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The Three Keys to Six Sigma Success

Introduction

Let 6 s s ayding ®Six&Bigma ptojech You find it exciting and challenging, even a little stressful. Your
company has invested a great deal of time, effort, and money in its Six Sigma program. Expectations for
your project are high: challenge the status quo, transform the process, and boost the bottom line. Naturally,
youask your sel f, fddre my Six&igmalprojecavillde successful? o

Ask 10 experienced Six Sigma practitioners that s ame question and youdre
answers. But, what would happen if you asked that question of 100 practitioners? 200? Would common
themes emerge? Would some concepts predominate? Could you and your company capitalize on them?

Minitab surveyed nearly 200 Six Sigma practitioners at all skill levels from major companies across the U.S.
and discovered three key principles for Six Sigma project success:

9 Pick the right project
1 Get good management support
1 Execute the DMAIC method

This Pareto chart shows 80% of the survey responses was concentrated in these three categories. The
remaining 20% was distributed among 36 other success factors.

Pareto Chart of Key Success Factors
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This document explores these three principles and demonstrates how the unique capabilities of Quality
Companion by Minitab® and its essential utility, the Quality Companion Dashboard, can help you select
projects that are appropriate for the DMAIC method and secure valuable leadership support.

Quality Companionii t 6s t he best ®Lhing since Minitab

Quality Companion p.
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The Three Keys to Six Sigma Success

Pick the Right Project

The widely publicized, million-dollar savings of Motorola, Xerox, and General Electric might lead a newly
trained Six Sigma practitionerd from Green Belt to Championd to believe that implementing Six Sigma is a
guarantee of success. However, experienced Six Sigma team members tell a different story. They know
first-hand that selecting the right project is a critical, early step to success.

Figure 2. Pick the Right Project - Total = 706
Project Linked to Finances 231
Project Scope is Manageable | 150
Appropriate Project for DMAIC Method 4 |131
Significant Benefit from Successful Project - |129
Select Good Projects A 65
T T T T T
0 50 100 150 200 250
Weighted Vote

What is the right project? The survey resutsabove i ndicate t hat todinapcesdtg & ct 6 s

company6s bi®d very mpoltantrfaetor in the equation. When you can effectively establish and
communicatea pr oj ect 6s foaesompaaylpiofiss, younhel@reiriforce its potential benefits.

Analyzing financial information is

an important step to take early in Project Financial Analysis - [Transactional]

a Six Sigma project.

Cost of Goods Sold Reduction Estimate ($/Mon) Final ($/Mon)
In Quality Companion, a Project 2=t '=>r i i
Variable overhead $15,000 $18,000

Financial Analysis can help you
quickly estimate your gross pre-
project savings and report your

Material

Customer concessions

. . 1
final figures once y Tota F10.000 B0
Implemented a solution. Support and Fixed Overhead Reduction Estimate ($/Mon) Final ($/Mon)

Reduction of indirect staff (salary and benefits) $7,000 $11,000
You can add and delete rows of :
. . Reduction of leases, fees
data depending upon reporting
. Reduction of maintenance costs

expectations and then save

h h Total $7,000 $11,000
those changes as a standard R e NPT WGPPSR e

template.
Section of a Quality Companion Project Financial Analysis

A second factor is the size and focus of your project. The expectation of tremendous gains from Six Sigma
often leads to initiating projects too large in scope to be manageable. Of the Master Black Belts surveyed,

many warned about projects with a scope equivalent

large enough to significantly improve the process, but still small enough to be manageable.

Minitab Inc. 20081 All rights reserved.
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The Three Keys to Six Sigma Success

A SIPOC is a high-level process

SIPOC
map that defines the scope of a  erepareasy: Date:
. . Sue Jordan 5/1/2008 =)
process and helps identify erjece
. . - . Reduce Claims Cycle Time
potential projects by isolating
. Q) How to fill out the SIPOC
areas that need improvement.
Suppliers __ Inputs _ Process __ outputs_ C: s
A SIPOC helps answer questions  [res e e | Ssswmsnn |Gy Maissaey s
QA QA completeness  [Date/time stamped Check for completeness Timeliness
about where a process starts and stamp Process daim T T [ Fospials
. . . Add claim to mainframe email
ends, its major steps, primary e N

inputs and outputs as well as the
key internal and external
customers and suppliers.

