Six sigma process mapping

In a past blog post, we broke down the different types of process improvement methodologies
and the diagrams you might use to follow any of these methods. Now we want to take a deep
dive into one of the most-used techniques we discussed: Six Sigma process mapping. Learn
what a process map is, how it fits into the Six Sigma methodology , and how you can easily
build one. Companies using Six Sigma aim for Here are the five steps:. Process mapping enters
at the very first stage. Anyone involved with optimizing processes or eliminating defects needs
to first define the process and understand it completely. A Six Sigma process map outlines the
process graphically step by step to make understanding faster and easier. Because Six Sigma
process mapping can actually save you time through these benefits:. See the entire process in
one view. Visualizations make abstract concepts, like processes, tangible so people can grasp
ideas faster. Instead of literally walking through the process or reading explanations of
individual steps to gain understanding, you can see the whole process at one time on a process
map. Detect waste faster. By visualizing the process, you can more easily pinpoint areas that do
not add value or that lower efficiency. Deliver on promised expectations. The Six Sigma process
comes down to quality. You want to eliminate defects so your customers receive exactly the
products and services they expect to receive when they expect to receive them. Six Sigma
process mapping forces you to see your process as it really happens so you can see where you
may fall short of those expectations. Store for future reference and training. Whatever your
situation, reap the benefits of Six Sigma process mapping with the help of these process maps.
SIPOC, which stands for suppliers, inputs, process, outputs, and customers, gives you a
high-level overview of your process and its contributing components. As it includes other
information on top of your process, use this diagram at the beginning of a process
improvement initiative or before delving into more detailed process mapping. The high-level
process map illustrates the basic steps in your process so you can quickly and easily
understand it without having to get down in the weeds. As the name suggests, a detailed
process map helps you see all the details in a process or part of a process. Because it requires
so much detail, this process map is especially important for finding the root cause of errors or
waste in a process. You may also need to involve the employees who perform the process since
they will have the most knowledge about it. Get started with our template. A swimlane diagram,
also known as a deployment flowchart, divides the process by the person or team who is in
charge of that stage. As well as showcasing cross-functionality, this kind of process map
clarifies where handoffs occur, which may not be as clear in other process maps. Created as
part of Lean implementation and process improvement, a value stream map is a process map
that illustrates and analyzes the steps involved in producing a product or delivering a service.
What do you want to accomplish with this process map? Which process or part of a process do
you need to review? Once you understand how you want the process map to help you, you can
choose a type of process map and decide how much detail it should cover. With the purpose
and scope of your Six Sigma process map in mind, set the start and end points of your process.
Add other shapes to represent process steps, inputs, outputs, transportation of materials, etc.
Use process mapping symbols to visually differentiate these different steps. Send your Six
Sigma process map to people in different teams to make sure that all your information is
accurate. You could even walk through the process yourself, with your process map in tow, to
see whether you covered every step. So you have an accurate visualization of your process.
Now you can refer to this document as you ask questions about the process. Are there steps
you can remove or combine? Do you see any redundancies? If you have delays throughout the
process, why are they happening? Keep asking yourself why the process functions the way it
does. Make notes on or edit your process map to track the changes you want to see. Six Sigma
process mapping can help you beyond visualizing your current stateâ€”you can also use this
practice to map out your process as you would like it to be. With this ideal process in hand, you
can compare the two diagrams and determine how to move your current state closer to the
future state. Try out our tips and process map templates to reduce defects and ensure that you
deliver quality in every process. She works as a content marketing specialist at Lucid Software.
Instead of writing her novel like she should be , Shannon spends her free time running, reading,
obsessing about Oscar season, and watching Gilmore Girls on loop. Here are the five steps:
Define the problem, area for improvement, or customer requirements. Measure performance of
the current process. Analyze the process to determine the root cause of defects or
inefficiencies. Improve performance by eliminating the root cause. Control the improved
process to ensure high performance. Learn more about process maps and how to improve your
business processes. Read now. Ready to create a high-level or a detailed process map? Map
out your business processes and be more efficient with Lucidchart. Learn more. View the
discussion thread. As we have previously covered on this blog, the primary purpose of Lean Six
Sigma LSS methodology is to eliminate waste and reduce variation in manufacturing, service

and design processes, thus improving overall production quality and efficiency. When working
with a Lean Six Sigma project team comprised of six, ten, fifteen or more people, it is likely that
each member of the team will have a unique idea of how a process works and what can be
improved. The purpose of a process map is to work together to create a common understanding
of the process and how it should work. Key benefits of this exercise include:. Process maps are
useful in any environment where Six Sigma methodologies can be applied , from hospitals to
manufacturing plants to restaurants and bars. In addition, Six Sigma process maps can be
implemented at the beginning of a project or in the middle of an existing process to improve
outcomes. When creating a process map, keep in mind that the map will resemble a flowchart
depicting the start of the process, the middle steps, and the endâ€”or desired outcomeâ€”of the
process. The map may be a high-level overview, or much more detailed map that includes
sub-steps for each major element. The type of process map you choose will depend on the
complexity of your project, but each map should be completed as follows:. Everyone on the
team should analyze each part of the process and ask questions about how it can be improved.
