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Introduction

Companies and service organizations worldwide have become aware of the
Mew Economic Era (1), focused on quality and productivity improvement as the
best strategy 10 survive in today’s marketplace. The idea that quality is achieved
by constantly improving all processes and products on a companywide basis (2-4)
is gaining ground in many organizations,

Statistics is a key ingredient of Quality Leadership Management (3), for if
decizsions are to be based on data instead of guesswork, the use of a scientific
approach becomes standard procedure. In many instances, only clementary statist-
ical tools (6) will be required to achieve substantial improvements, especially if
these tools are applied with constancy of purpose and with genuine (op manage-
ment involvement. On the other hand, in the domain of new product and/or pro-
cess design, development, and improvement, the more complicated statistical
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techniques of design of experiments (7-10) and quality engineering (11) are very
useful, especially if the good and new ideas contained in Ref. 11 are applied with
good statistical methods as has been suggested in Ref. 12,

As has been pointed out (13), experimentation in the complex world of indus-
trial and service organizations is much more than deciding on a matrix of experi-
mental points. In our opinion, a deep understanding of the basic engincering con-
cepts underlying the process being studied as well as its technical and economic
constraints, together with a profound knowledge of statistics, are necessary condi-
tions for successful real world experiments.

The experimental design described here is a plant experiment and was run in
order to improve the process of manufacturing a particular brand of pet food.
Several responses were measured, for the goal was not only to improve quality
but quantity and cost as well. The process engincer, the quality assurance
engincer, two process operators, together with the authors of this report, were the
members of the quality improvement team.

This article defines the problem, tells why it was important, describes the pro-
cess of developing a solution, and provides a partial explanation of the results.

The Prohblem

The process of manufacturing rabbit food is schematically represented in the
topdown Aowchart (3) of Figure 1.
The two main quality-related problems in the process were:

1. During the cooling and drying of the rabbit food pellets, a loss of product in
the form of fine powder was taking place. Reducing this kind of loss was one
objective,

2. The most important problem from the point of view of the customer was that
after packaging, during manipulation and transportation, the pellets ernded,
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leaving a fine powder residue. This created digestive problems in the rabbits
in addition to representing a loss of useful product.

The first problem (amount of powder in the process) could be easily measured
as percentage of the process yield. The second problem (amount of powder at the
customer's point of purchase) was not measurable at the manufacturing plant
directly. Therefore, the process of the product’s erosion during transportation was
simulated in two special pieces of equipment called “checkers.” During every run
(batch), 4 samples of 3 kg each were taken at 5 minute intervals. Each sample
was then divided into two parts which were submitted to the checkers for a
period of 30 minutes. The response, the average of eight observations, was meas-
ured as percentage of powder in 1.5 kg of product.

Although the main objective was to improve quality, the engineers were also
interested in controlling productivity and cost. Therefore, two additional factors
were considered. Productivity was measured by the process yield in Tm'hour
{metric tons'hr) and cost was considered in the form of energy consumption in
each batch.

Broadly speaking, our objective was to improve quality, especially with the
aim of minimizing the amount of powder or dust in the product while keeping
productivity, losses of product during the process, and cost at acceptable levels.
In addition to this immediate objective. the quality improvement team had other
more intangible purposes in mind. Among them:

I. To educate the company to consider quality from the customer’s point of
view (market-in) instead of quality from an internal perspective (product-
out). The fact that for the first time the amount of dust in the product arriv-
ing at the point of consumption was considered is a step in the right direc-
Lromn.

2. To show the engineers and plant personnel how simple experiments permit
correlation of the final quality, productivity, and cost characteristics to con-
trollable variables in the process, thus allowing the standardization of the
operating conditions.

3. To educate plant personnel in the necessity of collecting good data for deci-
sion making. In this sense, the fact that only 12 sets of data obtained in a sin-
gle day supplied a great amount of information on the process was an excel-
lent way of conveying the message.

4. To educate the engincers in the usefulness of scientific feedback arising from
comparing data with theories or hunches.

