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Accelerator #2: Robust
Deployment Planning

This accelerator identifies the major themes of improvement that are required to
meet or exceed the business plan. It also involves a formal process for stepping
down the major improvement themes into specific project and improvement op-
portunities. In our deployments, we have developed several templates to guide
our clients through this process. Although these will be covered in greater detail,
we will introduce you to them now:

Macro Charter—A template used to collect and identify potential project
information such as a description of a problem, probable root causes, cost
of quality or waste, proposed project name, project objectives, improve-
ment goals, benefits, and deliverables.

Project selection—This template allows executives to evaluate projects
against each other relative to business plan contribution. Projects are
scored and ranked against attributes such as cost reduction, growth, level
of resources, time, availability of data, capital investment, etc. The object
is to remove subjectivity or executive preference, and instead, focus the
organization’s limited resources on critical projects that will take the least
amount of effort and create the greatest impact.

Project or resource alignment—This simple template evaluates potential
participant resources against a variety of required skill sets and direct ex-
periences, facilitates in the identification and selection of team leaders and
team participants, and helps to objectively align people with projects.
Team assignment—Another objective within deployment planning is to
spread and develop critical mass as much as possible. We exercise the
one-resource, one-team rule that forces a deeper development of bench
strength. When everything needs the involvement of a handful of people
in the organization, something is definitely wrong.
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130 How to Achieve Improvement Excellence™ in the New Economy

®  Project charters—This is the team’s reference document for their specific
project. Project charters define a specific team leader and team, executive
sponsor, and the project title. Project charters also include a crisp prob-
lem statement, probable root causes (clue data), project objectives, scope,
boundaries, performance metrics, current baseline performance and cost
of poor quality (COPQ) data, improvement goals, quantified benefits, ex-
pected deliverables, and a rough timetable for the project. Project charters
are living documents that continue to evolve and target in on more specific
opportunities as the team works its way through the DMAIC methodology.

®  Micro Charters—A template used to facilitate a uniform process for iden-
tifying, assigning, completing, and summarizing Kaizen or Quick Strike
improvements.

Figure 5.1 provides an overview of deployment planning relative to the other
Lean Six Sigma accelerators. In Chapter 4 we discussed policy deployment—a
formal practice used in strategic planning and in managing complex projects or
initiatives with many components, each of which requires alignment, execution,
measurement, and feedback for the plan. Policy deployment has been accom-
plished in two ways:

1. Policy deployment is a formal planning process that enables alignment
between the strategic plan, the operating plan, and medium-term, short-
term, and daily business activities. Policy deployment also incorporates
execution plans, measurement, and feedback for all plans at all levels of
planning. Policy deployment is effective in aligning key business process
activities and other general business activities of the enterprise.

2. Policy deployment is a formal planning process that enables alignment
between the strategic plan, the operating plan, strategic improvement
initiatives, and daily improvement initiatives.

Although both can be handled via formal policy deployment practices, it is
within the second that we have experienced a high level of administrative tinker-
ing to keep everything aligned. The improvement activities under the umbrella
of business excellence (e.g., Kaizen, Lean, Six Sigma, enabling InfoTech, etc.)
are much more dynamic than the well-defined key business processes, operat-
ing plans, or strategic plans. Often, these improvement activities are launched or
shifted around in response to critical customer needs or complaints and emerg-
ing global market opportunities. If an organization attempts to align every ma-
jor Lean Six Sigma project and every localized Kaizen or Quick Strike activity,
their improvement initiative will soon be replaced by the administrative require-
ments of policy deployment. Common sense tells us that all of these improve-
ment methodologies require balance and mental awareness. Some 12 to 15 years
ago, many organizations dabbled with a popular process for evaluating proposed
new product features and functionality called quality function deployment (QFD).
Followed blindly, the objective of improving product development was replaced
with the tedious analysis and maintenance of QFD matrices, which actually
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132 How to Achieve Improvement Excellence™ in the New Economy

made the product development cycle worse. If an organization spends more time
on planning the improvement than they spend improving, there is a fundamental
problem with their deployment process. When Lean Six Sigma becomes over-
shadowed by the training, planning, management, and measurement processes
inherent within Lean Six Sigma, it is time to stop the process. For the specific
improvement initiatives identified in a Lean Six Sigma deployment, there is a
simplified version of policy deployment called Macro Charter planning, devel-
oped as an integral part of our Scalable Lean Six Sigma™ model.

Macro Charter Planning

One of the most frequent mistakes organizations make in a Lean Six Sigma de-
ployment is the failure to define, scope out, and charter projects at a level of
detail where they are legitimately doable for the organization and assignable to an
improvement team. As organizations work through their business diagnostic and
policy deployment efforts, they begin to develop improvement opportunities at
a theme or boil-the-ocean level of detail. Some examples of this include improv-
ing the customer experience, improving new product development, reducing
warranty and returns, or improving sourcing quality. When organizations assign
improvement projects at this level of detail, teams flounder with an assignment
that is too ambitious, too ambiguous, and effectively impossible. The result is an
unsuccessful project and team experience. Taking this a step further, when teams
and people experience these outcomes, the organization loses their commitment
and interest because they tried Lean Six Sigma and it did not work. People not
only internalize this bad experience, but they share it with others in the organi-
zation. In the examples cited above, there could be 20 to 50 separate targeted
improvement projects to move these performance needles in the right direction.
This is related to the core competency of Improvement Excellence™. The orga-
nization is anxious to achieve improvements as soon as possible, but they fail to
take the time to define, scope out, and characterize projects with data and facts.
In the process, they fail to set up the organization and improvement teams for
success.

