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Congratulations on purchasing Lean Mastery Collection: This Book includes: Lean Six Sigma, Lean Startup, Lean Analytics, Lean Enterprise, Agile Production Management, Kanban, Scrum, and Kaizen and thank you for doing so.

The following chapters will discuss everything from the very basics to the insider’s secrets about Six Sigma and how to implement it. Six Sigma is a methodology that aims to change the way you do business. This methodology strives to help you and your team to come closer to perfection in your product, in the customer service you give to your patrons, and in severely reducing the waste produced in each of these pursuits. The wonderful thing about Six Sigma is that it is suited for every business model and industry possible. 

In this guide, you will find the tools you need in order to use Six Sigma as a path to a vast improvement in your business. You may have heard horror stories about other companies wasting hundreds of thousands of dollars on methods that turned out to be inefficient or ill-fitting for their business model, their mission statement, or their industry. The Six Sigma method can be used to improve the production of your company’s deliverables, can overhaul the quality of customer service, can increase productivity, and can even maximize efficiency across the board. 

The proper implementation of Six Sigma leads to better numbers, better outcomes, and a more ideal environment for both staff and management. No matter what process in your company seems to be the squeaky wheel, Six Sigma is the oil to help it glide effortlessly toward bigger and better numbers for your company. This guidebook will eliminate any guesswork from your implementation, your strategies, and your company’s use of Six Sigma.  

There are plenty of books on this subject on the market, thanks again for choosing this one! Every effort was made to ensure it is full of as much useful information as possible, please enjoy it!
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Chapter 1: Six Sigma and its Basics
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If you’re running a business or if you have been for some time, you may have heard of Six Sigma in your travels. Many businesses use this quality method to help management spot the kinks in the armor, to spot slows on production, to spot defects in the quality of production, and so much more. You’ve probably heard other business owners or companies boast that the use of Six Sigma increased their effectiveness and business productivity by quite a large margin. 

Many small business owners have counted themselves outside of the demographic that could make effective use of the Six Sigma strategy. Many businesses have subscribed to the idea that their diminutive business model doesn’t require such an in-depth strategy. This could be considered true if the owners of those businesses had also decided that they wanted to stay small enough that their business didn’t require such an in-depth strategy. 

By implementing one of the most effective methods which are currently available to help improve your business’s performance, you’re ensuring growth in coming quarters. Any organization, no matter how big or small can benefit from the minimization and resolution of defects or lack of quality in your company’s products or deliverables. This includes services with little to no tangible product. 

Every time your business delivers something that a customer doesn’t want or can’t use, your organization has an expense attached to that product. You could be losing a customer who would have been recurring, you could be wasting materials, you could be replacing parts or entire orders, you could be losing man-hours on redoing the unsatisfactory task, and more. No matter what needs to be fixed or redone after a bad service is rendered, there is waste that the company now must undertake. For many small businesses, the end of its life comes down to the number of times this situation occurred and went unresolved. 

Each time your business loses some pennies, Six Sigma can help you to pinpoint why that money was lost, how to keep it from happening again, and how to conduct yourself so fewer pennies are lost in the future. It’s the curtailing of these losses that starts to keep your business on firm footing in your industry, and which frees up funds for more effective things to advance and improve your business over time. 

The Six Sigma methodology gained traction in the 1980s after it was endorsed by Motorola. In that time period, Motorola had been trying to measure the defects their company was turning out on a granular level. This was quite the shift from previous methods, which had been measuring things on a much larger scale. Their hope, in putting their mistakes under the microscope, so to speak, was to reduce the amount of waste being created, while turning out a better product for their customers to use. 

In implementing Six Sigma, the return on their investment was a massive increase in the level of quality in several of their products. Motorola even received the first Malcolm Baldrige National Quality Award, which is in its third decade of being awarded for performance excellence in United States companies. Shortly thereafter, Motorola shared their Six Sigma method with the world, causing several other companies across the country to start earning these awards in performance excellence as well. By 2003, the total estimated savings caused by the use of Six Sigma was topping out over $100 billion. 
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What is the Sigma Scale?

[image: ]


One of the first things you want to know when you’re learning about Six Sigma is the Sigma scale. This is a universal tool that helps you to gauge the performance of a business, no matter what type or size. 

Sigma is known as the statistical term to represent a standard deviation or the measure of a variation in a dataset. Higher scores on this scale mean higher performance, or it can mean higher precision in the results. 

If a business’s output is defective 60% of the time, it means that the performance of one Sigma is accurate. If a business’s output is defective only 31% of the time, it means that the business is compliant with a rating of Two Sigma. Each item produced is one opportunity for failure. The Sigma Scale measures the overall number of opportunities on a scale of millions, then analyzes the defects at a rate of one per million. The table below illustrates the scale with the percentage of defects, the defects per million, and the Sigma scale:

	
The Sigma Scale



	
Sigma Level


	
Defects per Million Opportunities


	
Percent Defects



	
1


	
691,462


	
69%



	
2


	
308,538


	
31%



	
3


	
66,807


	
6.7%



	
4


	
6,210


	
0.62%



	
5


	
233


	
0.023%



	
6


	
3.4


	
0.00034%




––––––––
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Six Sigma gets its name from the rating on the scale, which implies a near-perfect level of production with only 3.4 defects per million opportunities. 

