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you should, too.

n today’s highly competi-
tive, global ECONOIMYy,
gaining an edge in manufac-
turing requires reaching be-
yond ordinary or incremen-
“fal improvements to the
radical leaps needed to be a
world-class supplier, Al-
though Six Sigma has been
“around for more than a
- decade and has been adopt-
. ed by many large OEMs, a
- number of custom injection
~ ‘molding manufacturers by-

B passed this quality system

+ because of its expense and

i complexity.

. Now, some are starting to
rethink Six Sigma as a way
become more productive,
more cost competitive, and
35 a first step toward lean
manufacturing. The Tech
Croup (headquartered in
Sottsdale, AZ) entered the
i Sigma program after rec-
gnizing the need to adopt
proven quality culture that
ould help the company
Ite_nl'leu'uc:-:* its competitiveness

% a global supplier to its

M customers. In fact, fwo
-Ofits largest OEM customers

IGIIS. ?h&d imp]emﬂnted Six Sigma,

e Streat

McGmth,
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EREE L nd wanted their suppliers
bl © benefit from this system
s,
& However, adopting Six
= -Ma requires a shift in
thinking that says molding
2510t a black art that can be
[ Perfected by the processing
Wizard  who magically
"Ws which dials to tweak.
2use of the variables in
*Molding process, using

o
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i black magic approach
o s fitsalf 1o “fire fighting.”
_ ‘hthough fine for fixing
Stt-term  problems, the
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One of the world’s largest molder-manufacturers
 finally adopts Six Sigma. Here's why, and why

process tends to eat up re-
sources while offering no
permanent solutions,

On the other hand, Six
Sigma provides a measur-
able, data-driven, analytical
methodology—a disciplined
approach—for improving
the molding process. The re-
sult is a consistently con-
forming product.

START WITH &N ALLY

The Tech Group’s manage-
ment team realized that, to
be a world-class company, it
would have to do things dif-
ferently. But how to chan e
the old, ingrained culture?
To start, the company’s cus-
tomers, who already had Six
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Sigma in place, invited The
Tech Group to send an
employee, one who was
closely involved with that
particular customer, to the
customer’s seminars on the
Six Sigma approach. What
the employee brought back
from this training experi-
ence, says Mike Treadaway,
VP of manufacturing for The
Tech Group Americas, was
“how their approach to solv-
ing problems had changed
and how successful it was.”
Getting buy-in from top
management to begin im-
plementing Six Sigma at The
Tech Group Americas was
the next step. The benefits of
Six Sigma were obvious, and
a consulting firm, Advanced
Integrated  Technologies
(AIT), was selected to help
The Tech Group implement
the program. Treadaway

notes that the selection of a
Six Sigma provider is critical
to the success of implement-
ing the program.

Price should also be con-
sidered carefully. In a tight
economy in which OFEMs
are slashing manufacturing
costs, can a molder be as-
sured that the expense of im-
plementing such an ambi-
tious program as Six Sigma
will be recovered in the end?

"We had a similar con-
cern about costs and com-
petitiveness,” says Mike Ko-
bashi, director of process
excellence, “During the se-
lection process we found a
[Six  Sigma consulting

group] we really liked, and
who guaranteed that our
training investment within
the first year would be fully
recouped in costs savings,”
The Tech Group estab-»
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ma) fraining was conducted to createa
common vision within the manage-
ment group. Kobashi and Dave Cano
of AIT developed the program’s in-
frastructure, reviewed potental candi-
dates for participation, and selected a
project prior to beginning the ini tHal
wave of training,

Borrowing terms from the martial
arts, the candidates chosen are called
]

lished a baseline, which AIT's finance
department certified. “In the first year,
we nvested close to 5400,000 in train-
ing and our savings were twice that,”
says Kobashi,

TRAIN THE TROOPS

Following the selection of AIT as the
supplier, Executive and Champion
(people to carry the torch of Six 5ig-

Tech Group Phoenix facility had unac-
ceptable scrap rates. Two black belts
were assigned to the project, and suc-
cessfully turned the whole program
around. The customer was impressed §
by the results. “"You're adding value |
to the relationship,”” Treadaway §
quotes the customer. “It increased the
level of confidence they had inus as a

supplier.”