Factors and Constraints

Although as we will see below, the experiment was run in a single day, it ook
several weeks of work on the part of the quality improvement leam o prepare the
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design and to instruct all those involved. First, the plant manager had to be con-
vinced of the importance of running in-plant experimental designs in order 1o
improve products and processes. This was accomplished through a two-hour
presentation following a two-day detailed visit to the plant in order to obtain on-
site information of what the problem was, the physical layout of the process, the
constrainis involved, and other relevant knowledge of the plant’s operation.
Second, we pointed out to the engineers that if one wants to get useful informa-
tiom with a very limited mumber of muns, it is essential (o guarantee the guality of
the data to be gathered during the experiment. They proceeded to train the opera-
tors and to make capability studies of the checkers and other measurement instru-
ments. These studies convinced us that the measuremsent error was negligible
compared with the noise in the process,

In order 1o facilitate data collection, we prepared a special form for the plant
operators, containing detailed information on the run order, the valees at which
every experimental factor should be set, space for recording all the responses in
each run, and as Box (17) recommends, in order to allow for Murphy's law,
space was allocated for recording any incidents that occurred during the experi-
mentation period,

In order to determine which factors affected the quality, produectivity, and cost
characteristics, we asked the engincers the following question: What do you do,
during daily operation of the process, when quality deteriorates? (Note: powder is
the only observable measure of quality).

They answered:

First, reduce the Aow of mixiwre in the extrusion (step 3), although this will
reduce yield.

Second, raise the conditioning temperature of the mixture in {siep 2.3). This will
increase the energy conswmption,

Third, change the compression length of the die used in step 3 (extrusion), This is
very time consuming and reduces yield.

Finally, as a last resort, one may change the formula by adding glue material
(step 1.3).

During the meeting at the manufacturing plant, following a detailed first-hand
experience with the process, it was suggested that mixture-type designs could be
applied in order to study the quality impact of different formulas. This idea,
which we may use in the future, was discarded in the first experimental design
because it would increase the necessary number of runs to an unacceptable level.

Therefore, for reasons of economy and from our engineering knowledge of the
process, it was decided to experiment with four factors, each at two levels. The
factors and levels selected were those of Table 1.

The levels of the factors were chosen according to the following criteria: the
experiments had to be run in the real plant and salable product ought to be pro-
duced. Also, all runs should be performed during one day. This implied a max-
imum allowable number of 13 runs.
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TaMe I. Factors and Levelx

LEVEL
FACTOR - &
X Farmula (F)F) 10 M)
X Conditioning BO% of T (*C) T {maximsmn)
bEmperntung
X Flow 2% of F (TmM F {maximuam)
Xy Compression 3 Ty
rome in die

It was also decided that no confounding between main effects and wo-factor
interactions was admissible. The reason was that, in a multiple response situation,
different unexpected interactions could affect each response and, therefore, at
least all two-factor interactions should be considered. This excluded the possibil-
ity of running a 2*' fractional factorial or a 2° complete factorial; even if one
could assume that only a few factors are important for each response, those fac-
tors could differ from one response to another and therefore all four factors
should be considered,

Finally, randomization was discussed. It was suggested that factor 4 (compres-
sion zone of the dic) was difficult to change. We presented the engincers with two
possibilities. First, one could consider a split-plot type of design with factor 4
confounded with the main plots. The problem with this design is that the effect of
any “lurking variable™ (10) that could affect the responses is going to be coa-
founded with factor 4. Another alternative was to completely randomize the
design. As a trade-off, it was decided to change factor 4 three times during the
day.

Experimental Design

All of the above-mentioned constraints could be accommodated in a 12-run
nonorthogonal design of resolution ¥, of the type described in Ref. 14. The
design is presented in Table 2, where the responses are:

Y, : Powder in the product
Y; : Powder in the process
¥ Yield
¥, : Energy consumplion

In Appendix 1, we show that this design iz of resolution V. This means that we
can ¢stimate all four main effects and all the two-Tactor interactions provided that
interactions of order three and four are unimponant (as is usually the casz).