The Macro Charter

The Macro Charter (see Figures 5. 2, 5.3, and 5.4) are planning templates that
logically break down the ambiguous inputs and improvement opportunities from
the business diagnostic and higher-level policy deployment activities.

As we stated previously, the business diagnostic results in a significant amount
of attribute data (e.g., perceptions, observations, intuitive inputs from structured
interviews) and variables data (e.g., standard financial reports, daily and monthly
performance reports, etc.). This is accomplished by preliminary analysis in each
of the fuzzy areas to further refine more specific opportunities. The objective is
to shake out the 80 percent of the problems and the corresponding 20 percent of
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134 How to Achieve Improvement Excellence™ in the New Economy

root causes. Figure 5.2 illustrates that improving sourcing quality can be broken
down into six separate projects, segmented by specific vendors and groups of
products with the highest defect or field reliability failures. At the risk of chal-
lenging conventional quality philosophies, organizations do not need to deal with
every sourcing quality issue to make a big improvement hit. In effect, the Macro
Charter promotes the notion of knocking down the tallest poles in the Pareto
chart and then moving on to additional improvements. This scoping, breaking
down, and characterization of obscure and fuzzy improvement activities is con-
ducted from left to right across the template through a process called funneling or
chunking. This scoping is also conducted from top to bottom as larger opportuni-
ties are broken down to multiple specific projects. Finally, scoping is conducted
by the interpretation of preliminary clue data and facts, where multiple projects
may either be consolidated or further segmented into more specific improve-
ment projects. These projects may be further refined after they are assigned to
improvement teams that throw the lower Pareto pole project segments back into
the hopper for a future effort by the existing or new team. These initial Macro
Charter activities usually result in more projects than an organization has the
capacity to launch all at once. The executive core team regulates the level and
scope of launched improvement initiatives based on organizational capacity and
resource constraints. The Macro Charter rules prevent Lean Six Sigma from initi-
ating activities for activities’ sake and taking on an ineffective life of its own. Over
time, the Macro Charter becomes the Lean Six Sigma project hopper of queued
up, scoped, chartered, and assignable improvement projects. Maintenance of the
Macro Charter is the responsibility of the core executive team. The Macro Char-
ter template includes the following components:

Tab 1—Business Diagnostic and Policy Deployment Inputs

Business unit

Primary functional area
Problem discussion summary
Effect on business

Probable root causes

Key business processes affected

At this level of the Macro Charter (see Figure 5.2) there are many inputs, ob-
servations, and usually an abundance of conflicting data. Further fact-finding and
analysis is required to separate the wheat from the chaff, and funnel or chunk out
specific projects with specific objectives, improvement goals, and deliverables.

Tab 2—Definition and Scoping of Specific Projects

® Problem statement
® Project name
® Project objectives and scope
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Key performance metrics
Baseline performance
Improvement goal
Benefits statement
Quantified benefits
Project deliverables
Barriers to success

At this level of the Macro Charter (see Figure 5.3) there is much analysis and
deep mining of data occurring in the background. The result of this deep-core
drilling is the ability to translate world hunger projects into specific, well-defined
doable projects. For example, a single problem discussion summary in Figure 5.2
(sales and operations planning) has been separated into four specific but inter-
related improvement projects in Figure 5.3 (sales and operations planning im-
provement, customer rationalization, product rationalization, and premium
freight reduction). In addition, there is substantial detail determined prior to
handing these projects off to an improvement team. It is typical for the initial
business diagnostic to result in 30 to 40 or more potential specific improvement
project opportunities. If Quick Strike or containment opportunities are identified
during the business diagnostic, they need not go through this funneling activity.
These Quick Strike opportunities are reviewed with management as they are un-
covered, and many short-term containment or improvement actions are made on
the fly. The Macro Charter methodology allows executives to step back and ob-
jectively synthesize the results of the business diagnostic with the identification
of specific improvement opportunities. This process also provides a rare opportu-
nity for executives to step out of their daily routines and view their organization
from a different perspective. Collaboration and constructive discussions on the
identification and prioritization of improvement opportunities clarifies improve-
ment and places it within believable reach. This process establishes continuity
and consensus on strategic improvement needs.

Tab 3—Project Chartering

Executive sponsor

Process owner

Team leader

Team participants

Extended team resources
Standard team meeting schedule
Next four- to six-week plan
Initial mining data

At this level of the Macro Charter (see Figure 5.4), the actual chartering pro-
cess takes place. This does not occur in a casual manner. The Lean Six Sigma
executive core team has numerous discussions and debates about how to put the
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organization’s best foot forward while balancing daily activities and deployment
requirements, and optimizing the deployment as a great professional develop-
ment opportunity. One of the goals in this activity is to select and assign resources
from a particular project area who should already be concerned with improving
the area defined in the problem statement and project objectives. Rather than
viewing Lean Six Sigma projects as a responsibility in addition to normal work-
loads, it is an individual’s normal duty, but one in which they are being equipped
with new skills and improvement tools. It is impossible to achieve this alignment
unless the executive core team follows the deliberate process of chartering.

In practice, jumping over Tab 3 and prioritizing projects (project prioritization
matrix) saves a little time with chartering details. The Lean Six Sigma execu-
tive core team can return to Tab 3 after project prioritization and focus charter-
ing efforts on the top-priority projects. Time is saved on chartering activities for
projects that may fall down the priority list. However, Tab 3 is a must before
improvement projects are actually assigned to a team. Projects that remain in the
Macro Charter hopper in the first go-around will eventually float to the top of
the priority list.

