Lean Six Sigma Frequently Asked Questions

What is Lean?
A principle driven, tool based philosophy that focuses on eliminating waste so that all activities/steps add value from the customer’s perspective.  Our ultimate goal should be to provide world-class quality, delivery and service to our customers at the lowest possible cost.
What is Waste and what are the seven types of Waste?
Activities that create no value from the customer’s perspective and add only cost and time to a process.  You need to first identify the root causes of waste in a process in order to eliminate them.  In a typical process, only 1-10% of activities create real value.  The seven types of waste are:

(1) Overproduction – Making decisions too early in the process

(2) Inventory – Multiple Prelim/Credit Requests on a deal or awaiting approval

(3) Extra-Processing – Processing a small deal like a large deal

(4) Motion – Navigating multiple screens to input data in Resource

(5) Defects/Rework – Multiple Rework loops in the Deal Approval Process

(6) Waiting – Waiting on 3rd Party Information or deal approval

(7) Transportation – Shipping hard copy loan documents that require signatures
What kind of initiatives does Lean apply to?
Lean may be applied to any process where waste can exist:  

Deal approval process

Environmental process

Finance

Customer service

Call Center Interactions with Customers

Pay-roll

Recruitment

The above are only examples of what specific types of processes may be looked from a Lean perspective.

What is a Lean Event?

A Lean Event looks at a particular process where improvement is desired and attempts to define value in the process from the customer’s perspective.  The event specifically looks at process cycle time, process waste and the amount of non-value added steps that exist within a process.  The Lean Event is divided into three parts:

1.) Development of a Current State Value Stream Map to identify waste

2.) Development of a Future State Value Stream Map to eliminate waste
3.) Completion of an Action Work Out to Implement recommendations to eliminate waste and make changes last.

The ultimate goal(s) of a Lean Event that looks at a deal process from the customer’s perspective should be to 1.) reduction of cycle time, 2.) reduction of customer touch points, and 4.) expand our capacity to do more deals effectively! 

What’s the difference between Lean and DMAIC?

Lean focuses on cycle time and process flow and value. It graphically illustrates process waste and the steps in a process that add no value.  It follows a five-step approach that 1.) specifies value in a process, 2.) maps the value stream in process, 3.) establishes flow in the process, 4.) implements pull, and, 5.)  strives to work the process to perfection.

DMAIC is a methodology for overall process improvement and control.  It follows a five-step methodology that 1.) Defines the business problem at hand using VOC from the business, 2.) Measures the problem by using an established business metric and collecting data on that metric, 3.) Analyzes the data collected to look for root causes of the problem, 4.) Improve the business results by making and implementing recommendations that directly address the root causes of the problem, and, 5.) Control the new process by implementing a control plan and measuring ongoing results on a regular basis to make change last.

Please see the “Lean vs. DMAIC” pitch in the “Training for the Lean Event” section of the Lean Support Central site.

What is a Value Stream Map?

A Value Stream Map visually depicts the flow of work in a process, including Wait Time and Process Time.  This is typically mapped with the 7 flows (info, people, equipment, raw material, sub-assembly, assembly, engineering) one at a time, or in a combination.

Two Value Stream Map types exist:

- A Current State Map that documents how the process exists today.

- A Future State Map that designs the new process and eliminates waste.

Can I get certified on a Lean Six Sigma Project?

Yes, GBs, BBs and MBBs can all use the “Lean” methodology for certification purposes.  Please see the certification requirements on the Six Sigma GSI website for more details or contact your department’s MBB.

What is the scope of a Lean Event?

Lean events may last a few days to two weeks depending upon how complex the process is that you are looking at.  A large wing-to-wing project that looks at the process from Package Received to Closing may take two weeks while an initiative just looking at the Closing process may take only two days. 

What’s the difference between Total Cycle Time and Overall Process Time?
Total Cycle Time is what the customer feels and should be our most important metric.  However, Overall Process Time tells us how much time we spend in a process to serve our customer.  

Should we count hours as part of Business Days or Calendar Days?
Value Stream Map conventions should be done in business days.

How many hours are there in a Business day?

Facilitators should use as a guideline a work period of ten hours in a given business day (unless local customs or labor regulations prescribe a different calculation).  This convention should be confirmed at the beginning of the Lean Event.  We selected ten assuming 1.) the reality that our professionals don’t work a traditional eight hour day, and, 2.) when converting “hours” back to days in calculating Overall and Critical Path Process Times it is easier to do when using an even number and the number ‘ten”.

However, whatever is decided by the team, it must be consistently used throughout the Value Stream Mapping process.

How do I illustrate Rework? 
Rework loops are illustrated by drawing curving “back arrows” from the Process Step that is completed back to the predecessor step that “kicks off” the loop.  The key with Rework loops is to note how much the Process Times and Wait Times change with each successive loop (if there are more than one).  What you normally see is that Process and Wait Times of and between the Process Steps reduce with each successive loop.  When counting Rework loops make sure you include the first time a Unit goes through the process as the first “loop”.  So, three Rework loops would equal first time plus two Rework loops. 
It is very valuable to note when doing your Value Stream Map the total time for Rework loops after you have gone through with them.