A SIPOC also helps identify whethert h e

end of shift

Check for data errers

Generate check

Generate confirmation e-

Quality Companion SIPOC

p r o j civestwdl sequirebtgo éarge a change to be achieved.

Finally, choosing a project most likely to benefit from the DMAIC approach is essential to success. That is, a
project with a measurable defect or one that would allow any changes to the process to be measured
accurately. A project may be important and even beneficial for your company, but may not meet the criteria
to be a Six Sigma project. The added challenge may be that you have dozensi if not hundredsi of projects

to choose from. Where do you start?

Project Risk Assessment

Scope / Definition of Project

Consider the powerful combination
of a Project Risk Assessment and

Project Prioritization Matrix.

Weight| Evaluation Criteria Answer Risk Score

1 The project has a clearly identified customer \VNo b 10

2 The project has a clearly definable defect [ ves v 2l A Projec'[ Risk Assessment will
g The defect can be effectively and accurately measured ‘VProbrarl:}Iry ¥ 27 Support yOUr eVaantion Of Whether a
2 The defect metric can be defined at the opportunity level | Maybe v 8 . 3

1 Costs can readily be associated with the defect i’(chc;ose) vr s pOtentIaI proJeCt can be brought to
1 |Defects are of an ongoing nature successful completion on time.
1 The process to be improved has reasonably high ocutput volume il\P"r:‘;J;ebly * Qua“ty Compa n | on 6 s P r
1 The project can be completed in a timely manner !Probably Not * . .

1 The project has only one defect (one DPMO) 3':‘8,,\“,:‘_, - -] Assessment prOV|deS y0U with a
1 The project will involve only one product f(;:hoose) Vt " Standard Set Of eVaantion Criteria for
b o frgleimerovements will not depend on modifying operations outside.of 1(choosd oa Mlmen...oil  any Six Sigma Project.

Section of a Quality Companion Project Risk Assessment

S Project Prioritization

Once youbve establi
a Project Prioritization Matrix may be used
to logically select optimal projects.

The Matrix helps prioritize a project
pipeline according to the criteria that are
important to your organization so that you
can select the project which will return the
greatest value to the company.

A total value for each project is calculated
and plotted against an ease of completion
to determine which projects have the most
value for the effort expended.

Importance of Each Criteria| g 4 L)
c
30,
ki1
] =
w &
i T
3 o c
Selection Criteria| @ o
ty @ %
2 = E
5 % |3
5 |2 |5
o |& [@&
Project ID Location / Project Name Weighted Ease of [Value * EOC
Process Value by |Completion
Project
a Claims processing Reduce claims cycle time 9 4 7 102 7 714
Claims division
b Claims processing Reduce incoming claims 2 S 8 52 | 156
Claims division errors
c Claims processing Reduce outgoing claims 5 s 5 70 5 350
Claims division errors
d Claims processing Reduce remote transfer 1 6 7 46 2 92
Claims division ratio
Weighted Effect on Each Criteria| 136 | 80 | 54 [1 = Hard]
{10 = Easy]
[, —— ey e

Prn i s NP A e Fomt LA L et o AR,

Section of a Quality Companion Project Prioritization Matrix

Minitab Inc.
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The Three Keys to Six Sigma Success

Good Management Support

Essential support from corporate management goes beyond providing Six Sigma teams with the needed
resources (time, money, people, etc.). Management committed to a Six Sigma project ensures ongoing
comprehensive communication throughout the entire organization for the life of the projectd beginning to
end. Who is involved? Wh at 6 s t (Gaa yog megtlthe goal? What can each employee do to help?

Our survey of 200 Six Sigma practitioners identified seven factors that, in combination, are the best
definition of what it means to manage teamsiand manage them well. Good management is ready to
provide resources, time, training, understanding and the willingness to support the need for limits.

Figure 3. Good Management Support - Total = 598

Committed Management Support - 217

Excellent Six Sigma Training -

|

Appropriate Project Resourses Available - 74

Enough Time to Complete the Project
Management Understands Six Sigma 4 64
Knowlegeable Project Leader A 61

Project Scope Changes Only When Necessary -

L

50 160 15IO 2(|)O 25|O 360
Weighted Vote

o

As good management support includes supplying their teams with the right training and tools, many Six
Sigma practitioners are discovering that the key tool they can provide is Quality Companion. Its all-in-one
design allows project teams to rely on a single application to organize, standardize and execute Six Sigma
projects.

