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Praise for Lean Six Sigma in Higher Education

‘Higher Education institutions create true value when knowledge is being developed and transferred. Today’s Higher Education institutions however comprise of many processes that are supportive to these purposes, but in itself do not create true value. This book is an excellent guide for managers and professionals in the Higher Education sector looking for process or product optimization within their institutes. It guides in separating value adding from non-value adding or even wasteful activities, and provides practical aids and tools for process optimization in the Higher Education sector.’

– Bart A. Lameijer, Assistant Professor and Senior Consultant, University of Amsterdam Business School, Netherlands


‘The importance of a long term strategic improvement framework for Higher Education has never been more necessary than today. Many attempts have been made by external policy makers in government, or internally by career administrators. Most have failed miserably to make any improvement in efficiency or effectiveness over the past 30 years. Costs have gone up and Quality has come down. Professor Jiju Antony and his team have gone outside of Academia to study the use of principles, tools and techniques with a proven track record in Manufacturing, business and service organisations. It is shown without doubt that Lean Six Sigma in Higher Education is needed right now! The book breaks down many myths and misconceptions about Lean Six Sigma and I encourage all administrators, leaders and policy makers to give this book a chance and read it with an open mind. Lean Six Sigma is a game-changer for Higher Education...and it needs to be given an opportunity to show its power.’


– John Dennis, Chairman International Lean Six Sigma Institute, UK


‘This is another piece of art for the entire Lean Six Sigma global community! Higher Education (HE) is definitely an area full of improvement opportunities and Lean Six Sigma can be a critical component to change this game. The Editor of this book has addressed this topic brilliantly by showcasing a collection of articles including a dedicated chapter on the tools and techniques of LSS relevant to Higher Education context. This is a must-read book not only for academic leaders in HE but also for all continuous improvement practitioners that aim to promote a positive impact in this area.’

– Marcelo Machado Fernandes, MF Operational Excellence, ASQ Certified Master Black Belt, Minitab Certified Trainer, Brazil
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Preface

Businesses today are always on the lookout for ways to improve their bottom line by systematically eliminating waste from business processes as well as reducing unnecessary or undesirable variation in business processes which result in defects, errors or even failures leading to customer dissatisfaction. Lean Six Sigma (LSS) has become predominant in many fields. It is among the most common continuous improvement methodologies today. And while other industries, namely, manufacturing, service and some public healthcare services have adopted LSS to improve operations and focus on efficiency and effectiveness, Higher Education Institutions (HEIs) have largely been impervious to such continuous improvement efforts.

HEIs have been a cornerstone in educating society's leaders, an incubator for advanced technologies and an accelerator for economic development. The situation within the Higher Education (HE) sector is very similar to that of firms within the manufacturing and service industry – facing fierce competition, limited budget availability, government funding slashed, and students adopting a consumer approach to their learning. There are a few books on Lean in Higher Education, but the editor and contributors of this book would like to highlight the point to readers that both Lean and Six Sigma or even its integrated approach (Lean Six Sigma) can equally be applied to improve the efficiency and effectiveness of business processes in the HE sector. Moreover, only some problems can be tackled using the Lean approach in our view and hence the integrated approach can be more beneficial for tackling problems where variation is the primary issue (e.g. variation in turnaround times, variation in recruitment times of research staff for funded projects, etc.).

Higher education has become a competitive enterprise, with the characteristics of an organization that must compete for scarcity, as students replace funding from state resources. As universities compete for status and rank, the competitive nature can contribute toward a decline in the sense of academic mission, community and values. The ability to maintain the academy requires effort from a variety of resources, disciplines and ideas as the commercialization of higher education strains the social mission. LSS as a powerful Operational Excellence strategy is one contributing effort that can impact these trends of massification of the academy, and we hope the literature presented in this work will support a concerted effort to respond to the concern for quality in Higher Education.

