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FOREWORD

Why This Guide Exists

Most production losses on a sheetfed digital press do not originate at the press. They originate in the system
around it. The substrate logistics. The shift handoff. The maintenance discipline. The ambient environment. The
decision sequence operators execute under pressure. The press itself is the most visible component of the
production line, but it is rarely the binding constraint.

Across eighteen years of field engineering on industrial digital print platforms, across more than one hundred
client engagements internationally, one pattern repeats. Sites with identical hardware produce wildly different
output. The differentiator is never the machine. It is the operating system wrapped around the machine.

This guide is a structural framework, not a checklist. Checklists describe what to do. Frameworks describe why
a given action belongs where it does, what failure mode it prevents, and how to extend the logic when
conditions change. The framework presented here is the A.M.E.N. Protocol: Achieve Maximum Equipment
Normalcy. Four phases, applied in sequence, repeatable across shifts, operators, and machine generations.

OPERATING PRINCIPLE
A press is not a printer. It is a regulated system that produces output when its inputs are stable. Stabilize the
inputs and the output stabilizes itself. This guide is about the inputs.

Asher Shnaider

Founder | Customer Solutions Engineer

Shnaider Solutions LLC
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HOW TO USE THIS GUIDE
Sections one and two establish the operating model. Sections three through eight walk the production day
chronologically. Section nine consolidates the maintenance cadence. Sections ten through eleven are reference
layouts. The appendix provides a logbook schema that may be reproduced internally.
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SECTION 01

The A.M.E.N. Protocol

A.M.E.N. is a four-phase operational protocol developed for industrial systems where uptime, output quality,
and recovery time are simultaneously critical. The acronym stands for Achieve Maximum Equipment Normalcy.
The protocol assumes that any deviation from a known-good operating state is a signal, not a nuisance, and
that the correct engineering response is to return the system to its normalized baseline before continuing
production.

The four phases are applied in order. Skipping a phase does not save time. It defers the cost of that phase to a
less convenient moment.

A
ANALYZE

Decompose the system into its mechanical, electrical, software,
environmental, and workflow components. Identify the
constraint. Identify the failure mode. Separate symptom from
cause.

M
MODEL

Map cause to effect. Rank candidate root causes by probability
and by cost of being wrong. Eliminate ambiguity. A model that
cannot be falsified is not a model.

E
EXECUTE

Apply corrective actions in the order that produces the fastest
validated signal. One variable at a time. Document the action
and the observed response.

N
NORMALIZE

Stabilize the system at the corrected state. Define the
conditions under which the fault would recur. Install a control, a
check, or a procedure that prevents recurrence.

WHY THIS ORDERING MATTERS
Operators under production pressure tend to skip Analyze and jump to Execute. This produces motion without
progress. The cost is hidden because the press eventually runs again. The recurrence rate is the real metric. A
fault that returns within the same week was not solved. It was suppressed.
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SECTION 02

System Architecture of a Production Day

A production day is a closed system with predictable inputs, predictable failure modes, and a finite output
window. Treating it as a sequence of independent tasks produces inconsistent results. Treating it as an
architecture produces repeatable results.

The architecture has six operational phases. Each phase has a defined entry condition, a defined exit condition,
and a defined transition into the next phase. The protocol below is the spine of this guide. Subsequent sections
expand each phase.

Phase Operational Window Primary Objective

01 Start of Day First 60 minutes after arrival. Bring the system from cold state to validated ready state.
Confirm consumables, environment, and infrastructure are
within tolerance.

02 Shift Planning Concurrent with system
warm-up.

Construct a printable queue covering the next sixty minutes.
Sequence by substrate to minimize changeovers.

03 Active Production Bulk of the shift. Sustain continuous output. Monitor print quality. Replenish
substrates and consumables ahead of demand. Maintain
forward queue depth.

04 Breaks and Pauses Any planned interruption. Place the system in a clean idle state. Prevent residual wear
and contamination during downtime.

05 Shift Handshake Last 30 minutes plus 10-minute
overlap.

Transfer operational state, queue, and open issues to the
incoming operator without information loss.

06 End of Day Final 20 minutes. Execute controlled shutdown. Reset consumables. Close the
logbook. Leave the system in a state another operator could
resume.

