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Getting Started with Motivational Lean/Six Sigma

Motivation

What is motivation as it pertains to Lean/Six Sigma? It’s passion! It’s management believing its employees can make a difference through processes improvement. It’s picking teams that absolutely want to improve and believe processes can be improved. It’s giving the employees what they need to succeed. I’ve discovered an interesting aspect of motivation through more than 500 motivational speaking engagements and over 1,000 process improvements. If an outside force is used to motivate a person or team, the result will last but a short period. As soon as employees hit adversity, they will probably quit. However, if the person or team is inwardly passionate about a subject or process, that passion will sustain them through the toughest obstacles. It’s been proven over and over historically that the military force that believes in its cause ultimately wins the war. Therefore, choose passionate people and teams from the beginning. 
Why am I qualified to write this white paper? First, I’ve used the approaches, and they work. Second, I’ve used these principles to accomplish my own dreams and goals. For example, I learned to walk again with braces and crutches after a 55-foot fall left me as a paraplegic. I set the Guinness World Record for Rowing (3,280 miles in 119 days from Los Angeles to Washington, DC). I climbed the corporate ladder and now lead Lean/Six Sigma for CSC (a Fortune 100 company) as a vice president. In addition, I’ve written several books. My most recent, Walking Through Adversity, published by HCI, is on bookshelves around the world. In the following paragraphs, I’ll draw upon these and other experiences in explaining further what’s needed to apply motivation to your Lean/Six Sigma program.
Lean/Six Sigma 101

Lean/Six Sigma, a process-driven program to reduce defects, relies heavily on a decidedly process-free emotion: passion. A motivated, driven team that truly believes in itself will make the difference between success and failure, and should be your first consideration when developing your Lean/Six Sigma program. A program that incorporates motivation at all phases will not only ensure passion in your team and buy-in from your management, but will deliver better business results in the end. Lean/Six Sigma is a set of process improvement tools that helps you track, measure and elevate the performance of your organization. The “sigma” value measures the capability of a process to perform defect-free work (a defect is anything that results in customer dissatisfaction). Six Sigma is the goal, which means that products and processes will experience only 3.4 defects per million opportunities, or 99.99966 percent good. When we say a process is at Six Sigma, we are saying it is the best in its class. 
Recently, I led a Lean event for NASA. Before we began, the process had 47 steps and took 18 months. We used rudimentary Lean to eliminate non-value-added steps, unnecessary approvals and complexity, loops, rework, bottlenecks, manual steps and pushes (which will be explained later). We reduced the steps to 24, and the process took fewer than 10 months! Not all Lean events will be this dramatic, but I haven’t seen one yet that didn’t “wow” the customer. By using statistical models to measure how well your business processes perform, Lean/Six Sigma enables you to monitor/eliminate waste and reduce cycle time. Six Sigma process improvements often translate into greater customer satisfaction, better employee morale and higher profits. 
In today’s highly competitive, discrete manufacturing environment, many companies have realized the low-hanging benefits of applying Lean to their manufacturing operations. To accelerate their access to further savings, they are directing their pursuits to the entirety of the corporate entity. By applying Lean/Six Sigma methodologies, they are able to better understand the interdependencies and interactions of interrelated, complex systems and processes. This understanding is helping to identify and drive out cost and waste. Recent CSC survey data indicates that, out of 280 companies that responded, an overwhelming 73 percent are now using Lean/Six Sigma. Furthermore, the data indicates that 72 percent of those that are using Lean/Six Sigma began projects fewer than 3 years ago. CSC Green Belts are averaging over $25,000 of benefit per completed project. CSC Black Belts are averaging over $250,000 of benefit per completed project. And one of our full-time Black Belts had one project worth over $5 million in benefits!

The U.S. military has also begun to realize the benefits of Lean/Six Sigma:

The Army Materiel Command saw $110 million in savings and cost avoidance by implementing Lean/Six Sigma practices. By removing waste and better controlling output, for example, Letterkenny Army Depot, PA, reduced costs by $11.9 million in Patriot air defense missile system recapitalization. And Pine Bluff Arsenal, AR, reduced repair cycle time by 90 percent and increased its production of M-40 protective masks by 50 percent. “We are turning things around faster for the warfighter,” says Gen. Benjamin Griffin, Commanding General of Army Materiel Command. “This is showing significant savings and improvement wherever it has been implemented.”

