Lean Six Sigma “Starter” Questions
Kenneth C. Levine

· Why are we doing this?  What is the purpose?  How will the organization be different when we have arrived?  What is the urgency?  When do we hope to arrive?

· What are our objectives? (e.g., cost reduction, productivity improvement, market share growth, customer retention, cycle time reduction, defect reduction, culture change, product/.service development)

· Can we pilot LSS?  Where?  Who are the champions?
· Who will create the plan?

· Will there be a Quality Council?  Who will serve?  Will members rotate?
· Who will be accountable for the success of the initiative?  What will happen if it is successful?  Unsuccessful?

· Are we talking about implementing a philosophy of continuous improvement in everyone’s job description or are we simply trying to teach some improvement tools?  If the former, how can HR help?  And what should management do?
· Does everyone understand that LSS is an enabler, but not a panacea?

· Why do improvement initiatives sometimes fail in organizations, and what can we do to overcome these obstacles?

· Who can we benchmark before we re-invent the wheel?
· How can we insure short-term and sustained success of the effort?

· When will we officially start, and how will we start?

· Who will lead the effort?  How do we insure that these individuals retain their motivation?

· How will we communicate the plan?

· How do we personify the initiative?  How do we generate support?

· When will we train?  Who should be trained first?

· Will we plan to have full-time Black Belts?  Who will be part-time Green Belts?

· Who should receive advanced training?

· How do we insure that these individuals stay with the organization?

· Who are our key customers and suppliers?  Can they help us?  Should they participate?
· Have we recently surveyed our customers for their requirements and customer satisfaction?  

· What are the “moments of truth” for our customers?  Do we have contingency plans for these events?

· Have we measured current performance against customer requirements?

· Do our employees ever over-commit our organizational capabilities?  If so, how?

· Have we developed process maps/flowcharts or input-output analysis (SIPOC) for our key processes?

· How can we hire and train new employees to assure that they fit into the new culture?

· Who has previously been trained, and how can they help?  Who has experience working in other organizations that have implemented Six Sigma or Lean?
· Have we ever done anything like this in the past, and if so, what have we learned?
· What can we build on from previous training and successful projects?

· How will we compensate, or at least recognize success?

· What are our key cross-functional processes, hand-offs, and measures?

· What key processes are too broken to fix, create competitive disadvantage, or need to be fixed ASAP for other reasons?  Is there any “low hanging fruit?”

· What are our criteria for prioritizing project selection (e.g., customer impact, impact on competitive position or organizational strategy, impact on core competencies, financial impact, urgency, trend, sequence or dependency)

· Is the purpose of current project teams clear?  Do we need to “sunset” any existing teams that are not succeeding?
· What measures give us advance warning of problems with key processes?

· What data is used to make decisions regarding these processes today?

· How do we get input from customers on improvement priorities (“Voice of the Customer”)?

· How do we get “Voice of the employee” data?

· Do our employees understand the mission and vision of the organization?

· Should we establish a performance goal for every employee?

· How do we balance team improvement efforts and individual contributions?

· Do we have a suggestion program?

· Do our employees understand the mission and values of the organization?

· Do our employees know when to take appropriate business risks on their own?

· How do we insure that the leadership team provides the appropriate role modeling?

· What current organizational practices and/or systems are counter to LSS?

· How do we make sure that everyone who wants to be involved is involved?

· How can we insure that we will no longer need a consultant at a particular point in time?

· How should we customize the initiative to our needs, culture, situation, etc.

· What will we do about duplicity, or other dysfunctional/negative/passive aggressive behaviors?

· Where and when will key teams meet?  

· Do we need to invest in books, flipcharts, or other materials to facilitate learning?
· Do we have a place to display key charts, metrics, and meeting notes for all to see?

· Who will provide administrative support to the LSS effort?

· Is there a budget for the investment costs of the proposed initiative (e.g., consulting, training, overtime, equipment, increased inspection, recognition/awards, travel and lodging, meeting space, improvement implementation costs, etc.)?