PRINCIPLE OF CONTINUOUS QUEUE
The press should never be the bottleneck of its own day. If the operator is the reason the press is idle, the
planning failed. The queue is the buffer between human decision time and machine production time.
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SECTION 03

Phase One: Start of Day

The first sixty minutes of the day determine the throughput ceiling for the next twelve hours. A poorly executed
start of day cannot be recovered. It can only be tolerated.

Entry Condition

Operator on site. Press in cold state. Logbook reviewed. Open issues from the prior shift acknowledged.

Sequence of Operations

Step Action Validation

01 Open infrastructure: water supply and compressed air. Pressure gauges within nominal range.

02 Initiate press boot from main power. Operating system reaches standby without alerts.

03 While system loads, review job tickets and stage required
substrates within reach of the feeder.

All substrates for the next four hours physically
present at the workstation.

04 Verify consumables on hand: ink, imaging-cylinder
consumables, blanket-related consumables, impression
sheets, cleaning fluids.

Each consumable has at least one full unit at the
press, plus one in reserve.

05 Once standby is reached, execute daily maintenance routine. All daily checklist items signed.

06 Initiate Shift Planning phase. Initial queue constructed and approved.

WHY EARLY MAINTENANCE WINS
Daily maintenance is not a cost paid against production time. It is the validation step that makes production time
trustworthy. Skipping it does not buy thirty minutes. It borrows them from a future failure at four times the interest
rate.

Exit Condition

Press in validated ready state. Daily maintenance complete and signed. Queue approved for first sixty minutes
of production. Workstation organized.
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SECTION 04

Phase Two: Shift Planning and Queue Construction

Queue construction is the most leveraged decision an operator makes. A well-built queue absorbs interruptions.
A poorly built queue amplifies them. The objective is to maintain at least sixty minutes of approved,
ready-to-print work ahead of the press at all times.

Sequencing Logic

■  Sort by substrate type first. Each substrate change is a setup cost. Group identical substrates contiguously.

■  Within a substrate group, sort by sheet size. Begin with the largest size and step down. This prevents avoidable
consumable changes mid-shift.

■  Within size, sort by job length. Open with a long job to establish stable output, then process shorter jobs against
that baseline.

■  Reserve the most-used substrate for the main feeder pile. Reserve secondary substrates for drawer positions
and rotate as the queue advances.

■  Apply floor-manager priority overrides only after the above sequencing is established. Priority overrides should
be exceptions, not the default.

The Sixty-Minute Rolling Buffer

Treat the queue as a buffer, not a list. Replenish it continuously. The discipline is to never let
approved-and-ready work fall below the sixty-minute threshold while the press is running. When approved work
drops below thirty minutes, the operator stops auxiliary tasks and rebuilds the buffer.

Queue Construction
Sequence

Operator Action System State

Initial Build Select one long job. Approve. Send to print. Press transitions from idle to printing.

First Expansion While the long job runs, approve a cluster of short jobs
on the same substrate. Add to queue.

Queue depth increases. No press
interruption.

Second Expansion Approve one additional long job using the primary pile
substrate. Add to queue.

Queue depth at sixty minutes or greater.

Sustain Loop Repeat expansion as queue depth approaches
forty-five minutes.

Queue depth maintained between forty-five
and ninety minutes.

Concurrent Tasks During Queue Run

■  Proof, color match, and approve queued jobs not yet printed.

■  Pull samples from the active job and verify print quality against reference.

■  Stage substrates for the next two-hour window. Refill pile and drawers ahead of demand.

■  Monitor consumable status. Anticipate, do not react.

■  Acknowledge any system alerts at the natural job boundary, not mid-run.
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Print Quality Verification Discipline

Print quality should be confirmed at three checkpoints in every job: at the proof stage before approval, at the
first production sheet, and at periodic intervals during the run. Sampling cadence is a function of run length and
historical stability of the substrate-job combination.

Checkpoint What is Verified What Triggers Action

Proof Stage First-to-blanket integrity. Color match against
reference. Job parameters: orientation, page order,
finishing instructions.

Any deviation from reference. Any flagged
parameter mismatch.

First Production
Sheet

Front-to-back registration. Edge condition. Coverage
uniformity.

Visible registration drift. Any contamination on
substrate edges.

In-Run Sampling Color drift over time. Mechanical artifacts (streaks,
banding, voids). Substrate transport stability.

Any progressive change between samples.
Repeating defect on consistent location.