	[image: ]
	 	[image: ]


[image: ]

Defects per Million Opportunities (DPMO)
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You will find the term “defect” used fairly liberally throughout Six Sigma’s methodology. The goal of any company that is using Six Sigma is to eliminate the number of defects in every million opportunities. As mentioned above, every single item produced is an opportunity for defects, and every missed opportunity means more money into your business. 

Defect, you will find, has somewhat of a looser definition here than you may have anticipated. A defect in Sigma is explained as a product turned out by your company that displays any level of nonconformity with your company’s mission statement or ideal deliverable. Whether you are a life coach who gave bad advice, a machinist that bent up a sellable product, or an installer that missed a step, these are defects in the deliverable good or service that your company wishes to sell to the public. If anything your company has turned out or delivered was deemed unsatisfactory by you or the customer, it is a defect. 

The average rating for companies around the world falls somewhere between three and four Sigma, which is better than one, but it still implies up to nearly 67,000 defects per million opportunities (DPMO) for those businesses. Think of the bill you’d be saddled with if you needed to cover 67,000 defects right now. If your company produces ten million units each year, consider having to pay for 670,000 units right now because they’re defective. 

That is the kind of loss that stacks up over time and that is the kind of loss that can sneak up on your business and keep it from growing, or worse.  
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Chapter 2: Levels of Implementation
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While there is a wealth of other methodologies that can partner with Six Sigma to help businesses reduce their level of risk and loss, there are two basic ones that serve as a good place for you to start when you’re first implementing Six Sigma into your workplace. Those two are DMAIC and DFSS; let’s look at them a little more in-depth
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DMAIC
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This is a principle that is broken down into Define, Measure, Analyze, Improve, and Control. This can help you to interject Six Sigma into the middle of a business that is already running, so you don’t need to bring production to a screeching halt to overhaul it. Let’s look at each of these components and clarify what we mean by them. 

	Define – This is the step at which the business must outline their needs and their goals for improvements in their process so the products that are getting turned out for the public are in compliance and adherence to laws, regulations, standards, and needs of the business, industry, and customers. Without defining the goals that you want to reach, your company isn’t going to make very much discernable progress.  

	Measure – This is the step at which you must make an honest assessment of your company’s current performance with the systems that are already in place. It may take some time to gather the data that is relevant, but it’s worth it to see how much progress has been made with the implementation of the system. These numbers will tell you everything you need to know about how your business is doing.   

	Analyze – In this step, you must analyze the current setting, then observe the relationship between the performance and the key parameters. Lean Analytics is a great tool to use in analyzing the situation of your business and in being certain that the improvements you’re implementing are effective for your business. If changes need to be made, analyzing your business’s data with regularity will tell you this sooner rather than later, keeping you ahead of the curve on any lost time or resources.  

	Improve – The information gathered in the previous steps of this process will give you the information that will help you to decide on what improvements need to be made in your processes. It’s at this stage that you can begin to implement those changes to optimize your business, eliminate loss, and maximize efficiency. 

	Control – This is the stage from which you monitor all the goings-on in your company, ensuring that all the numbers stay in the ranges that you’ve determined and set in the previous steps. This will help you to bring about consistently positive business. 
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DFSS
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If you’re going to be starting a business from the very beginning, you can do so with Six Sigma methodology by using the DFSS method, which dictates that you must Design for Six Sigma Methodology. Some could argue that this is simply an offshoot of Six Sigma itself, while some others see it and use it as its own methodology. In any case, one must utilize the IDOV approach with this method, which dictates you must Identify, Design, Optimize, and Validate. 

	Identify – You want to identify the goals for your process. What is it that you want your process to result in for the public or for the intended market? These goals must be consistent with your industry, the demands of your customer, and your mission statement.  

	Design – You must think with all possible business solutions for the business you wish to run, then you must select the one that is optimal. This serves as the design for your whole business. 

	Optimize – Once you have all your basics worked out and you know where you would like to take your business, you can optimize the steps of it so your business runs as efficiently as possible. Statistical modeling and advanced simulations can be helpful in this portion of the process. 

	Validate – This is where you will ensure that all the things you’ve chosen for your business are viable, workable, and have the potential to yield what is desired. Verify that you’ve made all the right choices for your business and amend in cases when you have not. 


Each of these strategies, when used in your implementation of Six Sigma, will help you to fit the methodology to your needs exactly. 

When it comes to implementing Six Sigma into your business, there are various levels, as indicated by the title of this chapter. Each person’s role in Six Sigma’s implementation will vary depending on their level of experience with the methodology and its implementation in the sort of business you’re currently addressing. 

