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Executive summary

Experts have estimated that less than 5% of the steps and time taken 
in producing a product actually create customer value. “Lean thinking” is 
a method that redesigns processes to optimise the entire product flow 
(the “value stream”), rather than singly optimising each department that a 
product passes through on its path from raw materials to the end customer. 

Yet implementing “lean” through to the packaging halls is challenging, 
since in-depth visibility in this area is, in most cases, non-existent. Finding 
the wastage and quantifying it is difficult due to lack of data capture and 
automation. And, what you cannot see and measure, you cannot manage 
and improve. 

In a classic manufacturing environment, ERP and SCADA systems extend 
to the production floor, while WMS covers warehousing. But this leaves the 
packaging hall as the black hole in the middle in many sites.

This application paper explores lean, implementing lean and how solutions 
such as iDSnet can help in the realm of “Continuous Improvement” by 
providing real-time visibility of production data and product flow in the 
packaging hall. 

http://www.lean.org.au/store/lean-thinking
http://www.lean.org.au/what-is-lean
http://www.matthews.com.au/Solutions/Our-Technology/Real-time-Performance-Monitoring
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What is ‘lean’?

“Lean” thinking is a proven system that applies to 
product development and mass production as well as 
all other areas of an organisation to enable faster flow 
of value to the customer by removing bottlenecks 
and reducing non-value-adding wastes. 

Lean begins with defining customer value, rather 
than the approach of “the plant’s capacity is X, so it 
must be kept busy to X”. Lean then traces every step 
that’s needed to take a product from raw material to 
final product (“the value stream”) and looks at what 
actually creates customer value. As researchers James 
Womack and Daniel Jones discovered, the answer can 
be a shock: at less than 5% of the steps and time. 

Henry Ford pioneered many of the key principles 
of lean, being the first person to integrate an entire 
production system under what he called “flow 
production”. Post World War II, Toyota Motor Company 
in Japan adapted Ford’s principles as a way of 
compensating for its limited human, financial and 
material resources. Their system, which became known 
as the Toyota Production System (TPS), was one of 
the first managerial systems that used lean principles 
throughout the entire enterprise to produce a wide 
variety of products at lower volumes and with fewer 
defects than their competitors. 

While many organisations spend time measuring 
productivity (how busy people are) or efficiency (how 
much time they spend doing something), lean talks 
about holistic sustainable fast delivery of value to the 
real customer rather than “locally optimising” problems 
or issues by trying to maximise utilisation of workers or 
machines.

It is important to recognise that “lean” is not merely 
a set of practices found on the factory floor. As 
with Henry Ford’s methods, lean includes the “soft 
sciences” — organisational psychology that makes 
every worker and employee a partner in the business’s 
drive for success. And with this fundamental change in 
how people within an organisation think and what they 
value, comes a transformation in how they behave. 
Positive results are achieved from the supporting 
practices that follow, once a common set of beliefs and 
principles are understood and adopted.

The result: lean companies are more alert, agile and 
responsive than their bulkier associates. In a dynamic, 
global and competitive business environment, 
companies must not only achieve a high state of 
agility and responsiveness, but must continuously and 
relentlessly search for ways to reduce consumption of 
all required resources while delivering superb value to 
their customers and other stakeholders.

What are the components of lean?

Lean is more than a collection of practices with names 
such as “Kaizen”, “pokayoke,” and “kanban”, it is 
an organisation-wide understanding and means to 
produce goods and deliver services that create value 
for the customer, with the least amount of waste and 
the highest degree of quality. 

Within lean organisations, everyone is focused on 
identifying and eliminating sources of waste and 
inefficiency. As lean begins with defining customer 
value, employees view things from their customers’ 
viewpoints and look to fulfil customer expectations. 
Lean is very much about anticipating change and 
learning how to be responsive. Employees in a lean 
organisation understand the concept of flow, the power 
of sharing information and the criticality of relationships.