ON ALERTS DURING PRODUCTION
Action-required notifications from the control system are not noise. Each one is a data point about system state.
Acknowledge them at the next natural job boundary. Do not bypass them in the moment, and do not ignore them
at end of shift. Bypassed alerts compound.

Use of Diagnostic Aids

When a defect appears, do not adjust without diagnosing. Use whatever automated print-quality assistance and
self-test routines the platform provides to localize the source before applying a correction. Random adjustment
is not troubleshooting. It is gambling against the press.
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SECTION 05

Phase Three: Active Production Discipline

Active production is the longest phase of the day and the phase where operator discipline either compounds or
erodes. The operator is doing five things at once. The press is doing one. The mismatch in pace is exactly the
source of error if it is not structured.

The Five Concurrent Workstreams

During active production the operator is responsible for five overlapping streams. Each has its own cadence.
The discipline is to rotate through them, not abandon any one of them.

Stream Cadence Failure Mode if Neglected

Print Quality Sampling Every defined sampling interval and at
every job boundary.

Defects are not detected until downstream finishing
or, worse, customer receipt.

Queue Replenishment Continuous. Top up whenever
approved work falls below sixty
minutes.

Press goes idle. Throughput collapses.

Substrate Logistics Stage two hours ahead. Refill pile and
drawers proactively.

Long pauses for material handling mid-run.

Consumable Monitoring Visual check at every job boundary. Forced shutdown for replenishment instead of
planned change.

Logbook and Whiteboard Update at every event: adjustment, fix,
bypass, replacement, alert.

Knowledge loss at handshake. Recurring faults
treated as new.

CONTAINMENT BEFORE OPTIMIZATION
If the press is producing at acceptable quality, do not stop to optimize. Optimization belongs in maintenance
windows. Mid-run optimization introduces variables that cannot be cleanly attributed. Sustain first. Improve later.

Reading the System

An experienced operator reads the press the way a clinician reads a patient. Subtle shifts in sound, in air
pressure response, in cleaning-station behavior, in fluid consumption rate, are all leading indicators. Logging
these observations even when the press is producing acceptable output builds the institutional knowledge that
shortens future diagnostics.
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SECTION 06

Phase Four: Breaks, Pauses, and Containment

Breaks are not the absence of operation. They are a transition into a different operating mode. A press left in
ready or print state during an unattended pause is a press accumulating wear, contamination, and risk. A press
placed properly in standby during the same pause is a press preserving its operational baseline.

Sequence Before Any Pause Exceeding Ten Minutes

■  Complete the current job. Do not pause mid-sheet.

■  Execute a blanket cleaning routine, ideally using the largest available substrate to maximize coverage.

■  Transition the press to standby state.

■  Execute the dry routine on the ink delivery sub-systems.

■  Clean the cleaning-station wiper using lint-free wipe and the appropriate fluid.

■  Drain waste containers if approaching capacity.

■  Confirm environmental conditions at the press are stable before leaving.

Sequencing of Operator Breaks

Where multiple operators share a press, breaks must be staggered, not synchronized. A press without a
present operator is a press that cannot respond to its own alerts. Build the break schedule into the shift plan,
not around it.

ON UNPLANNED PAUSES
An unplanned pause during production, regardless of cause, is treated identically to a planned pause. The same
containment sequence applies. The instinct to leave the press untouched in case the issue resolves quickly is
the source of the most expensive contamination events on a digital press.
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SECTION 07

Phase Five: Shift Handshake Protocol

The handshake between shifts is the single highest-leverage information transfer in the production day. A weak
handshake guarantees that the same fault will be rediscovered, the same workaround will be reinvented, and
the same parts will be ordered twice. A strong handshake compounds knowledge across operators and across
shifts.

Outgoing Operator: Pre-Handshake (Final Thirty Minutes)

■  Print a quality verification job for the incoming shift.

■  Empty waste containers from the press utility cabinet.

■  Confirm at least sixty minutes of ready, approved work in the queue with substrates loaded.

■  Update the whiteboard. Record any alerts, bypasses, adjustments, or open issues.

■  Update the press logbook with the same entries in narrative form.

■  Reorganize the workstation. Restore the workstation topology to its standard state.

Joint Handshake Window (Ten Minutes)

■  Stop the press. The handshake is conducted with both operators present and the press idle.

■  Walk the queue together. Confirm what is loaded, what substrates are staged, and which drawer holds the
cleaner sheet.