During Macro Charter development, the executive team may immediately
assign Kaizen improvement (containment) activities to a particular manager or
department supervisor as quick containment actions. These actions are common
sense improvements and do not require deep knowledge of DMAIC or Lean
Six Sigma. Every improvement opportunity does not require a formal Lean Six
Sigma project or a complex statistical analysis. Another role of the executive core
team may be to launch specific projects even if they did not score highest on the
priority list because it may be a foundation or dependency project for other proj-
ects in the hopper. The Macro Charter methodology endorses the old Chinese
proverb, “It is possible to move a mountain by carrying away small stones.”

Project Prioritization Matrix

The project prioritization matrix (see Figure 5.5) is used by the executive core
team to rank the relative importance of each project against the strategic plan
and operating plan, and other critical factors or constraints unique to a specific
client’s Lean Six Sigma deployment. Other considerations might include per-
sonal and organizational development or career exposure opportunities for the
organization’s high-performing employees. Projects are scored and ranked against
attributes such as cost reduction, growth, strategic positioning, or market avail-
ability. Other attributes may include the level of required effort, availability of
the right resources, time, risks, availability of data, capital investment, etc. These
attributes may also be assigned a rating for relative importance. Specific improve-
ment projects are listed in rows, and the evaluation attributes are listed across
the top of the template. Each attribute factor is assigned a weight from 1 (not
important) to 10 (very important). Each project is evaluated in terms of how it
contributes to the attribute criteria using the same 1 to 10 scoring procedure.



139

ing

Robust Deployment Plann

Accelerator #2

‘¥ ge] 4enley)) oude|p|

S°'G anbiy

pu 183K £q [e03 I8 99 03 ‘94G/ uondNpal
1S9 01 £q 3ySroay winrwaxd 20Mpas pue SRy
J013u0d 03 2onoerd 3899 auya unruwar g
SIS PO 3no sseyd pue 33eNn[eAd
03 ssaoo0xd Surouo [ewIof Surunad pue
695 6 e doJaAsp os[e 2oudIds [ednAJeue uoneziEUONEs
pue J130] USALIP-BIEp Y3NnoIy) Jonpoig
SIS JO I9quINU 3y} 0Npay
suonndo
JISY30 JO§ YOO ‘S)USWSs JoIewt
S[qe3gordun ‘SWNJOA MO 3JTAISS
03 $3S0D USPPIY SSOXD 2JBUIWI[D | UONBZI[EUOLIEI
ots 6 {SIOWOISND UIIMIDQ SUONIUNSIP I2W0ISNY)
9z1ug0291 ey} sadndesd
JUSWI[Y[NJ PUE DIAISS JOWOISTD
‘sores wuuuwumu dI0wr aoﬁu\aO
(dAN soA1p 124 SAIN JuawaAoxdwur
629 6 PUE 3SED2I0JJO OqUIODd IJ3) :
£5emdoe 35809105 da0sduw] dos
SYBIRM 0l 9dods pue saAnRda[qo 309f01J | sweu 33f0r

K[NOYJIP MO] 3800 MO[=21008 YSIH] ‘SULIOIS ISIIAY =,

x1new uoneznond 309foxg



140 How to Achieve Improvement Excellence™ in the New Economy

The matrix multiplies the project rating by the criteria weight in each cell and
accumulates the total score across the matrix. The object is to remove the subjec-
tivity, business unit, or individual executive preferences, and focus on the orga-
nization’s highest impact improvement opportunities with limited capacity and
resources. The total scores for each project are meaningless; the relative ranking
of projects against each other is what really matters. The executive core team is
also responsible for rationalizing and scrubbing the project prioritization matrix.
Rationalizing and scrubbing is not to be interpreted as arbitrarily changing ratings
to make favorable projects float to the top of the list. Sometimes reviewing the
attribute ratings of certain groups of projects results in a justifiable modification,
and hence a revision in project scores and project priorities. One of the largest
benefits of the project prioritization matrix is in building executive commitment
that simplifies the executive sponsor and project chartering efforts.

Project or Resource Alignment

Another key requirement of deployment planning is making sure that the pro-
posed improvement activities are spread across the organization and participants
to create the initial momentum and critical mass. Project or resource alignment
is the final check to validate that proposed improvement projects are staffed for
success. One of the things to look for at this stage is the diversity, depth, and
balance of mixed skill levels, and process knowledge of the proposed teams. For
accounting and financial projects, having accounting resources who understand
the financial accounting system, general ledger, and chart of accounts is a must.
Otherwise, the team will exhaust time trying to understand accounting rather
than completing their project. Another example is new product development
where a proposed improvement team needs resources who are involved in prod-
uct development on a daily basis. We want to avoid having five design engineers
or five cost accountants on a team.

There are occasions where a team leader without expertise in a particular area
may be used for total objectivity and possibly a career exposure opportunity. For
example, a bright woman from human resources was assigned to lead a team on
reducing tooling costs. Because she was not tainted by specific screw machine
experience or other engineering factors, she had to follow the DMAIC meth-
odology precisely, and subsequently made her team follow it as well. She was
a great team leader and brought out the best in her team. Within four months
they identified over $430K in tooling and downtime cost reductions. There are
no set-in-stone rules for staffing teams, but it is a leadership responsibility to set
up the projects and teams for success. During this stage, the executive core team
is aligning projects to individual participant functional areas to minimize the in-
addition-to-my-normal-work feelings of the team leader and the team.

