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Organizations must do one thing: create value.

The output must be of greater value than the inputs needed to produce it.

If a business creates added value with a minimum of resources, it is efficient.
Six Sigma applies scientific principles to processes or products.

Six Sigma also attempts to minimize politics.

Decisions are based on reason and rationality rather than on mysterious backroom politics.

Six Sigma is used to operationalize the organization's strategy.

Six Sigma is not management by objectives, but MBO didn't fail because defining the goals of improvement activity was an entirely bad idea.  What was missing from MBO was an understanding that results are process driven, and the development of a resource pool and the building of an infrastructure that was dedicated to driving the change necessary to accomplish the objectives.
Projects must be derived from the needs of the enterprise and its consumers.
Sigma is a letter in the Greek alphabet used by statisticians to measure the variability in any process.

A company's performance is measured by the Sigma level of their business processes.

Six Sigma is a rigorous focused and highly effective implementation of proven quality principles and techniques.

Six Sigma aims for virtually error-free business performance.

The Six Sigma standard is a response to the increasing expectations of consumers and the increased complexity of modern products and processes.

A simple performance improvement model known as DMA IC is used.

 define, measure, analyze, improve, control.

Define the goals of the improvement activity
Measure the existing system

Analyze system to identify ways to eliminate the gap between the current performance of the system or process and the desired goal
Improve the system

Control the new system and
When a Japanese firm took over the Motorola factory that manufactured Quasar television sets in the United States in the 1970s, it promptly set about making drastic changes in the way to factory operated.

It took until the mid-19 80s before Motorola figured out what to do.  Bob Galvin, Motorola's CEO at the time started the company on the quality paths known as Six Sigma and became a business icon largely as a result of what he accomplished in quality and Motorola.

Six Sigma is about helping the organization make more money by improving customer value and efficiency. To link this objective of Six Sigma with quality requires a new definition of quality.

A typical company operates at roughly 4 Sigma, which means they produce roughly
 6, 210 failures per million transactions.  Six Sigma focuses on customer requirements, defect prevention, cycle time, and reduction in cost savings.  
Thus the benefits from Six Sigma go straight to the bottom line.  Six Sigma identifies and eliminates costs that would provide no value to customers, and waste costs.
Companies operating in three or four sigma typically spend between 25% and 40% of the revenues fixing problems.  This is known as the cost of quality or more accurately, the cost of poor quality.  General Electric estimated that the gap between three or four sigma and Six Sigma was causing them between $8 billion and $12 billion per year.

Six Sigma is the application of the scientific method to the design and operation of management systems and business processes, which enable employees to deliver the greatest value to customers and owners………. the result is that political influence is minimized and the “show me the data” attitude prevails.
The Six Sigma philosophy focuses the attention of everyone on the stakeholders for whom the enterprise exists.

It is a cause and effect mentality.  Well designed management systems and business processes operated by happy employees cause customers and owners to be satisfied or delighted.

The human mind isn't designed to make sense of vast amounts of data.

Six Sigma activities focus on the things that matter most to three key constituencies; the customers, shareholders, and employees.  The primary focus is on customers, but shareholder interests are not far behind.  Employee requirements are also aggressively sought.  Well treated employees stay longer and do a better job.

Focus comes from two perspectives down from the top level goals and up from problems and opportunities.  Six Sigma projects link the activities of the enterprise to its improvement goals.  The cost and benefits of Six Sigma are monitored using enterprise-wide tracking systems that can slice and dice the data in many different ways.

Business is a complex undertaking and leading a business enterprise requires creativity, innovation, and intuition.  While it's all well and good to be data-driven, leaders need to keep their inner voices while.  keeping in mind that some of the most important things are unmeasured and immeasurable.
In essence, Six Sigma forces change to occur in a systematic way.

Six Sigma demands that we constantly look for ways to improve the system.  This often means that systems are eliminated entirely.  The need for a well-designed approach to make the transition from a traditional organization to Six Sigma organization is clear.  
Traditional organizations watch for signs and react to them.  Change occurs, as it must, but it does so in an atmosphere of crisis and confusion.  Substantial loss may result before the needed redesign is complete.  People may lose their jobs or even their careers.  Many organizations that employ these reactionary tactics don't survive the shock.

A Six Sigma enterprise proactively embraces change by explicitly incorporating change into their management system.  Full and part-time change agent positions are created in a complete infrastructure designed to make change part of the routine.  New techniques are used to monitor changing customer, shareholder, an employee inputs, and to rapidly integrate the new information by changing business processes.  The approach employs sophisticated computer modeling, mathematics, and statistical analysis to minimize unneeded tampering by separating signal from noise.  These analytical techniques are applied to stakeholder inputs into enterprise and process metrics at all levels. 

