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Synopsis:
Hillphoenix, a brand of Dover Food Retail, part of Dover’s Refrigeration & Food Equipment segment, is a leading manufacturer of commercial refrigerated display cases and industrial refrigeration systems. The company is highly-regarded for having developed energy-saving refrigeration technology to drive sustainability efforts in the industry, however its refrigerated display case inspection processes needed improvement. 

The line inspection for its large refrigerated cases was manual, paper-based and done from memory each time. The inspection process increased the risk of errors, wasted inspection time with paper forms, limited tracking records, necessitated hefty excel files, and delayed reporting. All inspection findings were recording by hand, and inspection data was reported up to 48 hours following inspection. The Hillphoenix quality team set out to digitally transform this process based on two foundations of the Lean Six Sigma culture: eliminate waste and reduce defects. Additionally, Hillphoenix wanted to improve its inspection data accuracy and reporting functions. 

The Quality team worked with IT to develop a completely digitized solution to achieve the objectives and improve the overall experience for its inspectors. Together, the quality team established the inspection requirements. Using Nintex, Hillphoenix’s IT team built mobile inspection application that ensures every aspect of a unit is examined, defects are recorded with standardized terminology, and pictures can be captured and electronically attached to the inspection record. If defects are found, an inspection report is instantly generated and shared with the rework teams.

The inspection transformation has helped Hillphoenix increase its focus on the lean six sigma culture and embrace the digital era. 

Challenge:
Hillphoenix’s inspection processes for its large refrigerated display cases relied on paper and handwritten notes – resulting in a manual, cumbersome and difficult to tract process. This increased the risk of errors, wasted inspection time with paper forms, limited tracking records, necessitated hefty excel files, and delayed reporting.

One of the biggest challenges to the previous inspection process involved inspectors working from memory and experience – there was no way to ensure the same procedure and steps were followed for every inspection. Additionally, all defects were marked in handwritten notes without standardized terminology, and then recorded and managed through excel spreadsheets. Due to this, the accuracy of inspection data hinged on an individual’s ability to readily analyze handwritten notes. 


Previous line inspection process:
1. Inspector examines unit for any defects or damage. The inspector follows the process they remember from their training and experience as an inspector.
2. If damage is found, the inspector hand writes a note of it, and attaches the inspection notes to the unit notating rework required.
a. The defective unit is sent to the rework area for repair, which is arranged based on the inspection data provided for the unit. 
b. Once the rework is complete, and the unit re-inspected, the inspection reports are gathered and provided to the data analyst who transfers the notes to an excel spreadsheet. Accuracy of the recording hinges on the analysts ability to accurately decipher the inspectors hand writing.
c. Depending on the damage/defect, data may go unrecorded for days. The rework inspection and line inspection data were not recorded separately. Data wasn’t entered until after all rework was completed – skewing data significantly. 
3. If no damage or defects are found, the inspection notes are gathered by the data analyst who deciphers the notes and enters them into an excel spreadsheet, up to 48 hours after the inspections are completed. Before inspection analysis and reporting, the data must be copy and pasted from excel spreadsheets.

Solution:
Hillphoenix sought a digitized solution to standardize, streamline, and improve the overall accuracy of its inspections. The solution utilized Nintex Workflow and Forms for Office 365, Nintex Mobile, and Nintex DocGen®. 

The Hillphoenix quality team started by defining the line inspection process requirements and standardizing the terminology used for inspections. The new solution needed to ensure that every inspection followed the same examination process and allowed for faster data recording an analysis. Hillphoenix built a mobile application using Nintex Workflow and Nintex Forms for Office 365. Each inspector uses a mobile device to complete the inspection.

Transformed inspection process:
1. Inspector opens mobile inspection form and scans item and project/customer number. 
2. Inspector works through a checklist to examine the unit and indicates any defects using standardized terminology from a predetermined selection. The inspector can also take photos and submit them with the inspection notes. 
3. All inspection notes and photos are immediately captured and stored in a SharePoint online database. Captured photos are also attached to that specific inspection record in SharePoint.
4. If any defects are found, an inspection report is generated and shared with the rework facility and the unit is labeled for repair. 
5. Just in time reporting allows Hillphoenix quality team identify inspection trends and address them faster. 

Inspectors are now able to streamline their day-to-day duties, and the new process also allows for just in time report as inspectors can capture and share notes immediately, all while reducing costs for their customers. The inspection checklist and form ensure that each unit is inspected properly and consistently using standardized terminology for any defects. 

Impact and Results
Hillphoenix digitally transformed its inspection process with Nintex by automating traditionally paper-based requests. The transformed inspection process has been rolled out for all refrigerated cases build in the Hillphoenix Case Division, with plans to expand to other facilities within Dover’s Food Retail Group. With the Nintex Solution, Hillphoenix is automating all of its final inspection processes that, up to this point, have been primarily paper-based. Hillphoenix has completely dissolved the use of paper forms and executed 3,000 digitized inspections in the month of August, the end of peak production season. Since its release in Q2 2018, internal Defect per Unit have decreased by 20% and the number of manufacturing related warranty claims has decreased 17%. Since implementation the company has saved approximately $30,000 in scrap and $110,000 in warranty claims. 

The digitized inspection process has brought new focus on the lean six sigma culture at Hillphoenix. Everything an inspector requires to do their job is now digitized and readily available to them from the inspection line – giving them more time for a thorough and accurate inspection. The new process has improved the accuracy of inspection data, reduced risk of errors, standardized the inspection process, increased the efficiency of inspections and made date more readily available for trending and analytics. Nintex has helped Hillphoenix embrace the digital era and process automation technology in by enhancing and improving the way its employees work.
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