X

" QU V1S CONSULTANTS

1€ role of the Six Sigma

deployment leader

Treaning Belis emd doing projects are not the only ingredients in the recipe for
asuccessiul Six Sigma deployment. As a madter of fact, there is no “magic
recipe’ or Ssilver bullet” — tco many fodled deployments are testimony to this.
In the end, the only common factoris the ability of the deploymentleader to
design acustom it deployment which is strategically cligned to the

orgemiscien; and toexecute on the deployment plom.

SOMwhat-are the ket raspansibilities i tha
rol=of the deoloyment feader?

Designing the deployment

There teailyis no such thing.as 2 “tical”
depioyment. £ven thotigh the Balts are
zlyways trained the same, eact deploymient
is'different. Deployments do not fail
pecause the Belts did not know how ta'de
the statisticatanalysis! The difference is in
thelinfrastructuee with which the Belts are
supponted, ang the'deployment leader s
responsible o lsad a design team 1o
design such & support Infrastructure; In
the desian; saveral critical varishles must
be sddressed 10 ansure that a sustainasble
programme, which will defivér ongoing
resuits without the degendency on
consultants, wiil:be in place.

“Copying job descriptions, sefting
training targets and requiring a
certain number of projects per year
will not replicate results.”

Toicasign a deploymert, the
deployment igader must be sensitive
towards the praanisation’s culture and
ooperating environment. As each organiss-
tional cufture s UnigUe, acut-copy-and-
paste approach ages not work, Similarly,
benchmarking other deployments Without
comprehending the factors that enabied
such deployments to succeed; is setting
oneself up for faillre. Copying job désrrip-
1ions, settng traming iangels anc raquirng
3 certain nunioerof proiects per vear will
not replicate results, The deplovment
leader needs 10 be coanizant of the spegif-
i needs of the organisation;and should
customse the deployment accordingly,
while Keeping the basics intact.

Strategic alignment

Six Sigma orofects should always involve
teams of people, not just the Befts: These
1eams a8 resoerces that belony 1o the
rast of the organisation. |3 oeployment
itacar expects the arganisation’s support,
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the depioyment has 10 be viewed as sup-
porting the sirategic goals 2nd objectives
of the organisation! During the initial
phases of the deplayment, such alignment
can be achieved through the careful
selection-of the initialtzining projecs.

Unfortlnately, 3 deniocratic 2oproach
does not work here, The deployment
leader must have 3 good understanding
of the overall value chain of the
organisation and guard against localised
Improvement projects that are discon-
nected from the strategic objectives of
the overall organisation. Although a'wide
participation in the deployment Is
gesirable, thsshould notizad to the
cuality of projects being sacrificed for
guantity of projects.  The hottom-line
impact of a faw hand-picked projects s
far more important than 2 [arge number
of projacis being compietes Without
showing:rasuiss. However, -one shooid be
cereful not 1o promise the “solution 1o
world hunger” with theinmal-project
selection.

The deployment faader must 350 enstire
thiat the exacutive spansors understand
their rolein the ceployment) They (the
2xacutive Soonsas) afe oot enly
respansible for creating the vision of the

depioyment — they treate the enviren-
ment within the organisation that
promates the use of Six Sigma toals and
methods. In order 1o fadlitats this, the
depioyment leader- must develop 3 holistic
cornmunication plan around Six Signa,
atiising the executive sponsors as key
elements n the plan. it is recommended
that the deplovment eader develop an
“glevatorspeech” which encompasses
what Soe Sigma s and why it’s being done:
Tne “eleyator speech” should be deliverad
to the executives, and they could also be
askerd 10 talk-abolt the deployment at key
emplaves awargness meetings,

Lasty, the-caployment leader must
Gevelop an overarching change manage-
ment plan to sborten the duration of the
change and minimse the severity of the
mpact-on ihe organsstion. Nothing
guarantees the ciimb 1o productivity other
than the skill sets of the deployment
leader and that person’s abilty to-build
and execute such a comprehensive
change management.plan ‘

Removing roadblocks
Peployment Ieaders sholld ramove road-
DIoTKS: S2nior managers:genarally have
beensewarded for putting out fires rather
than systematically improving procasses.
This could put 2 Belt between a rock and
2'harg place — between the politics of the
g/ganisaion and ihe profects reglired 1o
make the dramatic process impravement.
And, politics and prosects just 4o not mix.