So what are the components of lean?

The two basic pillars of lean are: 

i. the physical, being Continuous Improvement, and 
ii. the soft science of Respect for People 

(employees, supply partner and customers), to bring 
about cultural change. 

Improving actions as much as possible to eliminate 
unnecessary resource expenditures is a never-ending 
process. Lean organisations implement a formal 
Continuous Improvement process that relentlessly 
seeks to reduce waste (of all kinds) and continually 
improve their products and services delivered to the 
customer. Consequently, lean enterprises realise 
ongoing reductions in response cycle times, production 
times, costs, required production space and errors. 

Continuous improvement is based on several ideas, 
including: 

• go see: to see things at the source

• Kaizen: ask 5 whys, experiment until you find a 
better way, then standardise and repeat forever, 
chase perfection

• stop and fix: stop to fix issues when they arise

• simple visual management: to reveal problems and 
co-ordinate fixing them

The soft science approach of Respect for people, is all 
about culture and, includes concrete actions, such as: 

• don’t make people do wasteful work

• focus on team-work not group work

• teach people root cause analysis and make 
problems visible

• give them the freedom to improve processes

http://www.lean.org.au/what-is-lean
http://www.lean.org/WelcomeLetter.cfm
http://www.lean.org/WelcomeLetter.cfm
http://www.lean.org/whoweare/leanperson.cfm?leanpersonid=2
http://www.lean.org.au/store/lean-thinking
http://www.lean.org/whatslean/history.cfm
http://www.toyota.com.au/toyota/company/operations/toyota-production-system
http://www.lean.org.au/what-is-lean
http://www.lean.org.au/what-is-lean
http://www.lean.org.au/what-is-lean
http://www.ganesha.org/ford/
http://www.ganesha.org/ford/
http://mhc-net.com/whitepapers_presentations/LeanPrinciples.pdf
http://www.lean.org.au/what-is-lean
http://www.lean.org.au/what-is-lean
http://www.leanprimer.com/downloads/lean_primer.pdf
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Above is a very basic overview; within these two pillars 
are some 14 principles (for more information, read Lean 
Primer, by Craig Larman and Bas Vodde). 

Companies that truly take advantage of lean understand 
its true transformational power and optimise every part of 
their business — including profit. They know to “watch 
the baton, not the runners”. 

Implementing lean

Lean can be a major strategic initiative focused on 
major cost efficiencies managed from the top of the 
business, or it can evolve in smaller discrete initiatives 
lower down in the organisation. It goes without saying 
that the preferred route of a “top down” approach will 
have a major impact, but often organisations propel the 
process forward on a smaller scale. 

What is important is that by whatever means lean 
is kick started into life it can be a serious long term 
solution for many businesses. If managed effectively, 
lean can be the major philosophy that literally unites the 
organisation in a relentless drive for improvement. 

Lean can be introduced at several levels. As noted, 
clearly a strategic top-down intervention delivers 
with impact, but many organisations do not have the 
capacity to commit to a long-term strategic project. 
Often organisations commit to a variant of lean due to 
the following factors:

• a cost-reduction exercise

• to cope with specific threats to the business – 
usually associated with poor relations with their 
customer base or a particular customer

• quality of product or delivery problems

• the need to reduce cycle time from order to delivery

• launching and delivering new products or services

• developing best value

Lean can be used to demonstrate how to deal with 
major problems affecting the organisation as well to 
significantly improve the organisation’s effectiveness.

Lean’s benefits pervade an organisation. Employees 
who adopt a focus on eliminating waste, and who see 
the world through their customers’ eyes, can improve 
whatever “flows” and whatever is “produced” in terms 
of cycle time, quality, and efficiency.

Now that we have discussed the basics of lean, let’s 
discuss how iDSnet Manager can aid lean in the 
packaging hall. 

iDSnet Manager aids lean 

iDSnet Manager mainly helps in the realm of 
“Continuous Improvement” and the faster flow of value 
by providing greater visibility of production data and 
product flow in the packaging hall — in real-time. 