■  Walk the logbook together. Discuss adjustments made, parts replaced, calls opened, workarounds in place,
and any postponed maintenance.

■  Confirm any active alerts are explicitly transferred. An alert never transfers itself.

Incoming Operator: Post-Handshake

■  Execute ongoing maintenance items as defined for the start of any shift: cleaning-station wiper, charge and
balancing rollers, impression sheet replacement.

■  Print a quality verification job or re-proof the in-progress job before resuming bulk production.

■  Confirm the queue is intact and ready before initiating production.

THE HANDSHAKE IS A CONTRACT
Treat the handshake as a contract between operators, not a courtesy. The information transferred at handshake
is the only information the next operator has about the state of the system. Anything omitted is a defect
introduced into the next shift.
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SECTION 08

Phase Six: End of Day and System Reset

End of day is not the moment to relax discipline. It is the moment to set the next day up to succeed. Every
shortcut taken at end of day is paid for in the first hour of the next day at a multiplier.

End of Day Sequence

Step Action Reason

01 Initiate the print cleaner routine. Removes residual contamination from imaging path before
shutdown.

02 Execute the dry routine on the ink delivery
sub-systems.

Prevents residue from settling and hardening overnight.

03 Shut down the press control software through the
defined sequence.

Ensures controlled state transitions and a clean log.

04 Shut down the press main power. Hard power-off only after software shutdown is complete.

05 Close water supply and air pressure. Eliminates risk of overnight leakage or pressure events.

06 Empty waste containers. Avoids overflow conditions before the next shift arrives.

07 Restore workstation to standard topology. Apply 5-S
discipline.

Next operator inherits a known starting state, not a search
problem.

08 Update the whiteboard and the press logbook with the
day in summary.

Closes the day's record. Open issues become tomorrow's first
priority.

DEFINITION OF DONE
End of day is complete when another operator could walk into the room cold and understand the state of the
system from the workstation alone, without asking a single question. If a question is required, the end of day
was not complete.
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SECTION 09

Maintenance Cadence Architecture

Maintenance is structured into three cadences: daily, weekly, and monthly. Each cadence has a defined scope,
a defined time budget, and a defined sign-off. The principle is that maintenance prevents the conditions under
which faults appear. Maintenance is not a response to faults. Response to faults is repair.

Cadence Summary

Cadence Time Budget Scope Summary

Daily 15 to 25 minutes at start of day. 5 minutes
at handshake. 10 minutes at end of day.

Cleaning station, charge and balancing rollers, impression
sheets, environment check, ventilation surfaces, registration
sensors.

Weekly Two to two and a half hours. Press off and
standby.

Deep clean of cleaning station components, ink delivery
surfaces and filters, ink tank surfaces, substrate transport
surfaces, sensors across feeder, engine, and stacker
subsystems, registration cameras.

Monthly Up to six hours. Press off and standby,
with selected items requiring press-on
validation.

Full inspection of all cleaning, ink, drum, and transport
subsystems. Sensor calibration. Wear checks on consumable
contact surfaces. Lubrication of designated transport
components. Resolution of postponed items from daily and
weekly cadences.

Universal Maintenance Principles

■  Sign every completed task in the logbook. Unsigned work is unverifiable work.

■  Postponed items do not vanish. They escalate to the next cadence with a flag.

■  Bypasses are temporary by definition. Every bypass is a debt with a deadline.

■  The shift manager reviews and signs the daily checklist. Review is a control, not a formality.

■  Cleaning fluids and contact materials are specified, not interchangeable. Substituting a cleaning material is a
process change, not a convenience.

THE COST OF SKIPPED MAINTENANCE
A skipped daily routine becomes a weekly issue. A skipped weekly routine becomes a monthly issue. A skipped
monthly routine becomes a service call. The exchange rate is not linear. It is exponential in both time and cost.



SHNAIDER SOLUTIONS LLC Production Excellence Guide  |  Vol. I A.M.E.N. PROTOCOL

Shnaidersolutions@gmail.com  |  www.shnaidersolutions.com  |  630-642-3474 Page 13
ONE POINT OF CONTACT.  ON-TIME.  QUALITY GUARANTEED.

SECTION 10

Workstation Topology and Material Flow

The physical layout of the workstation determines how much friction the operator encounters per hour. Friction
is invisible until it is removed. The objective of workstation topology is to place every required input within the
operator's natural reach during normal operation, and to keep every non-required object outside it.

