobs/products being run in the plant.
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This is not just theory! | have firsthand experience of the operation of many plants around the world.
Typically the focus of everyone is, of necessity, on day to day production issues. The technology
behind the scenes is often not well understood and is treated as a “black box”.



My original suggested answer to the title question may seem a bold and sweeping generalisation, but
let me outline my reasoning.

Let's consider a “make ready”, by which | mean all the workflows and automation involved in getting
the press from initial start up to good copy running at optimal printing speed. Basically this is
everything that contributes to start-up and running waste. Included in this are presetting, press speed
related curves and printer adjustments as well as any open loop, self-learning and closed loop
systems. Now there are 4 possibilities:

1) Unknown

Not aware of any issues or are not measuring performance. With the daily pressures it is all too
easy to assume that all is working correctly or satisfactorily.

2) Known issues
Know of issues but do not know how to resolve or do not have the time or the in house
expertise to analyse or to fix. Or perhaps various suppliers are all confusing the situation by not
talking to each other at the right technical level. Proper integration is the key to maximising
savings.

3) Work in progress
Understand what is contributing to waste and have plans and/or a project in place to ensure that
everything will soon be working optimally and that performance will be monitored and
measured.

4) All working optimally
Have everything in the process relating to “make ready” completely under close control. In
which case, congratulations and | would like to share your best practice experiences with the
wider community! — Please get in touch.

Obviously the goal is to get to and stay in category 4) — But which matches your plant?
Many plants are in categories 1) or 2)!

Even those in category 4) (“all working optimally”), that can answer “no” to my original question, need
to monitor and evaluate the situation. Analysis of performance and changes to settings needs to be
carried out regularly just like preventative maintenance procedures for the press hardware. As shown
in the diagram, any changes made in the plant could have a large affect on this area of operation, let
alone on any optimisation.

| am not saying that “make ready” waste can be completely eliminated, just that it is possible to avoid
wasting money unnecessarily. In the current economic climate constant vigilance and application of
best practice is particularly essential in order to maximise profits.

Henry Kafeman has worked on all aspects of newspaper and commercial printing press control
systems during his career. This has included the complete life-cycle of software development,
commissioning, support and troubleshooting. It has ranged from management information systems
(MIS) through quality desks to the embedded controls at the heart of the presses. With his unique
experience, analytical skills and engineering background he now runs a consultancy company working
with printing plants.

Related topics to consider are resilience and disaster recovery and maximising your environmental
(green) credentials, but these will have to wait for another edition.....

Henry Kafeman



How are you planning your successful future?
Now invest in the publication ~Accelerate with Impact™ - you
will benefit from reading this inspirational book.

“ Accelerate with Impact™ - by Colin Thompson ISBN: 978-1-84549-289-2

Books to help you with your success;
“Formula for Success™ by Colin Thompson - Foreword by Karl George OBE

“Quantum Leap to Success” by Colin Thompson - Foreword by Sir Maurice Donn

“Driving the Business Forward ™ by Colin Thompson - Foreword by Dr Luis
Bravo-Sampedro

“Riders of the Storm ™ by Colin Thompson - Foreword by Dr Tim Watts

Check out www.cavendish-mr.org.uk for details by clicking on the publications button.

Are you ready to commit to making a Quantum Leap in your performance? Then, we
invite you to invest in the publication "Quantum Leap to Success’ . Please use this
website www.cavendish-mr.org.uk as a resource centre for daily motivational quotes,
as well as for a listing of motivating books, CD"s/DVD " s/PDF"s, guides, research reports,
publications, business models and online resources. *Quantum Leap to Success’ can be
purchased from the secure e-commerce website:www.cavendish-mr.org.uk

Fresh thinking requires a vision to see beyond the conventional. When you combine
excellent quality with outstanding value for money you will begin to realise the full
potential of creative and well presented business solutions. Together, the sky's the limit.
Have passion to learn and let the knowledge help you to be successful in life.
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Visit our knowledge pool at: www.cavendish-mr.org.uk for over 95 powerful publications,
business models and services.

The Cavendish Academy
http://www.linkedin.com/e/-tc85tw-gbkla9w4-1f/vgh/3212542/

Click on the above link for powerful information

Also, read our testimonials page to see what others believe.



Our goal is:
e Changing Limited People into Limitless People

e Turning Limited Companies into Limitless Companies

“Igniting” your success with the new powerful and inspirational books from Arima
Publishing UK ;

“Accelerate with Impact™ - by Colin Thompson ISBN: 978-1-84549-289-2
“Create Your Own Success Story ™ - by Colin Thompson ISBN: 978-1-84549-260-1

Both of these publications help you to be successful in business life and in general life.
These books can be purchased from;

WWW.amazon.co.uk

WWW.amazon.com
www.cavendish-mr.org.uk
www.arimapublishing.co.uk

and all High Street bookshops worldwide

Accreditation: UK Registered Learning Provider:10025755

Our mission is two-fold: first, to offer insights that enable people to discover both their
personal and business potential; and second, to do so in a fun and effective way that
fosters connection and community. We do this via business consulting, publications,
seminars and speeches.

We can all choose to walk a path with heart and accountability. Our work can support our
path to be one of personal development, contribution to society and positive " bottom-
line® results.

TEAM (Together Everyone Achieves More) prides itself on the team’s excellent reputation,
credibility and expertise.
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