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Our Expert: Elisabeth

• Managing Partner & 
Executive Advisor at 
GoLeanSixSigma.com

• Master Black Belt

• Certified Executive Coach at 
Burnham Rosen Group 

• BA in English Literature from 
Columbia University/Barnard 
College

• Born in the UK
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How to Interact
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• Ask a question
• Answer polls



Let’s Interact!
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Where are you from?
Share your location in the Questions area in your Control Panel!



Who Is GoLeanSixSigma.com?
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GoLeanSixSigma.com makes it easy for everyone 
everywhere to build their problem-solving muscles.

We provide the most practical, easy to understand and 
enjoyable Lean and Six Sigma resources available.



We’ve Helped People From…
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1. The Role of the Lean Six Sigma Leader

2. Providing Project Selection Support

3. Removing Barriers for Improvement Teams

4. Managing With the A3

5. Avoiding the Top 3 Missteps

Today’s Agenda

7



Champion/Sponsor

• Leader accountable for 
driving the initiative within 
the organization

• Helps select projects aligned 
with organizational strategy

• Provides resources 

• Removes barriers

• Supports and leads change 
within the organization

• Develops a culture of 
problem solving

1. The Role of Leadership
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Problem-Solving
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How Do Processes Get Like This? 

10



• At Toyota, all actions revolve around planning and problem solving
• The assumption – there will be problems
• No problem is a problem!
• Problems must be visible, dealt with openly
• Hiding problems undermines the system

Making Process Problems Visible
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Support a Blame-Free Environment

• Recognize behaviors that 
create a search for the guilty
• Stop allowing blame and 

finger pointing
• Focus on the process not the 

people
• Recognize and acknowledge 

desired behaviors 
• Asking why
• Calculated risk-taking
• Making process problems 

visible
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“Why is it that we never 
have enough time to do it 
right the first time, but we 
always have time to do it 
over?”

- Jack Bergman

Allocate Time for Process Improvement
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• Time spent working 
“on” the process as 
opposed to “in” the 
process

• 30- 40% of time 
inspecting & fixing

• 1 – 4% changing the 
process

What Is Process Improvement?
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Poll #1: 
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Education for Leaders
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• No Champion/Sponsor – no project

•Meet with Team Leads

• Give them time to work the problem

• Request Updates – Use the A3

• Talk about the effort to other leaders

• Promote making problems visible and solving them

Leaders in Action
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“80% of success is showing up.”
- Unknown



2. Providing Project Selection Support
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Start of Green Belt Journey



Project Types
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Process Improvement Projects
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• Incremental reduction of defects, 
cycle time, cost or variation

• Presenting issue has an unknown 
cause 

• Solutions are not predetermined

• Use DMAIC, Lean or PDCA



•Measurable – Can find data

•Meaningful – Matters to the business

•Manageable – Well-scoped

• Familiar – Part of their job

Good Process Improvement Projects?
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“Misfire” Problems to Solve
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Stop using higher-
priced paper stock

Create a guide for 
buying supplies

Design a process for 
selling heavenly beds

Remove unauthorized 
vendors from the

vendor file

Solution

Design

Just Do It

Decision



Selecting a Training Project
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Poll #2: 
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The Goal of the Project

Goal  

Reduce the complexity of the 
ordering system and make it easier 
to find vendors while removing all 

the redundant steps and creating a 
new guide for purchasing. Creating 

an efficient new template for 
everyone to enter their items and 
submit to the department in less 

time and with a faster turnaround 
and cheaper products that help 

increase margin.
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Upgrading Goal Statements

Streamline the accounts 
payable department

Reduce time to process an 
invoice from 1 week to 1 day

Improve the efficiency of the 
purchase order process to 100%

Reduce the % of Purchase 
Orders requiring rework from 

22% to 5%  

Reduce the time it takes to find 
a vendor by creating an 
approved list of vendors

Reduce the time it takes to find 
a valid vendor from 4 days

to 1 day

Install new application 
processing software

Reduce incomplete application 
submissions from 13% to 2%

Still Not Great Better!
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3. Removing Barriers for Teams
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“What is your greatest 
challenge?”





Why?

4. Managing With the A3
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Learn Coaching 
& Problem 

Solving Tool

Speak the 
Same 

Language

Stay 
Connected



A3: One page documentation of the problem-solving 
process

• One-Pager

• Limited

• Sharable

• Targeted

• Updated

• Adaptable

Using the A3

30



The A3 General Outline
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A3 From the Bahama Bistro
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“What is your greatest challenge?”



Poll #3: 
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Avoiding the Top 3 Missteps
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Blame the 
person, not 
the process

Ask teams 
to 

“problem-
solve” 

solutions

Assign 
projects but 

allow no 
time to 

work them



“Culture is created by what is tolerated and 
promoted.” 

- Dr. Henry Cloud

Underlying Values & Behaviors 
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What is tolerated in your organization? 



•When you just “run things” you’re an operator

•When you supervise other people running 
things you’re a manager

•When you set direction and guide change 
and improvement, you’re a leader!

Change Defines a Leader

Leadership success is determined by 
the results you achieve!!!
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• Webinar: How to Select The Right Improvement Project

• https://goleansixsigma.com/webinar-select-right-improvement-
project/

• Webinar: How Leaders Can Support Lean Using Leader 
Standard Work

• https://goleansixsigma.com/webinar-leaders-can-support-lean-using-
leader-standard-work/

• Webinar: How to Rollout Lean Six Sigma Training 

• https://goleansixsigma.com/webinar-rollout-lean-six-sigma-training/

• Rollout Kit: 14-Step Menu of options for rolling out Lean Six 
Sigma Training

• https://goleansixsigma.com/lean-six-sigma-training-rollout-kit-
everything-need-successfully-launch-process-improvement-training/

Related Resources
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1. The Role of the Lean Six Sigma Leader

2. Providing Project Selection Support

3. Removing Barriers for Improvement Teams

4. Managing With the A3

5. Avoiding the Top 3 Missteps

Today We Covered
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Q & A
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Getting Started

Learn more by starting some 
more training!
• Yellow Belt Training is FREE at 

GoLeanSixSigma.com

•Green Belt Training & 
Certification

• Black Belt Training & 
Certification

• Lean Training & Certification
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Upcoming Webinar – 6/28 11am PDT

Register today at GoLeanSixSigma.com/webinars

We’ll select upcoming webinars based on your feedback,
so please share your feedback on the survey at the end of close of this webinar.
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Just-In-Time Podcast
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Tune in at GoLeanSixSigma.com/cafe for the latest Lean Six Sigma news, 
easy ways to apply Lean Six Sigma and interviews with process 

improvement leaders like you!



Q & A
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Thank you for joining us!
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More Questions?
Ask us at contact@goleansixsigma.com!

Click here to download 
free tools, templates, infographics and more!


