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Control

» Control Purpose: Implement final solution,
maintain process improvements, ensure new
process problems are identified and quickly
corrected, disseminate lessons learned. Identify
areas for replication and standardization..



Control Deliverables

- Control Plan

» Transition Plan

- Updated Capability Analysis
- Updated Control Charts



Objectives

- Discuss the purpose of the Control phase
- Review elements of:

= Control plans

= Reaction plans

= Implementation plans

» Transition Communication and Training plans

- Introduce common pitfalls encountered in the
Control phase



Transition through A-12-C

- In Analyze, you try to identify the critical X’s

- In Improve, you optimize the settings for those
X’s
- In Control, you identify how to lock those X’s at

the desired settings and how to know if they vary
from those settings

- Control is about holding the gains



Control Plans - Why?

- Control plans exist to ensure the process
consistently meets customer requirements

- They should provide predictive information, so
adjustments can be made before defects

Formal control plans are one of the major differences
between Six Sigma and other previous quality initiatives.




xample - In Control

This represents a well functioning process!




Example - Out of Control

This does not!




Control Plan Elements

- Who is going to be keeping the process
functioning properly?

- When are they going to do the monitoring of the
input variables?

» How are they going to monitor the input
variables?



Control Plan Elements

- When will the plan be updated?
- Where will the monitoring be conducted?
- Where should the plan reside?

- What will be done if the monitoring detects a
condition outside of the customer’s
specifications?



Control Plan Template

Process Control Plan
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Control Plan -

FMEA

FAILURE MODE & EFFECTS ANALYSIS (FMEA) Date: 142000
Revison 1.3
Process Mame: Left Front Seat Belt Install Procezs Mumber: SBT 445
Failure Mode A)Severity | B) Probability | C) Probability Risk
of Occurance | of Detection Preference
Rate 1-10 Rate 1-10 Fate 1 -10 | Humber (RPH}
10 = Most 10 = Highest 10 = Lowest APz
Severe P rokakility P rokbakility
11 =elect Wrong Color Zeat Belt 4 4 3 1]
21 Seat Belt Bolt Mot Fully Tightened 9 2 3 14
31 Trim Cover Clip Mizaligned 2 ] 4 24

- Review the RPN’s for the key factors

= Look at the severity, frequency of occurrence or
detectablity of each factor

- If the factors identified in the FMEA have an
impact on your process, use the control plan to

specify the details of the monitoring




Control Plan - Process Mapping

- In Define, a simple form of process mapping,
typically SIPOC, is used to identify key input
and output variables

- In Control, detailed process mapping will be
used to record the improved process

= Process mapping clearly shows the sequence of
events, handoffs and the job descriptions of
people performing all tasks



Control Plan - Simplified

Measure

Monitor

React

Revise



Control Plan - Simplified
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| Plan Sample

Process Control Plan

Step 4

Process: Switchpoint Derailments Date (orig.): 6/27/2002
Process Owner: Bob Bernard Author: T. Echler
Date (rev.):
Rev. By:
Process
[ Capability (Cp, "WRER/
Process Hey Pm'.:m Hey Pmc.ess Specification Cpk, DPMO) and Measun?mem Data PT | Sample Size Sample Control Method Reaction Plan
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date Validity
Target)
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| ‘ | Hopkins.
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| ‘ ‘ derailments Director of Safety to
| | | ‘ Derailments | COnduct oot cause
| 0 DPMO- April - investigation, formulate
Step 1 —l—) Step 2 | ‘ 0 - Target 0 RE2l forms | 100% DV | N/A 100% Monthly rep;fr:za?ettuy\lP response o deficiencies
‘ ’ and report results to
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. \
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Most

Desired
A

L east
Desired

Control Method

So you don’t have to “fix” this again!

Simplification

« No Manual Intervention

e Impossible to Falil

-

e Eliminate Activity

» Defect Feedback/Visibility

~~

e Certification and Audits
S

 Notification, “Big Stick”

If behavior
cannot be
changed,
change the
process that
the behavior
follows

Behavior
typically
reverts back
to defects



Common Red Flag Conditions

- Adjustments
- Constant equipment changes
- Lots of critical measurements

- Many parts / mixed parts /

multiple transactions types
« Multiple steps

« No (or ineffective) standards

- Rapid repetition
- High volume

- Environmental conditions

Material / process handling
Housekeeping
Foreign matter
Poor lighting
= Noise
Distractions
Rain / snow

Cold / Hot



Reaction Plan

« What will be done if one of the variables is out of
control or out of specification

- Actions should be the responsibility of people
closest to the process

» The reaction plan can simply refer to an SOP
and identify the person responsible for the
reaction procedure



Reaction Plan

There are better ways of reacting.

