Right Start Your Six Sigma




There Is a saying. . .

A problem well defined Is a
problem half solved.

R




Objectives

* Develop project selection criteria

* Define the project in such a way that the
direction Is properly focused

« Write problem statement and objective



Project Selection Essentials

 Launch a reasonable number of
projects

e Scope projects properly
— Well-focused

* Focus on efficiency and customer
benefits

— Select a balance between internal and
external improvement projects



Sources for Project Ideas

e |nternal Sources

— Voice of the Process

— Voice of the Employees
e External Sources

— Voice of the Customer =
— Voice of the Market
— Comparison with Competitors




Internal Sources

e Voice of the Process
nere are defects created?

nere are t
nere are t

ne bottlenecks?

ne rework loops?

nere are you spending money?

* Voice of the Employee
nat are the concerns of the employees?
nat defects are the employees seeing?

nere are the labor intensive processes?



External Sources

e Voice of the Customer
— Where Is the customer dissatisfied?

— What are you hearing through Customer
Service?

* Voice of the Market
— Are you adapting to the changing market?

e Comparison with Competitors
— Where are you behind your competitors?



Prioritize the Projects

Rank based on business goals
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Prioritize the Projects

Rank based on project objectives
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Prioritize the Projects

Late Jobs by Job Category
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Traditional Costs of Poor Quality
Tangible and Easily Identified

50/6-8% Inspection  warranty
Rejects ‘ Scrap Rework

Engineering 1506-20%
Change Orders Less Obvious,
.. Lost Opportunities Late deliver
Expediting costs PO y

N Lost sales
Time value of money Long cycle times

_Lost customer loyalty
Working capital allocations Excess inventory

Additional Costs of
Poor Quality




Project Definition Guide.xls

Project Definition Guide

Project Definition Guide

Black Belt/Green Belt:

Champion:

What is the problem

Who is the customer

What business unit is affected

What business metric is impacted

When was the problem first observed

What is the defect that is observed

What is the annual volume of the defect

Where is data located

What is the best you have been (lowest defect rate)

What is the annual volume of product produced

Annual costs associated with the defect

Identify metric (what will be measured)

Identify adverse effects (negative impacts)

Problem statement - Include what, when, where, how
much. Do not include causes or projected improvements.

Objective statement - Identify baseline, and set specific
goal of improvement.

Project team members




Project Definition

e What Is the problem
— Be specific
— ldentify the area of pain, understanding

where a defect Is identified may not be
where a defect originates

e \WWho iIs the customer

— The customer can be internal, external or a
combination of both

— Customer focus Is the strength of Six
Sigma



Project Definition

 What business unit is affected
— The project should impact the organization.

 \WWhat business metric is impacted

— Tie the anticipated project to a business
metric.

— If the project Is scoped correctly, it will
Impact the business metric slightly. The
project may be too large If the business
metric and the project metric are the same.



Project Definition

 When was the problem first observed

— Has the problem always existed, or can it be tied
to a date, or change in process

 What is the observed defect
— Specifically, what defect is observed

 What is the annual volume of the defect
— What data is available that will quantify the defect

— A project should not be based upon
unsubstantiated complaints



Project Definition

e Where Is data located
— Is data collected currently
— Can data be extracted from a data base

e \WWhat Is the lowest defect rate
— This Is considered “entitlement”

— In recent history, what was the lowest
defect rate

— Is there a benchmark of comparison



Project Definition

 What Is the annual volume produced

— The total amount of product produced on
an annual basis

— Include good product as well as defective
product

e Annual costs associated with the defect

— |s there a cost associated with the creation
of the defect

— Labor, materials, excess inventory, ~ -
expedited shipping, customer loss e



Project Definition

e Identify metric

— What will be measured to track project
progress

— Keep the metric independent of market
volumes

 |dentify adverse effects
— What can negatively be impacted

— Example: Reduce rework, but increase
scrap



Project Definition

 Problem Statement
— Include what, when, where, how much
— Be specific
— Clearly identify the scope of the project
— Do not include causes of the defect
— Do not include plans of improvement

* Objective Statement
— ldentify the baseline metric

— ldentify a targeted improvement
» Be realistic
 70% of entitlement is reasonable



Problem Statements

 Because the software program is

oo Inadequate, 20% of the shipments go
out on the wrong carrier.

» Based on a sample of 100 shipments,
smement | 20% of the short haul loads out of the
Wisconsin Distribution Center do not

utilize the low cost carrier.



Problem Statements

 Too many brakes are being rejected.

_ror | Reduce the rejects to an acceptable
— llevel.

« During the last quarter, 4.4% of the
brakes tested are rejected for low travel.

& 1 This has been on increase since
January. The objective Is to reduce low

travel rejects from 4.4% to 0.5%.



Goal Using Entitlement

e Currently, 27% of patients arrive at
radiology late. In September of 2002,
only 4% were late.

— Entitlement is 4%

— Practical goal would be 70% of the
difference:

27% - 4% = 23% A practical goal would
be to reduce late

23% * /0% =16.1% arrivals from 27% to

27% - 16.1% =10 .9% 10.9%.




ldentify Team

 |dentify team members
— Operator, Customer, Supervisor, Quality, etc.

— Be sure anyone who may have a part of the
project is represented

— Sometimes works well to have a small core team
with “experts” that are brought in as needed

— Team members often change throughout the
progress of the project




What Makes A
Good Six Sigma Project?

e Training Projects
— Avallable Data
* Need something quantifiable to measure
— Simple

« Biggest, most important projects don’'t make good candidates
for a first project

» Build on success for more complex projects
— Strategically Focused
* Narrowly scoped
* High impact to organization
— Cost Savings
* Not required, but is nice to recoup the cost of training
* Post-Training Process Projects
— Just Do Its
— Anything Measurable
— Right Thing to Do’s



Project Examples

Reduction of Loan Processing Time
Decrease Cycle Time of a Press

Reduction of Credit Invoices

Reduce the Variation of Paint Thickness
Reduce Downtime

Reduce Scrap or Rework

Decrease Wait Time in the Emergency Room
ncrease Efficiency, Throughput




Project Scope




Summary

o Select narrowly scoped projects

* Most critical step of project
Improvement, yet most overlooked

 Well defined projects yield better, faster
results



Strategic Leadership Solutions

Six Sigma Strategy Leadership Development
Master Black Belt Leading Change
Black Belt Conflict Management
Green Belt Team Building
Champion Training Leading Difficult People
Curriculum Development Strategic Planning
Project Consultation

All of our services are custom designed to meet gpecific
training objectives

Asking Better Questions, Achieving Better Solutions




Upcoming Classes

e Black Belt (Cincinnati)
— February 6 - 9

— March 6 - 9
— April 3-6
— May1-4
— $7,500
 Green Belt (Indianapolis)
— May 15 - 18
—June 12 - 15

— $2,500
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Contact Information

Karen Brodbeck
www.StrategicLeadershipSolutions.org
(937) 390-9773
Karen@ StrategicLeadershipSolutions.org



