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1. PROCESS MODEL

Six Sigma Project Management

Successful companies are always searching for new and better ways to do things. Some have found
in the Six Sigma methodology an excellent way to improve their processes.

Six Sigma uses statistical tools to measure processes in terms of defects and variation, transforming
them into opportunities for business growth. A company that uses Six Sigma is a company whose
main priority is the customer’s satisfaction.

Six Sigma uses five phases (DMAIC) to improve the process:

%+ The first phase is Define, where a project is chosen and its goal, scope, and
deliverables are established.

% The second phase is Measure, where the current state of the process is measured.

%+ In the third phase, Analyze, the root causes of the problems and defects are
determined.

=+ The fourth phase is to Improve the process, thus a solution is proposed.
#*+ The last phase is to Control the performance of the process

To help those companies with the Six Sigma Project Management, Bizagi will guide you through
the DMAIC cycle easily and quickly.

The fists priority for Bizagi always is user’s convenience, for that reason, the Six Sigma Project
Management uses two sub-processes - Phase and Create Deliverable- in order to standardize the
information flow and task execution.

The process includes the possibility to modify or cancel a project, a phase or a deliverable at any
time through Cancel Phase or Cancel Deliverable events. It is also possible to attach the minutes
from team meetings using the Minute Event. The event will be available whilst the project is
incomplete.

www.bizagi.com



SIX SIGMA PROJECT MANAGEMENT
blzogl CONSTRUCTION

1.1 Sub process Phase

N ~
.
i Ph_ase Finalize Phase
Details

Create Deliverable

Phase
Black Belt

Close
Phase

Six Sigma Project Management aims to simplify the control of information by standardizing the

activities in each phase.

Through the Sub-process Phase, the Black Belt can effectively manage each phase of the project.

The sub-process includes two activities and one multiple sub-process.

The two activities help to set the initial and final information of the phase, like the deliverables, start

and end dates, conclusions, etc.

The sub-process, creates in a sequence, the deliverables that were selected in the Set phase Details

activity.

The Six Sigma Project Management provides flexibility in the process; each phase can be ended or
modified through the Close Phase event.
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1.2 Create Deliverable sub-process
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Close.
Deliverable

The Six Sigma Project Management uses a sub-process called Create Deliverable in order to create

and approve each deliverable.

All the information associated with the deliverable can be gathered in an easy way. The approval
process can be carried out quickly, because the process assigns the task to the right person at the

right time.
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The Business Process entity is the Six Sigma Project, it holds project information such as the Start
Date, Target Completion Date, Actual Phase, Next Phase, Valid Project?. The entity is related to
Project Charter and the Six Sigma Project Phase entities. With Project Charter the relationship is one
to one, and with the Six Sigma Project Phase is one to many, because each project has five phases

but only one charter.

The main attributes of the Project Charter are: Project Name, Date, Mission, Scope, Objectives and
Team Members (Green Belt, Black Belt, Sponsor, Stakeholders).

The Six Sigma Project Phase entity holds the information of the phase such: Start Date, End Date. It
has a one-to-many relationship with the Phase Deliverables entity, where all the information relating

to the deliverable is held.

PhaseDeliverables
[=] Aftributes

+ DeliversbleGraphic

W DelverableGraphicFile

& Regquired

« DeliverableApproved
abc Deliverable Mame
abc Deliverable Result
abc Approval Record

123 DeliversbleSequence
= Relations

[ SixSigmaFrojectPhase

[ Deliverable

| Phase

[ Story Basrd

>

SixSigmaProjectPhase
[=] Attributes

&| Actusl Finish Date

[E] Actual Start Date

7~ [E] stan Date
- Phase Deliverables t Sempletion Date

¢ abc Overdus

123 Cwerdus Days
[=| Relations

[ Phaze

[ Six Sigma Project

h
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abc Project Name

[Z Date Charter
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Team Members
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The model includes three parameter tables. The first entity is called Phases and it holds the five

phases of the DMAIC cycle. The second is Deliverables where a list of common Six Sigma tools is

held.