/\

- PREVENT - Root cause identified and permanently

corrected

3]

ﬂ « CORRECT - Root cause is identified and corrected

m temporarily

20

- COMPENSATE - Making adjustments - without

[ ] identifying root cause
—1

Compensating actions are usually less successful

Preventative actions will last longer




Implementation Plan

- Project plan for full implementation
- The elements of project planning are:

o Time
= Task
= Resource (Who)

» Look for critical pathways
- Pitfalls

= Allowing the sponsor/champion to rush the
completion to the determent of establishment of

solid control methods

= Not engaging enough resources to facilitate the
broader execution



Implementation Plan

Task

Who

When

Assist with project requirements and
testing

Compliance Division & ISD

In-Progress until complete

Prepare work procedures based on new
VTAPS release

Compliance Division
Team Lead & Staff

Go Live minus 2 weeks

Training staff on new process and system

Compliance Division
Team Lead & Staff

Go Live minus 2 days

VTAPS Implementation/Go-Live

ISD & Compliance Division

* Go Live Date TBD

Monitor process through new reporting
tools

Compliance Division
Team Lead

Go-Live plus 30 days

Evaluate and (if appropriate) change rule
to eliminate the need for Clerks to send in
paper exemptions

Compliance Division Team
Lead & Team Sponsor

Evaluate Go-Live plus 60
days, rule change takes 90
— 120 days

Communications to Title Offices,
Dealerships, BMV and Taxpayers

Compliance Division
Team Lead & Staff

As needed

Follow-up Meetings to Monitor New
Process

Green Belt Facilitators

30, 60, 90, 180 days, and 1
year after implementation




Transition Communication Plan

- Who needs to know and what do they need to
know?

- When do they need to know?
- Hierarchy of communication methods
- Key stakeholders to be communicated with

- Transfer of knowledge



Communication/Training Plan

Responsible
Message Audience What Party When/Where
Taxation Training
Training of new Supervisors sessions and : At Northland
Compliance .
procedures & and staff of Quarterly - facility after
) : Division Team
exemption those who Meetings/ Lead new system
definitions process TAXI / goes live
exemptions Spectrum
Updated Taxgtlon : On-line/on
website and Compliance
taxpayer Taxpayers/ . demand/
. : updated Division Team
educational Public when letters
) letters Lead
material sent
Updated Ivaexbasfilfen Compliance
program Title Offices, . ’ Division Team As needed/
: bulletins and :
material Dealers e-mai Lead electronic

messages




Leverage Opportunities

- Did you find other broken processes?

- Can you take what you learned and apply it in
other parts of the business?

» If so,
o Communicate to Process Owner

= Draft charters (Blackbelt or Greenbelt)



Control Methods - Finale

- Changes in the process require changes to the control
method

- Control methods identify person/position
responsible for control of each critical variable and
details about how to react to out-of-control
conditions

- Control methods include a training plan and process
auditing system

- Lengthy methods can be incorporated by reference



Summary

- Discussed the purpose of the Control phase

- Reviewed elements of Control plans, Reaction plans,
Implementation plans and Transition Communication
and Training plans

- Introduced common pitfalls encountered in the
Control phase, specifically the Implementation plan

- Don’t expect to control everything
- Focus on the critical X’s

- Respond when measures are above/below acceptable



VISUAL MANAGEMENT

Presented by: Cindy Money



Objectives:

 Discuss the purpose of Visual Controls
« Review Task Lists and use of Metrics
 Discuss Value Stream Tracking Centers

» View examples of high tech, low tech and medium
tech Visual Management

 Discuss concept of KISS
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Visual Controls

The workplace is set-up with simple signals, such as
signs, labels, color-coded markings, etc.

- Describe workplace safety, productivity, material
flow, quality metrics, or other information

- Help those unfamiliar with the process get an
immediate understanding of the situation or
condition

> What is going on

» Understanding of the process
= What is being done correctly
= What is out of place



Visual Controls

- Supply feedback to an area

- Helps keep production running safely, smoothly,
and efficiently

- Allows the people operating the process to stay on
target

- Examples:
» Schedule or status boards
* Color-coded files / transactions

- Appropriate signage to direct people to areas



Metrics

- Use Metrics to measure your transformation
- Challenging for office but needs to be done
- Examples:

= # Calls
# of Appeals

a

# Entries

a

a

% on Time

# of Errors
$ Saved

a

a




Task Lists

- Use Task Lists to keep track of individual tasks
that need to happen in order for the project to
stay on projected timeline

= What the task is

= Who is assigned the task

= When task is to be complete

= Progress of task




Metrics and Task Lists

- Identify Metrics that can be tracked for Task List
items

= These can be identified and agreed upon by team
during the future state mapping session

- All tasks do not have to have Metrics but key
tasks should

s Need to identify if the team is making progress
and actually affecting bottom line and lead times
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Filling in the Task Lists

- Color (or fill in electronically) the status of YOUR
task

— Complete the status update BEFORE the weekly update meeting

<> Pk B> 0 0

Proposed Start
Actual Start
Proposed Finish
Actual Finish

Review

Slipping




Value Stream Tracking Centers

- Display the process of transformation of a single value stream

= A current & future state map are shown. The time frame for the

future state can vary, however, there should be a significant lead
time reduction between the two.

