





Color

Aesthetically it makes sense for all beer of a
particular brand to have a uniform color —
color is a critical characteristic because

i’s something we as consumers can see.
Color analysis can also serve as a warning to
a brewer of some irregularity in the brewing
process, even when all other physical analyses
appear normal.

The color measurement system in use at
the plant was supposed to be valid, but the
Sigma Kaizen team demonstrated that differ-
ent operators obtained wildly different results
depending on the measurement method and
the volume of beer measured.

To improve color measurement, several
steps were taken, starting with observations,
followed by small three-parameter designs of
experiment and final optimization of the main
factor study. The result of taking these steps
was a change in standard operations, much
greater visual control and an extensive training
program to insure measurement consistency

from operator to operator.

The final outcome was that the gage

R&R percentage of tolerance was drastically
reduced from a disastrous 214 percent to a
very good 7 percent. “Measure was the major
improvement in this exercise, but the discovery
of a lot of opportunities for statistically signif-
icant sources of future improvements was the
biggest lesson learned,” said Hugo Diaz, the
site TPM coordinator and leader of this team.
“We now have a lot less reprocessing as a
result of color issues,” he added.

After the Sigma Kaizen event, the process

capability (Ppk) rose from 1.2 to 2.3, with 10

times less rework operations, which represents
a significant return on investment and is a
direct result of better color control.
That’s something to think about when you
view the sunlight through a glass of cold beer
on a hot summer evening,.

Since these first successes, the client has
expanded Sigma Kaizen activities to other
upstream processes involved in transforming
malt into beer. One process that has been
studied for instance is the time required for
the fermentation process. Patience was
required to collect data for this study, as the
unit of measure was days!

One of the overarching lessons learned
by the various team members was that there
are answers to the unique problems encoun-

tered in a process industry and that no

problem no matter how entrenched or
historical needs to be lived with. The power
of the kaizen process, with the help of the
statistical and graphical tools of the Six Sigma
methodology to build the Sigma Kaizen
tactics and strategies, is key to speeding up
improvement, and in the case of this client,
in finding ways to improve quality and meet
increased demand without investing more

capital to build new capacity fast.
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