The third table is Six Sigma Team where information about all those who work on the Six Sigma
Projects of the company are included. It is very important for the Bizagi Administrator to establish

the parametrization of the Six Sigma Team entity.

This information is necessary for the correct

development of the process: the creation of a project has several fields that obtain information from
this table. If it is not parameterized, it will be impossible to move past the first activity.

—

[=] Aftributes
« DeiversblzGraghic
W) DefversbizGraphicFile
& Required
& Delversblefpproved
ate Deiversble Name
abc Deiversbie Result
abc Approval Record
123 DeiversbizSaquence
|=| Relations
|2l SxSigmaFrojectPhase
_F| Deiversbiz

PhaseDeliverables 3

DeliverableFile

= Attributes
DeliverabieFie
abc Comments
« Graphic?
(= Relations
|| Deiivershie
|| PhaseDeliveraties

|=| Aftributes

abc Name

abc Deseription

stc Approval Level

123 DeliversblzSaguence
|=| Relations

_F] Fhasss

ff = \
Phases 3 (" SixSigmaProject 2)
|=| Affributes = Aftributes
sbc PhaseName & Cancel Project
| 123 Code st Cancel Project Reason
\ & Edit Project
A & Valid Project
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=] Actusl Fifish Date * sbe Modify Project Ressan
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- Phase Deliverables Deliverables 2 Six Sigms Froject Phases
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123 Overdus[Days || & Cost Savings
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\ ®
Y
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=] Attributes
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| SwSigmaProjectPhase
o] SxSigmaProject
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2.1.1Six Sigma Team Parameterization

For the parameterization:

ProjeciCharier
|=] Attributes

sbc Project Name

[£] Date Charter

[Z] Projeet Stant Date
[E] Target Compietion Date
abo Projest Mission
abc Problem Statement
abc Froject Scope

sbc Delverable

abc Resources

abc Project 1d

I Froject Chaner File

|=| Relations
Fltakehokiers
PSonsor
PBlack Belt

Plreen Beit
[_[} Projest Sponser
[ Project Graen Bett
|_[] Project Black Bzt
[_F] Project Stakeholder

TeamMembers 2

= Relations
Team Members

SixSigmaTeam

(= Attributes
abc Name

|—| Relations
% SSigmaliser

UserRole

Create all the users in the application with the Admin User. Include the user with the New User

button. It is necessary to include all the user’s information.
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2% Users

‘ & Licenses

Work on it

Search User

Domain
User Name
Full Hame
Organization Name
Search  Clea
Hew User io

12/27/2012

te:

Users

Basic Information

Hame
User Name
Domain

Hotify by Email

Contact Email

Office

Identification Number
City

Authority Level

User Authentication

Password
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When all the users have been created, go to Admin and click on Entities.

Inbox
T ——— — ‘ 33 Users ‘
~ All Processes Al Cases o1 ‘ ‘
& Licenses >
“ Minutes I Work on it
- Entitl > o
* Personal Loans Request ‘ j‘ nites ‘
E Creation date: T g Geez= 5 r
Due date: 2
» Processes ‘ @ Alarms > ‘
» Purchase J Summary | Detai ‘ ﬁ Password Encryption > ‘
» Six Sigma ’
Project Name: ‘ (S Asynchronous o ‘
» Vacations * 2
@& Register Applicant Information Project Black Belt: Slack Balt
Process FrmrTe Project Start Date: 11/2712012 Project Completion 122772012
Orientation Date:
Process creation 11/22/2012
date 1541 . .
Process aue 11/23/2012 Overdue Days: Percent Complete:
date 1541
Task due date 11/22/2012
1641
*3
#® Register Applicant Information
Click on Add Six Sigma Team
Training Six Sigma People
W MName UserRole  Team Member  Disabled
View  Green Belt  Green Belt Marketing Manager
View  Black Belt Black Belt Marketing Manager
View Sponsor Sponsor  Marketing Manager
View Stakeholder Stakeholder Marketing Manager
View Team Member Green Belt Marketing Manager

Team Member Green Belt Marketing Manager

Add Training Six Sigma People

Return

Include all the people who work in the Project.