What elements go into a successful Motivational Lean/Six Sigma Program, one that delivers the kind of results described above? The key requirements are as follows:

· A passionate executive sponsor

· An endorsed project charter

· Realistic goals
· Application of Lean first

· A passionate team willing to visualize the steps, count the cost, pay the price and never give up!

· A phased approach
· An effective award program
· Motivated and accountable leadership
· An amnesty program
· Integration of motivational messages into events

· Introduction of team members
· Follow-up meetings

· Sharing of the results of projects and the entire program

Let’s look at each of these requirements in turn. The following are my recommendations for making your Motivational Lean/Six Sigma Program a success:

A Passionate Executive Sponsor

A Motivational Lean/Six Sigma Program requires a passionate executive sponsor. He/she shows up for meetings, encourages the team and gives them the tools to succeed. Team members will also ask for updates and are attentive when the report is given. I once read a book that contained 18 chapters describing leadership. And I’ll never forget the last sentence. It simply stated, “Although it’s difficult to describe leadership, you know it when you see it.” It’s the same with passion. You can see it in their eyes and you can feel it as they enter the room. The bottom line is that you can ascertain it from their actions. If they are passionate about something, it changes their behavior! To be blunt: Without a passionate executive sponsor, give it up. No matter how good an idea is, without an executive sponsor, it’s not going anywhere. 
Here’s an example: What if one could tell every single time if a pitch was a ball or strike — every time! Everyone would love that, right? It sure seems like a winning idea. In 1982, a Triple-A baseball team experimented with scanning. They placed undetectable and almost weightless receiver material in the players’ uniforms at chest and knee level. Then they placed the material around the outside of the plate and a scanner at the top of the stadium over the plate. Sure enough, if the ball was 49.99 percent over the plate it was a ball, and if 50.01 percent of the ball was over the plate it was a strike. Fans loved it at first, but soon much of the fun of the game was missing. Such things as second-guessing and yelling at the umpire were gone. In addition, the umpires hated it — much of their job was gone. The pitchers didn’t like it because they knew which pitches the umpire would call a strike even if they were actually off the plate slightly. When Major League Baseball saw the reaction, they didn’t sponsor. Therefore, no matter how good an idea sounds, it must have the support of a passionate executive sponsor to succeed. In the illustration above, the “unmistakable strike” process lacked a motivated executive sponsor to sell Major League Baseball on the idea. Find a motivated executive sponsor before ever beginning a Lean/Six Sigma project!
An Endorsed Project Charter

A Motivational Lean/Six Sigma Program requires an endorsed Project Charter aligned with strategic initiatives (see Figure 1). If you want a passionate executive sponsor, you need to help that individual accomplish his/her goals. You may be asking, “How do I know what the goals are?” They are those things described in senior leadership’s reports, goals and/or vision statements. If your company does not have a posted Strategic Plan (it should), then you can read about these goals in senior-level reports. Align your Lean/Six Sigma project with the company’s senior-level objectives, and you’ll see a motivated executive sponsor. A Project Charter consists of information like executive sponsor, team members, expected return on investment (ROI), the problem (or defect), goal, scope, schedule, resource requirements (including capital), approval and other pertinent details that will sell the idea. The Project Charter contains everything an executive sponsor needs to make a decision as to whether to support the process improvement project. If you can’t sell your ideas captured on your Project Charter, change it until you capture the imagination and passion of an executive sponsor.
	DMAIC Project Charter

	Resource Plan
	General Information
	Review Timing

	Project No.
CSC India-Finance-04-01
Project Name
Auto Bank Deposit
BB/GB
Minnie Mouse, Pluto
MBB
Donald Duck
Sponsor
Mighty Mouse

Critical Support Resources
Name: 
Bugs Bunny

Function:
Payroll, Accts Payable

% of Time:
25%
	Business  
Finance, HR, Operations

Business Objectives
Reduce time, increase accuracy
Customer  Disney

Project CTQ 
Check delivered by 2:00 p.m. every other Friday

Current Process Capability:
1.214
	Start:
5/15/07

D 
5/16/07     
M
6/15/07     
A
7/15/07     
I
8/15/07     
C
9/15/07     
Close
11/15/07

	Project Overview

	Problem Statement: Mickey Mouse not getting check on time by Thursday of each week in the bank; currently, check 2 days late

	Goal Statement (End State): On-time and correct amount as a Direct Deposit in Mickey Mouse’s Account