If one were not sure that higher order imeractions are negligible, then a full
factorial design with 16 runs should be considered.
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Table 2, The Experimental Design (a 34 Fraction of 3 2* and the Responses)

FACTORS RESPONSES
FLAMDHIA RUN
ORDER NUMBER Xa Xz X X, ¥, Y Y, Vs
12 1 - + - + D16 1.92 T.50 23
& 2 + - - - 1178 207 .70 2380
3 3 - + + - 1.216 1.85 10,30 2504
4 4 + - + + (WL 203 6.0 2504
1 5 - - - - 1.315 1.66 .30 2350
1] B + + - + a11 208 T.20 X2
11 7 - - + + 1070 1.496 T.95 2675
2 E + + + - 1.273 213 Q.60 2482
R 9 - + - - K 1.62 550 2240
[ 10 * - - + 10025 1.73 5.90 2333
5 i - + + + 1 Oy 1.64 T. 30 2485
7 iz * - + - 1.174 1.93 0.95 2550
Analysis

Although scanterplots between pairs of responses indicated the existence of
correlation between some responses, we proceeded 1o the analysis of cach
response separately. The correlation was taken into account, at the end of the
study, by looking at all responses jointly,

For each Y; (i = 1,2,3.4), we fined a model including the four main effects
and the six two-factor interactions by least squares. Then, the estimated effects
were plodted on normal probability plots and a simplified model, including only
the significant effects, was again fitted by least squares.

Several graphical diagnostic tools were used in order 1o check the models, and
in searching for possible outliers and/or influential observations.

The analysis for the response of main interest, Y, (powder in the product) as
well as the main results for Yy, Yy, and Y, are presented in this section.

The estimated coefficients in the model:

Yoy = Bg+ 8, X + 5,20+ 33Xy + Xy +812X Xy + 51X X + (1
BraX X+ B33 Xa Xy + B2 Xa Xy + B Xa Xy +

arg:
M X X X X X XXy XK BN X XN
b by by b by by Iy by bz b By

102 =045 = 03613 0449 — 0674 0240 0310 0155 0534 0000 0096

These cffects are plotted in Figure 2, after excluding by,
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Figure 2. Mormal probabiliny plot of estimated efects in mode] (1) Response is powder in the
product.

Only X, has clearly a significant effect on the mean and X3 might also be of
some importance, therefore the tentative model:

Y=g+ X+ Xy + ey (2

was fitted by ordinary least-squares analysis. The estimated coefficients and stan-
dard errors are:

Factor :  n X, Xy

Coefficient 1 by, by by
Value : 1.108 =038 =005
Standard error : 022 022

The plot of residuals versus the predicted values, Y, showed no unusual pat-
tern, and model (2) was tentatively retained.

Projecting the data for response Y, in the X,X, plane one gets Figure 3.

The effect of X, is quite clear. In fact, the model containing only this factor is
almost as good as model (2) (see Fig. 4).

This model is:

Y, = 1,109 — 0955 X, (3)
Standard error = ( 0244)

The conclusion is then that only the compression zone of the die has an impor-
tant effect on the main quality characteristic, with a small additional effect of the
conditioning temperature. This is consistent with §; being barely significant in
model (2).
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Following the same approach, the best model for Y., powder in the process,

was found o be:

Y, = 1.885 + 11X,
(043)

(4)

Therefore, this response is only affected by the PQF (glue material) contained

in the formula,
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Figure 4.  Sandardized residuals, e, versus predicted values, Y. in Model (1),
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When modelling the response Yy (process yvield), an outlier was detected, The
normal probability plot of the estimated effects for the model:

T1=ﬁn+ﬁ|x|+ﬂ1};1+ r"+ﬂyx3:{4+f] {ﬁ]'

appears on Figure 5.
As has been pointed out (16), outliers can be identified in half-normal probakbil-

ity paper. In a normal probability plot the split around 0 could be an indication of
an oullying observation. One way to detect this possible outlier is to compute