Add Training Six Sigma People
Name:

UserRole:

Team Member:

Dizabled:

Return Save
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3. DEFINE FORMS

Six Sigma Project Management includes several forms. The forms support the management of
information. All forms include three tabs where the project information is available to any member
of the team.

3.1 Project Charter Form

The Charter Form includes all the project information. All the renders are required.

The form automatically loads the five phases of the project. The renders Start Date and the Target
Completion Date are required.

All the team members and the people who have the Black and Green Belt role can be choose from
the parameter table. The table holds all the information about the people who have the skill to be a
part of a project.

www.bizagi.com
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» Froject Charter

Charter Date- 11/22/2012
Project Name: | |

Project Sponsor: | - | Sponsor Emai: (@
Project Black Belt: | - Black Belt Email: @
Project Green Belt- | - Green Belt Email- @
Project Stakeholder: | - Stakeholder Email: @

Team Members

Project Start Date: |llfo2012 Project Completion Date: 11/30/20012

Project Mission: |

Problem Statement: |

|
Project Scope: | |
|

Deliverable: |

Valid Project: |O Yes (1 No

Six sigma Project Phase

Define

Measure

Improve

Contol

|
|
Analyze ‘ | ‘
|
|

The form contains a grid validation, it is necessary to include at least one member of the team.

www.bizagi.com
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5 Grid Validations - a (=88] = ]
Description | Count the team members | [ —]GBBF
—Counters
Name | Count || Table Info ~| |Row Count -| Delete
Add Counter
\falidati
Counter v| |Coun‘t v| | Less Than v| |'| v And.. T
Error Message: | Itis necessary to include at least one member |
9 Show multiple validations Ok |[ Cancel |[ Apply |

3.2 Set Phase Details Form

The suggested deliverables are loaded automatically for each phase.

The form has three tabs where the project’s information is available to all the team, quickly and
easily way. The tabs show the comment history of the project, the files attached and the result of
each phase.

P

Phase Comments History Project History

» Phase
Phase Name: Define
Start Date: Actual Start Date: 11+2712012

Phase Deliverable

Deliverable Name Required Deliverable Sequence
Gannt Chart 1
© ves Mo
Process Map 2
O ves Mo
QFD 3
O Yes Mo
SIPOC 4
O ves Mo
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The deliverables are loaded from a parameter table, where the sequence of execution is proposed.
In order to show the deliverables in the proposed order, the form uses the Order by Attribute

property.
[ Data | & Controls | [[F) Layout

SIX SIGMA PROJECT MANAGEMENT

CONSTRUCTION

Basic Format Advanced

Phase ” Comments History

” Project History “Tl

yricesgng []%]

Delete options
o CTw)

Sort

DeliverableSequence |

BB Phase

& Requiered

 Required

[ Six Sigma Project Phase
8 Approval Record

8 Deliverable File

]
153 Deliverable Sequence

3.3 Global and Summary forms

The process uses global and summary forms. The first contains the phase information and the

second, the deliverable results. All the information is not editable.

% PhaseSummaryForm.

Phase Name:

Actual 5tart Date:

Actual Finish Date:

I

Anzlyze

11/27/2012

11/27/2012

The forms allow the user to view the progress information of each case when clicking the Stoplight
of the pending cases.

www.bizagi.com
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Set Phase Details

Creation date:

Due date:

© Close Phase

Creation date:

Process creation 1112712012

aate 1329 =

Process due 11f2712012

date 1329

Task due date 11f2712012 N
e Phase Name- Define

Artnal Start Nata

% DeliverableSummaryForm

Deliverable Name: Gannt Chart

Deliverable Result: Results of the deliverable

Deliverable File

Results of the deliverable
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4. BUSINESS RULES

4.1 DEFINE EXPRESSIONS

The process uses exclusive Gateways to indicate the process work flow.

