e‐LSS DMAIC Projects
There are three elements that must be
completed for a student to be certified
by BMGI as a Lean Six Sigma Belt:
• All coursework must be complete
• Exams must be passed
• Final project report must be
accepted
This document provides guidance on
the project element, from selecting
the appropriate one through to
documenting the results in the final
report template.

Notes:
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e‐LSS DMAIC Projects
First we will consider why a project is
an important part of the Lean Six
Sigma course. Then we will look at
how to select a project that will be
appropriate for certification and
discuss the DMAIC deliverables
required for each phase. Finally we will
provide some guidance for
successfully completing the final
report.

Notes:
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From a practitioner perspective it can
be argued that the certification project
is the most important aspect of all the
course. It allows you to demonstrate
the process improvement knowledge
that you have gained from the online
training. It also provides benefits to
your organization in terms of its
processes and what it delivers to its
customers.
From a training perspective we have
found that Lean Six Sigma Belts going
through our program without a hands
on project really struggle with the
application of the techniques. This is
one of the reasons we require a hands
on project for certification.

Notes:
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A LSS project has at its core a defect
that needs to be eliminated. The
defect may be excessive cycle time,
excessive hand offs or touches, or a
defect in product/process output.
Every process has requirements or
specifications, even if they are not
clearly identified.
Not all process excellence projects
require DMAIC. If a solution is known,
then “just do it”. This is not a suitable
application of DMAIC and should not
be classed as a LSS project. Similarly if
the root cause is known then using
DMAIC is not the most efficient way of
progressing the project and this should
not be classed as a LSS project.

Notes:

© BMGI. All rights reserved. No portion may be copied, rewritten, reproduced, or published.

Pg 4

e‐LSS DMAIC Projects
The roadmap seeks to guide you
through the phases of DMAIC. The
deliverables of each phase build on
the previous so it is advisable to have
a tollgate at the end of each phase to
close out that part of the project. The
Final Report deliverables matrix can be
used to check off each one as you
meet it.
The tollgate should be conducted with
your champion and mentor as a
minimum.
Contact your eInstructor immediately
if you cannot meet all phase
deliverables for further guidance.

Notes:
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The define phase focuses on turning
an idea about a business problem into
a Lean Six Sigma project through
scoping and definition. We seek to
understand what is wrong and how
this links to the customer.
At the end of the define phase you
should have met all these deliverables:
• Define the business case – why
should the company invest
resources in this project?
• Understand the customer – what
output is important to them and
what criteria do you need to meet?
• Define the process – what is the
high level view of the process and
what is the defect you seek to
reduce?

Notes:

!

Contact your eInstructor to discuss
your define phase deliverables before
moving into the measure phase
* Only applies to students that have selected a mentoring option
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• Manage the process – who are the
team and the stakeholders and how
are you going to keep them on
board?
The define phase focuses on the
problem. Root causes and solutions
come later.
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The measure phase focuses on
learning about the Y (process output).
At the end of the measure phase you
should have met all these deliverables:
• Verify data quality – how does your
measurement system provide a
repeatable and reproducible result?
• Collect process data – what is your
plan for collecting data?
• Understand process flow – how
does information, products or other
items flow in your process?
• Identify quick hits – can you
simplify the process or find quick
hits that the team can implement?
• Understand process behavior ‐ how
would you characterize the process
in terms of location, spread, shape
and stability?
• Baseline process capability ‐ How
does the output compare with
respect to customer specifications?

Notes:

!

Contact your eInstructor to discuss
your measure phase deliverables
before moving into the analyze phase

The measure phase focuses on the Y.
Identifying Xs and solutions comes
later.

* Only applies to students that have selected a mentoring option
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The analyze phase focuses on
identifying potential Xs. It allows us to
investigate the gaps between current
performance levels and our target
through identifying sources of
variation. It allows us to indetify the
root causes of our “defect”.
At the end of the analyze phase you
should have met these deliverables:
• Complete FMEA – how do you
analysis risk and mitigate for it?
• Apply 5S – what clutter needs to be
removed before we can begin root
cause identification?
• Root cause identification – what
potential Xs are critical to your
output?
• Analyze process data ‐ what are the
sources of the variation in the
process and what are the root
causes of defects?

Notes:

!

Contact your eInstructor to discuss
your analyze phase deliverables
before moving into the improve phase

The analyze phase focuses on
identifying Xs. Generating and
implementing solutions comes later.

* Only applies to students that have selected a mentoring option
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The improve phase focuses on
developing, selecting and
implementing the best solutions.
At the end of the improve phase you
should have met all these deliverables:
• Generate potential solutions – how
did you formulate ideas and
solutions?
• Demonstrate potential solutions ‐
what techniques were used to show
that the solutions would address
the project identified in the define
phase?
• Select best solutions ‐ how did you
evaluate which solutions should be
implemented at this time?
• Implement solutions – what
changes did you make?

Notes:

!

Contact your eInstructor to discuss
your improve phase deliverables
before moving into the control phase

• Statement of Y= f(x) – what is your
statement showing the relationship
between the primary metric and
the final set of critical Xs?

* Only applies to students that have selected a mentoring option
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The control phase focuses on ensuring
that the gain achieved in the improve
phase is sustained.
At the end of the control phase you
should have met all these deliverables:
• Provide clear indication of
improved primary metric ‐ how can
you demonstrate by using statistics
that the project goal has been met?
• Provide formal control plan – what
control methods have been
adopted to ensure sustainability?
• Provide project approval ‐ what
evidence can you show that the
project has been approved by your
champion?
• Discuss financial validation – what
financial benefits have resulted
from the project?

