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Microsoft Office System and Your Organization


Identifying the right business applications to meet your organization’s needs can be sometimes overwhelming.  Microsoft is experienced in helping companies address their critical needs such as aligning their information technology business processes to support successful Six Sigma implementation.  Microsoft Office System is a reliable business platform that allows you to manage business insight, adapt processes to address ever-changing customer needs and leverage your organization’s strategic assets while improving productivity, visibility and integrity.








Additional Resources





Microsoft Office System


� HYPERLINK "http://www.microsoft.com/office" ��www.microsoft.com/office�





Harvard Business School


� HYPERLINK "http://www.harvardbusinessonline.org/" �www.harvardbusinessonline.org�





SixSigma


� HYPERLINK "http://software.isixsigma.com" ��http://software.isixsigma.com�





What is Six Sigma:  The Roadmap to � HYPERLINK "http://www.ge.com/sixsigma/" ��Customer Impact


http://www.ge.com/sixsigma/
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Striving for Zero 


Defects 





Imagine a world-class diver who has the training and discipline to slice the water flawlessly, again and again, with only three or four bad dives for every million attempts. Impossible? For an athlete, probably so, but that is the potential level of performance companies can achieve with Six Sigma – a rigorous data-driven approach to problem solving and business process improvement that drives focus on what is most critical to customers, resulting in increased performance and profitability. 





Motorola developed Six Sigma in the 1980s in response to a growing number of complaints from its sales force about warranty claims for defective products and increasing pressure from competitors. Six Sigma not only improved Motorola’s products and processes, it also saved the company more than US $15 billion in the 10 years� after it began the program. This correlation between cost and quality – that highest quality results in lowest cost – surprised many Motorola executives.


“Upper management at the time generally thought increasing quality meant increasing cost,” says Edward J. Phillips, who was technical operations manager in Motorola's Systems Division when the company first implemented Six Sigma. “The use of Six Sigma proved the opposite was true.”








“Six Sigma not only �improved Motorola’s �products and processes, it also saved the company more than US $15 billion in the 10 years after it �began the program.”








The ultimate goal of Six Sigma is flawless performance, zero defects, with a defect defined as anything that results in customer dissatisfaction. As a result, many traditional ways of measuring success simply don’t apply. Customers don’t judge a company’s performance on an average basis, but on each individual transaction. What customers notice and care about most are any variations in service and quality, and it is those variations that Six Sigma is designed to eliminate. By using statistical analysis to minimize variation, Six Sigma enables process improvements that are predictable, repeatable, and based on actual data.





Most companies today operate between 4 sigma (6,200 defects per million) and 3 sigma (67,000 defects per million), performance levels that affect 15-20 percent or 20-30 percent of sales respectively. A company operating at a 6 sigma level experiences only 3.4 defects in every million opportunities – like our hypothetical diver. 





“It’s a very, very tough goal to achieve,” says Dennis Sester, senior corporate vice president and quality director of Motorola, who pointed out that even his company has not yet achieved the Six Sigma level in all of its operations. “The important thing is to keep working at it. It’s a continual process of improvement.”





Other businesses soon took notice of Motorola’s success with Six Sigma and began to implement the program in their own organizations. Perhaps most notable among those is General Electric (GE)�, whose former CEO Jack Welch, became closely identified with Six Sigma after he used it to transform GE into a leaner and more profitable company. 





GE’s implementation of Six Sigma in the mid-1990s, and the company’s phenomenal success in using the program to save money and boost profits, helped make Six Sigma a highly visible and widely adopted program. Since then, companies worldwide have saved billions of dollars by implementing Six Sigma. 





Welch and his team recognized the power of Six Sigma to improve processes and performance not only in manufacturing but in every aspect of GE’s business – from finance to customer support to human resources. Writing to shareholders in the company’s 2001 annual report, current GE Chairman and CEO Jeff Immelt says, “Six Sigma is the common language of GE.”