% The Six Sigma Project Process uses three gateways.

CONSTRUCTION

The first one validates the information, if the process is a valid process. If the process is valid, it
continues to the first phase, Define.

& Boolean Expression

BT

% R oxpath

Six Sigma

o PhaseDeliverables
SixSigmaProject
ShSigmaProjectPhase

: 3. Data Hodel -

lf @ all the following conditions ) any of the following conditions

insert in this field all the

}  SixSigmaProject.ValidPraject isequal to true %

and

f“’ Custom XPaths

- * Add condition

Reusable

conditionsthat you need

e

Finish | Cancel
Zi|

After one phase is finished, the Gateway determines if it is possible to continue to the next phase or
if it is necessary to modify the project.

—

& » Boolean Expression 4 @M
o A [Eoxeath
<+ Data Model If @ all thefollowing conditions ) any of the following canditions Reusable
= six sigma
o PhaseDeliverables
) _E Ewer_ - insert in this field all the  conditions that you need
SiSigmaProject P SixSigmaProject.NextPhase is equal to  Measure ES
ShiSigmaProjectihase 4 B SixSigmaProject.EditProject is equal to false *®
| and
4
£2 Custom XPaths # Add condition
o Einish | [ Cancel }L'
)
! — = |

www.bizagi.com
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The process includes an event called Minute, which will be available throughout the process until it

is finished. For this reason it is necessary to validate if the project is finished.

-

"— ™
% Boolean Expression v E@M
= % i xeath
< Data Model = If @ allthefollowing conditions &) any of the following conditions Reusable
=@ six sigma
] PhaseDeliversbles
EQ ) _E ENEF_ = insert in this field all the conditions that you need
I'Q SicSigmaProject } SixSigmaProject.ProjectFinished is equal to  false E
EHieg SixSigmaProjectPhase
4
{ and
4
£* Custom XPaths i % Add condition
9 Einish [ Cancel
— ——

%+ The Create Deliverable sub-process includes two gateways.

The first Gateway validates if the deliverable has been approved. If it is not, the case will be returned

to the Create Deliverable activity, if it is approved the case continues to the next validation.

r -

o
= 4k [ xeath
<+ Data Model - If @ allthefollowing conditions &) any of the following conditions Reusable
=@ six sigma
PhaseDeliverables
Q ) _E ENEF_ = insert in this field all the conditions that you need
Q SixSigmaProject p PhaseDeliverables.DeliverableApproved is egual to  true ®
EHi SxSigmaProjectPhass
1
{  and
4
£27 Siljﬂﬂ Egﬂiﬂﬂ - ii Add condition
9 Einish | [ Cancel ]L
2]

www.bizagi.com
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The second validates if an extra approval is necessary. The number of approvals depends on the size
of the project and the size of the company. In the template only two approvals are required. If
additional approval is necessary, it can be configured easily.

i -

— ™

2 % [fizxpath

4+¢ Data Model - If @ allthe following conditions & any of the following conditions Reusable
- six sigma
] PhaseDeliverables
o] ssigmaProject >
EHig SixSigmaProjectPhase

insert in this field all the conditions that you need
count{ PhaseDeliverables. Approval Record] DeliverablaApproved = trus]) is less than or equal to 1 =

and

£ Custom XPaths - &R Add condition

[2)

Cancel
2}
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4.2 ACTIVITIES

The process includes several business rules, the most important are:

%+ Onentry to the Project Charter activity, the five phases of the DMAIC cycle are included.
In each phase the suggested deliverables are included automatically.
It is necessary to delete the deliverables that the user did not select.