Is there an overarching problem with the entire process? Are there steps that are unnecessarily
complexâ€”or unnecessary altogether? What would the ideal process look like? The process
map can help the project team visualize each of these questions, enabling them to better reduce
waste and continually improve the processâ€”which is the heart of Lean Six Sigma
methodology. The online Lean Six Sigma certificate courses prepare professionals to satisfy the
immense demand for Lean expertise, skills and certification. You can also call to speak to one
of our Program Advisors. Your Privacy is Protected. Purdue University respects your right to
privacy. By submitting this form, you consent to receive emails and calls from a representative
of Purdue University, which may include the use of automated technology. Consent is needed
to contact you, but is not a requirement to register or enroll. Email: LSSonline purdue. Lean Six
Sigma Online. Toggle navigation Menu. What is a Six Sigma Process Map? May 10, As we have
previously covered on this blog, the primary purpose of Lean Six Sigma LSS methodology is to
eliminate waste and reduce variation in manufacturing, service and design processes, thus
improving overall production quality and efficiency. The Purpose of a Six Sigma Process Map
When working with a Lean Six Sigma project team comprised of six, ten, fifteen or more people,
it is likely that each member of the team will have a unique idea of how a process works and
what can be improved. Key benefits of this exercise include: Identifying steps of the process
that add complexity and need to be simplified Visually comparing the current process to the
potential new process Making it easier for those outside the project team to understand the
process Process maps are useful in any environment where Six Sigma methodologies can be
applied , from hospitals to manufacturing plants to restaurants and bars. Creating a Six Sigma
Process Map When creating a process map, keep in mind that the map will resemble a flowchart
depicting the start of the process, the middle steps, and the endâ€”or desired outcomeâ€”of the
process. The type of process map you choose will depend on the complexity of your project,
but each map should be completed as follows: Determine the process boundaries Where does
the process begin and end? Using an emergency room as an example, the desired outcome
may be to shorten wait times for patients. In this case, the starting point could be when the
patient arrives and fills out their paperwork, and the end would be when the patient is
discharged. List all the steps in the process In our emergency room example, the steps would
include greeting the patient, having them fill out intake forms, entering the information into the
computer system, and having the patient see the triage nurse. List the inputs and outputs
associated with each stepâ€”the items or data that are received input , and whatever should
result from that step output. Place the steps in order Be sure to arrange the steps in order of
how the current process works to make it easier to identify areas for improvement. Utilize the
right symbols Most Six Sigma process maps feature the same set of symbols, and each symbol
represents a different action or point. Draw these symbols around each step of the process and
be sure the entire team understands the meaning of each symbol. Have someone outside the
project teamâ€”but involved in the processâ€”to analyze the map from their perspective to
make sure nothing is missing. Share this on social media: Facebook Twitter Linkedin Email. Jim
has taught adults for more than 20 years and has a Masters Degree in Christian Leadership.