 As a consequence of deploying Six Sigma, people require a great deal of training.  Communication systems are among the first things that need to be changed,  so people know what to make of the new way of doing things.  Six Sigma requires that internal data be presented only if there is a direct linkage to a stakeholder.
The following is a summary of change management: change will meet resistance for many different reasons. Change is in the balance between the stable environment and the need to implement Six Sigma.  Change can be painful, while it provides many improvements.  It is important that each leader become a change leader.  This requires self-analysis and the will to change those things requiring change.

Change requires new behaviors for everyone involved.

There are three goals to change.  Change the way people in the organization think, change the norms, and change the organization systems or processes. Changing behavior requires a change in thinking.  In an organization where people are expected to use their minds, people's actions are guided by their thoughts and conclusions.  The change agent must be aware of the need for visionary communication.
Change agents help accomplish goals.  Education and training are important means of changing individual perceptions and behaviors.  A distinction between training and education exists: training refers to instruction and practice designed to teach a person how to perform some task.  Training focuses on concretes that need to be done.  Education refers to instructions in how to think.  Education focuses on integrating abstract concepts into one's knowledge of the world.
Improvement implies change.  Once information about customer expectations (statistically valid surveys: Chapter 3 in the Pyzdek book explains a survey development case study) have been obtained, techniques such as quality function deployment can be used to link the voice of the customer directly to internal processes.
Planning involves developing approaches to implementing key strategic policies.  One of the most promising developments in this area has been policy deployment.  Sheridan (1993) describes policy deployment as a deployment of a measurement system as a means of planning for continuous quality improvement throughout all levels of an organization.

QFD, also known as quality function deployment, is a customer driven process for planning products and services.  It starts with the voice of the customer, which becomes the basis for setting requirements.  QFD is sometimes called the “house of quality.
If a process is involved, Six Sigma may be able to help you improve it.

What exactly is a process?

‘’’’’’’’’’’’’
  Process refers to any activity or set of activities that transform inputs to create values for stakeholders.  In other words, the process adds value to the inputs.  
Said another way, the process is the act of creating value.  
In traditional management structures, often discrete, functional units defined clear lines of responsibility.  This arrangement created “turfs”, which are much like caste systems, thus, activities within a given area are the exclusive domain of that area.

What things do customers consider when evaluating us?  The only way to answer these questions is to communicate with real customers.  Consider four broad categories: quality, timeliness, performance and service, value.
Management should have the actual, unvarnished words used by customers to describe what they think about the company, its products, and services.  Once management is thoroughly familiar with their target customer, they need to articulate the customer goals and words meaningful to them.  These goals must be operationalized by designing metrics to act as surrogates for the goals. Think of the goals themselves as we were constructs.  The objective is to identify the observable things directly related to the goals that can be measured.  These are indicators that help guide you plan.  These goals are key requirements that employees will be asked to achieve.

What internal processes must we excel at?  Internal process excellence is linked to customer perceived value, but the link is indirect and imperfect.  It is often possible to hide internal problems for customers by throwing resources at problems; for example, increased inspection and testing.  Also, customer perceived value is affected by factors other than internal processes such as price, competitive offerings, etc.
Internal metrics should be chosen to support the leadership’s customer strategy, plus knowledge of what customers need from internal operations.  Process maps should be created that show the linkage between suppliers, inputs, process activities, outputs and customers (SIPOC).  SIPOC is a flowcharting technique that helps identify those processes that have the greatest impact on customer satisfaction.
Companies need to identify and measure their core competencies.  These are areas where the company must excel.  It is the source of their competitive advantage.  Goals in these areas must be ambitious and challenging.  This is where you “wow” your customer.  Other key areas will pursue goals designed to satisfy customers, perhaps by maintaining competitive performance levels.
Is there an adequate market for your products or services?  Can we continue to improve and create value?  Success is a moving target.  The organization must be prepared to meet the new and changing demands that the more distant future will bring.  Building shareholder value is especially dependent on the Company's ability to innovate, improve, and learn.  Intrinsic value is directly related to a company's ability to create new products and processes to improve operating efficiency, to discover and develop new markets, and to increase revenues and margins.  Obsession with financial metrics has been the undoing of many improvement initiatives.  When senior leaders look only at results they missed the fact that that these results come from a complex chain of interacting processes that effectively and efficiently produce value for customers.  Only by providing value that customers are willing to pay for, an enterprise can generate sales, and only by creating these values in a cost less than the price can the organization produce profits for the owners.  
For many companies, the consequence of looking only at short-term financial results has been a long-term decline in business performance.  Too often we learn in retrospect that we are focusing on the wrong things in the financial results fail to materialize.  For example, we busily set about improving the throughput of a process that is already plenty of excess capacity.  All we get from this effort is more excess capacity.

