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THE LEAN SIX SIGMA IMPROVEMENT PROGRAM
CONCEPT AND THE STANDARD OPERATING PROCEDURE

Abstract. The speed of changes in manufacturing and service business increases year-on-year. Customer is
getting more sophisticated, product / service features dramatically evolve, improvement is a matter of life and death
of the company. In such environment, companies decide to invest in improvement teams and programs to hit the
bottom line. In the majority of cases, these companies use Lean Six Sigma toolkit and infrastructure, as the current
proven best approach.

The Lean Six Sigma implementation method is being well described in the literature, but with the common
focus on CEO and executive board level. The organization levels below, process managers and project leaders, were,
in most of the cases, left on their own to create and execute improvement programs in their respective areas. The
purpose of this thesis is to extend the process improvement framework for this, frontline, organization level.

In this thesis, we will be reviewing first the basic Lean Six Sigma concepts along with complexity reduction
tools, in order to set the foundation and the context for the improvement team activities. In the second chapter, we
will combine Lean Six Sigma infrastructure with the project management methodology in order to develop standard
operating procedure as the operation framework for the improvement teams acting in the medium and small size
organization units (below 350 people). As a summary, this standard operating procedure is represented by the
flowchart that serves as a single roadmap for all improvement teams in the organization.

Keywords: Improvement team, Lean Six Sigma, DMAIC, project management, standard operating procedure.

Chapter 1 gives the background and the overview of the Lean Six Sigma methodology and its toolkit,
which is considered to be the current best approach for the organization transformation. In addition to
traditional Lean Six Sigma concepts, we will also discuss complexity reduction methods, which, combined
with Lean Six Sigma, give the highest contribution to a company success in the shortest period of time

The drive for improvement was ever present force since the early 20th century. Advanced thinkers of
that time (Ford, Taylor) recognized the need for work division (Pascal, 2007) to series of single operations
to make the product cheaper with less defects, at the lead time in line with market needs (mass
production). Then there was one more milestone: Toyota way - Lean manufacturing and their focus on
eliminating “muda”, non-added value work, to reduce cycle time, work-in-progress, inventory. Further
breakthrough was made with Six Sigma (George, 2003) and their focus to reduce variations in process to
achieve superior outcome quality. The last but not least, complexity reduction theories look critically over
the business as a whole, trying to focus funds around most profitable products and their standardization.

Finally, there is a new direction that blends all the good sides of Lean, Six Sigma and standardization,
simply called Lean Six Sigma method for rapid improvement that appears to be current best practice for
organizational transformation. In the end of the 20th century, a new component is added to Lean Six
Sigma blend. It is complexity reduction through product / service portfolio optimization We will be
describing each component, in order to understand their strengths and weaknesses, prior to implementing
Lean Six Sigma improvement toolkit to improvement teams in medium and small organization units.

Time. Quality. Cost (George, 2003). These simple words are corners of the magic business success
triangle. Until recently, it was thought that it was not possible to achieve all these three goals
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simultancously. Two main approaches were practiced separately: either pure Lean or pure Six Sigma.
Despite the results achieved, there is a deep mathematical connection between their fundamental ideas that
could yield even more gain. A simple mathematical derivation shows that a 10% of defects incidence
increases process cycle time by 38% and the work-in-process mi by 54% (George, 2003). Maximum speed
cannot be achieved without improving quality, nor can maximum quality without also improving velocity.
Therefore, methods are complementary and should be integrated to achieve maximum performance.

Control (George, 2003) is the last phase of DMAIC whose main purpose is to sustain changes made
in the Improve phase. In this phase, knowledge of the project team is documented and handed over to
users which are trained on the process changes. In order to preserve achievements, Control phase passes
through six steps listed below:

e Changes documented and trainings delivered

e Change outcomes recalculated into financial figures

e Hecalth check after the implementation

e Process performance monitoring system

e Implementation pilot

e Developing a process control plan

Each of these steps will be explained in more details in the paragraphs that follow.