= & &

At the end of the Finalize Deliverable task, the process continues to the next phase. If the
project requires modification, the process goes to the Modify Project task. For this reason,
it is necessary to update the edit project and next phase renders.

=+ [t is necessary to include a record for each validation. If at any time the deliverable is not
approved, all the approvals record must be deleted.

www.bizagi.com
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5. PERFORMERS

CONSTRUCTION

A Wizard is used to define the Performers in the process. In the fifth step of the Wizard, click on

Define Performers

www.bizagi.com

Define Performers
@ Define participants for each activity of your process.

Learn More..

19



SIX SIGMA PROJECT MANAGEMENT
blZle CONSTRUCTION

%+ Modify Project, Set Phase Details and Finalize Project Phase are performed by the
person with a Black Belt role

° Performers x

| Use Preconditions

AssignationMethod: | By Load E

All of the Conditions
- Userld Eguals SixSigmaProjectPhase SixSigmaProject.ProjectChapter.ProjectBlackBeltl.SixSigmalser

‘ [ o || cancer |

% The Create Deliverable task is performed by one member of the Six Sigma Team.

© Performers SixSigmaTeam
[C] Use Preconditions Userset. @9
< Properties Design View |
AssignationMethodt [By Load [-] ® e
All of the Conditions Name : E
- Userld Equals SixSigmaTeam SixSigmaTeam |
L
Performer Condition Display Name :
SixSigmaTeam
User Property : Value :
User Id [-] [equats [-] [expression [-] sixsigm Description:
Select the Six Sigma Team }
Memebers h
il
(2} © Edit Expression 1
{ =
= =
= o B @ @ uwine
Deliverable Data Function Vocabulary Variables 9 o EE
Model -
Include | Format
IdTeamMember= Team.getXPath ("Name.TeamMember.id");
oUsers.Add (IdTeamMenber) ;

e

www.bizagi.com
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% The Approval Deliverable task is performed by the Green Belt and Black Belt of the project.
Because the Deliverable needs two approvals, it is necessary to use a precondition. It counts

the number or approvals made. If there is only one, the task is performed by the Green
Belt.

Creq
Delive|

Fase 1

o Performers | =

Use Preconditions Add Precondition » >

e [an ]

Assignation Method: Ey Load B Precondition  Rule

All of the Conditions
o Userld Equals PhaseDeliverables SixSigmaProjectPhase.SixSigmaProject.ProjectCharter.ProjectGreenBel

s

B PhaseDelverables
£ SixSigmaProject
& SixSigmaProjectPhase

insert in this field all the
count{PhaseDeliverables. ApprovalRecord] DeliverableApproved = true])

»

and

Fase 1

e Performers |

2 ]

Use Preconditiors | Add Precondition > >

Cred | Assignati

Delive|

| vus ot |

ion Method: By Load |z| Preconditior Count << Remaove Precondition

Al

- Userld Equals PhaseDeliverables.SixSigmaProjectPhase. SixSigmaProject.ProjectCharter.ProjectBlackBelt.
wAnd / Or

of the Conditions

is equal to 0

.
P
% Boolean Expression 1 - l E‘éu
= % [fxath
<+ Data Model - If @ all the following conditions &) any of the following conditions ¥ Reusable
B--@ Six Sigma

conditions that you need
B

If the Deliverable has only one approval, the task must be performed by the Black Belt.

-
& » Boolean Expression

(=] B ]

2 %

52, XPath

{+¢ Data Model

If @ all the following conditions ) any of the following conditions

=@ Six Sigma
EHie PhaseDeliverables
EHig stsigmaPraject
Ed SSigmaProjectPhase

www.bizagi.com
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6. E-MAIL CONFIGURATION

The Six Sigma Project Management process includes four e-mails, which send information about
the project’s progress.
%+ On Exit to the Modify Project, the next e-mail is sent to the Sponsor, Black Belt, Green Belt

and team members of the project.

