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Leading with Lean Six Sigma

Thomas Pyzdek
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What You’ll Learn Today

• How to understand stakeholder demands
• How to make strategies meaningful by using 

balanced scorecards
• How to select the critical few strategic metrics
• How to handle the “important many” metrics
• How to use the dashboard identify strategic plans
• How to use strategic plans to select Leading with 

Six Sigma projects
• How to use feedback to update and improve 

strategy



2

Copyright © 2009  by Thomas Pyzdek

Leading with Lean 6s- 3

What is Quality? Lean? 6s?

• Quality is identifying the right things and 
assuring that they are done right.

• Leanminimizes waste in value streams.

• Six Sigma develops models for improving 
complex business processes.

These methodologies help you work better, faster, and smarter.These methodologies help you work better, faster, and smarter.
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• Quality
– What are the right things for the enterprise?
– Are we doing them right?

• Lean
– Is there waste in the strategy deployment value stream?

• Six Sigma
– What is our enterprise model for strategic change?

Leading with Lean Six Sigma provides answers to these questionsLeading with Lean Six Sigma provides answers to these questions

Lean Six Sigma at the Enterprise Level
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Six Sigma and Strategic Planning:
Two Powerful Business Tools

Lean Six Sigma
• DMAIC applied to 

existing problems
• DFSS used to design new 

products and processes
• Value streams identified 

and optimized
• For many, low–hanging 

fruit has been picked

Strategic Planning
• Long–term problems 

and challenges
• Strategic planning: 

long on promise, short 
on results

• No way to program 
the strategy

Leading with Six Sigma provides the bridge between two powerful methodologiesLeading with Six Sigma provides the bridge between two powerful methodologies
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In the beginning there is a dreamer
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Inspiration

Determination
Passion

Background

Other 
qualities

Six Sigma “Visioning” Tools
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Looking Out for #1

Adam Smith
(1723-1790)

“It is not from the benevolence of 
the butcher, the brewer, or the 
baker that we expect our dinner, 
but from their regard to their self-
love, and never talk to them of our 
own necessities but of their 
advantages.”

“It is not from the benevolence of 
the butcher, the brewer, or the 
baker that we expect our dinner, 
but from their regard to their self-
love, and never talk to them of our 
own necessities but of their 
advantages.”
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Linking Strategies to “Voices”

Shareholder 
perceived 

value

Voice of 
shareholder

Productivity 
strategy

Revenue growth 
strategy

Financial 
performance

Voice of 
employee

Employee 
perceived 

value

Innovation

Customer management 
processes

Operations & logistics

Regulatory compliance

Employee competencies

Technology

Corp. Culture

Internal 
process 

excellence

Learning 
and growth

Voice of 
customer

Customer 
perceived 

value

Customer 
value 

proposition

Customer intimacy

Operational excellence

Product or 
service attributes
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Balanced Scorecard

Operationalizing Strategies
Cost per unit

Asset utilization

Revenue from 
new sources

Profit per 
customer

Price, time, 
quality, selection

Service 
relationship

Speedy service, 
functionality

New product 
revenues

Key customer 
variables

Inventory 
delivery costs

Audit results

Skills gaps

Research 
deployment time

Employee 
feedback

Shareholder 
perceived 

value

Voice of 
shareholder

Productivity 
strategy

Revenue growth 
strategy

Financial 
performance

Voice of 
customer

Voice of 
employee

Customer 
perceived 

value

Employee 
perceived 

value

Customer 
value 

proposition

Customer intimacy

Operational excellence

Product or 
service attributes

Innovation

Customer management 
processes

Operations & logistics

Regulatory compliance

Employee competencies

Technology

Corp. Culture

Internal 
process 

excellence

Learning 
and growth 3�����&��	
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Shareholder 
perceived 

value

Voice of 
shareholder

Productivity 
strategy

Revenue growth 
strategy

Financial 
performance

Voice of 
customer

Voice of 
employee

Customer 
perceived 

value

Employee 
perceived 

value

Customer 
value 

proposition

Customer intimacy

Operational excellence

Product or 
service attributes

Innovation

Customer management 
processes

Operations & logistics

Regulatory compliance

Employee competencies

Technology

Corp. Culture

Internal 
process 

excellence

Learning 
and growth

Asset utilization

Profit per 
customer

Price, time, 
quality, selection

Speedy service, 
functionality

Key customer 
variables

Inventory 
delivery costs

Audit results

Skills gaps

Employee 
feedback

Key requirements

Revenue from 
new sources

Service 
relationship

New product 
revenues

Research 
deployment time

Differentiators

Cost per unit

Requirement gaps

Dashboard

Dashboards
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Shareholder 
perceived 

value

Voice of 
shareholder

Revenue growth 
strategy

Financial 
performance

Voice of 
customer

Voice of 
employee

Customer 
perceived 

value

Employee 
perceived 

value

Customer 
value 

proposition
Customer intimacy

Innovation

Technology

Internal 
process 

excellence

Learning 
and growth

Revenue from 
new sources

Service 
relationship

New product 
revenues

Research 
deployment time
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Operations Strategy Deployment Matrix

From Dashboard 
metrics to 

departmental 
action plans

From Dashboard 
metrics to 

departmental 
action plans

Project Strategy Deployment Matrix

From 
departmental 
action plans to 6s
projects

From 
departmental 
action plans to 6s
projects

DMAIC, DFSS or other project frameworksDMAIC, DFSS or other project frameworks

?

