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CASE STUDY: BEVERAGE PRODUCER SOLVES PROBLEMS WITH SOLOGIC RCA

THE PROBLEM

One of the largest beverage producers in the
world thought it had one small problem at
one plant with one conveyor belt failure.

The company revisited the physical product
specifications provided by the parts supplier
and directed Chemir Analytical Services to
perform a physical analysis of the belt.

Based on the results of those simple tests, the company and suppli-
er determined that the problem was related to belt strength, so the
supplier replaced the belt with a modified material. Everyone thought
the problem was solved. Even when belts kept failing prematurely just
months after installation, the same replacement solution was applied.
Both company and supplier tried to be conciliatory. The company did
not want to alienate a supplier by complaining too much. The supplier
was having trouble keeping up with the belt replacement needs, but
kept doing its best.

Two years later, the same problem started popping up at multiple
sites. While they previously thought they knew the source of the prob-
lem, now they were stumped. Different conditions existed at each
site; different sites were using different belts with different materials
from different suppliers that had different specs. Because data was
housed in separate facilities and there was no system-wide view, no
one realized the widespread nature of the problem, saw common
threads, or understood the collective costs to the company. Combin-
ing factors like down time and lost product, the problem was worth
millions of dollars..

ACTION

Now realizing the problem might be bigger than they thought, the
company hired Chemir Analytical Services to provide scientific analy-
sis. Chemir started by asking big-picture questions about the resulting
product, as well as revenue and productivity losses.

Immediately realizing the magnitude of the problem in terms of lost
revenue and systemwide reach, Chemir brought in its partner, the So-
logic team, to conduct a root cause analysis investigation. This would
represent the first time that a problem at this company was analyzed
using a structured problem-solving methodology.

Initially, many stakeholders had theories about what was causing the
problems, but those theories were not based on fact. Applying root
cause analysis, Chemir and the Sologic team brought together stake-
holders from various perspectives, including the supplier. This helped
everyone understand the process and issues more completely.
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ACTION (continued)

After just a few hours, the group uncovered causes that no one had
considered before. Beyond that, the causes were now supported with
evidence, and documented in a cause and effect chart. While some
people were initially hesitant to support certain aspects of the cause
and effect chart, after they witnessed the thorough approach that in-
corporated all perspectives, they began to feel more comfortable. Due
to the detailed documentation, the company’s corporate management
was able to clearly see the revenue being lost..

SOLUTION

Because so many elements, circumstances and processes were in-
consistent, Chemir and Sologic team members analyzed the details to
determine cause and effect relationships that were both common and
unique. For instance, they discovered that the problem was not com-
pletely random — it was only happening on bottle lines, not aluminum
can lines.

While the beverage producer previously saw this as a physical process
problem — and no chemical specs for the belt were provided by the
supplier — Chemir and the Sologic team recommended that it was a
chemical problem, so chemical analysis was needed. The company
decided to approve chemical testing of multiple samples from mul-
tiple belts. By documentating the entirety of the problem, corporate
could see the cost benefits of appropriately and thoroughly fixing the
problem.

Test results enabled the investigation team to pinpoint that the prob-
lem was related to the antioxidants in the belt material used on the
bottle line. The lubricant that prevented belts from snapping in the can
line did not exist in the bottle line.

This revealed the solution: a different lubricant
was needed on the bottle line, and it must be
applied consistently.
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BENEFITS - Millions of dollars were saved.

+ No more product was wasted as a result of this problem.

«  Down time no longer occurred as a result of this problem.

+  The cause and effect charts were a valuable tool for presenting
to management: what the problem was, how the problem
impacted the company’s bottom line, what solutions were
recommended, and what resources would be needed to
implement those solutions

+  The company gained a clearer understanding of their
processes, materials and parts.

+ The company realized the need for consistency in processes,
materials and parts.

+  The costs associated with inconsistency were too great.

+  People learned the value of respecting different perspectives
and combining subject-matter expertise.

Chemir Ana|y’[ica| Services Chemir Analytical Services solves challenging problems involving
chemical analysis and material testing. Since 1959 this independent

laboratory has solved thousands of issues involving deformulation
(reverse engineering), contaminant and impurity identification, product
failure analysis, custom synthesis, analytical method development,
patent, intellectual property, and other legal challenges for over 7000
clients.

For more information, visit www.chemir.com.

O S O L O G I C = For more information on Sologic's industry-leading RCA training

and investigation services and their benefits

Sologic provides root cause analysis (RCA) training, Visit: vvwvv,sologic,com

software and services to help companies solvg challenging Call- 800-375-0414
problems and prevent them from recurring. With offices

on five continents, staffed with experienced trainers and Email: info@sologic.com
investigators, our RCA solutions are built on over 20 years

of field experience with clients worldwide. We work with

disciplines such as quality, safety, IT, reliability, maintenance,

operations, logistics, and legal.




