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Choose  an  obv ious  p rob lem w i th i n  an  ex i s t i ng  p roces s  

Choose  someth i ng  tha t  wou ld  make  a  d i f fe rence  bu t  wou ld  no t

be  ove r l y  comp lex  to  add res s :  mean ing fu l  bu t  manageab le  

Make  su re  t he re  i s  po ten t ia l  t o  reduce  l ead  t ime  o r  de fec t s

wh i l e  re su l t i ng  i n  cos t  sav i ngs  o r  imp roved  p roduc t i v i t y  

Check  i f  you  can  co l l ec t  da ta  abou t  t he  se lec ted  p roces s—you

want  to  ach ieve  Measu rab le  imp rovement

What  i s  i t ?

DMA IC  i s  t he  p rob lem-so l v i ng  app roach  tha t  d r i ve s  Lean  S i x

S igma .  I t ’ s  a  f i ve -phase  method  fo r  imp rov i ng  ex i s t i ng  p roces s

p rob lems  w i th  unknown  causes .  The  focus  o f  any  p roces s

improvement  e f fo r t  i s  se lec t i ng  t he  r i gh t  p ro jec t .  He re  a re  4  key

gu ide l i nes :  
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1 .De f i ne  t he  P rob lem 

What  p rob lem wou ld  you  l i ke  to  f i x?  

Def i ne  i s  t he  f i r s t  phase  o f  t he  p roces s .  Du r i ng  t h i s  phase  the  p ro jec t

team d ra f t s  a  P ro jec t  Cha r te r ,  p lo t s  a  h igh- le ve l  map  o f  t he  p roces s  and

c la r i f i e s  t he  needs  o f  t he  p roces s  cus tomer s .  

B y  conduc t i ng  P roces s  Wa l k s  and  ta l k i ng  to  p roces s  pa r t i c ipan t s  t hey

beg in  t he i r  j ou rney  o f  bu i l d i ng  t he i r  p roces s  know ledge .  

Be fo re  mov ing  on  to  t he  Measu re  Phase ,  t he  team re f i nes  t he i r  p ro jec t

focus  and  ensu res  t hey ’ r e  a l i gned  w i th  t he  goa l s  o f  o rgan i sa t i ona l

l eade r sh ip .  

2.  Measu re  t he  P rob lem 

How does  t h i s  p roces s  cu r ren t l y  pe r fo rm?  

What  i s  t he  magn i t ude  o f  t he  p rob lem?  

 

Measu rement  i s  c r i t i ca l  t h roughou t  t he  l i f e  o f  t he  p ro jec t  s i nce  i t

p rov ides  key  i nd ica to r s  o f  p roces s  hea l t h  and  c l ues  to  whe re  p roces s

i s sues  a re  happen ing .  As  t he  team co l l ec t s  da ta ,  t hey  focus  on  t he  l ead

t ime  o f  t he  p roces s  o r  t he  qua l i t y  o f  what  cus tomer s  a re  rece i v i ng  f rom

the  p roces s .  Be fo re  mov ing  on  to  t he  Ana l y se  Phase ,  t he  team def i nes

the i r  measu res  and  de te rm ines  t he  cu r ren t  pe r fo rmance  o r  t he  base l i ne

o f  t he  p roces s .  
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https://goleansixsigma.com/charter/
https://goleansixsigma.com/sipoc/
https://goleansixsigma.com/voice-of-the-customer-voc/
https://goleansixsigma.com/process-walk-aka-gemba-walk/
https://goleansixsigma.com/lead-time/
https://goleansixsigma.com/quality/


3 .  Ana l y se  to  I den t i f y  t he  Cause ( s )  o f  t he  P rob lem 

What  i s  caus i ng  t he  p rob lem?  

One o f  t he  b igges t  cha l l enges  fo r  teams  i s  r e s i s t i ng  t he  u rge  to  j ump  to

so l u t i on  be fo re  unde r s tand ing  the  t r ue  roo t  causes  o f  p roces s  i s sues .

W i thou t  p rope r  ana l y s i s ,  t eams  can  imp lement  so l u t i ons  t ha t  don ’ t

re so l ve  t he  i s sue—th i s  was tes  t ime ,  consumes  re sou rces ,  i nc reases

va r ia t i on  and  r i s k s  caus i ng  new p rob lems .  I n s tead  o f  imp lement i ng

so lu t i ons  t ha t  don ’ t  so l ve  t he  p rob lem ,  t he  idea l  i s  fo r  teams  to  l ea rn

f rom the i r  P roces s  Wa l k s ,  s t udy  t he i r  cha r t s  and  g raphs  and  u se  t he i r

obse r va t ions  to  deve lop  and  con f i rm  theo r ie s  abou t  what ’ s  caus i ng  t he

i s sue  t hey ’ r e  t r y i ng  to  f i x .  The  c rux  o f  t h i s  phase  i s  to  ve r i f y  h ypo theses

befo re  imp lement i ng  so l u t i ons .   

 

4 .  Imp rove  by  So l v i ng  t he  Roo t  Cause ( s )  

How w i l l  t he  team f i x  t he  roo t  causes  o f  t he  p rob lem?  

Once  they  have  de te rm ined  what ’ s  caus i ng  t he  p rob lem ,  i t ’ s  t ime  fo r  t he

team to  imp lement  p lans  to  re so l ve  t he  roo t  cause ( s ) .  The  Imp rove

Phase  i s  whe re  t he  team re f i nes  t he i r  coun te rmeasu re  ideas ,  p i l o t s

p roces s  changes ,  imp lement s  so l u t i ons  and  la s t l y ,  co l l ec t s  da ta  to

con f i rm  the re  i s  measu rab le  imp rovement .  A  s t r uc tu red  imp rovement

e f fo r t  can  l ead  to  i nnova t i ve  and  e legan t  changes  t ha t  imp rove  t he

base l i ne  measu re  and ,  u l t imate l y ,  t he  cus tomer  expe r ience .  

 

5 .  Con t ro l  b y  Ma in ta i n i ng  t he  Ga i l s  &  Pe r su i ng  Pe r fec t ion  

 

How do  you  su s ta i n  t he  imp rovement?  

Wi th  imp rovement s  i n  p lace  and  the  p roces s  p rob lem f i xed ,  t he  team

mus t  wo r k  to  ma in ta i n  t he  ga in s  and  make  i t  easy  to  update  bes t

p rac t i ces .  I n  t he  Con t ro l  Phase ,  t he  team deve lops  a  Mon i to r i ng  P lan  to

t rack  t he  succes s  o f  t he  updated  p roces s  and  c ra f t s  a  Response  P lan  i n

case  t he re  i s  a  d ip  i n  pe r fo rmance .  Once  i n  p lace ,  t he  P roces s

Owner  mon i to r s  and  con t i nua l l y  updates  t he  cu r ren t  bes t  method .  
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