	Project Scope: Filling out forms, processing, bank contact, deposit check, Mickey confirms it’s correct

	Project Plan (Key Dates): Meet with the keeper of the forms on 5/18/07, talk to bank on 5/20/07, conference call with Mickey Mouse on 5/25/07, 30-minute team meetings every Friday at 9:00 a.m. until the close of the project

	Resources/Team Members: HR — Phyllis Diller, Finance — Rodney Dangerfield, Mickey, L6S BB — Rob Bryant

	Expected Benefits (target savings, DPMO reduction):       
Hard — Save $2,000 in admin. costs

Soft — Increase customer sat., increase of morale

Metrics — Measure days deposit is late



	Signatures

	Champion
______________________               Process Owner
______________________
Black Belt
______________________

Date
______________________


Figure 1. Project Charter

Set Realistic Goals

Other than poor leadership, nothing will discourage a team faster than unrealistic goals. Goals should be attainable! The best way to set goals is to set them at three levels. The bottom level consists of goals that must be attained to meet your employment contract. These are set by supervisors each year. Some companies even RIF the bottom 10 percent of their employees each year. Other companies weed out the less productive employees in more informal ways individually. Both ways can be equally effective. The second level is set by leadership as stretch goals. These should be attainable yet difficult. Leadership typically receives bonuses for performance at this level. The best companies share the wealth with all employees through a profit-sharing program. This truly motivates employees. The third level of goals is what a good Lean/Six Sigma Program is there to achieve. These goals are very difficult and should be tied to the award program this paper describes. The goal of a good Lean/Six Sigma Program is to eliminate or reduce Costs of Poor Quality. These are those aspects of a process that are causing pain to the organization. Some of them are very difficult to measure but are critically important, for instance, lost sales. Lost sales are very difficult to measure because you will never know for sure if you could have won the work with better quality. But it is important to reduce lost sales nonetheless (see Figure 2).
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Figure 2. The Link Between Six Sigma and Costs of Poor Quality

Apply Lean First!

If you really want to motivate a team, get rid of previously required management non-value-added activities. What am I talking about? I’m talking about excessive approvals, control mechanisms that stifle creativity, redundant forms/reports and bureaucracy. This takes courage on the part of management! This is as difficult for some companies as it is for mothers to watch their kids leave home. However, this empowers and liberates employees to achieve your goals. Let me give you an example: I led a procurement Lean event on an account that was losing money. Management required 11 approvals on purchases over $100! One of my first steps was to randomly sample 100 purchase orders (POs). Upon analyzing the POs, I detected a recurring theme — only four of the approvers added value. They commented on costs, quality, quantity, dates, vendors, specifications, customer requirements, products, addresses, etc. They added value by ensuring the customers received what they wanted. The other seven approvals consisted of only a tick mark. The approvers signed POs for the sake of control. They added no value. They had never even rejected a PO; they simply added time to the process but contributed no value. So I developed a business case for dropping these seven approvals. I showed management the ROI, the wasted time, the negative effect on morale, customer dissatisfaction, bottlenecks, loops and rework. I took those approvers who still refused to be dropped, even though they were adding no value, out of the critical path. They received review copies of the POs parallel to the process. It worked! Then the account applied Lean to other processes as well. The concept is simple — get rid of non-value-added activities before beginning to apply process improvement (Six Sigma). Why improve junk? Get rid of it. Figure 3 shows the power of Lean. Look at the 0.75 percent column in both the 10- and 5-step processes. Notice the 5-step process will be four times more likely to meet customer requirements than the 10-step process, and we haven’t improved at all. We’ve just eliminated non-value-added activities. See Lean events below for more information.
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Step Process Yield Step Process Yield