& e-Mail Definition Windo

(e Arial
58 = (5 & §
XPsth Hyperlink Static Expression Dynamic Picture 9«
Field G Field Grid

I Copy to current assignee:
O Multiple Messages

Advanced

Include
[ To | <SuSigmaProject ProjectChapter 1 U a
[ cc | <SuSigmaProjsct ProjectChapter MName 1 SixSi
[“Bec |

Subject Changes in the project

ject ProjectChapter. 1

Dear Team

[——

Please note that there have been some changes made to the project
Please read the comment history and the project chapter.

<SixSigmaProject. Project Chapter.ProjectBlackBelt. userName=>

Thank you

»

Apply ‘ [ eServen ‘ [ cancel ‘ |

%+ On exit to the Abort Project task, the team members are informed of the reason for

cancelling the project.

E1 e-Mail Definition Windov = = x
— - - (]
E@ E i, @ @ Arial 13 Copy to current assignee
& Se===5171: B - | [O/MultipleMessages
XPath Hyperlink Static [Expression Dynamic Picture - - T
Field Grid Field Grid
Include Format Advanced

To <SixSigmaProject ProjectChapter Project BlackBett 1 SixSigmallser. cortact Email < SixSigmaProject Project Chapter. ProjectGresnBelt 1 SixSigma User contactEmail;<Six SigmaProject Projec
cc <SixSigmaProject FrojectChapter. TeamMembers.Name 1.5ix Sigmalser.cortact Email>;
BCC

Subject Cancel Project

| »

The <SixSigmaProject.ProjectChapter.ProjectName> Project was aborted because

m

<SixSigmaProject.CancelProjectReason>

<SixSigmaProject ProjectChapter ProjectSponsor.userName>

Thank you,

1
Apply ‘ [ Save ‘ [ cancal

www.bizagi.com
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% On Exit to the Finalize Deliverable, one email is sent with the result.

EJ e-Mail Definition Window = = X
E’E E “—" @ Azl - 12 - I Copy tocurrent assignee
=~ 9 o= B ;5 ou = B - - Vvl Messages
XPath HyperLink Static Expression Dynamic Picture - -
Field Grid Field Grid
Include Format Advanced
«SixSigmaProject. ProjectChapter Project Black Bett 1. SocSigma User contact Email=; < S SigmaProject. ProjectChapter. ProjectGreenBett 1. S5 Sigma User.contact Email »:
<SixSigmaProject ProjectChapter. TeamMembers. Name 1.SixSigma User.contact Email>;
Subject Deliverable <PhaseDeliverables DeliverableName> end
Dear Team
The <PhaseDeliverables DeliverableName= deliverable is complete.
Please review the relevant information .
<PhaseDeliverables.DeliverableResult>
Thank you,
<PhaseDeliverables SixSigmaProjectPhase SixSigmaProject ProjectChapter ProjectBlackBelt userName>
4 L3
donty | sme  [[ Cad |

The Project is initialized with the sending of emails enabled, but it does not have the company’s
customization. It is therefore necessary to configure the SMTP e-mail server that your company

uses.

In Bizagi Studio, enter the Configuration tab. Click on Environment and select the Popular option.
Enable the box to send notifications and type the name of the SMTP server and the account from

which the emails are to be sent, as shown in the diagram below
For further information refer to the following articles
Environment Configuration:http://wiki.bizagi.com/en/index.php?title=Environment_Configuration

SMTP server: http://wiki.bizagi.com/en/index.php?title=Find_SMTP_Server_in_Outlook

www.bizagi.com
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S T (=0

style v langua.. ~ & @

Custom

Js Devdnm—ill & Productionll@hsti

Enable Email

SMTP Server:

SMTP Server Account:

Send Email Copy To:

Send Email BCCTo:

Onboarding Process -v. 10 ~
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