A typical scenario in the packaging hall is that the 
line has stopped. No one precisely knows why the 
unplanned stoppage occurred, for how long the 
line stopped, nor when it started again. This data, if 
captured over time, can then begin to reveal patterns 
on which processes need improvement or which 
equipment needs attention — thus aiding the faster 
flow of value.

iDSnet Manager is an add on module to Matthews’ 
iDSnet Enterprise software package that is widely used 
across Australia in manufacturing company’ packaging 
halls. This software networks all coders, labellers and 
other peripheral devices — such as barcode scanners, 
vision systems and so on — on a single line or across 
multiple lines to a central PC. This allows for two-way 
information flow between the machines on the line and 
the PC allowing data-capture data in real time, as well 
as increasing automation. 

All the data iDSnet captures, is processed and 
displayed in the form of reports, dashboards and 
scoreboards by iDSnet Manager, the reporting tool. 
Or with the open connectivity architecture, iDSnet can 
easily integrate with existing MES, SCADA or ERP 
systems and provide real-time data via a system that is 
already adopted in the organisation.

These dashboards and reports provide greater visibility 
into the packaging hall — also in real time.

http://www.leanprimer.com/downloads/lean_primer.pdf
http://www.leanprimer.com/downloads/lean_primer.pdf
http://www.leanprimer.com/downloads/lean_primer.pdf
http://www.leanprimer.com/downloads/lean_primer.pdf
http://www.matthews.com.au/Solutions/Our-Technology/Real-time-Performance-Monitoring/iDSnet-Manager
http://www.matthews.com.au/Solutions/Our-Technology/Real-time-Performance-Monitoring/iDSnet-Manager
http://www.matthews.com.au/Solutions/Our-Technology/Real-time-Performance-Monitoring/iDSnet-Enterprise
http://www.matthews.com.au/Solutions/Our-Technology/Vision-Systems
http://www.matthews.com.au/Solutions/Our-Technology/Real-time-Performance-Monitoring/iDSnet-Manager


1300 CODING (1300 263 464)
email info@matthews.com.au www.matthews.com.au

Application Paper

6

Faster flow of value via 
more visibility

So how can greater 
visibility enable the faster 
flow of value/ product?

In a classic manufacturing environment, ERP and MES 
systems extend to the production floor, while WMS 
covers the warehouse, leaving the packaging hall in 
most organisations, in the middle as the black hole.

Organisations do have manual recording procedures 
that capture a lot of information, but these reports are 
not real-time and need to be digitised for any kind of 
analysis. They are also not standardised, nor are they 
a 100% accurate since the recording usually happens 
much after the event.

iDSnet Manager’s reports and dashboards have real-
time information about:

• Active Production, Planned Downtime, Unplanned 
Downtime and No Run Time. These segments are 
shown as a percentage of total hours in the selected 
time period. The number of minutes are also 
shown for each segment. For Active Production, 
the Performance % for Period is also shown. This 
chart provides a snap shot of the activity in the 
packaging hall.

• Downtime sections of the pie chart expand it to 
show a breakdown by each Downtime code. iDSnet 
Manager has customised downtime codes that 
allow the operators to scan a downtime code  each 
time the line stops for any length of time. This helps 
in downtime root cause analysis.

• There are charts showing the Efficiency per 
Timeblock %  for each Timeblock across the 
selected period. A graph line shows the cumulative 
Production Count across the time period. The green 
bars show the start of a new run. Run start details 
like Product, Run Start Date/Time and Operator 
name are also captured. 

• There is a chart showing the Production Count for 
each Timeblock across the selected period split 
into Good Count and Reject Count (via integrated 
Vision systems that capture reject numbers as well 
as reason for the reject). Reject analysis can also be 
done by reject codes to overall reduce the number 
of rejects by fixing issues at the source.