This book is a collection of articles written by a number of contributors from three continents: Asia, Europe and North America. The book is a carefully edited work by an academic and a practitioner of Operational Excellence based in the Higher Education sector. The book encompasses state-of-the-art literature review on LSS in HE sector, case studies of LSS in HE, tools of LSS which can be used in HE, challenges in the implementation of LSS in the HE setting, significance of Voice of the Customer, LSS Maturity Model for HE and emerging trends in the area. This book will benefit students, researchers, professional staff who would like to engage in process improvement projects in HE environments, and academics who would like to understand the concepts of Lean Six Sigma, as well as the challenges and barriers in the implementation and sustenance of this powerful Operational Excellence methodology. I firmly believe that the applications of LSS in HE will continue to grow over the years and this book is very timely. The book can be a great resource for training staff members in the HE sector or for self-study to understand the challenges in the implementation. Moreover, it provides the most powerful tools of LSS which can be used in Higher Education setting for problem-solving scenarios. Finally, I would like to thank all readers who are using this book for the LSS journey, and we wish the very best of luck with your endeavours.
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Title: Improving students’ attendance percentage in MBA classroom

Business Case: The University management is concerned about the complaints received
from the teaching faculty members on poor attendance of students in the MBA class. The
management and staff perceive this as a negative indication towards their Institution’s
reputation. Lack of student participation in classroom sessions may also lead to lower pass
percentages in the subjects and subsequently affecting the fundamental purpose of the
classroom system of education. Since the problem is evident from the past six months, the
university management has decided to focus on identifying and elimination the root cause
of the issue using Lean Six Sigma methodology.

Scope: All the subjects across the first and second year of the MBA class are in-scope of
this project. Courses that are taught online and through out-of-class techniques are out of
scope. All other courses outside of the MBA curriculum are also out of scope of this
project.

Milestones and Project Timelines:

Phase Start date End Date
DEFINE 1-Aug-2019 15-Aug-2019
MEASURE 16-Aug-2019 15-Oct-2019
ANALYSE 16-Oct-2019 31-Dec-2019
IMPROVE 1-Jan-2020 30-Apr-2020
CONTROL 1-May-2020 30-June-2020

Problem Statement: It has been observed from the past six months (since July 2019), that
the average attendance percentage in the MBA class is ~60%, and hence a matter of
concern to the management of the University

Goal Statement: To improve the attendance percentage from the current 60% to 85% by
end of June 2020

Project Metric: Attendance percentage = (No. of students in a class/ No. of students
enrolled for the program) * 100

Project Team:

Mr. John Booze - Project Leader

Mes. Liz Holmes — Project Mentor

Mr. Andrew Yang — Project Champion

Mr. George Martin — Project Sponsor

Ms. Mary Poppins, Mr. Fernando Torres — Project support

Estimated Benefits: Higher students’ participation leading to better grades, greater value
of engagement with students, more opportunities for teachers to interact and understand
students’ areas of improvement, higher stakeholders” satisfaction, aid for associated
accreditations
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Title: Improving book search time in a library

Business Case: The data from the library register show that on any normal day,
approximately 500 students visit the library. Management was concerned about the time
spent by the students in searching a required book, as it was found to be at an average of
10 min. This leads to student dissatisfaction alongside underutilization of the library.

Scope: All the books in the library are in scope. All students who come to library are in
scope. Other stakeholder groups like teachers, administrative staff, etc. are out of scope

Milestones and Project Timelines:

Phase Start date End Date

DEFINE 1-Aug-2019 15-Aug-2019
MEASURE 16-Aug-2019 15-Sep-2019
ANALYSE 16-Sep-2019 31-Sep-2019
IMPROVE 1-Oct-2019 30-Nov-2019
CONTROL 1-Dec-2019 30-Dec-2019

Problem Statement: The results from a perception based survey show that 85% of the
student sample rated the ease of finding a book to be 3 or less, on a scale of 1-5 (where 1
is lowest and 5 is highest). In all, 85 per cent of the University students perceive that the
time taken to search a book in the library is very high, i.e. 15 min on average.