At this stage it is necessary to look for individuals who may have been assigned
to multiple teams. During the dialogue about how best to staff improvement
projects, there is a natural tendency for executives and managers to select their
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go-to people—the people they trust the most at getting things done. Through dis-
cussion after discussion, project after project, there are always a few individuals
assigned to multiple teams. We encourage organizations to follow a single-team
position, single-individual rule so the deployment learning and execution activ-
ities are widened across as many people as possible for the proposed projects. The
other factor to consider at this point is the realization of an individual’'s commit-
ments as a team leader or member as well as their daily commitments. There are
some occasions where a particular member is slated for an improvement team,
but may be buried already with complaints from the largest customers. A word
of caution here—it might be the old we-don’t-have-the-time-to-do-things-right-
but-we-always-find-the-time-to-do-things-over syndrome. Asking the question
“Why?” five times about a major customer complaint may result in a good reason
for this busy individual to participate on a team.

There are so many positive experiences in a consultant’s career that come to
mind while writing this book. We were going through the Macro Charter effort
with one client and a restless executive said, “Is all of this necessary? Why don’t
we just form some teams and get them going on something?”

Before I could respond, the CEO said, “Yes it's necessary and revealing. We're
going to get this right. You can’t just throw a group of pathetic people together,
give them a vague assignment, and call them a high-performance team. You
build-in high performance up front.”

That was much more compelling and gutsy than my response would have
been. On a more serious note, a well-orchestrated Lean Six Sigma deployment
is a tremendous learning and personal development experience for the organi-
zation. When executives stick it out for the long haul, root-cause problem solv-
ing and fact-based decision making become the new cultural norms. Executive
debates and controversy are healthy emotions when reaching for success with
Lean Six Sigma. When the broader components of Lean Six Sigma become an
inherent behavior in enough people in the organization, fact-based decision mak-
ing becomes a self-managing peer process.

Team Assignment

The final step of this segment is the official assignment of specific individuals as
team leaders, team participants, and extended team members. This is a formal
process where each team is stepped through their project by the executive core
team, executive sponsor, and process owner(s). The group reviews the problem,
project objectives, scope, improvement goals, preliminary clue data, expected de-
liverables, project timing, and a work plan for the next four to six weeks. These
project parameters are negotiable as the team digs into more data, as they are
actually in a better position to refine these project parameters. Although this
seems like a lot of groundwork, the team leaves the starting gate with a solid
understanding of their assignment. Team assignment is the official launching
of improvement teams, and is followed by communicating these details to the
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organization. In Chapter 4, we discussed the improvement vision and executive
commitment to provide more details in two to four weeks. Now is a good time
for the CEO and executive core team to update the organization with summary-
level details developed in the Macro Charter, and the official improvement teams.
During this communication, one must not forget to explain that everyone cannot
participate up front, but mention the rollout plans for Lean Six Sigma with the
expectation of opportunities to participate in the near future.

Earlier in this chapter we discussed resource and project alignment to opti-
mize the perception of improvement as a part of, instead of in addition to, one’s
normal work responsibilities. Having discussed this goal, there are always ex-
ceptions to the process. During the creation of teams and assignments, another
motivation may be to designate participants for the purposes of career expo-
sure or to evaluate how individuals perform outside their normal routines. It
is typical for some resources to end up working in areas that are totally new to
them, and it is difficult to view these assignments as anything but an addition
to daily work (rather than part of the daily workload). Sometimes these assign-
ments are given purposefully to evaluate how a particular individual performs
in more of a leadership role across new and broader functional areas. Sometimes
the same-people-same-thinking-same-process-same-results people are left out
intentionally. In these examples, the team assignments often tend to be the most
interesting projects. An individual working in an area with little to no experience
is not tainted by the habits and thinking of the normal process or area experts.
These individuals have no choice but to lead and follow their team through the
DMAIC methodology, discovering root causes and opportunities that have been
previously missed or discounted by the typical firefighting activities of resident
employees. In the process, everyone benefits from more knowledge and empathy
of other people’s roles and responsibilities. As a reminder, this is not a bad reflec-
tion on the resident experts—it is the power of structured root-cause problem
solving, looking at process through a different lens and with more robust im-
provement tools,

A few years back, we worked with a client to improve yields in a proprietary
restricted area of their operation. This organization had their secret room—a
clean room where a proprietary assembly process was located, and where access
was limited to only a few key employees. This was a complex high-tech assembly
area that had 60 percent yields on a good day. There was a belief that 60 percent
was the best they could do because of the design—an assumption they made be-
cause they had been at that level for years.

We were looking at a perfect Lean Six Sigma pilot candidate. Why? Because
this is the type of situation where everyone walks around back-patting and tell-
ing each other how technical and smart they are, and legends soon become facts.
This process was supported by Tom Smart, an arrogant senior-level engineer who
had designed and developed the assembly and test equipment since day one. This
was a highly profitable product and Tom had the president’s ear. He could out-
talk, out-excuse, and out-blame anyone in the organization about the details of the
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clean-room processes. Unfortunately, it was all based on his perceptions, opinions,
and experiences. Since access to the process was limited, it became impossible to
do anything without overpowering Tom. Sadly, the organization felt stifled with
Tom’s close-mindedness, protective behaviors, and the potential threats of shut-
ting down the process if changes other than his were made. Neither Tom nor any-
one else in the organization understood the true root causes of process variation.
One day in a meeting, Tom became so angry when questioned about key process
variables and root-cause data that he refused to participate in a Lean Six Sigma
project. It was a silly standoff based on this argument: “You people just don’t un-
derstand the complexities and I can’t show you or tell you because it’s proprietary.”