Process mapping is a technique utilized in a Six Sigma project to visualize the steps involved in
a certain activity or process. In its basic form, Six Sigma process mapping is a flowchart that
illustrates all of the inputs and outputs of an event, process, or activity in an easy to read,
step-by-step format. Our sample graphic shows the basic process map of a client seeking help
from a customer service center. Six Sigma process maps are typically produced by the person
leading the project, generally a certified Black Belt leader, but may also be assigned to a team
member as a training exercise. Process maps can be produced using specialized flowchart
software, which is especially helpful for more complex mapping exercises. However, the

process maps can be produced using tools that are readily available in office suite software, or
may also be drawn freehand. The important part is not how the map was created, but the
accuracy of the process that was mapped. There are many different types of process maps that
are used during a Six Sigma project. The most commonly used process maps include:. The
most basic of process maps are created in the earliest phases of the Six Sigma process,
particularly in the 'Define' phase. Here, the process flow map is created to get an understanding
of the process to be improved, and to ensure that all team members have a solid grasp on the
steps involved in the process. Further, it marks the baseline, 'as-is' condition of the process for
your project. This is useful to make sure you have identified all of the ins and outs of the
process, as well as its suppliers and end-customers. A swim lane , or multilevel, process map is
also often created as part of the 'Improve' and 'Control' phases of a Six Sigma project. Used
during these stages, this process map details the improved, or 'future-state', process to be
implemented by the project team. It serves as a visualization of the way activity should be
processed in the future. This process map helps the team drive out any redundancy or
repetition in the process being improved, and it identifies those steps that really do not add any
value to the overall activity non-value steps. As noted above, Six Sigma process maps are a
powerful tool, but only when used correctly in a project. There are three key guidelines for use
that every Six Sigma project should remember as they work on their improvements. First, the
team must be crystal clear as to the process begin and end points. Every team member must
have a firm grasp as to what the process being improved looks like, and an understanding of
where it starts and where it ends. In our example above, we show the call center process
starting when the representative answers the phone. However, many may think it starts when
the client has a problem, or when the call hits the call center phone system. Similarly, the end of
the process could be when the customer hangs up, when the problem is resolved, or when the
issue is closed in the system. Mapping the process begin and end points helps to have unity of
thought on your team. Second, the team should endeavor to 'keep it real. Getting a clear
identification of the 'current state' is critical to being able to improve. Finally, the project team
must actually use the output of their efforts. Taking the time to walk and document the process
is of no use if it is only to be stored in a folder forever. Draw it, play with it, talk about it, and
improve it. Foremost, your 'future state' map should be available to all the parties identified in
your SIPOC map or swim lane as people who have an interest in the process. Make your
process mapping efforts count! Six Sigma process mapping is a powerful graphical tool that
helps teams visualize the process on which they are working. Through the use of process flow
maps, SIPOC maps, and swim lane charts, project team members are able to gain a solid
understanding of all of the steps involved on the activity to be improved. It is critical to
understand the process begin and end points , and to document the actual process as it exists.
Most importantly, the team should proudly use the output of their efforts as they work to
improve the process they have mapped. To unlock this lesson you must be a Study. Create your
account. Already a member? Log In. Already registered? Log in here for access. Log in. Sign
Up. Explore over 4, video courses. Find a degree that fits your goals. Process mapping provides
a powerful visual tool, which can be utilized during multiple phases of a Six Sigma project. This
lesson provides and overview of process mapping, when and how it is used, and several
guidelines for its use. What is a Process Map? Note: More information about specific Six Sigma
process is available in other Study. The most commonly used process maps include: Process
Flow Map - The visualization of a particular workflow that you are working to improve similar to
the sample shown in this study. SIPOC Map - A map that charts out the suppliers, inputs,
process, outputs, and customers for the process you are working on. Swim Lane Map - Used to
go deeper into an event or action and maps all of the sub-processes, hand-offs, and responsible
parties of a process. Guidelines for Process Map Use As noted above, Six Sigma process maps
are a powerful tool, but only when used correctly in a project. Lesson Summary Six Sigma
process mapping is a powerful graphical tool that helps teams visualize the process on which
they are working. Register to view this lesson Are you a student or a teacher? I am a student I
am a teacher. Unlock Your Education See for yourself why 30 million people use Study. Become
a Member Already a member? What teachers are saying about Study. Hyde Transformation
Quotes Reputation in Dr. Refer to the process diagram below. Station 2 is the of Station 1.
Target b. Customer c. Supplier d. Create an account to start this course today. Like this lesson
Share. Browse Browse by subject. Enrolling in a course lets you earn progress by passing
quizzes and exams. Track course progress. Take quizzes and exams. Earn certificates of
completion. You will also be able to: Create a Goal Create custom courses Get your questions
answered. Upgrade to Premium to add all these features to your account! The process map is a
tool that graphically shows the inputs, actions and outputs of a process in a clear, step-by-step
map of the process. The purpose of process mapping is to help team members and others

within the process to understand the process. Process mapping is the graphical representation
with illustrative descriptions of how things get done. It helps the participants to visualize the
details of the process closely and guides decision making. One can identify the major areas of
strengths and weaknesses in the existing process, such that the contribution of individual steps
in the process. Further, it helps to reduce the cycle times and defects in the process and
enhances its productivity. The major components of a process map include the inputs, outputs
and the steps in the process. A good process map should illustrate the flow of the work and the
interaction with the organization. It should make use of common language symbols that are
easily understood by everyone. An ideal process map should contain proper detail with respect
to multiple paths, decisions and rework loops. Process mapping provides the visual glimpse of
different processes of the business. It provides the necessary information and helps to
determine the Who, What, Where, Why, When and How aspects of the process and problem, and
even guides towards possible solutions. Some of the reasons for the need of a process map
are:. A process flowchart is a simple process map that provides the visual representation of the
sequence of activities along with their points of decisions. These flowcharts provide the basic
details of the process, which can later be augmented by adding the roles of different staffs.