1 0.75 0.8 0.85 0.9 0.95 0.99 1 0.75 0.8 0.85 0.9 0.95 0.99

2 0.75 0.8 0.85 0.9 0.95 0.99 2 0.75 0.8 0.85 0.9 0.95 0.99

3 0.75 0.8 0.85 0.9 0.95 0.99 3 0.75 0.8 0.85 0.9 0.95 0.99

4 0.75 0.8 0.85 0.9 0.95 0.99 4 0.75 0.8 0.85 0.9 0.95 0.99

5 0.75 0.8 0.85 0.9 0.95 0.99 5 0.75 0.8 0.85 0.9 0.95 0.99

6 0.75 0.8 0.85 0.9 0.95 0.99

Yield

23.73% 32.77% 44.37% 59.05% 77.38% 95.10%

7 0.75 0.8 0.85 0.9 0.95 0.99  

8 0.75 0.8 0.85 0.9 0.95 0.99  

9 0.75 0.8 0.85 0.9 0.95 0.99  

10 0.75 0.8 0.85 0.9 0.95 0.99

Yield

5.63% 10.74% 19.69% 34.87% 59.87% 90.44%


Figure 3. The Power of Lean

A Passionate Team

The next thing you need is a passionate team. They must be ready and willing to visualize the steps, count the cost, pay the price and never give up! The team members must believe in what the team is trying to do. Find team members who will benefit by an improved outcome. The process owners stand the most to gain by improving a process. It will increase productivity and morale, reduce costs and improve customer satisfaction. Everybody wins in this scenario. The team should have a proven leader who is respected by the team members. I would rather have a motivated and passionate team than talent, education and knowledge. Team members agree in the beginning to succeed by any legal, ethical and company-approved means. They are winners! They will not yield. If they hit obstacles, they overcome them. Calvin Coolidge said it best, “Nothing in the world can take the place of persistence. Talent will not; nothing is more common than unsuccessful men with talent. Genius will not; unrewarded genius is almost a proverb. Education alone will not; the world is full of educated derelicts. Persistence and determination alone are omnipotent.”
A Phased Approach

In order to maintain motivation, it’s important to break the process improvement into phases and teams. What do I mean by this? Watch a relay team. There is no runner in the world that can keep up with a fast relay team! Each of the runners run one-quarter of the distance so they are fresh and can dash rather than pace themselves. The secret is a good and effective hand-off combined with passionate running! Break the project down into phases. Get the low-hanging fruit on the first pass so the executive sponsor can see an immediate return. Then apply Lean to get rid of all non-value-added activities. Next apply Six Sigma to improve those parts of the process that are harder to improve. We’ll talk more later about why we apply Lean before Six Sigma, but, suffice it to say, why improve junk? Get rid of it using Lean first. Then improve value-added activities. Having phases to a project with team members who rotate in and out maintains the energy and passion.
An Effective Award Program

Put an award program in place that rewards employees for their labor and willingness to improve. Awards should be based upon their accomplishments. Have several award programs and ensure the team knows about them. A good award program costs the company nothing. This is because the company is giving just part of the savings or revenue back to the employees who caused it to happen. A good award program includes dinners, plaques and accolades in front of peers. These are all part of an award program, but if you want real results, say it with money! Share the wealth. 

Motivated and Accountable Leadership

A Motivational Lean/Six Sigma Program requires leadership that gives credit for accomplishments and assumes accountability for failure. This cannot be over-emphasized. The book Good to Great by Jim Collins has an entire chapter dedicated to those CEOs who give credit but assume blame. That is true leadership! If the organization fails, it’s because leaders failed to guide and fuel the ship. Poor leadership will blame the employees for their failures. When I see high morale, I normally see motivated leadership. When I see low morale, poor leadership is almost always to blame. Leaders already receive the greatest rewards, so they should be held to a higher standard. They have a fiduciary duty to ensure the company succeeds. As my grandmother used to say, “To whom much is given, much is required!” Management should have a vision, share it and give the employees the tools to accomplish it. Then reward the employees when they achieve milestones on their way to making the vision a reality!
An Amnesty Program

The next thing you need is an amnesty program. What I mean by this is that if you chastise employees for revealing failure, they will hide poor processes. They will mask it, lie to you and become apathetic. If they bring bad news to your attention, grant them amnesty. If you beat them up for it, they won’t do it. Part of this is allowing them to fail as well. If you chastise employees for not accomplishing all of the objectives they signed up for, they won’t even try next time. They are being brave enough to stand up out of the ranks and charge up the mountain. Reward that kind of behavior! If you do, they’ll be more and more successful as they gain confidence and get better at process improvement. Coercive leadership was epitomized by the Russian Army during World War II when they shot their own men for retreating when leadership never gave them the weapons to fight with in the first place. Have you ever seen a parent who, no matter how well his/her child does, it’s never good enough? We all have! What’s the outcome? The child almost always gives up entirely. Your employees react the same way. Fuel them with encouragement; don’t beat them up with coercive power. Recently, a company I worked with reduced the labor requirements of a process by putting together a team. They reduced labor by 20 percent. Guess what the company did next — laid off the very employees that improved the process. Guess what happened after that — no more improvement ideas! The best companies in the world encourage their employees to succeed! Come on, Management! When your employees succeed, thank them, encourage them, REWARD them! Your employees will charge into hell and back for that kind of leadership!  
Motivational Messages