All this information can be viewed as dashboards 
or can be pulled as reports for any time period for 
analysis by shift, day, month, year for product, planned 
production, downtime and so on.

http://www.matthews.com.au/Solutions/Our-Technology/Real-time-Performance-Monitoring/iDSnet-Manager
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Near-Perfect Product Quality

A lean production system operates like a fine-tuned 
watch: with each element highly dependent upon the 
other elements with which it interacts. Since there are 
no buffers, any part delivered from one work unit to 
another must meet specifications. Defects cannot be 
tolerated. Consequently, much effort is expended in 
designing processes that turn out near-perfect parts 
(within tolerances) every time. Also, there are no re-
work stations to compensate for defective production. 
If a defective part is produced, it must be detected 
immediately (not passed to the next workstation) and 
the situation resulting in the defect must be determined 
and corrected before production is resumed. iDSnet 
Manager helps to raise an alarm when a defect is 
detected, and records the nature of that defect, thus 
allowing operators to stop and fix it before resuming 
production. For example, if a label is being applied on 
a carton and the print quality deteriorates making the 
barcode on the label unscannable, iDSnet Manager 
can stop the line and let the operators know what 
the issue is, allowing them to adjust the print quality 
before resuming the production. This avoids hundreds 
of cartons with unscannable labels being sent out that 
factory’s doors and down the supply chain.

The dashboards and reports help managers to: 

1. See waste: once it is known where the wastage is, 
it can be reduced or eliminated. Wastage is not just 
about product rejects, it is also about unplanned 
downtime (this too, is wastage).

2. Visualise: it helps managers visualise the operations 
and provide visual aids to operators on the factory 
floor via scoreboards. 

3. Implement Continuous Improvement/ Kaizen: 
operators can easily find the source of issues 
and initiate a root-cause analysis. “Go see” also 
becomes easier, since this helps point out where the 
problems are. 

In addition, iDSnet improves automation, eliminates 
coding and labelling errors, enhances automatic 
recoding that is essential for root-cause data analysis, 
allows for equipment and tooling to be “right-sized” and 
made readily movable and reconfigurable, set-up times 
can be reduced to almost zero and finally defects can 
be essentially eliminated.

Summary

In essence, lean is a journey that never ends. 

Each destination reached becomes the starting 
point for the next journey. This is the true essence of 
“Continuous Improvement” and a fundamental principle 
of “lean thinking.” Every journey has its own unique 
circumstances, demanding individual choices and 
decisions that ultimately set it apart from any other 
journey ever attempted. 

iDSnet Manager helps you in this journey to achieve 
improved operating margins. Increased flexibility 
provides enhanced business opportunities in existing 
or new markets by improving the flow of value to your 
customer.
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About Matthews Australasia

Matthews Australasia, a family business, is Australia’s leading provider of 
intelligent product identification and product-traceability solutions, offering 
inkjet, thermal transfer, laser, label applicators, label print and apply systems, 
RFID, barcode-scanning solutions and machine vision inspection. All these 
solutions can be integrated with Australia’s first identification networking and 
reporting software, iDSnet, winner of 2011 APPMA Design Award.

Solutions-focused, Matthews helps customers with business efficiencies and 
cost savings by providing production intelligence and increased automation.

Matthews’ unmatched solution capability is backed by 24x7 technical 
support and customer service to support all installations across the 
country to give you peace of mind. Streamlining ensures less downtime for 
customers and Matthews’ first-time fix rate is 97%.

No matter what your coding, labelling or data capture application, Matthews 
is the only company in Australia that can provide you with a complete range 
of end-to-end intelligent identification solutions.

To find out more about how Matthews can be of service to you,  
call 1300 CODING (1300 263 464), visit www.matthews.com.au  
or email info@matthews.com.au. 

http://www.matthews.com.au/
http://www.matthews.com.au
mailto:info@matthews.com.au
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