These process maps provide the interactions between different departments and the roles
performed by different people in the organization. Mapping your process gives you a visual tool
where you can uncover waste. I am normally not a fan of commercials but check this one out
from GE remember that GE is a renown adopter of Six Sigma to dramatically improve business
results. To paraphrase the ad; It shows who does what, when, and where. Then you can follow
up with the questions why? You can propose hypothesis and test it. Because there is a process
and then there are expectations. Before beginning the process mapping, you must have clearly
established boundaries to make sure the scope of the flowchart that will be created will be
manageable. The boundaries must be established first so the team knows what tasks, activities
and decisions should be included in the flowchart. Business managers can develop an effective
process map that facilitates continuous improvement in the business processes by following
some simple steps. The steps for developing the process map are identified as under:. Firstly,
the managers must identify the reason for creating the process map. Is it that the process is not
performing up to its mark? Or firm wish to plan a new service? Or the goal is to augment the
value derived from the process? Secondly, the beginning should be identified, that is the events
that create the demand for the process map and trigger behind the process. Thirdly, the end
needs to be uniquely defined, that is what parameters or conditions will finally satisfy the
demand. Lastly, the business managers must develop a document containing information about
details of the specific process, business problem, shareholders expectation, business
objectives and scope of the process. The business managers must observe the entire process
and collect data and information. The observed process and collected data must then be
properly documented. It is also essential to identify all the parameters that are involved in the
process like the machinery, suppliers, etc. This can be done through effective brainstorming,
industry standards, work instructions and experience of the operators and managers. Identify
the systems that are involved in the process. It is necessary that the mindset of the managers
should be shifted from functional to process- oriented while designing the process map and
this can be done by focusing on the roles and not the jobs. Based on the systems and roles,
proper scheduling of the people involved, task involved and estimated time needs to be done.
The next step is to select the mapping technique, like process flowchart or deployment
flowchart. Next would be to plan the process interviews with individuals as well as focused
groups. It is also advised to review any previous documented process map to understand
previous mapping efforts, organizational charts and job descriptions. Now it is time to conduct
the interviews! Plan and conduct the interviews in the sequence of roles established in the
process map. Explain the purpose, objective and scope of the interviews as well as the process
maps to the participants in order to reap effective results. During this step, every task and
decision are uniquely identified. Describe the activities that help to transform inputs to outputs.
Some of the points that need to be considered are the major activities of the process, decisions
and source of approvals of one step before moving to the next one, areas where multiple
methods occur, causes of bottlenecks, extra works and wastes and factors that obstruct
process members from performing effectively and efficiently. Carefully list and match all the
steps of the process with their respective roles. Assign correct flowchart symbols and review
process map for proper flow. Review the process steps thoroughly to learn any redundancies,
delays, unnecessary steps, ambiguous roles, cycle time, activity lapse, repeated activity flows,
bottlenecks and rework loops. Next is to evaluate the performance of the process. One can
make use of the tools to measure the same using Pareto Charts, Cause and Effect diagram,
process behavior charts and process modeling and simulation. Finally, complete the process

improvement plan and after a final review by all the stakeholders, it should be signed off.
Process mapping, no doubt, are highly useful tools that facilitate improvements in processes.
But it does not mean that they should be applied everywhere and anywhere. The managers of
the organization should be cautious while using process maps. A number of areas have been
identified where process maps may go wrong, and these problems are generally related to the
use of the method of process maps, and the planning and execution of process mapping. Some
of the common mistakes with respect to process mapping are illustrated as under:. Business
processes are generally categorized as transactional, transformational and decision making.
Transactional business process refers to the process where a number of inputs interact with
each other so as to produce specific outcomes. Some of the instances of transactional
business process involve sales activities and call center support functions. Transformational
business processes refers to the change in inputs such that the change in original shapes of
the inputs of their physical or virtual form in order to produce the outputs. Manufacturing
process and developments in systems are typical examples of transformational processes.