I always begin my Lean events or Six Sigma project kickoff meetings with a motivational message. I am a motivational speaker, so I use short stories to get the team further energized. I say “further energized” because, if you’ve already addressed the requirements described in the paragraphs above, you have chosen passionate team members, have a motivated executive sponsor, possess an endorsed Project Charter and have explained the reward system. If you’re not a motivational speaker, there are many Web sites with stories and quotes you can use. These two Web sites list many such stories and have links to others (http://www.dailyinspiringquotes.com/ and/or http://www.famous-motivational-quotes.com/index.html ). My Web site (RobBryant.com) lists some of the stories I use.
Introducing Team Members

The next step is extremely important. Send an e-mail to the team summarizing the team members and their accomplishments. This gives team members confidence that the team is talented and knowledgeable. People want to work with winners! People also love reading about themselves. With some of the younger team members, you may have to dig to find their accomplishments, but you’ll find them. Maybe they were the fastest runner at their school, or achieved an academic award in college. This is a powerful ice-breaking tool that gets the team off to a great start. It will motivate them to succeed from the very beginning. Make the team members proud to serve together! If they believe in themselves and in the team, they’re much more likely to succeed.
Follow-Up Meetings

A very important aspect of a Motivational Lean/Six Sigma Program is to hold monthly or quarterly follow-up meetings (or conference calls). Follow-up meetings should be held at the close of every phase of DMAIC (see below for a definition). They should also be held when the team seems to be stalling or hitting barriers. They should be well-attended. When senior leaders take the time to join a meeting, it demonstrates passion. When the executive sponsor and team members are ready for the meeting, it motivates the attendees. The team should be ready to recommend improvements! It should stipulate the improvement, who’s going to do it and by when. All too often, we don’t assign ownership and deadlines to the improvement, so no one is accountable to get it done! Don’t make this mistake. Everyone is busy and many report to more than one boss, so accountability is very important. In addition, the executive sponsor should be ready to make decisions, suggest changes and/or give approvals to the team. Always know when the next meeting is and be prepared for it.
Positive Results BUILD Motivation!

Ensure that you share the positive results with employees! Results will create more management buy-in and will validate to the employees that Lean/Six Sigma works. Employees will do more of it and management will support and sponsor more projects. Positive results are, of course, what companies want from any project or program. Two divisions of CSC actively track savings from their Lean/Six Sigma Program. One division began the program in 2001, and the other joined it in 2003. So far, the validated savings from just these two divisions are more than $150 million and still climbing (see Figure 4)! Two more divisions may join soon. Positive results like these are essential in building motivation for Lean/Six Sigma. Imagine that you are rowing toward shore in a storm. Imagine how discouraging it would be if, after an hour, you were no closer to shore. That’s what it’s like when you don’t share the results. Results invigorate a team or company.
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Figure 4. 2002 – 2007 CSC Lean/Six Sigma Savings
The Lean/Six Sigma Program

This paper is meant to integrate Motivational practices into Lean/Six Sigma, thereby improving the odds of successful deployment of the improvement by at least a factor of three. The previous section described, at an introductory level, the Motivational part of a Motivational Lean/Six Sigma Program. Now we’ll discuss the Lean/Six Sigma portion, again at the introductory level. 
As touched upon earlier, Lean/Six Sigma is a set of process improvement tools that helps you track, measure and elevate the performance of your organization. By using statistical models to measure how well your business processes perform, Six Sigma enables you to eliminate waste, reduce cycle time and achieve best-in-class results. The process improvements made possible by Six Sigma often translate into greater customer satisfaction, better employee morale and higher profits. With its rigorous analysis of data, Six Sigma provides objective information that can help you solve some of your most complex business problems. The term “sigma” is taken from a letter in the Greek alphabet and is used in statistics as a measure of variation. In Six Sigma, the sigma value measures the capability of a process to perform defect-free work. A defect is anything that results in consumer dissatisfaction. 
For example, suppose we need data from another group to do our job. If the data we receive does not meet our needs and causes us or the group that supplied the data to “fix it” or “do it over again,” then the data contains defects or is defective. The higher the sigma value is for a process, the better the process performs (i.e., the fewer defects it creates). As sigma increases, cost and cycle time go down while consumer satisfaction goes up. Most companies operate at about three sigma, conforming to the U.S. Government quality standards of 99 percent established during World War II. Six Sigma is the goal, which means that products and processes will experience only 3.4 defects per million opportunities, or 99.99966 percent good. When we say a process is at Six Sigma, we are saying it is the best in its class. Not all processes need to operate at Six Sigma because it would be neither economically feasible nor sound to do so. We need to benchmark our processes against best-in-class companies to ascertain what sigma level makes sense or is achievable.
Employees are trained at various belt levels so they understand and can apply Lean/Six Sigma tools. They are, at a minimum, White Belt, Green Belt, Black Belt and Master Black Belt (see Figure 5).
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Figure 5. Combined GIS and FSG Lean/Six Sigma Savings 