Any change to the process made by the project team has to be formally documented through a
procedure, work instruction or manual that is shared with all the stakeholders (George, 2003). Later
changes to this documents have to be made in a controlled manner, with informing all the involved parties.
Best practices have shown that these documents should be uploaded on a web portal with document
change management, accessible to all the interested parties. Apart from documenting the change, in the
majority of cases, a formal training needs to be executed with both the process owners and the execution
level in order to ensure sustainability. A great tool to help in defining the training scope can be a training
matrix that defines what the training requirements per position in an organization are.

Immediately after the project execution, it is responsibility of the project leader to ensure that the
change is documented and the trainings are done. However, once the project is closed, it becomes the
responsibility of the process owner to ensure up-to-date documentation and trainings of the new personnel.

Lean Six Sigma is highly data oriented method. This is valid as well when it comes to benefits
evaluation (George, 2003). In all cases where possible, it is required to calculate benefits into financial
impact verified by the company finance and approved by the CEO or other equivalent function. Apart
from calculating financial impact of the change to the business before the project is executed, actual
financial results are being tracked to check whether promised gains are achieved. At this point project
team and finance department have to agree on the method of tracking and quantifying improvements
through cost saving, cost avoidance, additional income etc. Of course, some improvements are easy to be
quantified (example: new production line replacing the manual work of two people), but some are not so
tangible (example: benefits of the new workspace organization to productivity). For those non-measurable
cases, usually metrics defined in the measure phase can help in determining how the improvement was
successful. One of the typical methods to quantify success of some initiative could be a survey comparison
before and after the change (a customer survey, a process owner survey etc.). However, as an ultimate
goal, we should try to quantify and convert to financials whatever we can, even being it completely out of
conventional financial thinking.

For every change there is a transition period for the organization to transfer from one way of working
to another (George, 2003). This time frame is usually embedded in the project plan like a hyper care
period, when project team time is dedicated to full support to the organization to integrate changes.
Immediately after this period is finished, organization is given to perform one process cycle
independently, usually one to two months, after which a process health check is performed. The health
check is a predefined questionnaire designed to formally measure success of the change acceptance and
organizational ability to operate independently. When dealing with larger scale changes, affecting several
parts of the organization, health check questionnaires can be developed for each part of the organization.
Based on these checks further measures to can be taken to improve aspects of the change implementation
identified through health check. Going further and depending on the nature of the change, several months
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to one year after change implementation, management might decide to perform formal audits of the
compliance with the new procedures. These audits can be conducted by internal or external audit teams.
Audits are being followed by action plans for non-conformities correction or prevention with clearly
defined responsibilities and deadlines.

After the change is implemented and process improvement put in place, it is necessary to establish a
system that would monitor process performances and prevent performance deterioration (George, 2003).
Usual means of control are IT solutions that automatically generate control charts of the key parameters or
send out alerts or emails if the process gets out of specified boundaries. It is important to book time and
resources for development of the performance monitoring solution in the process improvement plan in
order to prevent process and staff to return to the previous low performance level and to ensure
sustainability of the changes. At the later implementation stages, management should show focus and
commitment on the control system alerts and staff reaction upon them. Performance monitoring systems
functionality and staff reaction should be mandatory parts of the health check questionnaire mentioned in
the previous paragraph.

Latest developments and start-ups, especially in the IT area, have proven the advantage of running a
pilot (George, 2003) wherever possible before a process change or process improvement is being
implemented on a larger scale. A pilot is a real-life simulation of the change run on a single equipment,
facility, department or test version of the software. It can reveal solution issues in the early stages, before
major investment is being done, so that modifications can be done on time, without replicating mistakes or
defects. Also, a pilot is a real life proof of the benefits, which can increase management and staff buy-in
and facilitate further change implementation. Before running the pilot, it is important to agree and embed
into the project plan time needed for piloting so that the data gathered is relevant for the further decision
making. One of the worldwide known example of piloting is Uber app for taxi services, which was tested
only on the two vehicles in New York to check whether taxi drivers and customers will find it useful and
accept it. After positive test results, app was commercialized on a wide scale and today used worldwide.