The vice president of operations sponsored a Lean Six Sigma yield improve-
ment project with the condition that only two team (internal) members were
allowed into Tom'’s clean room (and a silent condition that Tom would not be on
the team). Tom did all he could to undermine the project. He told the team that
they were wasting their time because he already knew (and was working on) the
real problem of purchasing’s low-cost suppliers who could not provide parts as
good as the previous higher-priced suppliers. Tom never paid much attention to
supplier quality data, which was analyzed by the team. The team validated that
the same recurring yield problems was present with the previous suppliers. The
initial analysis isolated most of the rolled throughput yield fallout to a tungsten
inert gas (TIG) welding operation, a technology over fifty years old. Tom replied,
“I'm the company’s TIG expert, it's running fine, and you should be working on
the real problems.”

The team conducted Internet searches and learned a lot about TIG welding,
key process input variables (KPIVs) and key process output variables (KPOVs)
without even peeking through the drapes of the secret room. The team also
found several completed TIG welding yield improvement references and ar-
ticles on the Internet. We created a design of experiments (DOE) plan for the
TIG welder on the white board of a remote conference room, and generated the
Minitab data collection worksheets for the two authorized team members. The
two authorized team members and the operator ran the trials and collected data.
During the study, the operator was pleased that the team was looking at the right
areas and shared ideas (ones Tom had previously shot down) with the two team
members. Within three weeks, the team analyzed the DOE results and were able
to develop, implement, and replicate process setting changes on the TIG weld
operation that improved yield to 75 percent (about a $600K per year in savings).
Tom Smart was furious with the study results and put up a last-ditch fight against
implementing the recommendations. He went to the president and told him that
the yield improvement team breached the company’s security in the secret room
and that the outside consultants were given confidential facts about their propri-
etary process. This rapidly escalated into an urgent meeting with the president
and his staff. In the final showdown, the yield improvement team presented their
project to the executive team and described how they acquired their knowledge
about TIG welding on several public websites. They walked everyone through
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their fact-based and air-tight DMAIC phases of the project. They mentioned that
the consultants helped them only with the DOE setup and running and inter-
preting the Minitab analysis, but never entered the clean room. We acknowl-
edged our limited TIG yield experiences with previous automotive industry Lean
Six Sigma projects and agreed that our primary purpose was leading the way for
the team and helping them to analyze the process and draw the right data driven
recommendations for improvement. The team shared the normal TIG yield re-
sults with key factors set on Tom'’s settings, and the higher TIG yield results on
their proposed and replicated settings. The more Tom interrupted, the more the
executive team shut him down. The team also shared over a dozen additional
yield improvement ideas and expressed their interest in continuing with their
efforts because they thought that they could eventually raise yields to 95 percent
or higher. The team’s well-executed and fact-based yield improvement project
won out over the deep hole that Tom and his ego had dug for them. The secret
room was now open for more improvement business. There is no secret to Lean
Six Sigma’s success, just common sense and persistence at chasing down root
causes with a different set of eyes and improvement tools. The facts, empower-
ment, and results win out over politics and nonvalue-added games.

Using the Macro Charter for Planning
and Project Management

The Macro Charter becomes a useful living template for a Lean Six Sigma de-
ployment. Some of our clients have created a tab to post actual results and other
project details to the Macro Charter. At the conclusion of every project is also
a formal lessons-learned activity in which teams have the opportunity to com-
ment on how their project or the deployment in general could be improved. This
information is used by the executive core team and executive team to steer or
reset the course of the deployment. Successful Lean Six Sigma deployments are
not a steady-state cookbook of tasks. Active and creative leadership in the leader-
ship strategy, deployment planning, and execution phases is what makes these
deployments so successful. There is a constant stream of information and activity
around how the deployment can get even better. Organizations that have used
this methodology successfully have used the Macro Charter in several planning
and analysis activities such as:

¢ Sorting and displaying launched and planned projects by business unit, key
process, or functional area, and anticipated benefit timelines to determine
how the organization’s formal Lean Six Sigma initiative will contribute to
the operating plan or financial plan. Some committed organizations are
also aggressive and build the planned savings into their budgets.

¢ Analyzing projected and cumulative rates of improvement over a specified
timeline and adjusting the deployment to maintain or improve the rate
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of improvement. Typically, the rate of improvement becomes difficult to
grow as the initial “sweet improvement fruit” is harvested during the first
two years. Organizations maintain or increase the rate of improvement by
new thinking, new innovation, new boundaries, new people, and improv-
ing the deployment process.

¢ Evaluating the relative value of launched and queued up projects by busi-
ness unit, functional area, or as a baseline to measure actual project per-
formance. This is another check to validate the load of projects across
business units that may need to improve the most. This is also another
check to make sure that Lean Six Sigma is positioned as an organizational
improvement initiative, not a manufacturing or quality initiative. It is typi-
cal for many teams to actually exceed the anticipated benefits of their
projects. Some of this happens by a natural lean toward fact-based con-
servatism on defining projected benefits, but most of this occurs because
true root-cause problem solving reveals opportunities that were hidden
and unknown to the organization.

¢ Evaluating current and planned professional development needs, devel-
oping backstop organizational skills and capabilities, or recognition and
rewards.