CoNFRONT THE ENEMY
Six Sigma is for the entire organization,
not just manufacturing. And it's a pro-

gram that changes a company’s cul-

ture. “We don’t want to make this the
management flavor of the month,”
says Treadaway. “We want to get mo-

mentum and get the data together to |

demonstrate an effective change in the
culture of The Tech Group.”

Yet, cultural changes aren’t always
easy, notes Kobashi, “We used to hear
that injection molding is an art, a black
box process,” he says. “Now we have
people coming back from training
who realize that there is science be-
hind the whole process. People use
data o make decisions about the pro-
cess and solve the problems.” |

Somie of the battles Kobashi and the
Six Sigma team faced while imple-

menting the program involved people -

who've been with The Tech Group for
many years and were reluctant to

change. After two years, however,

nearly everyone at the Americas
plants are beyond the curve, culture is
shifting in a positive direction, and the
company is realizing a significant ROL
Currently, The Tech Group has certi-

fied 10 black belts and 16 green belts.
[ AS337,000 investment in the program
returned $1.1 million in savings.

The cultural shift from reactive to
proactive problem solving and from
guesswork to using analytical data re-
quires team members to operate in a
contnuous improvement mode. “We
don't wait for a problem to come, but
rather continually look at areas where
we know we can improve and find the
solution before it becomes a problem,”
explains Treadaway. “We have to do
that to be competitive. We can't have

waste and stay in business. We've got-

people who now take a more disci-
plined approach to problem solving.
We find a solution that really sticks.”
The benefits of Six Sigma are defi-
nitely measurable at The Tech Group
Americas. The adoption of common
practices and terminology enables

! managers, operators, and engineers to
' speak a common language. “This ap-

proach empowers more employees to
solve problems analytically, which al-
lows managers to review the informa-
tion and agree that the approach and

~ results are acceptable,” says Tread-
. away. “It makes everyone more effec-
| tve, resulting in better performance

and higher customer satisfaction.”—
Clars Goldsberry [

Contact information
The Tech Group, Scotisdale, AZ

Mike Treadaway; (480) 281-4500

WWwW techaroup.com

mike treadaway@techgroup.com

“green belts” and must complete two
weeks of classroom instruction and an
actual project to receive certification.
The next level of participation is the
“Black belt” level. “Black belts receive
five months of instruction and are re-
quired to go into detail on the statist-
cal tools necessary for Six Sigma in or-
der to become certified,” explains
Treadaway. “The goal is to demon-
strate that you can use the skills and
successfully complete the project to
become a black belt.”

Orwrer the past two years, there have

| been three waves of training. The first

wave, black belt training, focused
strictly on manufacturing, During this
time, the participants identified areas
of processing that needed to be ad-
dressed with a Six Sigma approach.
One of those areas, crucial to all maold-
€15, Was scrap.

“We locked at different types of
scrap, not just what is usually thought
of as scrap or bad parts coming from
the molding press in a production
run,” Treadaway explains. “We looked
at engineering scrap—waste that was
created even before the job was OK'd.
For example, we had a customer spec-
ification that the first 10 shots during
meld startup were always scrap. With
the data we collected we went to the
customer and sald “we're going to
change the specs and here's why." In_
the past we've been just the supplier
and the customer was always right.

| Mow, with data in hand, the customer

told us, “You've done your homework,

s0 zo ahead and change the specs.”™
The second wave, green and black

belt training, added nonmanufactur-

ing functions such as finance, payroll, .

| human resources, sales, and informa-

fion systems. The third wave trained
green belts only and included manu-
facturing and nonmanufacturing pro-
cesses, In March, three people were
scheduled to go through their master
black belt training program, an intense
“train-the-trainer” course that spans
six months. :
“MNow that we've had several
waves of black belts and green belts,
these same people continue to wark
these projects, and the momentum is
growing,” Kobashi states. “They paid

| their investment in vear one, while the

savings are continuing to grow.”
For example, one project at The b,
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