
Backingup'DataDriven'withaction
Micropump,aunitofIDEXCorporation,isaleaderinproductinnovationand
alsoaleaderininnovationinOperationalExcellence.Oneareawherethisinno-
vativespiritisapparentisinprovidingdatafortheirSixSigmaandLeanprojects.

Whileyou’dbehardpressedtofindaBlackBeltwhowouldsaythatdataisnot
important,ouractionsoftenspeaklouderthanwords.Sooften,projectsare
scopedusingestimates,BlackBeltsandGreenBeltsareleftscramblingtofind
datatoquantifytheproblem.

MicropumpandIDEXhaveusedHertzlerSystemsInc.’sStatisticalProcess
Controlsoftwaretocontroltheirprocessesonanongoingbasis,makingproject
prioritizationandtheDefineandMeasurephasesofaDMAICprojectflowmore
smoothly.

ThisarticledescribeshowtheSixSigmaeffortatMicropumpandHertzler
Systems’softwaresolutionshavecometogethertoyieldoutstandingresults.
Micropump‘WalkstheTalk’whenitcomestoprovidingdatatodrivedecisions.

WhoisMicropump?
MicropumphasoperationsinVancouver,WA,EuropeandAsia.Theywere
acquiredbyIDEXCorporationin1995.TheacquisitionbroughttoIDEX
expertiseinsmall-volume,precisionflow,sealedpumpswhichareusedinthe
manyindustriestoprovidefast,accuratedispensingoffluidsinapplications
likethedispensingofpaintpigmentsandinksorcoolingformedicalequip-
ment.Infact,anywhereit’simportanttometerpreciseamountsoffluidscon-
sistentlyaMicropumpproductmaybeatworkinsidethedispensingdevice.At
homeimprovementstores,yourpaintistintedusingpigmentsdispensedby
aMicropumppump.Atfastfoodretailers,theorangejuicealwaystastesthe
samebecauseaMicropumpisatworkensuringthataconsistentamountofcon-
centrateisdispensedeverytime.Insidesomephotoprinters,aMicropumpis
deliveringinktothejets.Kidneydialysismachinespumpfiltermediumusinga
Micropumppump.

WhileMicropumphasbeeninbusinesssince1960andhasbeenownedbyIDEX
forelevenyears,theinnovationsinproductslikethesehaveacceleratedrapidlyin
thelastseveralyearsbecausenowthere’scashtofinanceresearchanddevelopment
efforts.Thecashisn’tfromthebenevolenceofIDEX,butfromtheresultsofthe
OperationalExcellenceinitiativeIDEXmanagementinitiatedfiveyearsago.

In2001thecompanywasinneedofrevitalization.Marketgrowthwaslagging
whileoperationswerenotimprovingrapidly.IDEXturnedtoSixSigmatopro-
videtheframeworkandphilosophytomovethemforward.Micropumphad
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madelocalimprovements,butwithoutacorporate-wideimprovementfocus,was
strugglingtocontrolcostswhileturningthecompanyaround.TheIDEXguide-
linewastochoosethebestandbrightestanddedicatethemtofull-timeBlack
Beltroles.Theytookaleapoffaithanddidjustthat.Withlessthan75salaried
employeesonstaffinVancouver,theycouldscarcelyaffordtodedicatetwoof
theirbestemployeesfull-timetoSixSigma,buttheydid.Thiswasaleapoffaith
becausethecostsoftheBlackBeltswereincurredbyMicropump,notbythepar-
entcorporation.Addingtwopeopletotheheadcountwouldnothavehappened
thatyearifithadnotbeensupportedbyIDEX.Nowtheyhadtodeliver.

Buthavingtherightpeopleinthejobworkingontherightprojectswasn’tmov-
ingtheimprovementsaheadfastenough.JeffHohman,Micropump’sPresident,
describedamomentoffrustrationearlyintheSixSigmaeffort.“Ihadthesetwo
high-poweredengineersspendinghoursscrubbingdataandbuildingdatabasesto
gettheinformationtheyneededfortheirprojects.”Itwascleartoeveryonethat
somethinghadtochangesothattheBlackBeltscouldspendtheirtimedoing
morevalue-addedwork.