H ES l’_."[‘. :(.}" '.!'.'1

for b = Hy. The signs of the columns of H are the signs that cach individual
observation has in the linear contrasts for each effect. In our case, the observation
corresponding to run #10 had, minus sign in the contrasis for Xy, XX, X;, and
X;X, and therefore could be responsible for the observed split. In fact, the value
of this observation, 5.90, was found to have been incorrectly copied in the data
sheet, the true value being 6.90,

In the corrected plot of Figure 6, only X, seems to affect vield. The model
Wils:

Y, =819 - 1.0IT9X, (M
(.2045)

and no problems were detected in the residuals.

Finally, when modelling the energy consumption, observation #7 was also a
suspected outlier. No reason was found for this observation, so that it was
retained in a first analysis,
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Flgure 5.  MNormal probabality plot of estimaved effects bn Model (6). Response in process vield.
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First, we fitted the model:
Yo =By + BaXy + 83Xy + BasXoXs + ¢4 (8)

The residual plot of this model appears in Figure 7. Again, observation #7 was
pointed out as an outlier.

This observation was also a outlier in all the scaterplots of Y, versus the other
responses, Because of accumulating evidence, run #7 was excluded in the estima-
tion of the model (8). The results are:

Y, =240 — 407 X5 + 1087 X; + 2.23 X,X; (k)]
{60600 (.60)
and no problems appeared in the residual plot.

Main Results

The results of the analysis are summarized in Table 3.

The existence of interaction between factors X. and X, on energy consumption
suggests that those factors should be analyzed jointly as in Figure 8.

In order to get scientific feedback (18), the models summarized in Table 3, and
especially the signs with which the different factors appear, where analyzed from
an engincering point of view. As in many real situations only partial explanations
were possible.

For example, the fact that increasing the compression zone of the die {X;) has
a negative effect on the yield (Y;) seemed reasonable due to an increase in the
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difficulty of extruding the mixture. Also, the increase in energy consumplion
{Y;) when the flow (X4) is increased was expected, but the fact that increasing
the conditioning temperature (X;) while keeping the flow rate (Xy) at its low
level gives the lowest energy consumption deserves further engineering studies in
order to explain this unexpected interaction. In fact, the engineers expected an
increase in energy consumption when increasing the conditioning temperature as
explained earlier.

Another surprise was the fact that the powder or dust in the process (Y;) is
not very well explained by the factors considersd during the experiment. Only the
glue material (X;) has a barely significant effect and in the opposite direction as
expected by the engineers. This also requires further thinking on the physics of

the process.
Table 3. Summary of Resalts
COEFFICIENTS FOR FACTORS:
RESPOMSE COMNSTANT X, X X, My X;X, ADIUSTED R
Powder ¥, = 1,109 — 3% = 045 632%
in product
Powder in ¥; = 1885 +.11 4%
in process
Yield ¥, = B9 =1.017 68 3%
Energy ¥y = 240 =407  10LET i ISR
consumption

Oibservation 87 kas been excluded for estimating the model corresponding 1o 'Yy,
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Another lesson learned was that Y, (amount of powder in the process) is
uncorrelated with all other responses. This can be seen in the bivariate scatter-
plots of Y, versus all other responses and also by noting that X, affects Y., but
not Yy, Yy, or Y, Therefore, 10 use this indicator to control the quality charac-
teristic ¥, was not a practice to be recommended. In order to minimize the loss
of useful product, Y should be minimized. The recommendation was to use low
levels of glue material X,, or even better, try 1o run mixture type of experiments
with the formula. This suggestion is going to be implemented in future experi-
ments.

The main quality characteristic, ¥, (amount of powder in the product) and the
cost characteristic 'Y, (energy consumplion), could be optimized simultaneously,
but a trade-off was necessary between those responses and productivity, Yy
{vield) involving the compression zone of the die. Using the high level of X;
(conditioning temperature) and low level of Xy (flow) decreases both the energy
consumption and the amount of powder in the product, and therefore, those levels
were recommended. Also, experimenting with lower levels of X4 and higher lev-
els of X; could be worth considering.