Committing to Six Sigma





The increasing pressure on companies to perform better has sparked even greater interest in Six Sigma as both a management philosophy and a business strategy. All companies that consider implementing Six Sigma, however, face the same basic challenges and ultimately must make the same fundamental commitments to leadership, resources, time and cultural change. 





Leadership


Because Six Sigma involves widespread changes throughout an organization, it requires active and visible participation by senior management. Subir Chowdhury, executive vice president of the American Supplier Institute and author of the book, Design for Six Sigma, says that when Six Sigma efforts fail it is often because company leaders don’t do enough to ensure that the initiative remains a top priority and that all employees are on board. According to a recent issue of Harvard Management Update, a publication of Harvard Business School, “a successful Six Sigma effort requires relentless communication and reinforcement – well beyond what most leaders assume is enough.”





Resources


If you want to save money, you have to spend money. Implementing Six Sigma requires organizations to invest in extensive training and sometimes new technology or other resources, but the return on that investment has the potential to transform a company into a much more efficient and profitable business.  


Time


Typically, it takes 6-12 months for an organization to start to realize gains from the Six Sigma process, so most companies will operate at a loss for some period before solutions and improvements begin to emerge. In practice, companies experience Six Sigma not as a single program, but as hundreds or thousands of small projects rolled out over a period of years – each one designed to achieve specific improvements. As a result, everyone involved must be committed to continually lowering defects throughout the organization.





Cultural Change


Six Sigma requires companies to become extremely customer-focused, basing their activities on customer needs and measuring their success by customer satisfaction. Businesses also have to become much more collaborative. Change of this magnitude requires a fundamental shift in culture for most companies, supported by systemic changes that empower individuals to actively embrace the new way of doing business. 





According to Edward Baker, former director of quality at Ford Motor Company and author of the book, Scoring a Whole in One, “If the system of promotion and compensation encourages individual performance over collaborative work, then any knowledge gained from Six Sigma training will not reap much benefit for the firm.”











Spotlight:  Seagate Technology Dives Hard for Efficiency


Seagate Technology�, the world's largest manufacturer of hard-disk drives, makes 30 percent of all data-storage devices sold worldwide. Its products range from hard drives for PCs and consumer electronics devices to high-capacity drives for workstations, network servers and storage subsystems. In 1998, when Steve Luczo took over as CEO of Seagate, he and his new management team started looking for ways to improve operational efficiency and business processes, and “to fully leverage all the assets we had in the company.” 


Seagate started by applying Six Sigma in its factories. Jeff Allen, Seagate's vice president of Six Sigma, says streamlining Seagate’s manufacturing process was a crucial step. Seagate may invest years of research and development to create a product whose profitable life expectancy in the market is 6-12 months. According to Allen, being able to quickly increase production to meet customer demand during that narrow window is essential. Using Six Sigma and other initiatives, Seagate reduced the time needed to reconfigure its factories to produce a new product from a matter of weeks to one or two days.


Seagate President Bill Watkins says the company achieved that improvement and others by first doing an analysis of its products and supply chain. Seagate discovered that among roughly 200 components used in its hard-disk drives, only three were common to different products. For example, different screws held together what were essentially the same devices in different drives. 


By increasing the number of commonly used parts, and improving coordination between different manufacturing arms so that the right parts arrived when and where they were needed, Seagate saved a full week in the cycle time for delivering a recording head from wafer to product. “Improving by one week is very significant,” Watkins says.


Implementing Six Sigma also helped Seagate reduce defects, improve product reliability, reduce waste and curtail costs. Since it began using Six Sigma five years ago, Seagate calculates that it has saved more than $750 million through approximately 3,400 Six Sigma projects. Seagate also used Six Sigma to change its corporate culture and break up its previous hierarchical process of communication. According to Watkins, Six Sigma enables the company to deliver the same objective information to all departments.


“Deploying Six Sigma across an organization of our size takes a �significant investment in time, resources and money.  But the benefits are huge [$750 Million].”