MicropumphadtodeliverbenefitsfromtheSixSigmaeffortquickly,andthey
couldn’tdoitiftheirBlackBeltswerespendingdaysatatimecleaningupdata
ratherthananalyzingitandactingonit.

Thequestforcleandata
TheplanthadbeenusingStatisticalProcessControl(SPC)sincethemid-1980’s
andwasanearlyadaptorofSPCsoftware.TheSPCsoftwarethatwasinuse
whenSixSigmawaslaunchedwasprovidingdataaboutmachining,moldingand
producttestingprocessesintheshop,butextractinginformationtofueltheSix
Sigmainitiativewastimeconsumingandrequiredalotoftimetobecleanedup.
“Whoknewhowmanywaysthereareforanoperatortoentertheirname?”said
CharlieCarr,Micropump’sV.P.ofEngineeringandoneofthefirstBlackBelts.
Evenwithexperienceinterpretingthe
data,hourswerespentsortingoutbad
datapoints,standardizingformats,
andtyinginformationtogetherfrom
disparatesources.Andastheprocess
ran,andmoredatawasgenerated,the
sameactivityhadtobedoneagainand
again.

Withnowaytolimitthetypesof
entriesusersweremaking,dataerrors
liketheinconsistentoperatorname
werecommonplace.Out-ofcontrol
reasonscouldbeenteredfree-form,
makingrootcauseanalysisapainstak-
ingeffort.Andfinally,alldatahad
tobemovedintoanotherapplication(evenifno“scrubbing”wasrequired)tobe
importedintoMinitabforfurtheranalysis.

Thefirstprojectswerefocusedonon-timedeliveryfortheircustomers.Buton-
timedeliverydatawasnotreadilyavailable.Ithadalreadybecomeapparentthat
anewSPCpackagewasneeded,andonemorerequirementforitbecameclear.
Itwouldneedtoworkwithtransactionalprocessesaswellasmanufacturingpro-
cesses.

WhenthesearchbeganforanewSoftwarepackage,ateamwasassembledand,in
trueSixSigmafashion,aprioritizationmatrixwasdeveloped.TheCTQ’sidenti-
fiedweredataentrymistake-proofingtools,RS232compatibility,theabilityto
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collectmoredatawithnomoreoperatorpain,theabilitytointerfacewithexisting
databasesandsoftware,andeaseofuse–bybothoperatorsandengineers.The
solutiontheyfoundwasfromHertzlerSystemsInc.TheirGainSeekerandDefect
ManagementSystemspackagesfitthebill.Notonlycouldreal-timechecksbe
doneonthedatatoensurethatit“madesense”,butexportingdatatoMinitab
wassimplyafewclicksofthemouse.Thesalespeopleandtechnicalsupport
teamfromHertzlerdidn’tflinchwhenaskedaboutapplyingSPCtotransactional
processes.

TheDefectManagementSystemwassetupimmediatelytocapturereasonsfor
missingdeliverydeadlines,providingreliableinformationfortheBlackBeltproj-
ects.ThentrainingwasconductedatMicropumpbyHertzlertechnicianstotrain
keypeopletotakeadvantageoftheprogrammingandanalysistoolsavailablein
theHertzlersoftware.

TheDirectorofOperationalExcellence,KarenCarter,doesn’tholdbackwhen
askedaboutherexperiencewiththeHertzlerteam.“Notonlyisitagreatprod-
uct,butthecustomerservicewe’vereceivedisjustoutstanding.Theon-sitetrain-
ingtheyprovidedwasinvaluable,andthey’vealwaysbeentherewhenweneeded
theirhelpsettingupdatacollectioninourglobaloperations.”

Theapplication
ThemorethesoftwareselectionteamworkedwiththeHertzlerSystemsInc.team,
themorethepotentialoftheapplicationbecameapparent.Now,afterimple-
mentingGainSeeker,operatorsarepromptedwhenit’stimetotakeasample,and
GainSeekerinterfaceswithreferencetablesintheMRPsystemwhichisupdated
nightly.Becauseeverydataentryisanopportunityforanerror,pre-fillingdemo-
graphicinformationfromreference
tablesfromotherdatabasesisused
extensively.Additionally,lottrace-
abilityismaintainedthroughoutthe
manufacturingprocessusingbarcodes
printedonjobtickets.