As for the compression zone, Xy, if used at its high level will increase quality
(Y ) but decrease productivity (Y4). The reason for lower yield is that extrusion
through a 2% " die is more difficult than through a 27 die.

The suggestion was made that, again, experimenting with the formula, one
could try to reduce the viscosity of the extruded material and gain productivity.
The question to be answered in future experiments is if quality, Y, can also be
improved simultancously,



T PRAT AND TORT

i
X3
m27 =3.7 248.0
+ pre=———— — = ey
I |
| I
J |
L] .
' 1
' I
| |
! I
| 128 i
= & L= =s=om=s = === sl
235.4 7228
1 = -
N H %y

Figure 8, Mean coergy consumplion ().

Another lesson learned was that Y, (amount of powder in the process) is
uncorrelated with all other responses. This can be seen in the bivariate scatter-
plots of Y, versus all other responses and also by noting that X, affects Y,, but
not ¥y, ¥Ys, or Y, Therefore, to use this indicator 1o control the quality charac-
teristic Y, was not a practice to be recommended. In order to minimize the loss
of useful product, Y, should be minimized. The recommendation was to use low
levels of glue material X, or even better, try to run mixture type of experiments
with the formula. This suggestion is going to be implemented in future experi-
ments.

The main quality characteristic, Y, (amount of powder in the product) and the
cost charactenistic Y, (energy consumption), could be optimized simultaneously,
but a trade-off was necessary between those responses and productivity, Y,
{yield) involving the compression zone of the dic. Using the high level of X,
{conditioning temperature) and low level of X; (flow) decreases both the encrgy
consumption and the amount of powder in the product, and therefore, those levels
were recommended. Also, experimenting with lower levels of X, and higher lev-
els of Xs could be worth considering.

As for the compression zone, X, if used at its high level will increase quality
(Y} but decrease productivity (Yy). The reason for lower yield is that extrusion
through a 2% die is more difficult than through a 27 die.

The suggestion was made that, again, experimenting with the formula, one
could try to reduce the viscosity of the extruded material and gain productivity.
The question 10 be answered in future experiments is if quality, Y, can also be
improved simultaneously.,
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Conclusions

Real plant experimentation faces the experimenter with economical and techni-
cal constraints. In this case study it has been possible to take into account those
constraints in a 12-run resolution V' design.

Four responses were studied. The internal losses in the process could be
decreased in the short term by using low levels of glue material. Further
mixiure-iype expeniments were recommended with the formula in order 1w further
decrease the internal losses as well as a way 1o solve the trade-off between quality
and productivity arising from the effect of the compression zone of the die.

Finally, the conditioning temperature and the flow could be set in such a way
that the quality improved while the energy consumption was also decreased.
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Appendix 1

One way to see that the design is of resolution V is as follows:
If the true model relating a response vy, o the experimental factors is:

True model: v = X8, + Xa8: + ¢
and we fit the model:
Fitted model: ¥, = X8, + ¢
then if by = (XX, XY is the OLS estimation of 81, it is well known that:
E(by) = §; + (XX;) 7' X" Xofy = §; + BB,
where B matrix is the bias matrix:
B = (XX XX,

If the four main effects and the six two-factor interaction are considered as
being the columns of X, and X, has as columns the four three-factor ineractions
and the four-factor interaction then the product Bg, is:
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0 0 0 0 =1
0 0 0 o -1
-1 0 0 0 0 [ 123 ]
0 =1 0 0 0 124
0 0 -33 -33 0
0 =1 0 0o 0 134
-1 0 0 0o 0 23
0 -1 0 0o 0
-1 0 0 0o 0 Resd
00 0 0 -1
and therefore the confounding pattern, in the notation of Ref. 10, is:
1= 1 - 1234 13 =13 — 124
2= 2 - 1234 14 = 14 — 123
3= 3-123 23 =23 — 14
4= 4—124 24 =24 — 123
12 =12 = (33) 134 — (33234 M =M- 124

which clearly shows the resolution V of the design. This high resolution in only
12 runs was achieved at the expense of orthogonality. The design is nonorthogo-
nal as can be seen by computing the matrix (X,X,)”'. The relationship of the
nonzero off-diagonal terms to the diagonal ones in this matrix is of the order:

