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Preface

At the beginning of my career in gear design and manufacturing, |
experienced a great deal of difficulty learning the art of gear heat
treatment. | struggled a lot, attended a number of seminars on the subject,
and spent a great deal of time experimenting with gear heat treatment.
Over the last 50 years, a great deal of research has been carried out and
published in the disciplines. Unfortunately, very little has been published
on heat treatment of gears that is both easy to understand and useful to the
gear engineer. This book has been specially written for the benefit of gear
engineers engaged in design and manufacturing because | thought it
would be beneficial to share my experience with the gear engineers of the
future. | believe the information presented in this book will give them a
good start in their careers.

Gears have been in existence for a long time. Before the invention of
steel, gears were made of materials that were readily available and easily
machinable, such as wood. Obviously, these gears did not last long and
required frequent replacement. Cost was not as important as it is now.

Today there is continual demand for gear designs that transmit more
power through smaller, lighter, quieter, and more reliable packages that
must operate over a wide range of service conditions, with an increased
emphasis on cost containment. The average life requirement for a gear in
industrial service is now measured in millions of cycles. These require-
ments have accelerated the development and use of high-strength mate-
rials. Gears made of certain steels are found to meet these demands and
to become especially effective when they are heat treated and finish
machined for high geometric accuracy. This makes gear design and
manufacturing more complex. In order to perform these tasks efficiently,

a gear engineer needs to excel in various other disciplines besides design,
such as manufacturing, lubrication, life and failure analysis, and machine
dynamics.

Designing gears is a process of synthesis where gear size and geometry,
materials, machining processes, and heat treatment are selected to meet
the expected level of quality in the finished gears. These considerations
are critical if the gears are to perform satisfactorily under anticipated
service conditions. This led to the development of various design
guidelines for an optimum gear set. However, in my opinion, the quality
of gear heat treatment and its effect on gear performance and related cost
are still not addressed.

viii

Downloaded from http://dl.asminternational.org/technical-books/monograph/165/bookpreview-pdf/600903

bv auest



Preview for: Heat Treatment of Gears: A Practical Guide for Engineers, by A.K. Rakhit, ASM International, 2000
Full digital book available at https://doi.org/10.31399/asm.tb.htgpge.9781627083478

In this book, I discuss gear heat treat distortion for the major heat
processes in detail because my experience is that distortion of gears after
heat treatment always presents difficulty in minimizing manufacturing
cost. Hence, distortion control offers a challenging opportunity to a gear
engineer not only in ensuring a high-quality product but also in control-
ling cost. A case history of each successful gear heat treat process is
included. These case histories will provide important information on the
quality of gear that can be expected with proper control of material and
processes. This information will be beneficial not only in understanding
distortion, but also in the selection of the proper gear material and
appropriate heat treat process for a wide range of applications.

Writing a book takes a great deal of support and cooperation from
many people. | wish to acknowledge all those who helped me with this
project, with special thanks to Solar Turbines, Inc; to Mr. Bruce Kravitz
of Kravitz Communications for proofreading and making many valuable
editorial suggestions; and to Mrs. Sharon Jackson of Solar Turbines Inc.,
for typing the manuscript. | am also very grateful to Mr. Darle W. Dudley
of Dudley Technical Group, Inc. for his guidance and encouragement with
this project.

Finally, I would like to thank my many colleagues at the various gear
manufacturing organizations with which | am associated for their help and
inspiration.

A.K. Rakhit
June 2000
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CHAPTER 1

Introduction to
Gear Heat Treatment

MODERN GEARS are made from a wide variety of materials. Of all
these, steel has the outstanding characteristics of high strength per unit
volume and low cost per pound. These are the primary reasons that steel
gears are used predominantly in industry today. Furthermore, the vast
majority of gears made from either plain carbon or alloy steels is heat
treated to increase strength and life. Although both plain carbon and alloy
steels with equal hardness exhibit equal tensile strengths, alloy steels are
preferred because of higher hardenability and the desired microstructures
of the hardened case and core needed for high fatigue strength of gears.
Over 90% of the gears used in industrial applications today are made from
alloy steels. Hence, the scope of this guide is limited to the heat treatment
of alloy steel gears.

Heat treatment of alloy steel gears is a complex process, and its scope
lies from surface hardening to core treatment with proper control of both
case and core microstructures. A well-controlled heat treatment produces
the desirable surface and core properties for resistance to various failure
modes. These failure modes include bending and contact (pitting)
fatigues, and failures due to simple surface wear of gear teeth. The type
of heat treatment used significantly affects metallurgical properties of the
gears and the subsequent failure modes of the gears.