Depioymant lezders need o be ina
positiom to.dafuse any issues that may
anise betweern 2 Baivand ancther person
In'the organisation. Thay areshe fallback
position for & Belt, particularly it the issue
Is with someonewith g higher formal
posttion m the company, The resurn comes
from aliowing Belts the freedom 1o Torus
on'the probiem, and notengacs i seme
rerttoriel dispute that they lose based on
the formal distibution of power

A deployment leacer wno expects that
project teams will manage.on their awn, s




doomed o fajlure. A deployment leader
must therefore be invoived in formal and
informat project reviews and use the dats
from eroject tracking software as a
management 100t 10 f2g evenis that a
difterent 1o what occurs in 3 normal proi-
act. A lezder, as opposed to 3 managey,
can use ihe datz o' formuiata guestions
during 3 review to icentify roadolocks
anclior probiem sreas on projects, and
focus on removing such obstacies.

Day-to-day management
and execution
Apart from all the above tasks; tha
deplayment leader s also resoonsibie Tor
the day-to-day management of the deploy-
mentthroughout the entire organisstion,
andshould repor directly 10 an exscutive
steenng commities or 1o 3 senior
exacutive, The deployment leader is also
responsibla for managing the delivery of
the traming Into the organisation and the
career development and performance
management of tha Black Belts and Master
Black Belts inThe programme

The deployment leader must @xecute on
the degloyment plan (35 deaded upenin
the desian phase); and out the infrastruc-
ture and systems In place to suoport the
programme. Just a5 Black Seits use data to
analyse and deliver results, deployment
teacers shoulc develop systems 1o gensrate
dara that they can use 1o manage the
pipeling of iceas; the execution of projects
and the pedormance of the Beis

Six Sigma projects do'diifer, and itis

necessany 1o-quantify and anafyse those
differences in orger to manage the resuits
of a deployment: Success will depend
heawily on how well & deployment leader
understands.the types of projects beina
selected and Howawell he ensures that the
projects are maving along at @ réasonable
pace. In orderto keep Biack Seits aher-
Qised, an estute deployment leader will
balance the workload of Bizck Belis
petween longer term; slow moving proj-
eCs and 435t quick-hit type projects, The
deplaymaat [ezdermust also optimise the
utitisation of resources by having a gueus
of projects waiting for Beits 1o complete.
The same project tracking software
shouid aiso-be used to manage the per-
formance of the Bels &y analysing the
project oata per Belt by project category
and by project phase: By comparing ndl-
vidua| Belt perforrnance 10 the database of
projects; Sefts who have 3 particular falent
for certain types of projects ¢an be) denti-
tied. Belts can therefore be usad where
they perform best, and developmens
opportunities can be identiied o
strengthen their overall siill set

Owmership transfer

As the organisation matures, andthe
affectiveness of the Belts Incraases, the
deployment will require l8ss management
and more leadership, At this pomnt, the
ceployment leader shoulc allow control 1o
shift o the pleces whare there 5 accounta-

tllity, and simultanecusty menitor the
organisation for compliance Tha succassiul
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rahsfer of ownership is:the s, but most
probably the must Important deliverabie
for & successtul gagloyment lsadar.

"Six Sigma projects do ditfer, and it
is necessary to quantity and analyse
those differences in order to manage
the results of a deployment.”

Gven sl these responsibilities and tasks;
it 5 hopefully clear that any organisation
thinking of deploying Six Sigma should
think carafully about the selection of sheir
deployment leader. A successful Black Bait
arMastec 3lack Belt from another
organisation will not necessarily make 3
successtul degloyment feader within your
own prgsnisation. Rowaver, having the
honour of leading a degloyment emains
one of tha most rewarding and challenging
roles invany S Stama project

For more imformation, please contact

Dr Wynand van Dyk
wynand.vandyk@mmsconsultants.coza
Drvan Dk was the onginal deployment
teadar-for the Lonmin PLC Six Sigma
aeployment; which, twice in 3 row, was
recognisad Internationally by winning the
“Best achievement In manufacuring®
category at the Glebal Six Sigma Awards
held in Las Vagas, USA!' In addition, he has
more than 15 years-of project manage-
ment; process design anc operational
expenence in the mining mdustry, and is
currently:a process consultant at MAMS
consultants
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