The process control (George, 2003) plan is the last step when implementing the process improvement.
Similarly to the previous step, the ultimate goal of this step is to ensure changes sustainability over time.
Unlike previous step that was focused on the IT solutions, here project team is focused on defining
ownership and responsibilities for the process performance. In this phase, metrics of the process
performance is being clarified and agreed with the process owners, as well as visualization tools that will
be used. Responsibilities, metrics and visuals are being formally shared via procedures, manuals or other
written forms, so that they remain available to the process owners after the project closure.

Control charts, described in the Measure chapters, represent one well known tool for the Control
phase, as well. Second widely known and used tool is Mistake Proofing (Poka-Y oke)

The basic principles of Mistake Proofing (Mistake Proofing, 2019), (George, 2003) are

e Preventing the defects 100 % if possible

e [f the first is not possible, detecting 100 % of the defects that occurred.

e If the second is not possible, reduce the severity of defects that will reach customer or the process
step that follows.

Improvement teams may decide to use one of the principles or to combine all of them depending on
the issue they are working on, with the aim to attack the root causes of the defects.

There are three Mistake Proofing concepts depending on the defects checkpoint place in the process:

e Successive control - control point is placed in the process step that follows current step. This
control is reactive as it allows defective work item to propagate to the next step. Feedback on the defect
comes, therefore, from the next process step.

e Seclf-control - control point is placed at the current process step. In this way, feedback on the
defect occurrence is quicker and problem is being solved at the source.

e Control at the source - control point is set to check operating conditions before the work item is
being processed. This is proactive option, preventing defect occurrence and decreasing losses in time and
money.

As mentioned before, these control concepts can be combined depending on the particular issue,
budget and available resources. What is important to mention is that, as shown on the Figure 13 (Mistake
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Proofing, 2019), the later the defect is found in the process, the greater the cost incurred, since the more
material and labour is being invested as the process approaches its end. Even worse, if the defect reaches
final customer, the reputation and customer loss may exceed the pure processing cost. Thus, it makes
sense to include defect control at every process step, the earlier the better. Of course, the investment in
Poka-Yoke has to be justified by the gain coming from defect rate reduction (“Poka-Yoke ROI”). The
second thing to be considered is the impact of these additional controls to the process velocity i.e. once the
additional controls are being introduced, the time needed to perform additional inspection has to be taken
into account.
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Source: (Mistake Proofing, 2019)

Figure 1 - Cost of defects found at different points of the process

When it comes to the action that control points needs to perform in the case defect is detected, there
are two directions:

e Warnings / alarms / messages to the operator or process owners that defect occurred

e Process action - rejecting defective product / work item and / or stopping the process (equipment
or workflow)

Some solutions may combine both approaches, for example:

e System might send out messages and rejects defective products, while the process continues - so
called “yellow messages™

e If the same defect is being detected error on X consecutive products, system will stop the
equipment (“red message™) and the operator should perform a detailed inspection to find the root cause of
the issue.

At the end of this discussion we will mention some Poka-Y oke examples that we can find every day
at our home or work. (Mistake Proofing, 2019)

e Spelling and Grammar Checker in the document editors

e Ficld Value Checkers - we cannot enter letters into field that requires phone number, ZIP code,
bank account number etc.

e Parts that can be assembled in a single, correct way

e LOTO safety procedure - main drive of the machine is locked and tagged, so no one can start
machine as long as maintenance work is being performed
“Lights on” beeper once the car engine is stopped
“Ink level low” message on the printers
Second vent preventing a bathtub overflow
Purchase order not being approved in full cannot be sent out to the supplier
Bar code scanners that saves time and prevents mistakes of the manual entry

In the Control phase, it is no longer the project team playing the key role. It is the process owner that
takes over the improved process and gets responsible for sustaining its performance (George, 2003). This
is why, at this handoff, it is critical to make sure that process owner understands the change and his/her
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responsibility to sustain it. This is why it is crucial, apart from formal training, to leave full process
documentation available to the process owner after the project team is being adjoined. In many companies,
for the bigger project there is a sign-off procedure, formally pointing the moment of responsibility transfer
to the process owner. This whole process is much easier if the process owners have been involved in all
DMAIC phases and actively participated in improvement design and implementation.