¢ Providing a knowledge repository for completed, launched, and planned
improvement projects. For completed improvement projects, the Macro
Charter is usually supplemented with a searchable directory of detailed
DMAIC information for each project. Future projects are able to leverage
off the work of previous projects for needs such as process SIPOCs (sup-
plier, inputs, process, outputs, customers) and value stream maps, root-
cause considerations of previous projects, references for all Lean and Six
Sigma tools and applications, or additional extended team members who
might be useful on a current project.

The Macro Charter is a living template. It should be updated in real time as new
information is discovered about queued up projects, or a totally new planned
project is placed in the hopper. The Macro Charter provides all the current
characterization information for all projects. After its initial creation, the Macro
Charter is the active hopper of current and planned improvement projects. The
hopper helps to keep the momentum high because there should always be more
improvement opportunities than there is capacity to complete improvement op-
portunities. It is the responsibility of the executive core team to manage the
hopper so that there is always a clean inventory of characterized, mission-critical
improvement opportunities ready for assignment. The executive core team
periodically needs to empty the trash and emotions out of the Macro Charter
decision-making process. The hopper should not be the trash compactor of un-
qualified improvement ideas, and it should never be empty. When organizations
let this happen, they are admitting that they no longer need to improve and, thus,
are losing the continuous aspect of continuous improvement.
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Individual Project Charters

The first assignment of a launched improvement team is to create their project
charters (see Figure 5.6). This is the team’s reference document for their specific
project. Project charters define a specific team leader, team, executive sponsor,
and project title. Project charters also include a crisp problem statement, probable
root causes (clue data), project objectives, scope, boundaries, performance met-
rics, current baseline performance and COPQ data, improvement goals, quanti-
fied benefits, expected deliverables, and a rough timetable for the project. As the
team progresses further into their project, the project charter may be refined or
more targeted as the parameters of their project become more defined. Project
charters are living documents that continue to evolve and target more specific
opportunities as the team works its way through the DMAIC methodology.

The Micro Charter—Quick Strike Area Improvements

The Macro Charter incorporates an above-the-line and below-the-line process for
identifying potential project opportunities. Above-the-line items are fully char-
acterized and prioritized projects. These projects are either in an assigned or
planned status. There are two different below-the-line categories:

1. Below-the-line, Section [—These are potential project ideas where there
are questions about feasibility, benefits, or if it is even a real project or
a symptom of another opportunity. Project ideas in this section need
more fact-finding and data analysis to verify whether it is a real recur-
ring problem or an emotionally stimulated problem. There are always
situations where people will define problems with their emotions instead
of with the facts. Project ideas in this category may make their way up
the list, may fall off the list, or may become rolled into another defined
opportunity.

2. Below-the-line, Section II—These opportunities may or may not be legiti-
mate improvement opportunities, but it is certain that their resolution
will not require a formal project with a formal team. Some of these are
legitimate Quick Strike or Kaizen opportunities, and are assigned to the
area manager or supervisor for further investigation and resolution.

Another element of Scalable Lean Six Sigma™ is called basic improvement
skills (BIS). Prior to initiating Kaizen or Quick Strike activities in a particular
department, the manager or first-line supervisors attend a one-day BIS educa-
tion session. During this session, participants are exposed to the application of
simple data analysis tools, Quick Strike templates, and the DMAIC methodol-
ogy retrofitted for these types of improvement activities. At this level, DMAIC
is a structured set of the right questions to ask when walking through a Quick
Strike activity. Next, the managers and first-line supervisors are developed via a
train-the-trainers effort. In turn, these individuals provide a short two- to four-
hour education module to their people followed with a Quick Strike assignment.
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PROJECT CHARTER

Project name: Billing Errors

Green belt: Gretchen Hancock

Team members: Robin Hood
Sandy Ramsey

Start date: 6/6/2009

avoidance
Champion: Mike Hall
Business unit: All

Target completion: 12/10/2009

Annual savings: $ 6.7M cash flow, $70K

Problem * Billing errors are caused somewhere in the quote through invoice process
statement: (wrong price, incorrect quantity, RMAs, manual NRE billings, etc.).
* Extend A/R, creates NVA in reconciling invoices and correcting errors
before we cancollect our money.
Project WZat i}:’nprO\lllellj'ner;]t is targeted
factives: and what will be the impact on
objectives: critical business metricsg Projects Y's Baseline | Goal Units
Primary metric Reduce billing 3 1.5 % qty
errors 25 1.25 % $
Secondary metric Education unknown | 100%
Other metrics
Counterbalance
Financial impact

Benefits and
improvement goals:

* Reduction in payment delays
* Reduce manual corrections/transactions
* Accurate cash availability

* Improves monthly revenue projections (accurate baseline)

* Enhance business control processes

Baseline performance:

* Perception of high percentage of errors
* Actuals Mar-May 2009

- 3% credit transactions (non RMA)

- 2.5% of revenue
* Delays in payments

Current performance:

% credit % credit

transactions | of dollars [Comments
Mar-May 3.03% 2.50%
June 1.30% 0.41%
July 1.61% 1.40%

MPO contract

Aug 3.26% 1.21% | closure
Sept 1.21% 0.59%
Oct 1.58% 0.86%
Nov 1.88% 0.24%

Support required

IT for SAP reporting only (minimal $)

Figure 5.6 Project charter.
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The manager and area supervisors provide mentoring support to their people, or
reach out to people outside of their immediate area for assistance. This element
of Scalable Lean Six Sigma™ ensures a consistent improvement structure and
language of improvement throughout the entire organization.