In the traditional management structures, jealously guarded units required employees to look to leadership to tell them what to do and to obtain the resources needed to do it.  This upward inward focus is the antithesis of an external customer focus.  As long as control of resources and “turf” remain entirely with the functional units, the enterprise will remain focused inwardly.
Some companies...  Such as IBM, Texas instruments, Owens Corning, and Duke Power-have successfully made the transition from the traditional organizational structure to an alternative system called the “process enterprise”.  Courtesy of Hammer and Stanton, 1999.

In these companies, the primary organizational unit is not the functional department, but the process development team.  These cross functional teams, like the reengineering teams of old have full responsibility for a major business process.  In the process enterprise, authority and control of resources is redistributed in a manner that achieves a balance of power between the process focused and the structure focused aspects of the enterprise.  In the process enterprise, a new position is created, that of process owner or business process executive (BPE). The BPE position is permanent.  BPE's are assigned from the senior most executive body, and given responsibility for designing and deploying the process, as well as control over all expenditures and supporting technology.  They establish performance metrics, set and distribute budgets, and train the front-line workers who perform the process work. 
 In the process enterprise, process goals are emphasized over unit goals.  A process enterprise places a premium on collaboration and cooperation.  To avoid horizontal turf wars, senior leadership needs to set enterprise goals and develop compensation and incentive systems that promote teamwork and cooperation between process owners.  Overall excellence requires that the entire business be viewed as a customer sees it.  One way to accomplish this is to set up a separate process with a focus of overall process excellence.  For the sake of discussion, let's call this process excellence (PEX).
Education is teaching people how to think differently and training is teaching people how to do things differently.  These are vital elements in the Six Sigma success.  New knowledge skills and abilities (KSA’s) need to be identified and plans need to be developed to ensure that employees acquire them. 

The first part in the development of this strategic training is a training needs assessment.
The trading needs assessment provides the background necessary for designing the training program in preparing the training plan.  This is a test bypass to make sure what the company is doing and what it should  be doing.

Employees must be able to acquire the KSA’s to perform duties. Employees must know the firm strategic plan and how their job contributes to this point.  Management’s job doesn't end by simply giving an employee responsibility for a particular process or task, it must also provide a ploy with a new opportunity to acquire the KSA’s necessary to successfully perform the duties.

Attitudes are emotions that reflect a response to something taking place within an organization.  A person's attitude is, in essence, a judgment about the wisdom of a particular course of events.  
If an employee's attitude is not positive, they will not use their KSA's to help the organization as effectively as they could. Assessments can be conducted by either internal or external personal.  It is important that follow-up assessments be made to determine if the training conducted closes the gap between the “is” in the “should be”.
Leaders should receive guidance in the art of “visioning”.  Visioning involves the ability to develop a mental image of the organization and a future time.  Without a vision, there can be no strategy; how can one develop a strategy without knowing where it is supposed to lead.
An ideal organization achieves organization values.  Leaders need to be masters of communication with a clear destination. Also, when large organizations are involved, communications training should include mass communication media, such as video, radio broadcast, print media, etc..  When an individual has a vision of where he wants to go himself, he can pursue the vision directly.  
The leader must communicate the vision to the other members of the organization.  To effectively convey the vision to others, a leader must convert the abstractions to concretes.  One way to do this is by living division.  Employees who are trying to understand the leader’s vision will pay close attention to the behavior of the leader.  Another way to communicate abstract ideas as to tell stories.
Leaders need training in conflict resolution.  In their role as process owner in a traditional organization, leaders presided over a report based hierarchy trying to deliver value to processes that cut across several functional areas. The inevitable result was competition for limited resources, which creates conflict.  The ideal solution is to resolve the conflict by designing organizations where there is no such destructive competition.  Honesty, integrity, and other moral virtue should be second nature to the leader.
Leaders are expected to deliver tangible results on projects selected to have a measurable impact on the organization's bottom-line.
Training should occur along with projects to build confidence and offer support.  Learning that is not in use tends to fade.
Even when just-in-time training is used, it is unlikely that every skill will be put to immediate and routine use.
Traditional organizations, in effect, create barriers between departments.  In other words, they are playing a zero sum game were another manager’s gain is viewed as their department’s loss.  An organization needs a philosophy of win-win.  
Inter departmental teams create value in effective and efficient ways. 