Lean/Six Sigma Training

White Belt Training is a 1-to-3–day briefing to executives and to employees concerning the Lean/Six Sigma Program to ascertain how to get involved or just to learn more. White Belt training should be extended to the entire organization, and ALL executive leadership should attend.
Green Belt Training is a 1-week course. Attendees must bring a process they own needing improvement in groups of four to six students. Students coming alone may be able to join an existing group. Students will learn Lean/Six Sigma tools, and receive a Lean/Six Sigma Green Belt certificate after the process is improved. The morning is instructional and the afternoon is to apply the tools to the process needing improvement. Green Belts are the workhorse of a Lean/Six Sigma Program. They lead small to medium-sized Lean and/or Six Sigma projects. Green Belts are typically sent back into their operational roles to improve processes they own. Green Belt projects average about $25,000 in savings or increased revenue. Approximately 10 percent of the organization should receive Green Belt training. The kinds of tools learned are:

· Mistake Proofing

· Failure Mode and Effects Analysis (FMEA) 

· Quality Functional Deployment (QFD) (also called “House of Quality”)

· Root Cause/Risk Analysis

· Problem Solving

· Statistical Process Control (SPC)

· Process Mapping/Management

· Performance Metrics

· Trend Analysis

· Process Improvement

· Variation Measurement

· Process Capability Analysis

· Lean Thinking
Black Belt Training is an intense 3-week course (spread over 3 months) for those Green Belts ready to learn more and take it to the next level. Each candidate will bring his/her own process needing improvement to class. Students will learn more Lean/Six Sigma tools as well as the statistics they need to be successful in improving large processes. They also will receive a Lean/Six Sigma Black Belt certificate after the process is improved. Black Belts lead larger Lean and/or Six Sigma projects. The industry average for savings resulting from Black Belt projects is over $250,000/project, and CSC realizes these benefits as well. Some Black Belts are set aside to train Green Belts. Black Belts can either be sent back into their operational roles to improve processes they own or dedicated full-time to improve processes for the entire organization. The latter is best because they may not have time to lead projects if their time is not dedicated. The industry-standard Black Belt can reduce costs or increase revenue equal to 10 times his/her salary. There should be at least one Black Belt for every 100 Green Belts. The kinds of tools learned are:

· Advanced SPC, Control Charts

· Design of Experiments (DoE)

· Analysis of Variation (ANOVA) 

· Test of Significance (Hypothesis Testing) — z Test, t Test, Student t Test, Paired t Test and F test

· Additional DoE Considerations (Test Strategies, Latin Square Designs), Chi Square

· Correlation, Linear, Multiple, and Logical Regression Measurement Systems Analysis (MSA)

· Reliability/Survival, Multivariate Analysis

· Time Series, Nonparametrics, Power, and Sample Size

· Advanced Lean Tools

· Value Stream Mapping
Master Black Belt Training is an intensive course to ensure that candidates can teach Green Belt and Black Belt training. They should master the tools so they can put Lean/Six Sigma programs in place for entire organizations. There should be one Master Black Belt for a company or for every region or division in large global organizations.
Lean/Six Sigma Methodologies

Lean Events are 3-day events with the process owners that improve a process by reducing defects, costs, loops, waste, re-work, bottlenecks, labor, loops, time and non-value-added activity. The goal of Lean is to get rid of non-value-added activities. The goal is to improve the value-added steps, reduce the non-value-added but required steps and eliminate the non-value-added steps. Lean events reduce the following:

· Non-Value-Added Steps 

· Redundancy (People, Processes, Forms, Reports)

· Critical Path Steps (take steps out of the path or have them run parallel rather than in series)

· Rework (get it right the first time)

· Loops (those parts of the process that repeat more than once due to defects)

· Excessive Costs 

· Time or Labor (cycle time, process time, work-in-process)

· Non-Value-Added Approvals 

· Bottlenecks (using a spaghetti diagram)

· Unnecessary Complexity (reduce versions, products, services, changes)

· Manual Effort (causes errors, introduce technology)

· Pulls Rather Than Pushes (the next person or step pulls the service or information when it’s ready rather than having to store it for future use [JIT])

Six Sigma Projects

DMAIC or DMADV?
The goal of Six Sigma is to reduce variation so we can depend upon the process. We use Six Sigma tools to either eliminate defects (or waste), or if we can’t, reduce the defect. Six Sigma uses a plethora of qualitative and quantitative tools that fall into two buckets. Existing processes utilize the Define-Measure-Analyze-Improve-Control (DMAIC) methodology. While new processes utilize the Define-Measure-Analyze-Design-Verify (DMADV) methodology. The tools then fall into the five phases of a project (see Figure 6). Let’s break it down into the two methodologies so it’s clearer.
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Figure 6. DMAIC and Lean Aligned

DMAIC begins by defining the project. The aspects defined are as follows: executive sponsor, team members, expected ROI, the problem (or defect), goal, scope, schedule, resource requirements (including capital), approval and other pertinent details that will sell the idea. This phase normally takes 2 weeks to 2 months. Typical tools used are as follows: the House of Quality (or Quality Functional Deployment [QFD]), flow-charting and the Project Charter.

Next, the defect is measured to understand its level and effect. The steps in the measure phase are as follows: Data Collection Plan, Measuring the Defect, Statistical Process Control (SPC) Charting, Value Stream Mapping, Fishbone with Measurements, Performance Metrics, Trend Analysis, Variation Measurement and Data Display. Once the defect is measured, then comes analyzing the problem. Tools used in the analyze phase are as follows: 5Ys, 5Ss, Failure Mode and Effects Analysis (FMEA), Root Cause/Risk Analysis, Problem Solving, Process Capability Analysis and Design of Experiments (DoE). After using these tools, we should arrive at conclusions about the nature of the defect and probable recommendations for fixing the defect. We then move to the improve phase. Tools used in this phase are as follows: Mistake-Proofing, Lean, Problem Solving, Improvement Recommendations, Choosing the Best Recommendations and Implementation Planning. Finally, we put controls in place that maintain the gains. This phase also continuously measures to ensure process improvements had their desired effect. Without a good control plan, the process will migrate right back to where it was before the process improvement.
DMADV has the same first three phases (define, measure and analyze), but we do those phases before we ever design the process in the first place. We define what the customer wants, then measure what is possible by benchmarking against competitors, and testing our product or service. Then we analyze what is possible and how to best get there. We do all this before we design the new process and finish by verifying it works to customer specifications. If the process does not, the phases should be repeated until it does.
Lessons Learned

· Only use the applicable Lean/Six Sigma tools needed to accomplish the goal. Don’t do them all. This wastes time, resources and tires the team. One way to keep the team motivated is through results. When the desired results are attained, move on to the next phase or project.

· Always apply Lean first! Why improve junk? Get rid of it, then improve those parts of the process that add value (see Figures 3 and 7).

· Kick off each large Six Sigma project with a Lean event. You’ll accomplish more in 3 days than a team working part-time for months!

· Integrate Lean/Six Sigma into your quality management system so it becomes a way of doing business.

· Time spent on the define, measure and analyze phases will mean more effective improve and control phases.

· Begin or modify your Lean/Six Sigma Program with the motivational tools above if you want real and lasting results!
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Figure 7. Comparing PDCA, Lean, Six Sigma, Lean/Six Sigma and DFSS
Key: PDCA: Plan-Do-Check-Act; DFSS: Design for Six Sigma (often the same thing as DMADV).
Lean/Six Sigma Contacts
To learn more about implementing a Motivational Lean/Six Sigma Program in your organization, please e-mail us at rbryant21@csc.com or call +1.888.512.7068.
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