BIS demonstrates that improvement is not limited to a top down process. Em-
ployees throughout the organization and at all levels are encouraged to identify
and participate in Quick Strike improvement opportunities. A Micro Charter is
another template used in a Lean Six Sigma deployment to promote early involve-
ment in department or area focused Kaizen or Quick Strike activities. The Micro
Charter includes a consolidated tab of all open and completed Quick Strike ac-
tivities, and a tab for each area that displays their particular open and completed
Quick Strike activities. It provides a standard process and structure for identify-
ing, prioritizing, assigning, tracking, completing, and summarizing Quick Strike
activities. Since the Micro Charter is in spreadsheet format, it can be easily ma-
nipulated to view projects by area, projects completed by associate, savings by
department, organization, or business unit, and many other options. We are advo-
cates of integrating Micro Charter activities into individual performance reviews,
reinforcing the notion that improvement is an expected part of everyone’s job.

Keeping the Lean Six Sigma Lifecycle Alive

Organizations missing or underestimating the importance of deployment plan-
ning lose the sense of urgency over time. Weaknesses in the elements of deploy-
ment planning described in this chapter are the major causes of deployments
running out of steam. For nearly four decades, organizations have allowed con-
tinuous improvement to follow a birth-death lifecycle. In the beginning, there is
interest followed by some improvements. Then something changes (usually good
news) that shifts the focus away from improvement, then something else changes
that again shifts focus to the next improvement program. It is time to reverse this
birth-death cycle of improvement, and this is so simple to achieve with the right
leadership and infrastructure.

If an organization is really committed to continuous improvement, it is im-
possible to run out of things to improve. Over the next decade, the face of Lean
Six Sigma and improvement in general will evolve, but the basics of success will
remain pretty much the same. We are entering a new era of improvement that we
call Adaptive and Innovative Lean Six Sigma. This is improving an organization’s
capability to sense, interpret, decide, act, and measure improvement activities
with the integration of technology with an expanded, innovative applications
tool set, and in real time. These types of improvement are rapidly becoming a dif-
ferentiator in this new economy. Whether it is developing software applications
in India or designing new products in California, building products in China, syn-
chronizing a global supply chain, or selling multiple versions of the same product
in a dozen different countries and markets, improvement is necessary to survive.
Organizations must improve for the long haul if they wish to be competitive in
the next decade and beyond.



Accelerator #2: Robust Deployment Planning 149

The Macro Charter and Micro Charter instruments, combined with the sup-
porting infrastructure described in this chapter, keep improvement opportunities
current, aligned to customer and business needs, and ready to go. These instru-
ments also create a positive psychological effect because they visibly identify and
queue up more opportunities, promote raising the bar, and provide the impetus for
improving how an organization improves. Deployment planning is an important
factor in enabling Improvement Excellence™—the mastery of developing and im-
plementing successful strategic and continuous business improvement initiatives,
transforming culture, and enabling organizations to improve how they improve.
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Chapter 5 Take Aways

¢ One of the most frequent mistakes organizations make in a Lean Six Sigma
deployment is the failure to define, scope out, and charter projects at a
level of detail where they are legitimately doable for the organization and
assignable to an improvement team. As organizations work through their
business diagnostic and policy deployment efforts, they begin to develop
improvement opportunities at a theme or boil-the-ocean level of detail.
Some examples of this might include improving the customer experience,
improving new product development, reducing warranty and returns, or
improving sourcing quality. When organizations assign improvement proj-
ects at this level of detail, teams flounder with an assignment that is too
ambitious, too ambiguous, and effectively impossible.

e The Macro Charter is a deployment planning process used to collect and
identify potential project information such as a description of a problem,
probable root causes, cost of quality (or waste), proposed project name,
project objectives, improvement goals, benefits, and deliverables.

e Project selection is a deployment planning process that allows executives
to evaluate projects against each other relative to business plan contri-
bution. Projects are scored and ranked against attributes such as cost
reduction, growth, level of resources, time, availability of data, capital
investment, etc. The object is to remove subjectivity or executive prefer-
ence, and focus the organization’s limited resources on critical projects
that will take the least amount of effort and create the greatest impact.
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® Project or resource alignment is a deployment planning process that evalu-
ates potential participant resources against a variety of required skill sets
and direct experiences, facilitates in the identification and selection of
team leaders and team participants, and helps to align people with projects
with a level of objectivity.

e Team assignment is a deployment planning process for resource improve-
ment activities. One objective is to spread and develop critical mass as
much as possible. In our deployments, we exercise the one-resource-one-
team rule that forces a deeper development of bench strength. When ev-
erything needs the involvement of a handful of people in the organization,
something is definitely wrong.

¢ The Macro Charter methodology allows executives to step back and ob-
jectively synthesize the results of the business diagnostic with the identifi-
cation of specific improvement opportunities. This process also provides a
rare opportunity for executives to step out of their daily routines and view
their organization from a different perspective. Collaboration and con-
structive discussions on the identification and prioritization of improve-
ment opportunities clarifies improvement and places it within believable
reach. Finally, this process establishes continuity and consensus on strate-
gic improvement needs.
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Continuous Improvement Initiative at Harman Music Group
Elpitha Votsis
VP of Finance

Harman Music Group

HMG embarked on its Lean Six Sigma journey four years ago. Senior manage-
ment recognized the need for process improvement in a methodical formalized
way that would change the culture of the organization, streamline processes, and
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eliminate waste. With increased competitive pressure, it was obvious that the
company needed a lean and efficient infrastructure to give it a competitive ad-
vantage by eliminating waste to increase profitability. We were so fortunate to be
well on our way to realizing savings when the economic crisis hit our business
during the fall of 2008, and we were able to maintain our profitability as a per-
cent of sales even when our revenue levels dropped 30 percent.