 Two ways of improvements: improved performance/current system, which is responsible to 5% and 15% of the improvements…. and to improve the system which is responsible for 85% to 95% of all improvements.  The vast majority of Six Sigma improvement activity will take place in a group setting.  Process improvement teams work on both incremental improvement ( Kaizen), and radical change (breakthrough).

Process improvement must be approved by the process owner.

In workgroups, all members must be given the opportunity to contribute.  Team members typically report different bosses, and the positions can be at different levels of the organization's hierarchy.  Process improvement teams must be chartered and authorized to pursue process improvement.

An example of a workgroup is the quality circle.  Quality circles originated in Japan and Japanese companies continue to use quality circles on a massive scale.  Attention must be focused on process rather than internal politics and reporting on relationships.

Everyone in the organization must be committed to helping the organization achieve its purpose.

Participation should be encouraged by local management.  Circles have an important place and can succeed anywhere providing the proper environment.

This environment did not exist in western business organizations in the 70s, and for the most part still does not.  Merely placing circles onto a traditional “command-and-control” hierarchy will not work.

Management must build a positive work climate.  Management must also be trusted.  Conflict management is a duty shared by the facilitator and the team leader.  Arrange one-on-one meetings between the parties and attend the meetings to help mediate.  The first step in establishing an effective group is to create a consensus decision rule for the group.  Avoid arguing your own position.  Remember the reactions of the group when stating your position.  Avoid win/ lose statements in the group discussion of opinions.  Avoid changing your mind only to avoid conflict and to reach agreement and harmony.  Strive for enlightened flexibility; but avoid outright capitulation.  Avoid conflict reducing techniques such as majority vote, averaging, bargaining, coin flipping, or trading out.
View differences of opinion as both natural and helpful rather than as a hindrance in decision-making.  View initial agreement as suspect.  Avoid subtle forms of influence and decision modification.  Be willing to entertain the possibility that your group can achieve all the foregoing and actually excel at its task.  
You can take a horse to water but you can't make him drink.  
Commitment orientation.  
Lighten up.  
Group maintenance roles are aimed at building group cohesiveness, and group centered behavior.  The task and maintenance goals are a vital part of the team building process.  Groups must learn to function as a unit, rather than a collection of individuals. 
 In addition to developing productive group oriented behavior, it is also important to recognize and deal with individual roles which may block the building of a cohesive and effective team.  The leader must identify counterproductive behavior.  Once identified, the leader must tactfully and diplomatically provide feedback to the group and its members. The success of Six Sigma is, to a great extent, dependent on the performance of groups. 
Management must give a group the time to become effective.  Management must work to maintain consistent groups. Membership..must create a productive atmosphere.  Coalitions should be based on interdependence.  
All opinions should be rationalized, and communicated accurately and clearly.  Participation must be distributed.  Mutual responsibility.  Consensus.  Conflicts from a scarcity of resources should be negotiated in a mutually satisfying manner that does not weaken cooperative interdependence.  Cohesion. 
 Problems should be resolved with minimum energy and permanently eliminate problems.  Adequately solving problems increases group cohesiveness.  The facilitator should be selected before the team is formed to identify team members and leaders. 
 Goal setting is an art.  
The facilitator can communicate between team and management.  The facilitator needs clerical support to keep adequate records in the facilitator can help in creating a realistic schedule.  Effectiveness.
Plan meetings at a time with ideal people invited, prepare an agenda and stick to it.  Start on time.  State the purpose of the meeting clearly at the outset.  Take minutes.  Summarize from time to time.  Actively solicit input from those less talkative.  Curtail the overly talkative members.  Manage conflicts.  Make assignments and responsibilities explicit and specific. End on time. Facilitator must enlist support and cooperation of people outside the team.  Verbal communication.  Facilitators must study the group process.  Are some members dominating the group?  Do expressions and body language suggest dis-agreement with the direction?  Are quiet members being excluded from the discussion?  Ask the quiet members for their ideas and input.  
Recognition of a group makes a statement about what is important to the company.  This will drive employee behavior.  Only by working on the system will management be able to resolve the conflict. Employees will be motivated and able to produce a product or service of excellent quality. Always remember what is valuable to employees and ask employees what is valuable to the consumer.