The goal of Six Sigma is to have professional management roles for every single member of the team. This includes a ranking system that is similar to that of martial arts, which allows you to determine who is responsible for what within an organization that is using Six Sigma. Some of the different rankings used in this method include: 

	Executive Leadership – This is the top management level of a business that can include, but is not limited to the CEO. These leaders are the ones that authorize those under them to provide the resources necessary to improve the company’s process. This tier of leadership must include those in the upper levels of the company. Without the support of those directly underneath the head of the company, it is impossible to get Six Sigma and its process to run properly. 

	Champions or Quality Leaders – These are the people who are going to be in charge of integrating and implementing the Six Sigma methodology throughout the entire organization. Upper management should choose these individuals carefully, as they will be the mentors for the Master Black Belts. 

	Master Black Belts – These are the ones chosen by the Champions or Quality Leaders and these people ought to be experts in the subject of coaching others through using Six Sigma. The Master Black Belts are the mentors and guides for the Black Belts and should be able to assist anyone in the Black Belt or in the Champion category with anything they need pertaining to the implementation of Six Sigma. 

	Black Belts – These are the individuals who will operate under the guidance and tutelage of the Master Black Belts. Their primary task is to ensure that each of the projects currently in motion are being conducted in accordance with the rules and guidelines of Six Sigma, as well as administering any projects that pertain specifically to the implementation of  Six Sigma. These individuals will look to the Master Black Belts for guidance, but they should be able to function largely autonomously to bring the company fully into Six Sigma. These individuals will exercise leadership in their roles as well. 

	Green Belts – Each tier from Black Belt upward is entirely focused on the implementation and instruction of Six Sigma, while the Green Belts will be working on certain project goals and other projects that were in motion before the implementation of Six Sigma began, thus keeping all wheels in the machine turning and all projects in forward motion. 

	Yellow Belts – These are the employees of the company with little to no experience with Six Sigma, its implementation, its use, and who don’t particularly have the ability to put their knowledge of Six Sigma to work for the company. These employees will be learning about the methodology while instructed to carry out daily duties to help the company to progress. 


Each of these levels is crucial to the company that is implementing Six Sigma, no matter the size or type of business. You need people who understand the process, as well as those who can keep their feet on the ground to keep projects running while those in the higher levels work on shifting everything over to a more efficient method. 

It’s imperative that, as someone running the business, you acknowledge the staff you have at each level. Each of your staff, regardless of their place on this scale, is a crucial part of your business and acknowledging the work they do will go a long way to create goodwill and positivity in the work environment. 

	[image: ]
	 	[image: ]


[image: ]

Chapter 3: Why Six Sigma?
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Now that some preliminary questions have been answered about how and when Six Sigma should be implemented into a business, let’s address some of the other questions that have come up as well. One might be asking, “Why is Six Sigma used in businesses,” “Does it really help to eliminate the defects found,” “Surely this methodology can’t eliminate all the waste is claims to eliminate,” and more. As a business owner, it’s smart to ask the hard questions when a new model or methodology is proposed for your business. The last thing you would want is to introduce so much change into your business without something positive to show for it at the end of the day. 

When implementing Six Sigma into their businesses, people from all over the world have said these reasons were the most pressing for implementing such big changes into their businesses: 

	The quality of each service or product rendered by the company can be vastly improved. 

	The productivity of the company can be vastly improved. 

	The number of possible defects out of every million opportunities will be dramatically reduced, resulting in happier consumers overall. 

	Each result is documented and progress is measured with quantifiable data, rather than the musings or speeches of managers who don’t really know. 

	Profit for the company can rapidly increase, resulting in more growth for the company and more opportunities for growth for all inside the company.

	Because Six Sigma doesn’t assume your business or industry, it calls on those who know what progress is to formulate the goals and an integrated approach toward the resolution of existing problems and the surpassing of previous achievements. 

	When conventional cost-cutting isn’t optimal for your business, Six Sigma offers ways to cut back without sacrificing the quality of what the customer receives.

	Due to less loss on your production line, the overall costs of the business will dramatically reduce. 

	By tweaking aspects of the process that led to the loss, expectations of employees can be raised without increasing stress or workload. 

	By reducing loss on the production line and by increasing efficiency, meeting customer’s needs with a product they love and trust is much more attainable. 

	The general understanding of your business amongst staff will be increased by making them aware of what the business is doing, what techniques and strategies are in place, and what changes need to be made. 

	Job satisfaction is increased when demands for quality products in larger numbers are much more easily met thanks to reduction of distractions, waste, or inapplicable resources. 

	Internal communication is increased amongst staff, creating a much more harmonious environment, a more effective network of individuals, and increased efficiency.

	Products and services can be rendered in less time thanks to the reduction of wasted resources and effort on the production line. 

	Due to all these factors and more, the company will grow across the board. 


As you can see, there is no shortage of reasons to implement such a process in your business. What it comes down to is being able to trust that your business is in good hands and that all these reasons are legitimate. The methodology speaks for itself in the form of happier customers and higher gross revenue over time.  
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