
S ix Sigma’s magic doesn’t lie in sta-
tistical or high-tech ra z z l e - d a z z l e. Six
Sigma relies on tried-and-true meth-

ods that have been around for decades. In
fact, Six Sigma discards a great deal of the
complexity that characterizes total quality
m a n agement (TQM). By one ex p e rt ’s
count, there are more than 400 TQM tools
and techniques. Six Sigma takes a handful
of these methods and trains a small cadre of
in-house technical leaders , k n own as Six
Sigma Black Belts, to a high level of pro-
fic i e n cy in the ap p l i c ation of these tech-
niques. To be sure, some of the methods
used by Black Belts, including up-to-date

c ompute r tech-
n o l ogy, a re highly
a dva n c e d. But the
tools are ap p l i e d
within a simple per-
fo rm a n c e - i m p rove-
ment  f ra m ewo rk
k n own as DMAIC,
or defin e - m e a s u re -

a n a ly ze - i m p rove - c o n t ro l , wh i ch is analo-
gous to the older TQM model known as
p l a n - d o - s t u dy-act. A nyone with more than
the most curs o ry ex p o s u re to Six Sigma is fa-
miliar with the DMAIC cy cle (see Table 1.)

DMAIC is almost unive rs a l ly used to
guide Six Sigma pro c e s s - i m p rove m e n t
p rojects. Although tru ly dra m atic im-
p rovement in quality re q u i res tra n s fo rm i n g
the management philosophy and orga n i-
z ational culture, the fact is that pro j e c t s
must be undert a ken sooner or later to make
things happen. Projects are the means
t h rough wh i ch processes are systemat i-
c a l ly ch a n ged; they are the bri d ge betwe e n
the planning and the doing. Howeve r,
DMAIC is not a method of planning pro j-
ects. Project planning is a subject in its
own right. Although projects and plans are
cl o s e ly re l at e d, t h ey also differ in many
re s p e c t s .

The dictionary defines the word “proj-
e c t ” as “a plan or pro p o s a l , a sch e m e, or an
u n d e rtaking re q u i ring concerted effo rt .”
Under the synonym “ p l a n ,” we find “ a

s ch e m e, p rogram or method wo rked out be-
fo rehand for the accomplishment of an ob-
j e c t ive : a plan of at t a ck; a proposed or
t e n t at ive project or course of action; or a
s y s t e m atic arra n gement of important part s .”

In other wo rd s , the project descri b e s
wh at will be done while the plan descri b e s ,
in advance and in detail, h ow it will be done.
Both elements can be integrated under the
DMAIC umbrella. (A graphic representa-
tion of the DMAIC cycle can be found in
the online ve rsion of my column in this
m o n t h ’s issue at w w w. q u a l i t y d i ge s t . c o m o r
at www.pyzdek.com.)

I use the DMAIC cy cle when tra i n i n g
B l a ck Belts, G reen Belts and manage m e n t .
The complete ap p ro a ch integrates Six
Sigma tools, financial analy s i s , p ro j e c t
s chedule development and many other top-
ics all vital to ultimate success. Howeve r,

I have observed that many trainees copy
and carry around this single page from the
2 4 0 - p age Six Sigma Project Planners I give
them. Th ey use it for initial project plan-
n i n g, to be sure their projects are on tra ck ,
to explain projects to others and for other
d ay - t o - d ay project activities. In short , my
clients have found it useful in helping
t h e m s e l ves and others understand the ove r-
all stru c t u re of a Six Sigma project. I hope
you will also.
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DMAIC and project plans
Define, measure, analyze, improve and control your project planning.

Table 1: DMAIC Framework
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D Define improvement activity goals. At the top level, the goals will be the or-

ganization’s strategic objectives, such as a higher return on investment or market

share. At the operations level, a goal might be to increase the throughput of a

production department. At the project level, goals might be to reduce the defect

level and increase the yield of a process or machine. Apply data-mining methods

to identify potential improvement opportunities.  

M Measure the existing system. Establish valid and reliable metrics to help monitor

progress toward the goal(s) defined in the previous step. Begin by determining

the current baseline. Use exploratory and descriptive data analysis to help you un-

derstand the data.  

A Analyze the system to identify ways to eliminate the gap between the current per-

formance of the system or process and the desired goal. Apply statistical tools to

guide the analysis.  

I Improve the system. Be creative in finding new ways to do things safer, better,

cheaper or faster. Use project management and other planning and management

tools to implement the new approach. Use statistical methods to validate the im-

provement.  

C Control the new system. Institutionalize the improved system by modifying com-

pensation and incentive systems, policies, procedures, MRP, budgets, operating

instructions and other management systems. You may wish to utilize systems

such as ISO 9000 to ensure that documentation is correct.
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