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Six Sigma is intended to be a self funded program. Each practitioner is
expected to deliver verified savings within a given timeframe to achieve
certification and to meet both personal and company objectives. There is
ample evidence that the Six Sigma program is fully capable of delivering the
savings and improvements the program demands. However, if we look under
the covers, there may be some opportunities being lost. The typical Six Sigma
project is designed to last 4-6 months. When a new Six Sigma effort is being
implemented, it is not uncommon for initial projects to stretch to 8-12 months.
While there are many reasons for this phenomenon, most can be attributed to
Project Management related issues. Scope definition, poor communications,
lack of change management, poor team management and generally inadequate
Project Management are the most common. The overall program suffers
because savings and benefit targets are not being met. Members on poorly run
projects develop a low opinion of the program. Black Belt candidates become
discouraged and frustrated.
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My experience says that roughly 50% of Black Belt nominee’s enter the program
with little or no real Project Management experience. These folks have a very
steep learning curve to master both the Six Sigma and Project Management
tools and skills necessary to be successful. Most Six Sigma programs could
greatly benefit by having some kind of supplemental or remedial Project
Management training for those who don’t come with the requisite experience.
Depending on who one talks to, data suggests that a Black Belt spends between
40%-70% of her/his time doing Project Management tasks. As much as any other
factor, Project Management skills will ultimately determine the overall success
of any Six Sigma implementation. Appropriate Project Management training will
decrease project delivery time and increase benefits realization, particularly
from new Black Belt candidates.

It must be noted that the overall Six Sigma approach embodies many parts of
the “Holy Grail” of Project Management within an organization. The rigorous
Six Sigma structure of Executive Sponsorship, Champions and Stakeholders are
the dream of an enterprise Project Management implementation. Six Sigma has
the requirement for a deployment management function to make sure the
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highest priority efforts with the greatest payback are worked first, with the
appropriate resources, that progress is tracked in detail, regularly and that
results are verified and tracked. This reflects the level of commitment and
discipline to which every Program/Project Management office aspires.
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Clearly each of these programs has the ability to help the other be successful.
Enterprises just getting started with Six Sigma or those struggling to meet
project completion targets should look to the Project Management world for
assistance. Specifically:

A good place to look for Black Belt candidates would be those who hold
the Project Management Professional (PMP) certification from the PMI.
This requires a 4 year degree, 4,500 hours of Project Management
experience across the 5 areas of Project Management expertise (Initiate,
Plan, Execute, Control and Close), have 36 months of direct Project
Management experience within the last 60 months, and passing a written
examination. These folks will be able to hit the ground running after
their Six Sigma training.

If your organization has an existing Project Management Office (PMO)
look to coordinate or integrate the Project Management related
functions with the Six Sigma deployment function.

Develop supplemental training and coaching for Black Belt candidates
who do not have previous Project Management experience. This should
emphasize at a minimum:
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Charter, scope management
Change management

Leadership skills

Conflict resolution

Communications effectiveness

Navigating “corporate politics and realities”
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e Getting projects done - on time and having met objectives

Increasing individual Project Management skills and proficiency is one of the
hidden, untapped ways to increase effectiveness and return of the overall Six
Sigma effort.
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NATURAL PARTNERS - PROJECT MANAGEMENT AND SIX SIGMA

Dave Dirks, PMP, MBB

As Six Sigma practitioners we are always looking for new tools and techniques
to improve the overall performance and effectiveness of the program. While
Project Management is part of Six Sigma, it is often not taught with a great
deal of depth. This paper explores the notion that an increase in emphasis and
depth of Project Management skills will lead to overall improvements in the
effectiveness and return on Six Sigma implementations.

The Project Management Institute (PMI) is recognized as the premier
professional organization by most Project Management practitioners. It has
published “The Project Management Body of Knowledge” (PMBOK). This
document is also recognized as the ANSI Standard for Project Management
(ANSI/PMI 99-001-2004). There is a great deal of overlap between the work
outlined in a DMAIC effort and the overall approach the PMBOK describes. PMI
breaks projects into five phases: Initiate, Plan, Execute, Control and Close
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Whether we actively recognize it or not, any Six Sigma effort is a project, and
all the relevant issues must be dealt with, one way or another. The figure
below maps most of the knowledge areas and processes in the PMBOK against
the DMAIC process. Items headed in Blue are related to the Define Six Sigma
processes. Items headed in RED to GREEN are related to the Measure, Analyze
and Improve processes. Items headed in YELLOW are related to Control
processes. Six Sigma DMAIC is roughly equivalent to the Project Management
areas of knowledge: Initiate, Plan, Execute, Control and Close (IPECC).
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Two striking observations can be made. First, the amount of effort in the
Project Management world related to the Define step of Six Sigma. There is
much more to be done than just get a charter defined. Second is that there are
Project Management tasks to be done in all Six Sigma phases. The role of
Project Management in the overall Six Sigma effort can’t be minimized.

It is also worth noting that philosophically the IPECC of Project Management
and the DMAIC of Six Sigma, while related, have different origins and
perspectives. The PMBOK of PMI proscribes a general methodololgy to do any
kind of project, from building a bridge, to launching the Space Shuttle, to
writing software. The DMAIC of Six Sigma is a very specific project structure
designed to fix problems and improve processes based on a data driven,
analytical approach. IPECC is very general to be applied as appropriate to many
different types of projects. DMAIC is specific and helps practitioners apply the
fact driven, y = f(x) methods of Six Sigma. However, Six Sigma efforts are
projects, and the more project management knowledge and experience
practitioners have, the greater will be their opportunity for success.
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| had my PMP certification before | started my Six Sigma training. As | went
through the training | had the feeling that while the words “Project
Management” were being spoken, the topic was just not covered adequately.
Nothing I’ve experienced since then has changed my perception.

My personal observation has been that those who come to Six Sigma with
previous Project Management training and experience, have a probability to be
more effective than those without this exposure. The “review” candidates
receive during Six Sigma training is enough to give them the specific
orientation they need to work within Six Sigma. Those with no previous Project
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Management experience are at a severe disadvantage. Project Management is
the energy that determines when and if a work effort will be completed.

New practitioners are particularly in need of many of the “soft” skills i.e.
running effective meetings, conflict resolution, communicating with people
who have various needs, dealing with “corporate politics” and doing what it
takes to meet deadlines. The MBB may have this skill, although many are
chosen for their statistical and analytical prowess. However, even if they do
have Project Management experience, in most cases they are stretched so thin
that the Black Belt is really expected to carry the Project Management load on
his or her own.