?
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Project Strategy Deployment Matrix

From 
departmental 
action plans to 
Six Sigma 
projects

From 
departmental 
action plans to 
Six Sigma 
projects

DMAIC, DFSS or other project frameworksDMAIC, DFSS or other project frameworks

f(x)
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Shareholder 
perceived 

value

Voice of 
shareholder

Revenue growth 
strategy

Financial 
performance

Voice of 
customer

Voice of 
employee

Customer 
perceived 

value

Employee 
perceived 

value

Customer 
value 

proposition
Customer intimacy

Innovation

Technology

Internal 
process 

excellence

Learning 
and growth

Revenue from 
new sources

Service 
relationship

New product 
revenues

Research 
deployment time

Leading with Six Sigma 
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Summary

• Leading with Six Sigma shows how you 
will…
– Identify and operationally define stakeholder 

voices
– Develop and use models to guide management 

action
– Focus on the critical few metrics and strategies
– Rigorously link activities and Six Sigma 

projects to strategies
– Use data to assess the validity of the strategy
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Why is Leading with Six Sigma New?

• It provides an end–to–end solution to 
business planning

• It adds a new tool, the Strategy Deployment 
Map to show a picture of the leadership 
transfer function

• It combines the best elements of strategic 
planning, Balanced Scorecards, and Six 
Sigma into a comprehensive methodology

Example

Going from VOC to Action in a 
Technical Support Call Center
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Customer Loyalty Example

Tech support survey results 12/4/08 - 2/4/09

q2 Tech Support Rep knew what he was talking about
q3 Tech Support Rep was professional
q4 Tech Support Rep seemed well trained
q5 Phone # easy to find
q6 Hold time not too long
q7 Reached correct Tech Support Rep the 1st time
q8 Calls to resolve issue
q9 Tech Support Rep rushed me
q10 Tech Support Rep spoke clearly
q11 Didn't have to repeat myself
q12 Frequency of upgrades about right
q13 Cost of upgrades about right
q14 Easy to make transitions
q15 Few bugs
q16 Software easy to use

Y q17 Will purchase COMPANY support again if needed
Y q18 Will purchase COMPANY software again
Y q19 Will recommend COMPANY to others

Sample size = 1295

These are 
potential CTQs

These are what 
leaders are 
solving for

Copyright © 2009  by Thomas Pyzdek
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Efficient

q11e11
1

q10e10
1

q9e9
1

Professionalism

q4e4

q3e3

q2e2

1

1

1

Easy

q7e7

q6e6

q5e5

1

11

1

Productq14e14

q13e13

q12e12

1
1

1 1

1

q8e8
1

q19 e19
1

Loyalty

q17 e171
1

q18 e18
1

q15e15
1

q16e16
1

e20

1

cov_prod

cov_prod

cov_prod

Proposed Loyalty Model
Y metrics are 

expressions of a 
single “loyalty”

factor

X metrics 
operationalize a 

multi-dimensional 
measurement model
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Data
Regression Weights:                      Estimate     S.E.      C.R.     Label
------------------- -------- ------- ------- -------
Loyalty <----------- Professionalism       0.269     0.117     2.287           
Loyalty <---------------------- Easy       0.201     0.099     2.041           
Loyalty <----------------- Efficient       0.111     0.116     0.958           
Loyalty <------------------- Product       0.504     0.135     3.743           
q11 <--------------------- Efficient       1.469     0.371     3.964           
q10 <--------------------- Efficient       0.883     0.232     3.808           
q9 <---------------------- Efficient       0.521     0.189     2.758           
q4 <---------------- Professionalism       1.619     0.392     4.129           
q3 <---------------- Professionalism       1.126     0.279     4.034           
q2 <---------------- Professionalism       1.624     0.395     4.110           
q7 <--------------------------- Easy       1.709     0.311     5.496           
q6 <--------------------------- Easy       1.000     {scale reference variable}                
q5 <--------------------------- Easy       0.825     0.204     4.048           
q14 <----------------------- Product       1.482     0.221     6.696           
q13 <----------------------- Product       1.000                               
q12 <----------------------- Product       1.000                               
q17 <----------------------- Loyalty       1.000                               
q18 <----------------------- Loyalty       1.110     0.112     9.886           
q15 <----------------------- Product       1.597     0.230     6.957           
q16 <----------------------- Product       1.060     0.180     5.900           
q8 <--------------------------- Easy      -1.252     0.242    -5.175           
q19 <----------------------- Loyalty       1.640     0.140    11.726           

Statistical analysis of our survey resultsStatistical analysis of our survey results

Customers don’t 
seem to care about 
efficiency

Hypothetical 
customer loyalty 
model
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Using the Model

Loyalty

Professionalism

Easy

Product

q12

qx

q5

qx

q2

qx
Q2: Tech Support Rep knew 

what he was talking about.
Average: 3.95
Sigma: 0.5
Goal: 4.2 (+0.5 sigma)

� CTQs
� Training: Classroom, 

OJT
� Selection of reps.
� Experience

�

�

�
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Change Execution Excellence
Q2 High Level Change 

Plans

Lean Six Sigma

Just-DoValue Stream: Throughput

Pull: improve forecast

Flexible: Flextimers

Green Belts: Trainers

Black Belts: Training & 
Support Departments

Master Black Belts: 
Manage all VOC projects

Master Black Belts: Manage 

seasonal & regular training

Work-outs

Work simplification

Infrastructure

Improve phase projects

Improve Forever

Culture: PE in DNA. 
Orientation

• Leaders will monitor the status of these activities.
• Dashboards will display the impact of these activities.
• Strategies will be updated as required.

• Leaders will monitor the status of these activities.
• Dashboards will display the impact of these activities.
• Strategies will be updated as required.

Q&A

Questions?
We also accept comments or words of wisdom for your 

speaker or fellow attendees!

Visit www.pyzdek.com
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