
THE HIDDEN COST 
OF CHANGEOVERS, 
STARTUPS & SHORT 
STOPS

Ask an operations leader whether they can explain why 
yesterday’s production run consumed more energy than 
the day before, or why one shift consistently outperforms 
another, and the answer is often a qualified, “Maybe.” 

That uncertainty rarely lives in the big, obvious failures. It 
lives in smaller, recurring moments that standard reporting is 
built to smooth over: a changeover that runs long, a startup 
that behaves a little differently each time, a short stop that 
resolves itself before anyone has to explain it. None of these 
show up as a KPI miss on their own, but together, they are 
often the largest source of unrecovered value on the plant 
floor.

This is not a technology failure. It is a visibility gap, and closing 
it is quickly becoming a source of competitive advantage for 
margin, throughput, and capital efficiency.

DATA ≠ VISIBILITY 
It is worth separating four data-related activities that 
are often treated as interchangeable: collecting, storing, 
reporting, and understanding. Most manufacturing 
organizations have made substantial progress on the first 
three. Historians capture more tags than ever. Storage is 
relatively inexpensive. Dashboards refresh automatically and 
land in leaders’ inboxes every morning. KPIs are available 
across lines, shifts, and sites.
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What remains difficult is the fourth activity. Dashboards 
are very good at answering what happened: yield was 
down, energy use was up, a batch ran long. They are far 
less capable of answering why it happened, because the 
context that explains a deviation - the sequence of operating 
conditions, the interaction between variables, the timing of 
an adjustment - rarely survives the trip from raw process data 
into a summary chart. Visibility, in the sense that matters 
to operational decision making, is not a byproduct of data 
volume. It must be built.

CHANGEOVERS, STARTUPS, & SHORT 
STOPS HIDE IN PLAIN SIGHT
The most expensive losses are frequently invisible in 
aggregate reporting, precisely because they are too short, 
too situational, or too routine to register as obviously out of 
place. Three categories deserve particular attention:

•	 Changovers and product transitions, where operating 
conditions shift and standard baselines briefly stop 
applying

•	 Startups, which routinely behave differently and are 
often excluded from steady-state averages altogether

•	 Short stops, where brief idle windows or deviations 
are resolved before the next reporting interval, and 
are rarely investigated because individually they do not 
register any real significance

Most manufacturers don’t lack operational data -  
they lack the confidence that they’re seeing the full story.
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Separately, each of these may appear minor. 
Collectively, they show up as the gap between 
a plant’s theoretical capability and its actual, 
sustained performance: yield, quality, utility 
consumption, and the working hours that 
engineers spend re-investigating the same 
categories of problems, shift after shift.

Marzetti’s Night Shift Form-Fill-Seal 
Recurring Downtime
A form-fill-seal (FFS) line at Marzetti1 was losing roughly one 
hour per night shift to an unexplained idle window during 
product transitions - a textbook short stop, small enough that 
it had never been formally investigated. 

By overlaying transition events and benchmarking 
performance against a sister plant, the team traced the cause 
to a redundant protocol tied to equipment that had already 
been replaced. Once the cause became visible, the fix was 
straightforward. The investigation itself is what was missing. 
The estimated impact of this analysis and correction: 150% 
increased throughput, and close to $1M in cost avoidance.

Chobani Yogurt Filler Priming
Every re-prime of a yogurt filler carried a product loss, 
but without a reliable, consistent way to identify or track 
individual re-prime events, the losses at Chobani2 were 
effectively invisible in standard reporting  - a startup-adjacent 
problem hiding inside routine changeover activity. 

Building a consistent digital record of the priming process 
provided the Chobani team with a way to see and track each 
re-prime. The result was a sustained reduction in re-prime 
rates and an estimated 250,000-300,000 lbs of yogurt base 
saved in 2024.

PROCESS CONTEXT CHANGES 
EVERYTHING
Closing the visibility gap requires giving process experts 
a faster way to reconstruct context around an event - not 
another static report, but a means of investigation. This is 

where Seeq fits into the picture.