Second important aspect of this phase is to identify all relevant indirect process participants and
inform them about the changes affecting their activities, so that they are aligned with the process owners.
There are many examples how skipping this step can affect negatively improvement results. Here is one
example. One worldwide known company introduced reusable finished goods packaging. The project was
providing significant cost cut to the company and waste disposal cost saving and environmental
responsibility at the customers’ end. But one off-shore customer service office, serving Eastern Europe,
was forgotten to be kept in the information loop. Therefore, this service point operated without informing
customers that the packaging is reusable and, therefore, should be collected and returned back. It took
more than one year to discover this issue, and all that time customers were throwing the expensive
reusable packaging immediately to garbage. The benefits the project was supposed to bring were
decreased and, for this group of the customers, delayed by one year.

In the paragraphs above we have discussed about DMAIC methodology and some key tools used in
every phase. As a conclusion (George, 2003), it should point out key watch outs, in order to have
improvement projects rolling out as planned.

After researching many real life improvement projects, DMAIC phase that most often slips out of
schedule is Improve - selecting, applying and validating solutions. Main causes why project teams get
surprized here can be:

e Wrongly selected improvement project

e Project management issues (lack of resources, late sponsor involvement, extending the project
scope compared to the initial project charter)

This is why many companies are adding project management package to the basic Lean Six Sigma
training module. Mentioned issues are also pointing out focus on the Define phase:

e Project selection should be done based on Return-on-Investment (ROI) and impact to the
customer. These two should be reassessed before the Improve phase as, at this point of time, project team
has a much better insight of the problem that is to be solved than in the Define phase.

e (lear communication on the parties’ involvement expectations and the resources needed. Of
course, the prerequisite is to have alignment within the entire organization on the project goals and
priorities.

Further, there are literally hundreds of tools available to support improvement efforts. But, project
teams are usually using several most common tools, for example: 5 Why, Kaizen events, control charts
ctc. If these tools are sufficient to get to the root cause of the issue, there is no need to insist on using full
set of tools, as long as there is project leader awareness of these tools in the case common techniques fail.
Also, project leaders should be practical and efficient in leading the team through the DMAIC phases.
Their ultimate goal is being to contribute to the company bottom line and to sustain that contribution over
time. If they reach this goal, nobody will question whether they fully respected or not the predefined
improvement models.

Vice versa, now we will see some Six Sigma gaps that can be complemented with Lean tools
(George, 2003).

1. Identifying waste. Six Sigma uses process mapping but it does not take into account setup time,
completion rate, waiting time etc. is which are critical in defining non-value-added activities and their
cost. Instead, Six Sigma focuses on eliminating variation and, if this is not possible, takes process redesign
into account. Lean is improvement oriented and process redesign for Lean is natural thing, done by
default.

2. Using proven Lean Tools. Lead time and process effectiveness are outside Six Sigma focus. Since
there is a natural, mathematical relation between quality and speed (10% of defects incidence increases
process cycle time by 38% and the work-in-process by 54%,), it is clear that reduction of defects rate will
increase the speed. However, Six Sigma is not using Little’s Law and, therefore, misses the opportunity to
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apply some well-known and proven Lean tools to improve the process performance (Pull system for WIP
limitation, Total Productive Maintenance, 5S, waste recognition).

3. One important Lean tool is a Kaizen event - intensive improvement event that gathers all
stakeholders or certain process for several days session with the aim of achieving tangible results in a
shortest time period. Action-orientation of these events can serve as a real power cord for DMAIC
methodology.