The company's newest effort is to apply Six Sigma in its product design and development organizations. The idea is to solve problems before they occur, by anticipating manufacturing glitches or customer complaints and adjusting the original product design to resolve them. According to Allen, it means adopting a rigorous process that focuses on customer requirements and then pushes them down through the entire product design and development process, eventually reaching the original engineering specifications.


Seagate says worldwide demand for storage continues to double every nine months, and it shows no signs of letting up. From handheld personal digital assistants that can store road maps to Web phones that can take pictures and send them over the Internet, more devices are requiring more storage. Luczo sees Six Sigma as essential to Seagate’s ability to meet that demand.


“Deploying Six Sigma across an organization of our size takes a significant investment in time, resources and money. But the benefits are huge,”� Luczo says


Our Assessment





In working closely with customers who were using Six Sigma successfully, Microsoft saw first-hand the program’s enormous potential. Inspired by their results, Microsoft began its own gradual implementation of Six Sigma three years ago, starting with only three people who were dedicated to identifying opportunities for performance improvements and driving Six Sigma projects selectively in those areas. By leveraging its own technology and the Six Sigma methodology, Microsoft completed 200 Six Sigma projects and delivered more than $30 million to the company’s bottom line over the past three years. Beginning in 2003, Microsoft plans to expand its use of Six Sigma and to make the program an integral part of its operational strategy.





“I am relying on Six Sigma as a major contributor to the success and evolution of the Operations and Technology Group at Microsoft,” says Rick Devenuti, corporate vice president and chief information officer at Microsoft.�





Through its own experience and its work with hundreds of Six Sigma companies, Microsoft has identified six key steps to ensure Six Sigma success:





Establish Leadership Support and Engagement – For a company to achieve the maximum benefits of Six Sigma, commitment has to start at the top. Many of the most successful corporations leveraging Six Sigma today have CEOs and presidents who are trained and certified in Six Sigma. When company leaders use Six Sigma language, participate in training and project updates, and assign Six Sigma goals and objectives to their direct reports, a program is more likely to succeed.�











Align Goals with Six Sigma �Activities -- It is absolutely critical that all Six Sigma activities contribute to corporate goals and objectives. 





Establish Six Sigma Infrastructure – This will consist of employees who are trained and certified in various Six Sigma roles, such as Master Black Belt, Black Belt and Champion, plus a training curriculum and a detailed deployment strategy.





Identify Opportunities to �Improve – These can fall into three categories:  customer complaints; metrics that expose areas that need improvement; and barriers to achieving the corporate mission or vision.





Match People with Projects – Matching the right people with the right projects is essential. An organization should select its best and brightest to participate in the Six Sigma program, and then make sure there is clear correlation between individual skills and specific project requirements. 





Ensure Execution and Accountability- Communication is critical to executing Six Sigma and sustaining program momentum. To ensure accountability, incorporate Six Sigma deliverables into every employee’s performance objectives; report project and program status routinely at all levels of the business; link �bonuses to Six Sigma achievement; and make training and certification prerequisites for promotion.





Even companies with successful Six Sigma programs often struggle with many of the routine tasks associated with Six Sigma, such as process definition, resource management, and project and financial tracking. While it is increasingly clear that Six Sigma can work for virtually any business – because every business is founded on processes – it is equally clear that all Six Sigma businesses experience the pain of managing the details inherent in the program’s five-step methodology: Define, Measure, Analyze, Improve and Control (DMAIC). 





An integrated technology solution can streamline those tasks and support a company’s Six Sigma program by enabling employees to focus on strategy instead of wrestling with the mechanics of tracking and sharing critical data. Microsoft helps customers implement and manage their Six Sigma programs by leveraging the software they already own and use – easing the pain and increasing the rewards for companies that implement Six Sigma. 

















Companies worldwide are turning to Six Sigma, the data-driven management approach popularized by General Electric, to help them improve performance, increase profitability and raise customer satisfaction. 





This article is one in a series from Microsoft Office System that explores issues and perspectives facing operations executives.
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