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ZACROS AMERICA CONTINUES TO GROW

ABOUT ZACROS AMERICA INC. Zacros America, Inc., was founded in
2012 as a subsidiary of ZACROS, also known as Fujimori Kogyo, a Japanese
converter of flexible films and packaging established in 1914. In 2014, Zacros
America acquired the former Hedwin Corporation and the manufacturing
facility was moved from Baltimore, Maryland, to Newark, Delaware, in 2017.
Starting January 1, 2020, Zacros America Hedwin Division changed to Zacros
America, Inc., to optimize business to serve customers. Products range from a
protective film for cell phones and computers to a medical injection solution
bag. ZACROS group has 14 manufacturing facilities in 6 countries: Japan, the
US, Taiwan, Indonesia, Malaysia, Thailand, and China.

Zacros America focuses on environmental solutions, providing flexible
packaging for liquids. Their main products are CUBITAINER® and flexible
pouches. Zacros has Newark, Delaware, and Reno, Nevada manufacturing
facilities in the United States.

THE CHALLENGE. Four of the ten highest produced SKUs in Zacros were
not profitable or marginally profitable with current processing. Zacros
produces on seven production lines, six of which use one methodology for
packaging forming and one that is unique. The unique line produces the same
type of material with a 33% faster cycle time. Production and engineering both
had assumptions of where that faster cycle time came from, but no conclusive
evidence existed of the actual cause or how to use that information to speed
up our other lines. The company turned to DEMEP, part of the MEP National
Network™, for help.

MEP CENTER'S ROLE. A Zacros Process Engineer and Sales Manager
attended a DEMEP Lean Six Sigma class for furthering education, and the
decision was made to use this opportunity to tackle this long-term issue with
the Lean Six Sigma project. Using the tools from the Lean Six Sigma class
and with help from the instructors, the Zacros team and DEMEP staff used a
variety of Lean Six Sigma tools and the D-M-A-I-C (define, measure, analyze,
improve, control) process to identify the actual cause of the reduced cycle
time of the faster process. The results from using the Lean Six Sigma tools
proved to be neither the production nor the engineering group's original
solutions. The proper part of the forming process that led to faster processing
was identified through statistical analysis. Upgraded equipment was ordered
and installed on a slower machine to prove the case.

"My biggest takeaway from the Lean Six Sigma training and the outcome
of this project is to not have a solution in mind when working a project.
Most assumptions that groups had regarding the “solution” were outright
incorrect or at best marginally important when the data was viewed with
the tools from the class and using the D-M-A-I-C process. The value of the
class and partnering with DEMEP far surpassed our expectations."”

-Ryan MacAulay, Senior Manager of Sales and Procurement
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RESULTS
33.1% reduction in the four
SKUs' cycle time

18.9% average cost reduction
across the four SKUs on that

production line.
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