Standard Workstation Zones

Zone Function Placement Rule

Press Core The press itself. The center of the
workstation.

All other zones are positioned around the press to
maximize operator access while minimizing waste of
motion.

Substrate Pile Zone Pallets of the most-used substrate for
the current shift.

Located adjacent to the feeder. Within direct reach.
Climate-matched to the press room.

Drawer Substrate Zone Secondary substrates in active use. Loaded into press drawers. Refreshed during shift
planning, not during production.

Substrate Warehouse Reserve substrates and partial pallets
not in immediate use.

Separate room or controlled zone with climate control.
Each remainder labeled with substrate definition.

Operator Workstation Proof approval surface, light box,
computer terminal, sample inspection
space.

Within sight of the press. Surface kept clear except for
the active job.

Tool and Spare Parts
Cabinet

Standard spare parts and tools needed
for routine intervention.

Locked or controlled cabinet near the press. Inventory
verified at defined intervals.

Consumables Cabinet Inks, imaging cylinder consumables,
blanket consumables, impression
sheets, cleaning materials.

Adjacent to the press. Quantities maintained at
minimum-on-hand thresholds.

Finishing Buffer Output pallets awaiting finishing or
pickup.

Marked, dedicated zone. Kept visually distinct so
output status is readable at a glance.

THE TWO-METER RULE
Anything an operator needs more than once per hour during normal production should be within two meters of
the press. Anything outside that radius represents recurring lost motion. Audit the topology against this rule
every quarter.
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SECTION 11

Operator Daily Schedule Reference

The schedule below is a single-page operational reference. It compresses the full day into a sequence an
operator can scan in under thirty seconds. It is intended to be reproduced and posted at the workstation.

# Window State Operator Action

01 60 min Power-up Open infrastructure. Boot press. Review logbook. Stage substrates.

02 Concurrent Standby Execute daily maintenance. If weekly or monthly is due, execute that instead.

03 Concurrent Get Ready Construct printing queue. Sequence by substrate, then size, then length.

04 10 min Ready Execute calibrations. Verify first transfer.

05 5 min First Job Ready Approve and check proof print quality.

06 Bulk of shift Printing Sample. Approve queued work. Stage substrates. Refill consumables. Maintain
queue depth.

07 30 min Pre-Handshake Print quality job for next shift. Empty waste. Update logbook. Reorganize workstation.

08 10 min Handshake Stop press. Walk queue and logbook with incoming operator. Confirm transfer.

09 10 min Post-Handshake Incoming operator runs ongoing maintenance. Print quality job. Resume production.

10 20 min Power-down Print cleaner. Dry routines. Software shutdown. Main power off. Close infrastructure.
Final logbook entry.

ON USING THIS SCHEDULE
The schedule is a reference, not a clock. Production realities will compress some windows and stretch others.
The discipline is in the sequence, not the minute. Any phase skipped accumulates as debt against a later phase.
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APPENDIX A

Field Logbook Schema

The logbook is the institutional memory of the press. A site that maintains a rigorous logbook compounds
knowledge over years. A site without one repeats its mistakes. The schema below is a minimum standard. Sites
may extend it but should not reduce it.

Section 1: Maintenance Register

Date Cadence Performed By Signature

Daily

Daily

Weekly

Monthly

Section 2: Malfunctions, Bypasses, and Open Issues

Date Description Operator Priority Call # Status

Section 3: Parts Replacement Record

Date Part Description Operator Part Number Reason for Replacement

LOGBOOK DISCIPLINE
Entries are made in real time, not reconstructed at end of shift. A logbook filled out from memory is fiction. A
logbook filled out as events occur is engineering data. The difference is whether the data can be trusted in a
future diagnostic.
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CLOSING NOTE

On Building Operating Systems

A press is a machine. A production line is an operating system. The protocols in this guide are not suggestions
about how to use the machine. They are the architecture of the operating system that surrounds it. The
machine ships with a manual. The operating system has to be built.

Sites that build this operating system deliberately produce different economics from sites that improvise. The
hardware does not change. The output does. The lever is structural, not technological.

The A.M.E.N. Protocol is the framework Shnaider Solutions applies to every engagement: industrial digital print,
conveyor systems, electrical and mechanical installations, automation. The vocabulary changes. The discipline
does not. Analyze. Model. Execute. Normalize. Repeat with intent.
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