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1. Introduction

Lean Six Sigma is a powerful methodology used to improve processes, reduce waste,
and increase efficiency in organizations. The DMAIC framework stands for Define,
Measure, Analyze, Improve, and Control. This document focuses on the Define phase,
outlining essential tools that help teams kick off improvement projects successfully.
Each tool is explained in detail, with examples and key points to guide practical

application.

1.1 Project Charter Template

The Project Charter is a foundational document that formally authorizes a Lean Six
Sigma project. It provides clarity on objectives, scope, stakeholders, and resources. A
well-structured charter helps align team members and sponsors around the project's

goals.
e Purpose: To define the project's intent, boundaries, and expected outcomes.
e Key Elements:
o Business Case: Why is the project important?
o Problem Statement: What problem are we solving?
o Goal Statement: What results do we aim to achieve?
o Scope: What is included/excluded?

o Team Members: Who is involved?
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o Timeline: Key milestones and deadlines.
o Example:

o Business Case: "Customer complaints about late deliveries have increased 20% in

the past quarter, risking client retention.”

o Problem Statement: "Delivery times are exceeding agreed service levels by an

average of 4 days."

o Goal Statement: "Reduce delivery led time to within 2 days for 95% of orders by

03/31/2026."

1.2 SIPOC Diagram

The SIPOC (Suppliers, Inputs, Process, Outputs, Customers) diagram is a high-level map
of a process. It clarifies process boundaries and helps teams understand how inputs

from suppliers are transformed into outputs for customers.

Purpose: To provide a comprehensive overview of a process before deep

analysis begins.

e Components:

o Suppliers: Who provides inputs?

o Inputs: What materials, information, or resources are used?

o Process: What are the key steps?

o Outputs: What does the process produce?
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o Customers: Who receives the outputs?

o Example:

o Suppliers: Vendor A, Internal Warehouse

o Inputs: Raw materials, Order forms

o Process: 1. Receive orders 2. Assemble product 3. Ship product
o Outputs: Shipped products, Delivery confirmation

o Customers: Retail clients, End users

1.3 Voice of Customer (VoC) Worksheet

The Voice of Customer (VoC) worksheet captures customer needs, expectations, and
preferences. It translates feedback into actionable requirements for process

improvement.
e Purpose: To ensure solutions address what matters most to customers.
e Methods to Collect VoC:
o Surveys and questionnaires
o Interviews and focus groups
o Customer complaints and feedback channels
o Example:

o Customer Feedback: "Order tracking is confusing.”
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o Requirement: Easy-to-understand tracking updates.

o Measurement: 90% of customers rate tracking experience as 'easy' or 'very

easy' on post-delivery survey.

1.4 Problem & Goal Statement Guide

Clear problem and goal statements are crucial for project success. They articulate what

needs fixing and what the team aims to achieve.

Problem Statement Tips:

o Be specific and factual; avoid assumptions.
o Quantify the problem when possible.

o Example: "The invoicing process takes an average of 10 days, while the target is

3 days."
e Goal Statement Tips:
o State a measurable target.
o Specify deadline and desired outcome.

o Example: "Reduce invoicing process time to 3 days or less for 95% of cases by

06/30/2026."

The Define phase tools in the Lean Six Sigma DMAIC Toolkit-Project Charter, SIPOC
Diagram, VoC Worksheet, and Problem & Goal Statement Guide-establish a strong
foundation for successful process improvement. Using these tools ensures projects are

well-understood, customer-focused, and set up with clear objectives.
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2. Measure Phase Tools

The Measure phase of the Lean Six Sigma DMAIC Toolkit focuses on quantifying the

current process performance. It provides the necessary data and insights

to identify gaps and prioritize improvements.

Data Collection Plan: This tool ensures that the right data is gathered efficiently
and accurately. It defines what data is needed, how it will be collected, who is
responsible, and the time frame for collection. A well-designed plan helps avoid

unnecessary data and ensures relevance to the project goals.

Measurement System Analysis (MSA) Checklist: MSA evaluates the reliability
and accuracy of measurement systems. The checklist covers aspects such as
repeatability, reproducibility, and calibration. By confirming that measurements

are consistent and valid, teams can trust the data used for analysis.