With the help of the Center for Excellence in Operations (CEO), we launched
our Lean Six Sigma initiative in 2006. Initially, employees viewed this as the
most recent fad—something temporary that would pass with time. CEO was
able to get us started by helping us to plan and organize the deployment, pro-
vide customized Lean Six Sigma education, and mentor our initial 22 improve-
ment projects to a successful conclusion. This initial experience with Lean Six
Sigma demonstrated the power of improvement, and HMG recognized the im-
portance of adopting and perfecting the process internally to keep it alive. HMG
has succeeded in keeping Lean Six Sigma and continuous improvement alive, and
well integrated into their culture. This has been accomplished through several
practices:

¢ The number one secret is to have a senior executive champion the project.
Someone who has a proven track record of accomplishments, has author-
ity, and is well respected by the employees. Without senior management
support and involvement, such initiatives will fail. Senior management
needs to walk the talk.

e HMG formed a core team with our president, vice president of opera-
tions, vice president of engineering, and me—executive vice president
and CFO—to review the macro project charter, rank projects in order
of importance based on our business strategy, and decide on which proj-
ects the teams will work on during the fiscal year. This team also decides
on who will'lead each project as a green belt. These lead people are as-
signed to select their team members based on skill sets that they think are
needed to complete the project.

e  HMG holds the teams accountable for results. The team always takes the
time to set clear expectations and hold regular meetings to check on the
teams’ progress. The teams are expected to hold weekly recurring meet-
ings and to make assignments for each team member that would require
one to two hours of effort during the week. The team members are ex-
pected to come to meetings with their assignments completed and ready
to discuss with the other team members so that the project can move
forward. Based on this concept, each project (depending on the number
of members on the team; usually three or four) dedicated resources for six
to eight hours per week working on their project. In addition, I meet with
each team monthly to receive a status update on the project.

e The teams are expected to use the DMAIC process and are not allowed
to move to the next phase until each step is completed (in order) and ap-
proved by me. This has become HMG’s common language of continuous
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improvement. The teams are given a problem statement and high-level

objectives and their first task is to complete their individual project char-

ter, which includes defining the problem statement, defining project ob-

jectives and scope, identifying current baseline performance, identifying

improvement goals, defining benefits to the company, and calculating po-

tential savings.

We provide training to employees so they develop the skills needed to

be successful. We have engaged a local university to hold ongoing train-

ing and development for both green belts and yellow belts at our facility.

Employees attend classes during regular business hours, which show the

company’s commitment to this initiative. The training is running parallel

to the projects, and employees use their projects to apply skills they learn

in the classroom and are encouraged to bring challenges to discuss with the

teacher and their peers.

HMG is committed to removing ambiguity from projects by breaking

them down into chunks that the team can accomplish in the time allowed.

Small wins give confidence to the teams; each success reinforces the fact

that they can make a difference. Large projects are therefore broken down

into several phases and the teams can close and implement each phase

independent of the next. Be happy with small incremental improvements,

as over time they can add up to a lot of savings.

All teams are required to produce the following prior to project completion:

O Process flow chart

O Business process procedure released with an engineering change notice
signed by all major stakeholders

O Train all employees using the process (training sign-off sheet)

0 Develop an audit form that the auditors can use to verify compliance
with the new process

0 Develop a formula to calculate on-going savings (after go-live) com-
pared to the baseline

O Submit a new project for FY11

O Presentation slides with short description of project and major accom-
plishments to the core team

We audit improvements and new processes for as long and as often as
necessary to ingrain the importance of improvement in the organization,
and to ensure the improvement is sustained so employees do not return
to comfort zones after the completion of the project. We have trained six
improvement auditors, and at the end of each project, each green belt is
required to submit an audit sheet that contains key tests that the auditor
can use to verify and validate financial savings and compliance with the
new process.

Each process owner calculates and reports the monthly savings of the im-
provement compared to the baseline. I personally receive such calcula-
tions and prepare a schedule of consolidated savings for the month and
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cumulative year-to-date, and we use this as a KPI in measuring the com-
pany’s continuing performance with improvement.

¢  We involve as many employees as possible to raise awareness and integrate
the continuous improvement methodologies in the culture of the orga-
nization. At any given time, we have one-third of the employees work-
ing on Kaizen, Lean, Six Sigma, IT, or other improvement projects. These
employees are from all functional areas—hourly, salaried, and production
workers as well as management.

¢ Last but not least, we recognize the efforts of the teams in front of all em-
ployees during our monthly employee meeting and give them a small gift
as a token of appreciation. Since Harman has a consumer products divi-
sion, it is easy and cost effective to reward people with cool products (e.g.,
several varieties of iPod players, docking stations, and PC speakers) that
have a perceived high value.

HMG'’s initial Lean Six Sigma deployment of 2006-2007 has evolved to an
expected behavior and norm of our culture. We have progressed to the point
where our people are regularly identifying new opportunities and volunteering
to be part of an improvement team. Improvement is built into performance re-
views, and improvement is an expected part of people’s jobs. We are fortunate to
have begun our improvement initiatives and to have continued these initiatives
through the recent recession. Despite our progress and results to date, HMG is
continuing to learn, and improve, how we can improve even further.
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