Finally, decision making business processes refers to those processes whereby the various
input parties interact with the objective to reach any decision. Often decision-making processes
are inventory management, ricing decisions etc. Managers sometimes do not differentiate
among these business processes before applying the process mapping. Process mapping are
most successful in case of transactional and transformational business processes, and not on
decision making processes with open ends. This is because process mapping yields best
results when the outputs can be specifically defined, objective in nature and the variations in
the process are traceable. However, in case of decision making process processes, needs lot of
information gathering, processing and analysis and these processes tend to be intangible and
abstract in nature. Hence, the managers must avoid the application of process maps on high
end, open ended decision making business processes. Another mistake that the managers
generally commit is in identifying the causes of the problem. There may be a possibility that the
real cause of the problem lies outside the scope of the process. In such cases, the process
mapping does not reap effective results. For instance- in a hotel industry when the problem
identified was related to room service. After mapping the room service process, no real trouble
was identified. Later on, it was found that the real issue was not related to service delivery but
housekeeping staff over- engaged the lifts in transporting laundry that caused the delay in room
service. Hence, identify correct focus of the issue along with the possible causes. Moreover, it
is also necessary to identify the focus areas with respect to secondary or primary processes.
Sometimes, the business managers become so obsessed with designing perfect process maps
such that they lose the focus and goal of developing the process map. In the event of doing so,
the business managers visualize and explain the process in such a way that no deficiencies are
really located and all individual processes join together and sense logical. Hence, the purpose
of creating the process map is totally defeated. A sub-process is a compound activity included
within a process. In other words, it is a subset of another main process. The sub-process basic
purpose is to subdivide the complex processes into small units to reduce the complexity and
easy to understand. Often, an independent sub-process can be reused in a large process as it
does not depend on a particular main process and can be used without alteration. By following
some set of guidelines, the practitioners and business managers can develop effective process
mapping. Some of the things that one must remember are:. Process mapping is a tool that
graphically shows the inputs, actions, and outputs of a process in a clear, step-by-step map of
process. Process mapping specifies the tasks within the function, and also shows the
interaction between functions or departments. Value stream mapping provides a visual
representation of the flow of materials and information throughout the organization.. It helps to
identify, demonstrate, reduce waste, and finally create effective flow through all manufacturing
or business processes. Three important steps of VSM:. Depends on the business requirement,
process mapping or value stream mapping can be used in the organization. Use VSM to
determine how much time the product spends on each step and waste in the process. While,
process mapping is to visualize a series of steps and determine the decision-making within the
process. Every single interaction we have with the customer will leave a lasting impression. A
Moment of truth is a critical touchpoint that can define the customer relationship with the
organization. In other words, it is a moment when a customer interacts with an organization or
their product and forms an opinion or impression of that organization and the product, good or
bad. Simply, these are the critical points when the customer either breakaway or loves your
product. Hence, identifying moments of truth points is very important for an organization, as it
influencing the customer impression of products or services. For the existing product or
services, draw the entire process using process mapping and identify the moment of truth
points in each stage with most process knowledgeable individuals in your organization.

Example: Below is the example of moment of truth touchpoints in each stage of watching a
movie in a movie theatre. While it is a good step, it is too broad. Question: When a Belt is
developing a Macro Process Map to define a complex process he will frequently include
activities across various department to capture all the appropriate activity. Log in or Sign up in
seconds with the buttons below! Questions, comments, issues, concerns? Please leave a note
in the comments below! Question: A six sigma team has been formed to improve an existing
process. Which of the following tools should the team use first to gain a clear understanding of
the current process? Question: Which of the following tools can be used to identify waste or
non-value-added activities? I originally created SixSigmaStudyGuide. Go here to learn how to
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your Six Sigma exam the 1st time through! Smita, Please see the Process Map symbol guide
here. Process mapping will not give you all of the critical to quality measures you may need to
adequately see outcomes. An easy mnemonic is in the terms themselves. The process map
maps the process. Your email address will not be published. This site uses Akismet to reduce
spam. Learn how your comment data is processed. What is Process Mapping? Video
unavailable. Looks like Youtube took that one down. More videos added! Can we do process
mapping to measure outcomes? Hi Anu, Process mapping will not give you all of the critical to
quality measures you may need to adequately see outcomes. What are some key differences
between process mapping and value stream mapping? Hi Matthew, An easy mnemonic is in the
terms themselves. Best, Ted. Thanks, Ehsan. Looks like the original video was removed. I found
another, neat one to replace it. Leave a Reply Cancel reply Your email address will not be
published.

