Operational Excellence: DMAIC Overview
The visuals in this video use a whiteboard style.  Any important specific visuals will be described in the below transcript.  Otherwise, the visuals are descriptive to support the narration.  

Narrator
Process Improvement focuses on enhancing performance. Examples include improving quality, reducing costs, improving efficiency or reducing waste. It's worth putting time and energy into process improvement because no matter how good an employee is “a bad process will beat a good person every time.”  (Quote credited to W. Edward Demings, the Grandfather of Process Improvement). 

How can an organization reach its potential?
The answer? Process improvement. 
There are many methodologies to process improvement. (Image shows methodologies, such as A3 thinking, Gemba walks, Lean, 5S, Kaizen, and Quality Management). Each approach helps solve specific types of problems. This video will focus on DMAIC. DMAIC is a data-driven strategy used to improve processes. DMAIC stands for Define, Measure, Analyze, Improve and Control.

Define Phase
The DEFINE phase is tempting to gloss over quickly. Most teams want to get into solutions right away, but the define phase is tremendously important. It sets the stage for success. 

Einstein once said, “If I had an hour to solve a problem, I'd spent 55 minutes thinking about the problem and 5 minutes thinking about solutions.”  Consider Einstein's words of wisdom. The DEFINE phase focuses on expectations, roles, boundaries and agreements. 

In the DEFINE phase, the team solidifies the purpose and the scope of the project.  If a project were like a road trip, the DEFINE phase is like the planning stages of the adventure. Decisions, like the destination, the means of travel, the must see in scope activities, who will be traveling, and the itinerary are determined when planning for a trip.  Can you take a trip without all the planning? Sure! Quick little fix it trips are fun! But before a big road trip, an itinerary makes sure the trip is a success within a defined amount of time and budget. 

Likewise, a well-defined plan will support the success of a project. At the end of the DEFINE phase, the team will have a project charter. The Project Charter creates a contract between the project team and the business. The team can move forward knowing the project is supported. Other DEFINE tools may also be helpful, such as Gemba Walks, a SIPOC, or a macro level process map. 

Measure Phase
The next phase in DMAIC is MEASURE. The MEASURE stage separates what we think is happening from what is really happening. Data can confirm or disprove preconceived notions and explain variations in performance. Data also establishes a baseline of performance to compare the impact of future solutions. 

There are many tools that can help you during the MEASURE phase. For example, you may use a time study data sheet to track the duration of each step in a process. Or you may use a check sheet to track the number of times something happens. Diagrams such as a process map, swim lane diagrams, or a value stream map are very helpful to understand the details of a process. You could measure financials or satisfaction levels. 

An important measure is data that shows if you've successfully solved the problem. As Peter Drucker, a thought leader in management and leadership, said, “If you can't measure it, you can't improve it.” 

Analyze Phase
With your problem defined and your collected data, you can start the ANALYZE phase. Have you heard the phrase “Band-Aids on broken bones?” While no one would do that, literally, think about where that came from. It's because someone saw the problem from only one perspective. The skin is broken and there's blood. They used a solution they were familiar with, using a Band-Aid to stop bleeding and to cover a cut. But that isn't going to solve the problem and could create worse problems later. However, with analysis, they would see the cause of the problem and be able to treat the broken bone wound.

Taking the effort to analyze makes a critical difference in sustaining improvements over time. The goal of the ANALYZE phase is to determine the root cause or causes of the defined problem. Knowing the root cause lets you focus improvement efforts on the true issue. 

Just as there are many tools that you can use for measure, depending on what you're trying to accomplish, there are many tools for analysis. These are some of the most common tools. (Image shows three tools: 1) the 5 Whys heading with a problem statement and 5 instances of asking why, 2) a Fishbone diagram, 3) a Pareto Chart). The goal for each of these tools is to understand what is happening under the surface related to the problems, processes, people, places and so on.

Improve Phase
Now is the part we've all been waiting for. Let's get to fixing some problems. The whole point of taking on the project leads us to the IMPROVE phase of the project. The IMPROVE phase is an exercise in brainstorming, testing and implementing a solution that will make a difference. 

Okay, before we get too excited, the IMPROVE phase has a checklist of activities to make sure that the excellent solution you've come up with will stick around for a while.

During the IMPROVE phase, you'll identify the solutions that will solve the problem, pilot the solutions that are selected, implement the piloted solutions with any fixes that appeared in the pilot, and measure the impact of the solutions. Taking a systematic approach to putting a new process in place may feel tedious, but will prevent many headaches and is a proven way to implement solutions that stand the test of time.

Congratulations! You solved the problem. That means you're all done, right?

Voice of another employee: 
Hello. This is future You coming back to tell you that everything you changed didn't stick! 

Narrator: 
Why not?

Other Employee:
Because you didn't do the CONTROL phase of the DMAIC process.

Narrator: 
Let's do that now. So future me doesn't have to come back and keep fixing the same problem over and over again.

Control Phase
Let's think about the CONTROL phase, like making ice cubes. You are so proud of your ice. You keep your ice out and admire your work. But then it starts to melt. It's going back to liquid! Because controls weren't put in place to keep the new desired state solid.

People are the same way. They will fall back on what they know; their own equilibrium. Another way to think of the CONTROL phase is a relay race handoff. The project team's work is done and now the baton is handed off to the operations owners who will keep the progress going in their areas of responsibility.

Here are some of the activities a project team may complete when working through the CONTROL phase. (Image shows four activities: 1) Validation and Management using control charts, visual management, and huddles, 2) Transfer of Ownership, 3) Escalation Plan, 4) Communication Plan using meetings, emailed reports, and teams channel/chat.

Ultimately, the CONTROL phase works to make a lasting change. The best indicator is once the new process no longer feels like a change and instead is the way it is done now.

Closing
So that's DMAIC! A Six Sigma model used to improve processes. We look forward to sharing more about process improvement and wish you the best on your process improvement adventures.