4. Quality is achieved faster after eliminating non-value-added activities. Six Sigma focuses on value
added process steps trying to minimize variation. However, once Lean e¢liminates unneeded activities, the
process itself becomes simpler, with less possibilities to create non-quality. Thus, combining Lean and Six
Sigma tools yields in better results, faster, then application of Six Sigma by the book.

During Lean Six Sigma application, an often dilemma is what to apply first: optimize process output
with Six Sigma or simplify the process through Lean. As discussed in previous chapters, there is organic,
mathematical relationship between quality and speed, therefore both Lean and Six Sigma tools are
contributing to the common goal - improvement effort according to the highest ROIC.

According to the discussion in the previous chapters, Lean Six Sigma is the current best practice to
cope with business challenges and complexity (George, 2003). In today's competitive environment,
improvement programme is not only “nice-to-have” interest of the CEQ, but an instrument of company or
organizational unit survival.

As a short summary at the end of the section we will list key principles of both methods, that, when
combined together, bring complete transformation (not step-by-step evolution) of the organization.

1. Customer First: Customer basic quality requirement define customer sensitive defects which are
priority one for improvement, being more important than the ROIC.

2. Flexibility: The velocity and the flexibility (ability to answer the most urgent customer needs) of
the process are proportional

3. Pareto Principle: 20% of the activities cause 80% of the delay.

4. Little’s Law: The higher the WIP, the slower the process. The WIP is impacted by long
changeover time, defects / errors, demand variations, product portfolio complexity.

5. Complexity: the complexity of the offering portfolio can add more non-added-value cost than
slow or defective process, as described in the next chapter. Thus complexity needs to be reviewed and
reduced along with Lean and Six Sigma implementation.

For a very long time, a prevalent marketing and product development premise was to offer wide
variety of products or services to attract highest possible number of customers (George, 2003). The wider,
the better. It was indeed wider, but was it wiser at the same time?

This hunger for differentiation started around the early 20s of last century, with the famous story of
Model-T, a product available in one colour and with single feature set, with a single purpose: to satisfy
transportation needs at low cost due to eliminated complexity of mass production. And at the beginning, it
succeeded, gaining tremendous portion of the market share. However, the success was not sustainable, as
in the few years customers were ready to pay a little bit more to get colour, power or feature they like. So,
the volume share of Model T started to fall, until 1928, when it finally became part of the automotive
history. Until the beginning of the 21st century, key marketing principle was differentiation and wide
variety of features to accustom all possible customers’ needs.

One well known international company was following this policy for decades. It spent millions to
launch products in new packaging, offer all possible sizes and features to fit all the tastes. What their
marketing and product development were not able to see is that every single of their invention required a
new piece of equipment or modification of the existing one. Setup times were higher, together with the
number of changeovers. In the end its production centres were full of equipment below 20% of utilization
with slow moving stock of spare parts and functional knowledge rather related to the person than to
maintenance systems and practices. There was a massive and slow organization created to support life
cycle management of such complex offering. On the other hand, the impact on the customer was below
expectations and the total sold volume was slightly declining. Did they know the cost of keeping all this
complexity in house? What would be the most logical move to keep the market share?

Since the beginning of 21st century, many companies with long history started to have a critical look
over their offerings and take the learnings from emerging I'T giants (Google, Apple, Microsoft). Instead of
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trying to serve each and every need (basic, functional and nice to have), focus was on customer sensitive
features for the products / services bringing the highest income. Consequently, products with low income
and market share started to be withdrawn from the market.

Coming back to our Lean Six Sigma discussion, let’s have a look what would be the outcome of the
Lean Six Sigma implementation over a process that is suffering from complexity. Lean Six Sigma will
definitely contribute in achieving stable outcome (George, 2003) at a shorter cycle time (second chart on
the same figure). But, the results will be only partial as the root cause of the problem was missed. If the
process can be re-engineered in a way that only value added activities are kept, a tremendous
improvement level can be reached.