Infinalassembly,whenpump
calibrationiscomplete,thecalibra-
tionsettingsarecapturedintheSPC
databaseandthedataissenttolabel
printerswhichprintthepartnum-
berandserialnumberalongwiththe
calibrationinformationforthepump
inalpha-numericandbarcodeform.
Additionally,aflowmetercalibrationdatabaseisreferencedbyGainSeekerwhich
providesprecisecalibrationequationsforconversionoftestequipmentinputinto
customerrequiredunits.Nowwhenthecustomerinstallsthepumpinitsequip-
ment,thecorrectcalibrationsettingsandthepumpserialnumberareretrieved
usingbarcodescanners.Notonlyhavetheystreamlinedtheinternaloperations
atMicropump,theyhavehelpedtomistake-prooftheircustomers’processesand
provideproducttraceabilityaswell.

Additionally,BlackBeltsandEngineershave
accesstothedatatheyneedtomakedesign
decisions–anditsrightattheirdesktops.
Whenconsideringaproductchangeorrede-
sign,processcapabilitydataisreadilyavailable.
SixSigmaprojectscopinghasbeensimplified
tremendouslybecausenowclean,reliabledata
isavailableduringtheDefinephase.
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Theresults
TheentireDMAICframeworkdependsontheavailabilityofreliable,qualitydata.
Inmanycompanies,noprovisionsaremadetoensurethatkeyprocessinforma-
tionwillbeavailablewhenneeded.ThescenarioexperiencedatMicropumpearly
intheirdeploymentisalltoocommon
–BlackBeltsdesigningredundant
databasestocaptureprocessinforma-
tionfortheirprojects,whichstop
whentheprojectisclosed.Butnow
atMicropump,availabilityofdataisa
realpriority.Micropumphasbeena
leaderwithinIDEXtoimproveaccess
todataforongoingprocesscontrol,
forprocessanalysis,andtomaintain
thegainsoftheirimprovementefforts.
NowotherbusinessunitswithinIDEX
arefollowingtheirleadandquickly
gainingmomentum.

Overthepastfiveyears,the
OperationalExcellenceprogramhasyieldedoutstandingresultsforMicropump.
TheyintegratedLeantoolswithSixSigmain2003resultingina30%improve-
mentinon-timedeliverywhilecuttinginventorybymorethanhalf.Theyare
nowextendingthereachofOperationalExcellenceintothesupplychainandto
customers.LookingattheentireValueStreamyieldsevengreateropportunityfor
improvement.

Canthefocusonbuildingreliabledatasystemsbegivenallthecreditfortheir
success?Probablynot.Butthemanagementteamthatrecognizedtheneedto
buildadatainfrastructurecertainlycanbecreditedwithenablingSixSigmaand
LeanManagement.

Perhapsit’stimefortheLeanSixSigmacommunitytostopacceptingthelackof
clean,meaningfuldataandtobuildthefoundationneededforprocessimprove-
mentsuccess.

AboutHertzlerSystems
HertzlerSystemsprovidesseamless,accurate
dataacquisitionsolutionsforyourbusiness
enterprise.Wehavebeeninthisbusinessfor
over20years.Wehavealargeanddiverse
customerbaseinservice,transactionaland
manufacturingenvironments,including
ConsolidatedBiscuitCompany,KraftFoods,
McCormick&Company,andHormelFoods.
Ourcustomersbuysoftwareandservices
fromusbecauseitisagoodinvestment.With
ourassistancetheycaneasilyacquiredata
fromanyprocess,analyzethatdatainreal
time,andinstantlynotifyprocessownersof
processvariation.Thesecapabilitieshelpthem
reducecosts,cycletime,errors,anddefects,
andincreaseprofitabilityandcustomersatis-
faction.Theseareourcorecompetencies.We
turndataintoknowledge.
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