= Project plans should be displayed for the next 9o day period

> The metrics should depict if the plan is being effective

» The team should meet at this board regularly (minimum
weekly) to monitor progress

= Value stream Manager sets up the meetings

- Value stream Facilitator makes sure the meetings are agreed to
before event ends



Value Stream Tracking Center

oo Value Stream Tracking Center e
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Review project weekly
at Tracking Center -

Value Stream owner to
lead

Owners update tasks
and metrics by hand
prior to review

Agree with
countermeasures for
‘off track’ items

Don’t remove Tracking
Center until results are
sustained



Value Stream Tracking Center

How to Create One

oo Value Stream Tracking Center e

Current State Future State
Value Stream Map Value Stream Map 'u'am" . “ﬁ':m

3=z b == e Lead Time Reduction
L T
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i) il i
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Post the board in a
prominent position

Select metrics tied to the
action plans

Display 9o-day
increment plans

Ensure tasks are not
assigned to one person
or department

Establish meeting review
schedule and post



Value Stream Tracking Center

Parker Hannifin Corporate - Tom Wright’s Office




Value Stream Tracking Center-
Lessons Learned

- Should not be ‘hidden away’ in office of project
leader

- Key metrics should be defined at a low enough
level

- Resource planning needs consideration

- Detail action plans on board to aid review



Lessons Learned in Project Management

Ensure Tracking Center is used as project management
tool

Review of board should be standardized in terms of
timing and agenda

Metrics tracked at same frequency of review
Documents should be updated by hand
Ensure we say we're on track only when we are

Corrective actions required if action plan or metric is off
track

No follow-up period once action plan is completed



High Tech Visual Management



ODOT




ODOT




Visual Management in Office Areas

Customer Service Center

Uses monitors for tracking:

1. Employee ‘status’ — available,
not available

2. Current customers in queue

3. Longest current ‘hold’ time

Also — Visible ‘Escalation’ for
customers on ‘hold’ beyond
targeted time




Low Tech Visual Management:
Don’t wait for High Tech



]
]

ODOT: Monitor all Traffic




KISS

Visual management can be as simple as:
- Taping binders
» Outlining tools

- Using different colored folders




Accounting Visual Management

2010/12/03

Color Coded — Alert
Files

ORANGE
ATR > 60 days old
Credits > 60 days old

RED
Invoice Issues (3 way match
Expense and Inventory

Folders

N —




Standardized Price List Binders
Misc. Info Binder

Project Specific Folders

Phone List/Distributor Listing

Also. ..

Items on Cube Wal
Standardized

+ Calendar
 Intra Company Phone List

¢ Mgmt. Std. Work

Color Coded Files

Red = Waiting for Answers
Orange — CSR Cust. Specific
Green — Standard Dept Forms




Marketing & Sales Implementation

2010/12/03




Red Tag

- Used to keep areas clean

« Items that need to be
removed but cannot be
removed right away

should be red tagged

- Fill out the red tag
information and affix it to
the item that needs to be
removed

56
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Kamishibai Boards:
http://www.vyoutube.com/watch?v=

MHf88PHImM 3k




Kamishibai Boards

- As part of the Toyota production system,
kamishibai boards are used as a visual control
for performing audits within a manufacturing
process.

- They help to ensure safety and cleanliness of the
workplace is maintained and that quality checks
are being performed.



Kamishibai Boards

- Kamishibai board is a T-
card system that has red
cards glued to green cards
(so that each T-card has a
red side and a green

side).

» The red cards are for the
incomplete tasks, where
as the green cards
symbolize that the work
has been done.

Kamisiibai Board

sday




Visual Management in Office Areas




Medium Tech Visual Management:
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ODT Process Improvement Website

Results Scorecard

The scorecard below identifies the difference between key process measures before the

Greenbelt project began and the projected measures once all improvements are in place.

BASELINE PROJECTIONS
Key process
Process measures, Prajectad
Improvement
4 gathered MEASUTER | poo eeTED
RESULTS before the once all CHANGE
SCORECARD Process improvements
Improvement ars in place
tegan
PROCESS STEPS 52 4 24% reduction
DECISION POINTS 11 38% reduction
HANDOFFS 3 2 [sssreaucion
FTEs L 29% reduction

Steps to the Motor Vehicle Exemption Process Before and After the Greenbelt Project

The graphic below is meant to give you a visual idea of how the process has changed since the Greenbelt project. Multiple steps,
decision points and handoffs have all been eliminated making the process much more efficient.
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Monthly Common Space Audit Forms
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Summary

 Discussed purpose of Visual Controls
« Reviewed Task Lists and use of Metrics

« Discussed Value Stream Tracking Centers and how
to create one

* Viewed examples of high tech, low tech and medium
tech Visual Management

 Discussed the concept of KISS
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