M.H. Hypraosuios!, A.H. Hapenona',
KA. Hasuxopal, H.B. IlamyparosaZ, M.T. Kemxegaenal

'M.X. Jly natu arbiHaarsl Tapas MEMIIEKETTIK yHHBepcuUTeTi, Tapas;
ZA Meip3axmeToB aThiHgars! Kekieray yuusepcuteti, Kexkmeray

AJITBIH CUTMA KABJBIKTBI BACKAPY BAFIAPJIJAMACBLIHBIH
KYPBLLTEIMEI )KOHE CTAHJAPTTEI )KYMEIC TOPTIEBI

AHHOTanMsI. OHIIPICTIK OHE CEPBUCTIK OM3HECTIH 63repy KAPKbIHBI KbUIIAH-KBIIFA apThII Keaedi. Knmenr
SKETIIAIpiay e, oHIM / KbI3MET MYMKIHAIKTEPl KYpT KeHelin kexeni. JKakcapry — Oyl KOMIAHWSI-HBIH 6Mipi MEH
emmMi. MyHga Opraza KOMIAHWAIAP IPAKTHKAJBIK HOTIDKCICPIE KOJ JKETKI3Y VINH >KAaKCapTy TONTaphl MEH
OarmapnamanapsiHa Kapakar camyael memeni. Kem skarmadima Oyn wommammsmap Lean Six Sigma xypamaap
SKUBIHTBIFBIH )KOHE HHPPAKYPHUIBIMIBI KA3IPTi YaKbITTAFBI CH YKAKCHI TOCLI PETIHAC MaHIaTaHAIbI.

Lean Six Sigma ofici oacOHCTTE JKAKCHI CYPETTEAreH, OipaK 0ac IMPSKTOP MCH aTKAPYIIBI KCHECTIH ACHICHIHE
Oaca Hazap aymapeutagbl. TeMeHACTi YHBIMAACTHIPYIIBUIBIK ICHICHICP, MPOICCC MCHEKSPICpI MCH sko0a
MCHCDKCPJICPl KOl KaFaaiia THICTI cajajapAa 'KakcapTy OargapiaMajiapblH KYPYMCH JKOHC ICKE aCBIPYMCH FaHA
Kamnapl. JMcCepTanmsIbIK KYMBICTBIH MAKCaThl — YHBIMHBIH OCBI AIABIHFBI JCHTCHIHAE MPOLECTI KETLIIIpY
KYPBLIBIMBIH KCHEHUTY .

Byx Te3ucte 6i3 angemven Lean Six Sigma HETIsri YFIMAAPHIH, COHIAW-AK JKAKCAPTY TOOBIHBIH YKYMBICHIHBIH
HETI31 MCH MA3MYHBIH KYPY YIUIH KYPICILTIKTI a3alTy KypajagapslH KapacTteipambrd. ExiHmi tapayna 6i3 Lean Six
Sigma wHpPaKypHUIBIMBIH >K00aHBI 0acKapy SAiCHAMACBIMECH OipIKTIpIN, OpTa >KOHE Kimll YHBIMIACTBHIPYIIBLIBIK
tonrapaa (350 amaMHAH KeM) JKYMBIC KACAHTHIH TONTAPIBIH XYMBIC KYPBUIBIMBI PETIHAE CTAHJAPTTHI HKYMBIC
TopTiOiH a3ipneiiMiz. OchUTaiiima, OChl CTAaHJAPTTHI >KYMBIC IPOLEAYPACHl YHBIMIAFEI OApPIbIK KAKCAPTY TONTAPBI
YIIiH OipbIHFAH KO KapTAachl PETiHIC KbI3MET CTETIH KECTE TYPIHAC YCHIHBIIFAH.