67125 so that no severe nonorthogonality is present.
The matrix (X, X,) " is (where =" refers to 0)

| 2 3 4 12 13 14 23 24 34

0125 0.6 - - - . . . - A6

06 0,125 . - . . . e L]

: .0025 - - .06 - 06 -
Co0a2%8 - 06 - 06 -

. . . . D.O8Y - : . .

. ' . 4] . 0.125 . i .

. ' L1 . . 0.125 . 06

. ' . S W6 . 0.125 .

. . (i ' - 06 . 0125 -

06 06 - - .+ 0.125 |

References

l. W.E. Deming, Our of the Crisis. MIT Center for Advanced Engincering Stady. Cambridee,

MA, 1586,

2. M. lmai, The Kev i Japan s Competitive Success, Random House, New York, 1986,



EXPERIMENTAL DESIGH 1N PET FOOD MANUFACTURING EE]

3, K. Ishikawa, Whar is Towad Qualiry Control? The Japamese Way. Prentice Hall, Englewood
Cliffs, NI, 1985,

4. 1M, Juran and F.M. Gryna, (uality Plarning Amafysis. McGraw Hill, New York, 1980,

5, P.R. Scholies, The Team Hamdbook, Joiner Associates, Madison, W1, 1988,

6. K, Ishikawa, Guide ro Quality Comreed, Unipub, Mew York, 1987.

7. R.A, Fisher, Saristical Methods for Research Warkers, Oliver and Boyd, London, 1935,

#. R.A. Fisher, The Design of Experimens. Oliver and Boyd, London, 1935,

9. W .G, Cochron and DR, Cox, Expevimentn! Desigas, Jobin Wiley, New York, 1957,

1, G.EP, Box, W.G. Humter, and J.5. Hunicr, Statistics for Experimenters. John Wiley, Mew
York, 1978,

11. G. Taguchi, Introduction to Quality Engineering. Unipub, New York, 1986.

12. G.E.P. Box. §. Bisgaard, and C. Fung, An Explonarion and Critigue af Taguchi's Contribiution
1o Qualiry Engineering, Quality and Reliabiliny Engincering International, Yolume 4, 1988, pp.
123-131.

13, G.J. Hahn, Experimental Design in the Complex World, Technometrics, 2615, 19-31. (1984).

14, P.W.M. John, Starisiced Design and Amalysis of Experimenss. Macmillan, New York, 1971,

15. G.E.P. Box, et al.. Some Problems Associated With the Analysis of Multiresponse Data, Tech-
momelrics 13, ¥3-51, (1973),

16 . Daniel, Use of Half-Mormal Plots in Interpreting Factorial Two-Level Experiments. Tech:
momerrics, 4, 311-341 (1959),

17. G.EP. Box. When Murphy Speaks, Listen. Center for Quality and Productivity Improvement.
Umiversity of Wisconsin. Technical Repor 34 (1989).

18, G.E.P. Box and N.R. Draper, Evolutionary Operations. John Wiley, New York, 1969

About the Authors: Dr. Albert Prat is Professor of Statistics at the School of
Industrial Engineering, Polytechnic University of Catalonia in Spain. He has been
visiting Scholar at the Graduate School of Business, University of Chicago, and
visiting Professor at the University of Wisconsin-Madison. He is a member of
151, AS.Q.C. and AS.A.

Dr. Xavier Tort is Assistant Professor at the School of Industrial Enginecring,
Polytechnic University of Catalonia in Spain, and Quality Manager at SISTE-
CAL.



