Checklist for Team Phases/”Tollgate” Approvals

Objective:  There are important steps that need to be taken by a high-performance team to insure that the team does not rehash, regress, or fail for other reasons.  Progress of a team should be reviewed by the Quality Council, and approval to move to the next phase should only be granted by the QC at the end of each DMAIC phase (“tollgate”) if all steps have been completed.
Define Phase:
· Pertinent background information

· Statement of the problem

· Description of process to be improved, including scope (beginning and ending tasks)

· High level flowchart

· Current and desired state for process 

· Benefits if the process is improved (based on COPQ as well as non-financial benefits)

· Resources needed (including proposed team members, time, budget, etc.)

· Re-engineering candidate? (current process too broken?)

· Proposed measurements (how will success of the process be measured?); Source of baseline data (to determine current situation)

Measure Phase:

· Begin to meet on a planned schedule using meeting management techniques (agendas, action registers, team roles, brainstorming, meeting evaluations, etc.)

· Fine tune plan created in Design phase

· Develop SIPOC

· Identify specific measures to collect and analyze

· Collect/describe/chart baseline data

Analyze Phase:

· Construct a control chart to determine if process is predictable (under control); Identify outliers (outside control limits) and attempt to determine the causes; Eliminate special causes if possible

· Use failure analysis (FMEA) or brainstorming techniques to identify major opportunities for improvement in the process

· Benchmark (internally and externally) best practices for the process

· Brainstorm factors that impact measures (fishbone, Pareto, etc.); Collect baseline data on factors

· Determine (statistically) if these factors predict past performance of the measures that you are trying to improve

Improve:

· Create a future state for the process

· Implement improvements

· Check to see if improvements are significant

· Conservatively estimate savings to the organization (using COPQ!)

Control:

· Obtain management sign-off on savings

· Implement controls to insure that gains are not lost

· Continue to measure

· Assign a process owner

· Implement a periodic review process