Kopseita xese, Oip Oenrim XambIKapamblK KOMIIAHHS OHJAFAH JKbLIAAP OOHBI OYJ1 CasAcaTTBl YCTAHBIN KEJC
JKATKAHBI aHBIKTAIABl. O MUDTHOHIAFAH OHIMI JKaHA KANTaMana IIBFAPYFa >KYMCAABL, OP TYPJi MEJICPAC KIHC
9p TYPII TarFamMfa ca MyMKIHAIKTEpP YChIHAABL. MapKeTHHT TICH OHIML 931piey onapAbiH dpOip 6HepTAObICH KaHA
JKaOBIKTHI HEMECE KOJIAHBICTAF TYPACHAIPY Al KAKET CTCTIHAITIH Kope amMaasl. OpHATY YAKBITHI KOMMYTAaTOPJIAP
caHbIMEH Oipre >korapsl 001161 HoTmkecinae, OHBIH OHAIPICTIK OPTANBIKTApHI KYKTeMe AcHreri 20% -maH TeMeH,
KOCAJKbI O6IIICKTEPMCEH KOHE aAaMaapra (pyHKUHMOHAIIB! OlTMMEH JKYHElIep MEH TCXHHKANBIK KbI3MET KOPCETY
TOXKIpUOEICpiHE KaparaHIa aHAFYPIbIM >KAKBIH >KAOABIKTAPMEH TONBIKTHL. OCBIHAAH KYpAEl YCHIHBICTBIH 6MIpIIK
OUKITH O0acKapyasl KOMJAWTHIH JKANMAH koHC Oady YHBIM KypbUiabl. EKiHINI >KAFBIHAH, CATHIN AIyOIBIFA OCCP
KYTKCHHCH TOMCH OOJIIIBI, aJI KAl CATHIIBIM a37al TOMEHCII.

Tyiiin ce3aep: sxketinaipy Toosl, Lean Six Sigma, DMAIC, XKobanb! 0ackapy, CTaHAAPTTHI XKyMBIC TIPTIOI.

M.H. Hypraosuios!, A.H. Hapenosa',
KA. Hazuxopal, H.B. IlamyparosaZ, M.T. Kemxeoaena

'Tapasckuii rocyAapCTBCHHBIN yauBepcuTeT uM. M. X, Jlymatu, Tapas;
ZKoxkuerayckuii yausepcutet uM. A. Meip3axmetosa, Kokmeray

KOHIIENIASI IPOTPAMMBI YJIVUIIEHUS LEAN SIX SIGMA
W CTAHJIAPTHAS PABOYAS IPOIEAYPA

Annotamust. CKOpPOCTh H3MEHCHUH B MPOW3BOJACTBEHHOM H CEPBUCHOM OWM3HECE YBEIMYHBACTCS M3 TOJA B TO.
Knment cranoBuTcs BCe 0071e€ H30MIPSHHBIM, PE3KO PACIIHUPSIFOTCS BOBMOKHOCTH IMPOAYKTA / YCAYTH. Y IyUIICHAC —
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3TO BOIPOC >KW3HH W CMEPTH KOMIIAHWH. B TakoH cpele KOMIIAHWH PEMIAlOT WHBECTHPOBATH B KOMAHIBI IIO
VAYYMICHUIO W IPOTPAMMBbL, YTOOBI JOCTHYh MPAKTHYECKOTO PE3yIbTara. B OOJBIIHHCTBE CIy4acB 3TH KOMIAHHUH
HCTIONB3YIOT HHCTPYMEHTapui u mH(ppacTpykrypy Lean Six Sigma kak MpOBEPEHHbIA HA JAHHBIH MOMEHT JIy YIIHH
TIOJXO.

Merton peamm3amun Lean Six Sigma XopoImo OmuCaH B JIATSPAType, HO ¢ 00mmM akucHTOM Ha yposHe CEO n
HCTIOTHUTEIFHOTO coBeTa. OpraHu3alOHHBIC YPOBHH HIDKE, MEHE/HKEPHI MPOLIECCOB W PYKOBOAMTEIHN IMPOCKTOB B
OOJBIIMHCTBE CIIyYacB OBUIM OCTABICHBI HACAWHE C CO3JAHMEM M BBIIOJTHCHHEM IIPOTPAMM YIYUINCHHS B
COOTBETCTBYIOIIMX 007acTsX. LleTbi0 JAHHOTO TEe3HCa ABIIETCA PACIIUPEHIE CTPYKTYPHI YIIy YIICHHS IPOIICCCOB HA
3TOM TIEPETHEM YPOBHE OPTaHH3AIIHH.