= Roadmap Quality CompadinainB taunchpad for project-
e % Aoledtboe A based soft tools and forms. Each resource can be added to the
b1 (=) 7%=.| Define 1: Define and Scope Project L. .
8 ) Project Prioritization Matrix Roadmap within discreet phases to keep teams on track and on
8 ] stroc time.
8 =] Analysis Capture
8 ~] Project Risk Assessment . . . .
8 B] Define 2: Define Defect The customizable Roadmap is delivered with a DMAIC template
8 - ] Define 3: Plan and Document: Project to get you started. If your team has additional steps, simply add
:9 : % ﬂi:iﬂié E::;ET; :::;:\r:ment i them and create your own business template for future projects.
g = E Motra ! ek Tiiroveiment Gosls The Roadmap helps guide team members to do the right things
8 i F2] Measure 4: Map Process and Identify Inputs at the rig ht time.
8 i 2 Analyze 1: Isolate Key Inputs
‘3‘ [+ E_Q,j Analyze 2: Develop ¥ = F(X) Function . . L. L.
€ @ [ Analyze 3: Determine Optimal Settings Six Sigma training is intense and complex. What makes sense
5" 7] 1mprove 1: Implement Proposed Improvement | in the classroom may be lost when trainees return to work. On-
s = =] Improve 2: Validate Proposed Improvement | the inh guidance and reminders of Six Sigma principles would
b3 £ Ej Control 1: Implement Control Strategy .
g +1 2] Control 2: Close Out Project be helpful to management, project leaders, and team members.

Minitab Inc. 20081 All rights reserved.



The Three Keys to Six Sigma Success

Quality Companion Coaches offer on-demand guidance for built-in tools and Roadmap phases as well as
support in completing data analysis functions in Minitab Statistical Software. Written by Six Sigma experts,
Coaches provide just-in-time support to all levels of Belts whenever they need it.

ﬁ

Summary et
Available Tools collapze
Planning Tools 1-Sample t-test

+ Data Collection Planner summary | How-to || cuideines [III——

* Gantt Chart

e Task Progress Report

» Tool Progress Report

* Meeting Minutes

Selection and Scoping Tools
Idea Map

House of Quality Matrix
Fishbone (C&E Diagram)

C&E Matrix or X-Y Matrix

CT Tree

Analyzes the difference between an observed process mean and a specified value.

Answers the question:

* Is the mean of the process significantly different from a specified value such as a previously
known value of the process mean or a nominal specification?

g When to Use Purpose
5S Audit
Financial Analysis Pre-project Verify the process is producing output significantly different from
Project Prioritization Matrix expectations, which validates the need for an improvement project.
Project Risk Assessment Tool Mid-project Test whether the output changes significantly when an input is

« SIPOC controlled at a new setting or a previously uncontrolled setting is

now controlled.
| a# -PIQCESS MRt s smvun. st st o b e n bt a8 8 o e s

hn s o A A A B MR ottt

Portion of a Quality Companion Coach on how to Define and Scope a project

In return for increased and ongoing support, management expects results. Experts in the implementation of
Six Sigma, Ron Snee and Roger Hoerl, see project tracking and review as critical to any Six Sigma effort”.
Project detailsi and snapshot status informationi should be presented concisely and in a standardized
format.

Quality Companionbts Presentation t o abknapsHotlobawpsojecy a a
specific point in time and turn it into a slideshow within Quality Companion or export it all to PowerPoint.
The Presentation may include data, tools, pictures, logos and any content that you can copy and paste.

The free Quality Companion Dashboard utility provides a summary view of multiple Quality Companion
project files for stakeholder review.

The Dashboard aggregates

project details including financial

data and each projectoobs
progression toward goals and

displays them on one screen.

Customize columns and use

fiters to view only the data in

which you are most interested.

The Dashboard is an essential
tool that offers a quick and easy
way to assess your entire Six
Sigma deployment.

Request the Quality Companion Dashboard

1Snee, R. D. and Hoerl, R.W., Leading Six Sigma, A $tgStep Guide Based on Experience with GE, and Other Six Sigma Companies, FT Prentice Hall, Upper
Saddle River, NJ, 2003.
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http://www.minitab.com/products/qualitycompanion/dashboard/dashboard.aspx