Process Mapping Template: This template provides a visual representation of
the process steps, highlighting where data is collected and potential areas for
improvement. Mapping the process helps identify bottlenecks, redundancies, and

sources of variation, supporting targeted data collection.

Baseline Performance Calculator: The baseline calculator quantifies current
process performance using key metrics. It establishes a starting point for
improvement efforts by tracking measures such as cycle time, defect rates,
and delivery lead times. This baseline is essential for comparing future results

and evaluating project impact.
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By utilizing these Measure phase tools, teams gain a clear, data-driven understanding of

the process and can confidently identify areas needing improvement before moving to

the Analyze phase.
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3.Analyze Phase Tools

The Analyze phase of the Lean Six Sigma DMAIC Toolkit is designed to uncover the

underlying causes of process issues and identify opportunities for targeted

improvement. These tools help teams systematically examine data, isolate root causes,

and validate hypotheses before developing solutions.

Root Cause Analysis Templates (Fishbone, 5 Whys): These templates guide
teams in exploring possible sources of problems. The Fishbone (Ishikawa)
diagram visually organizes causes into categories such as people, methods,
machines, materials, and environment, while the 5 Whys technique prompts
teams to repeatedly ask “why” until the true root cause is revealed. Using these
templates ensures a thorough and structured approach to diagnosing process

issues.

Pareto Chart Template: The Pareto chart visually displays the frequency or
impact of different problems or causes, helping teams focus on the “vital few”
that contribute most to process inefficiencies. By prioritizing the most significant
issues, teams can allocate resources effectively and maximize improvement

results.

Cause & Effect Matrix: This matrix links potential causes to key outcomes,
rating the strength of each relationship. It helps teams identify which factors
have the greatest influence on critical process measures, supporting data-driven

decision-making and prioritization of improvement efforts.
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o Hypothesis Testing Guide (Beginner-Friendly): This guide introduces the
basics of hypothesis testing, enabling teams to validate suspected causes through
statistical analysis. By comparing data before and after changes, teams can
confirm whether improvements have a real impact, building confidence in their

solutions and recommendations.

Applying these Analyze phase tools equips teams to identify root
causes, validate assumptions, and focus on solutions that address the most impactful

process issues, paving the way for successful improvements in the subsequent phases.
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4. Improve Phase Tools

The Improve phase of the Lean Six Sigma DMAIC Toolkit focuses on developing, testing,

and implementing solutions that drive process improvement. The tools in this phase

help teams prioritize actions, minimize risks, and ensure successful execution of

improvement ideas.

Solution Prioritization Matrix: This matrix assists teams in evaluating
improvement ideas based on criteria such as impact, feasibility, cost, and risk. By
ranking and scoring potential solutions, teams can objectively select the most
promising options that offer the greatest benefits while aligning with project

goals.

Pilot Plan Template: The pilot plan provides a structured approach for testing
proposed solutions on a small scale before full implementation. It

outlines objectives, scope, timeline, resources, and success criteria, helping
teams gather feedback, identify potential challenges, and refine solutions based

on real-world results.

Failure Modes & Effects Analysis (FMEA) Sheet: FMEA is a systematic tool
for identifying and assessing potential risks associated with process changes.
The sheet guides teams to list possible failure modes, analyze their causes and
effects, and prioritize risks based on severity, occurrence, and detection.
Addressing high-priority risks before rollout increases the likelihood of

sustained improvement.
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e Improvement Action Plan: The action plan details the steps required to
implement selected solutions, assigns responsibilities, and sets deadlines for
completion. It serves as a roadmap for the team, ensuring accountability and
clear communication throughout the improvement process. Monitoring progress

against the action plan helps teams stay on track and achieve desired outcomes.

By leveraging these Improve phase tools, teams can confidently transition from analysis
to action, systematically implement solutions, and manage risks to achieve measurable

and lasting process improvements.
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5. Control Phase Tools

The Control phase of the Lean Six Sigma DMAIC Toolkit ensures that process
improvements are maintained over time and that gains are sustained. The tools in this
phase help teams standardize solutions, monitor ongoing performance, and quickly

address any deviations.

e Control Plan Template: The control plan documents the key
elements required to maintain the improved process. It specifies critical process
steps, control measures, responsible parties, and response plans for out-of-
control conditions. This template helps teams clearly communicate expectations

and provides a reference for ongoing process management.