In addition to hardness and acceptable case/core microstructures, a gear
design engineer expects gears to maintain pre-heat-treat tooth geometry
after heat treatment, if possible. This allows gears to be finished with such
minor operations as honing or lapping at acceptable quality and cost. But,
unfortunately, the quality of gear geometry after heat treatment, carbur-
izing in particular, deteriorates due to distortion to the extent that grinding
of gear teeth becomes essential; the degree of distortion depends on the
material, heat treat process, and equipment used. Although grinding can
improve the geometry of gear teeth even with high distortion, this
increases manufacturing cost significantly. Furthermore, ground gears
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2 / Heat Treatment of Gears

with high distortion may not perform satisfactorily due to the fact that
grinding may remove the required case and lower the surface hardness of
teeth. Thus, for optimal gear performance and reasonable manufacturing
cost, it is essential that gear designers and manufacturing engineers have
a good understanding of the various heat treatment processes that are used
primarily for industrial and aerospace gears.

Of the various heat treating processes currently available, five are
frequently used to heat treat alloy steel gears. These processes are through
hardening, case carburizing and hardening, nitriding, carbonitriding, and
induction hardening. Analyses of these processes show case carburizing
and hardening offers the highest torque-carrying capacity of gears. In fact,
the torque capacity of a carburized and hardened gear set can be three to
four times higher than that of a similar through-hardened gear set. It is
also significantly higher than a nitrided or an induction-hardened set. For
this reason, case carburized and hardened gears are extensively used in
industrial, automotive, and aerospace applications. Nitriding process is
used primarily because of low distortion and in applications where gears
are not heavily stressed and do not require high case depths, for which
nitriding is not cost effective. High case depths often produce unaccept-
able microstructures of the nitrided case detrimental to gear life.

Until recently, carburized and ground gears were not considered
economical because of high finishing cost. This concept was based on
some inefficient carburizing equipment and processes. With the recent
development of improved heat treat equipment and some high-quality
carburizing grade steels, it is now possible to control and predict heat treat
distortion during carburizing and quenching to the extent that grinding
time is significantly reduced. In some cases, minor modifications of
pre-heat treat gear-cutting tools (hobs, shaper cutters) help to compensate
heat treat distortion that reduce grind time even further. Also, carburized
and hardened gear sizes are smaller compared with those heat treated by
other processes for the same horsepower (hp) because of higher allowable
stresses in design. This results in smaller gear units with lower cost/hp
and shorter center distances between the gears. Hence, the use of
carburized gears is increasing continually.

In spite of the fact that more gears are being carburized than in the past,
the process is not yet fully understood from a distortion point of view. A
large number of heat treating organizations still regard the process as a
black art. These manufacturers forget that case carburizing, like any other
manufacturing process, is very much a scientific process. The problems
associated with this process are easily identifiable with proper explana-
tion. This book has been specially prepared for this purpose. It is expected
to provide a better understanding of the carburizing process to gear
engineers. In this regard, problems associated with commonly used gear
materials such as American Iron and Steel Institute (AISI) 8620 and AlSI
9310 are discussed. Also discussed are problems with high-alloy steels
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Introduction to Gear Heat Treatment /3

such as AISI 4330 and HP 9-4-30 that are used extensively in the

aerospace industry. In many of these applications, even with high material
cost per pound, an optimal design is achieved with gears made from these
steels. This is due largely to controllable heat treat distortion of these

materials that helps to reduce gear finishing cost.

To appreciate the advantages of the carburizing process, other heat
processes such as through hardening, nitriding, carbonitriding, and
induction hardening also are discussed, especially the limitations of these
processes to optimal gear design. The distortion in the nitriding process,
sometimes considered an alternative to carburizing, is comparatively less
but cannot be ignored, particularly when conventional gas nitriding is
used. For example, the quality of gas-nitrided gears may drop from
American Gear Manufacturers Association (AGMA) class 10 to class 9
after nitriding, whereas the quality of similar carburized gears may go
down to AGMA class 8. From the last decade to date, the use of
through-hardened gears has been reduced significantly. On the other hand,
induction hardening, particularly the dual frequency method, sometimes
provides an alternative to carburizing and nitriding for large-sized gears.

As already mentioned, minor modification of pre-heat treat cutting tools
designed to accommodate the expected distortion minimizes finishing
operation and thus, gear cost. But this is possible only with known and
consistent distortion of gears. Unfortunately, distortion characteristics of
gears for various heat treat processes and materials are not easily
available. For an optimal design, therefore, it is imperative that both
design and manufacturing engineers become familiar with the various
gear heat treat processes and understand the mechanism of heat treat
distortion, for which some knowledge of the properties of iron (the basic
ingredient of steel), iron-carbon phase diagram, and the properties of
some common alloying elements is considered helpful.
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