B »TOM Te3mce MBI CHa4aja pacCMOTPHM OCHOBHbIe KoHmemmum Lean Six Sigma, a Takke HHCTPYMCHTBHI
CHIDKCHUSI CIIO’KHOCTH, YTOOBI YCTAHOBHTH OCHOBY M KOHTEKCT UL JCATCIBHOCTH TPYIIBI MO YIy4IIcHHIO. Bo
BTOPOH TIaBe MBI 00BeaIMHEM HHPpacTpykrypy Lean Six Sigma ¢ METOIOJIOTHCH YIPABICHUS MPOCKTAMH, ITOOBI
pa3paboTaTh CTAaHAAPTHYIO PAOOUYI0 MPOUCAYPY B KAUCCTBE pabOuCH CTPYKTYPHI MU KOMAHI MO VJIyUIMICHHIO,
JCHCTBYIOIIMX B CPEAHHX M MAJBIX OPTaHM3AlMOHHBIX eamHHnax (MeHee 350 wenosek). Takumm obOpazom, 3Ta
CTaHAApTHAA pabouas mpomeaypa MpeACTaBICHA OIOK-CXEMOW, KOTOPAs CIYXKHUT CIUHOM JOPOKHON KapTOH i
BCEX TPYIII IO YJIVUIICHAIO B OPTaHH3ALHH.

Bbu10 yCTAaHOBICHO, YTO OJHA W3BECTHAS MCEKIYHAPOJHAS KOMIIAHMS CJICIOBAjNa 3TOW IOJIHUTHKE B TCUCHHC
gecarunernii. OH MOTPATHII MIJUIMOHBI HA 3alyCK HPOAYKTOB B HOBOM YNAKOBKE, MPEAJAras BCEBO3MOYKHBIC
pasmepsl U PpyHKIHE Ha M000# BKyc. UTO MX MApKETHHT M pa3paboTKa MPOAyKTa HE CMOTIHM YBUACTH, TAK 3TO TO,
YTO KOKAOC HMX H300peTcHHME TpeOOBajIO HOBOTO OOOPYMOBAHWS HIM MOJU(HKAIMH CYINECTBYIOIEro. Bpems
VCTAHOBKH OBLITO BBINIE, BMECTE C KOMYECTBOM IIEPEKIFOUCHHH. B KOHIIE KOHIOB, €TO MPOM3BOACTBCHHBIC IICHTPHI
ObUTH 3amoTHEHB! 000PYIOBAHHEM C YPOBHEM 3arpy3ku Hiwke 20%, ¢ MEIJICHHBIM 3alacoM 3allaCHBIX HacTei u
()YHKIMOHATBHBIMHU 3HAHWSIMHE, CKOPEEC CBSI3AHHBIMH C YCIOBEKOM, Y€M C CHCTEMAMH W HMPAKTHKOH TEXHHYECCKOTO
oOcmyxuBaHWA. bpima co3gaHa MacCMBHAA M MEMJICHHAS OPTaHU3AnMs, KOTOPAs MOAJCP)KHUBANA VIPABJICHHUC
SKH3HEHHBIM ITHKIIOM TAKOTO CIIOXKHOTO HpeayokeHms1. C ApyToit CTOPOHDL, BIMSHHE HA MOKYATEN 0KA3aI0Ch HAUXKE
O’KATAHUH, a 00muii 00beM MPOIAK HEMHOTO CHU3HIICH.

Kiouennie ciioBa: komanaa no yayumeHmo, Lean Six Sigma, DMAIC, ynpasneHue mpoeKTaMu, CTaHIAPTHASL
pabo1as mpoueaypa.
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