Goal Statement: To improve the search-time, which is found to be critical to quality for the
customers (students) from the current 15 min to 5 min by end of next 6 months

Project Metric: Search time = Time taken to identify a desired book by a student in the
library

Project Team:

XXXXX — Project Leader
XXXXX~ Project Mentor
XXXXX — Project Champion
XXXXX — Project Sponsor
XXXXX — Project support

Estimated Benefits: The potential benefit of the project not only improves the library
utilization but could be a saving of 83 man-hours per day (500 students x 10 min saved),
which could be utilized by the students for other helpful activities
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Level
3
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Yellow

Green
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Black

2.1 Led by LSS or Cl team lead
2.2 Small team reporting / sitting
within IT

2.3 LSS is only applied to student
service and pure administrative
process and problems

2.4 Projects are based on system / IT
project requirements

2.5 Full time resource allocated to
delivering LSS projects, held within
the LSS team only

2.6 Rapid Improvement Events only

2.7 Simple problem solving tools form
the basis of the training and
mentoring

2.8 Training typically last 1-2 days and
projects tackled require simple tools
2.9 Mentoring and support is
haphazard and inconsistent

2.10 Language of LSS is altered to
avoid offence

2.11 Only academic metrics and
student staff surveys are used to
check progress

2.12 Performance and project results
are shared only locally

3.1 Led by Registrar / CIO

3.2 Medium to Large Team reporting
to non academic department such as
student services department

3.3 LSS is applied to administrative
processes which interact with
teaching and research processes

3.4 Project selection criteria devised
by departmental heads

3.5 Mix of central LSS team projects
and department led LSS projects

3.6 Mix of Rapid Improvement Events
and Lean Projects

3.7 Basic Lean based tools are used to
drive change

3.8 Formal training programmes exist
for Yellow Belt/Green Belt LSS
practioners

3.9 A central team mentor and
support the delegates as they
develop their skills

3.10 Simple language of LSS is used to
build trust and motivate individuals
3.11 In addition to academic metrics,
financial impact is measured

3.12 Benefits are reported at
department / school level

4.1 led by Director / Deputy VC

4.2 Small team sitting outside of
traditional structure reporting
directly to VC / deputy VC office
4.3 LSS is applied to administrative,
teaching and research processes
across all departments

4.4 Project selection linked to
institutions corporate strategy

4.5 Small central team dealing with
large projects but primarily role is
supporting departmental delivered
projects

4.6 Mix of Rapid Improvement
Projects, Lean Projects and Six Sigma
Projects

4.7 Basic Six Sigma based tools and
more advance Lean tools are used to
drive change

4.8 Formal training exists for Black
Belts, Senior Leaders and Sponsors of
projects

4.9 A formal coaching model is
deployed to support GB/YB in
delivering projects

4.10 Language is no longer a barrier
to change and enhances project

activity

4.11 In addition to measuring
financial and academic metrics,
cultural change is also measured
fuzl Benefits are reported at board
evel

/eplo;
5.1 Led by VC/ Board

5.2 Local LSS teams delivering change,
coordinated by VC office

5.3 All institutional activity benefits
from LSS thinking

5.4 Project Selection Criteria links
back to long term vision and is
developed by VC / Board

5.5 Resource is allocated as required
for full time project leads in addition
to an expectation that projects form
part of the day job, supported by a
small central team

5.6 Rapid Improvement Events, Lean,
Six Sigma and Design for Six Sigma are
all options for projects

5.7 Full spectrum of LSS tools - and
other improvement philosophies are
used to drive change

5.8 Fully integrated training strategy
is in place i.e. 79% receive YB, 20%
GB, 1% B

5.9 Local teams are empowered to
coach, mentor, teach and train their
peers

5.10 Change is part of the DNA of the
institution and the language of
change is embraced not feared

5.11 The institution benchmarks itself
against both academic and non
academic institutions

5.12 Visual management systems,
virtual management systems and
management reporting exist to share
performance across the institution
and with outside stakeholders

2.13 The team feedback progress
through an establish meeting such as
the monthly quality meeting

2.14 Only administrative and IT staff
are involved in projects

2.15 Financial incentives are used to
improve motivation for change

3.13 Steering group is assembled to
drive the initiative

3.14 Academic staff act as advisors on
project teams

3.15 Academic freedom is used as an
incentive to improve motivation for
change

4.13 Forum for sharing LSS best
practice and supporting members
exists

4.14 Academic and administrative
staff lead projects as and when
required

4.15 Individuals are able to see the
value of change, and any reward or
recognition system reflects their
wider needs

5.13 The institution has fully
integrated LSS into its existing

and 1t processes
5.14 All staf‘fare involved in change
5.15 Staff feel self motivated to
change their own processes
irrespective of reward or outside
recognition
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