Notes:

!

Contact your eInstructor to discuss
your control phase deliverables before
closing the project

• Provide project closure documents
– what further action needs to be
taken for the entire solution to be
implemented?

* Only applies to students that have selected a mentoring option
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There are a number of pitfalls that some
students encounter, often due to their
keenness to complete the project. The
most commons ones are listed here:
• Trying to solve the problem in the
measure phase – DMAIC is a structured
methodology that leads you to a
solution one step at a time. Don’t rush
it.
• Failing to validate your measurement
system – all measurement systems
need to be assessed if we are to have
confidence that you can truly measure
the process performance.
• Providing no statistical evidence of
improvement – this can be achieved
using a simple statistical test on your
primary metric data.
• Applying DMAIC to a project that does
not require it – not all projects require
the level of analysis that is associated
with the DMAIC methodology. Don’t
use it if you do not need to.
• Failing to apply the online learning to
the project – the training is there to
help you achieve better results for
your process. Use what you have
learned rather than revert to old ways
of working.

Notes:
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Use BMGI’s final report template,
Final_Report_Template.doc, to
document your project work.
Write the Final Report, as much as
possible, with each phase completion.
If you keep current on the Final
Report, that is, writing as much as you
can at the end of each phase, it won’t
seem to be such a monumental task at
the end of the project.
Tell the story of your project. Don’t
assume that we know your process or
business. Define all your typical
acronyms. Tell us about your process,
product or business, whatever would
be relevant to understand your “story.”
Document everything in your project.
Show all your data and analysis, even
if it did not achieve success in the
project.

Notes:

Not every tool is used in every project.
For example, if all of your data is
variable, you may not use any
attribute tools in your project.
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Phase summaries are where you tell
the detailed story of your project and
should be written by you at the end of
each phase. You should not have
moved on to the next phase of your
project without writing phase
conclusions. The key deliverables for
each phase have already been
discussed and can be located in the
final report template too.
These phase deliverables should be
readily available to you as they were
presented at tollgates with your
mentor and champion. The conclusion
from each phase need to be clear so
that others can follow your project
reasoning. This will aid further
improvement work on this process
and also in the application of the tools
you utilized.
If you have selected a course with
mentoring you should discuss the
deliverables with your eInstructor at
the end of each phase. They will help
you ensure that you have met the
requirements necessary for
certification.

Notes:
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The Executive Summary presents the
major information the report contains.
Its readers are typically managers who
need a broad understanding of the
project and how it fits into a coherent
whole. These readers do not usually
need or want a detailed understanding
of the various projects undertaken in
their organizations. Therefore, the
Executive Summary allows readers to
learn the gist of the report without
reading the entire document, to
determine whether the report is
relevant to their needs, or to get an
overview before focusing on the
details.
The Executive Summary is not used as
an introduction to the report, but is an
independent, entirely condensed
version – the report in miniature. It
should be a maximum of one page
long and should include no terms,
abbreviations, or symbols unfamiliar
to the reader.

Notes:
It is easier to write the Executive
Summary after the phase summaries
are complete.

© BMGI. All rights reserved. No portion may be copied, rewritten, reproduced, or published.

Pg 14

e‐LSS DMAIC Projects
If your organization uses a database to
store information on Lean Six Sigma
projects is it likely that most of theses
elements can be obtained directly from it.
The project overview gives a mid level
perspective on many critical areas of the
project. It highlights the main drivers for
completing this project both from a
business and customer viewpoint. It also
gives insight into the problem that the
project seeks to address through the
presentation of a concise problem
statement, a clear objective statement
and a summary table displaying your
initial goals with the progress you made
towards them. As part of the project
definition the projected business benefits
in terms of hard and soft savings should
be presented along with other intangibles
such as customer goodwill, increased
capability, etc.
As with any project we also need to
record the project management details
such as the planned timeline, the team
members and the scope. At this point any
barriers to completion that may be
pertinent to other Lean Six Sigma project
activities should be listed, along with team
members that deserve special recognition
for their contribution. Finally the overview
should provide a summary of changes that
have been implemented.

Notes:

The information presented in the Project
Overview should be discussed in more
detail in the relevant phase summary.
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In Improve, you were told to write a
separate report for your DOEs. A copy
of the full DOE report should be
attached as an appendix.
Also, any of the deliverables that are
too large to fit in the body of your
report can be placed in the appendix.
Some FMEAs may run to 5 pages or
more. Don’t place all 5 pages in the
body of the report. In the FMEA
section of the report summarize the
key points and refer your reader to the
appendix for the details.
Any other information that you want
to include that is not listed in the body
of the report also belongs in the
appendix.

Notes:
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Lean Six Sigma is a unique way of
solving problems. The metrics of Lean
Six Sigma are a critical part of the Lean
Six Sigma method and discussing
project progress and results in Lean Six
Sigma terms is part of the culture
change process. Ensure you include
examples of calculations and detailed
discussion of assumptions and results.
Since long‐term gains are the point of
Lean Six Sigma, the deliverables of the
Control Phase deserve special
attention. Include all new control
methods that were instituted as part
of your project. Remember to include
a copy of the comprehensive control
plan in your report. However, the
actual control plan should be a
formally controlled document within
your organization.

Notes:
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We at BMGI are fully aware of the
various challenges associated with
remote learning and this is why we
have assigned each eStudent with a
dedicated MBB to facilitate their
successful Lean Six Sigma certification.
Your MBB eInstructor will mentor you
through your successful coursework,
exams and project deliverables.

Notes:
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