e Process Control Charts: Control charts are statistical tools used
to monitor process stability and detect variations over time. By plotting data
points against control limits, teams can quickly identify trends, shifts, or outliers,
enabling prompt corrective action. Regular use of control charts helps sustain

improvements and prevent regression to previous performance levels.

e SOP & Documentation Checklist: This checklist ensures that all updated
standard operating procedures (SOPs) and related documentation reflect the
improved process. It verifies that instructions, forms, and training materials are
revised, approved, and distributed to all relevant personnel, reducing the risk of

errors or confusion.
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e Monitoring & Sustainment Guide: The guide outlines best practices for
ongoing monitoring, periodic audits, and continuous feedback. It encourages
teams to establish regular review cycles, engage stakeholders, and address new
challenges as they arise. By fostering a culture of continuous improvement,

organizations can sustain the benefits achieved through the DMAIC process.

Utilizing these Control phase tools ensures that process improvements are embedded
into daily operations, monitored effectively, and adapted as needed, securing long-term

project success.
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6. Bonus Resources

o DMAIC Step-by-Step Cheat Sheet: This quick-reference guide summarizes each
phase of the DMAIC methodology with key objectives, recommended tools, and
essential tips. The cheat sheet is ideal for project teams who want a concise
reminder of best practices and steps for successful Lean Six Sigma initiatives.
Keep it handy during meetings or workshops to ensure alignment and

consistency throughout the project lifecycle.

e Lean Wastes (TIMWOODS) Quick Reference: The TIMWOODS acronym stands
for the eight classic Lean wastes: Transportation, Inventory, Motion, Waiting,
Overproduction, Overprocessing, Defects, and Skills (underutilization). This
reference sheet helps teams quickly identify and categorize wasteful activities in
their processes. Use it during process mapping and brainstorming sessions to

spark ideas for improvement and support a culture of waste elimination.

o Black Belt Project Reporting Template: Designed for advanced Lean Six Sigma
projects, this template streamlines the documentation and reporting process. It
includes sections for project background, objectives, methodology, key findings,
recommendations, and results. By following a standardized reporting format,
Black Belts can clearly communicate project progress and outcomes to

stakeholders, ensuring transparency and facilitating organizational learning.

These bonus resources complement the DMAIC toolkit by providing practical references
and templates to enhance team effectiveness, streamline reporting, and accelerate

process improvement efforts.
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Conclusion

The Define phase is the cornerstone of every successful Lean Six Sigma project. By using
structured tools such as the Project Charter, SIPOC Diagram, Voice of Customer
Worksheet, and Problem & Goal Statement Guide, teams set a strong foundation for
every improvement initiative. These tools eliminate ambiguity, align stakeholders, and
ensure everyone understands the problem, why it matters, and what the project aims to

achieve.

A well-executed Define phase doesn’t just start a project-it sets the tone for its success.
With clarity, data-driven insight, and purposeful direction, you empower your team to

navigate the remaining DMAIC phases with confidence and precision.

This toolkit is designed to help professionals-whether beginners or experienced
practitioners-apply Lean Six Sigma principles consistently and effectively. Use these
templates and guides as a starting point to drive measurable improvements, deliver

customer value, and build a culture of continuous excellence in your organization.

If you're ready to go deeper, continue exploring the next phases of DMAIC: Measure,
Analyse, Improve, and Control-each equipped with its own essential tools and best

practices.

www.gsdcouncil.org 15



http://www.gsdcouncil.org/

Global Skill Development Council

LEAN SIX SIGMA BLACK ——
BELT CERTIFICATION @GSDC

Lean Six Sigma
Black Belt
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LIFETIME VALIDITY

GSDC Certification is an globally
accreditted certification with lifetime
validity.

EBOOK

Extensive and exclusive Ebook created by
world’s experts to help you with
understanding core concepts.

CREATED BY EXPERTS

GSDC certifications are created and
authored by world’s leading experts in the
field.

LEARNING MATERIALS

Get access to learning materials such as videos,
ebooks, templates, and practice exams, which
will help you clear the certification exam.

* Implement Lean Six Sigma techniques in

LEARNING businesses.

OBJECTIVE » Process simplification will cut waste and variability.
e Obtain huge cost savings and satisfy customers.
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avail 20% discount
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