Rather than requiring engineers to manually 
export and reconcile data from multiple 
disparate sources, Seeq lets process experts 
investigate operational behavior in context: 
aligning conditions around an event, 
comparing production periods side by side, 
correlating variables across systems, and 
surfacing relationships that would otherwise 
take days to piece together manually - exactly 

the kind of analysis that surfaced the Marzetti and Chobani 
results above.

As a result, investigations that used to take days now take 
minutes, and the people closest to the process (not just the 
data) are the ones drawing conclusions.

WHY VISIBILITY REQUIRES 
ORGANIZATIONAL CAPABILITY
Faster investigation tools are necessary, but they are not 
sufficient on their own. An insight uncovered once, by one 
engineer, on one occasion, is an analysis. An insight that is 
captured, shared, and consistently applied across shifts and 
sites is an operational capability; and building that capability 
is where many analytics initiatives stall. 

Making the transition from 
insight to capability requires 
organizational elements that go 
beyond any single tool: shared 
investigation methods that allow 
teams to build on each other’s 
work, training that builds fluency 
rather than dependency on a 
handful of experts, governance 
that establishes ownership and 
trust in the resulting insights, 
and a means of capturing and 

reusing what is learned. This is also where standardization 
and cross-site consistency either take hold or quietly stall out.

Notably, this discipline holds up even in the most tightly 
regulated environments. In a life sciences setting, Eli Lilly3 
used the same contextual investigation approach to review 
three years of CIP sampling data across 21 units and more 
than 3,000 batches. Work that previously took more than 
two days was completed in just two hours, for an issue that 
ultimately affected roughly 1% of batches. The lesson for food 
and beverage manufacturers: this is not a shortcut that trades 
rigor for speed. It is a method that holds up under scrutiny 
and works at the pace that modern operations require.

“Seeq has helped us turn what we’re seeing and 
experiencing on the floor into quantifiable data that 
we can visualize, explain, and align teams around. By 
grounding conversations in facts and data, we’re able 
to understand issues faster, build cross-functional 
alignment, and make better decisions more quickly.”

Sean Brady, Manufacturing Technology Engineering Manager - 
The Marzetti Company

Visibility is a 
capability,  
not a report.

The most expensive 
losses often 
remain invisible in 
aggregate reports.



This is the layer where Swan-Black works alongside 
manufacturers - not replacing the analytical capability that 
a platform like Seeq provides, but building the enablement, 
governance, and workflows that turn individual insights into 
a standard operating practice. When teams can examine 
issues without spending hours reconciling data and juggling 
spreadsheets, they solve more problems, uncover more 
savings, and complete more improvement projects. The real 
value isn’t capturing each individual win; it’s reducing the cost 
of curiosity and unlocking the capacity to do more with the 
people and expertise you already have.

CONCLUSION
Operational visibility is the starting point, not the finish line. 
Once an organization can see, with confidence, where value 
is being lost today - in a changeover, a startup, or a short stop 
that never made it onto a report - the question that naturally 
follows is: Which of these losses represent the greatest 
opportunity to improve process variability? That, and the 
shift from visibility to action, is where the next chapter of this 
conversation begins.

WATCH NOW
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ABOUT SWAN-BLACK
The leading global Seeq partner for  
Food & Beverage innovation

Food and beverage manufacturers invest heavily in data and analytics but often 
struggle to turn insights into action. Our approach spans data validation and deep 
time-series advanced analytics, paired with a proven customer success program 
that drives real adoption. The result is faster insights, confident decisions, and 
measurable operational improvements across quality, yield, and reliability.

Swan-Black is the globally recognized Master Industry Value-Added Reseller (MIV) 
and partner of choice for the Food & Beverage/Food Science industry verticals 
for Seeq advanced analytics software. We have been a Seeq Certified partner 
since 2019 and bring deep domain knowledge that allows us to provide targeted, 
industry-specific guidance.

Where are your visibility gaps today? 

Watch the recent webinar with Marzetti to explore the 
Seeq platform and how one F&B organization was able 

to fill those gaps to uncover sustainable value.
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