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The purpose for this ebook is to illustrate the technique called “Design for Six Sigma” (DFSS). I did this project as a personal project in order to practice DFSS. My recommendation to you is to skim through this ebook, and then use the technique described here to do your own project. This book should help you with the technique. Doing the project your self will help you integrate that knowledge into your personal toolset.
If you happen to be interested in the trivial product built within this exercise, then I have a link to it on my web site: http://www.robertperrine.biz.
If you enjoy this exercise, or if you have questions about it, feel free to send me an email. My email address is posted on my web site.
The purpose for documenting this project is to demonstrate key aspects of Project Management and Design For Six Sigma (DFSS). The execution of this project was managed through three key project management documents:
--
Project Charter -- to document authorization to proceed and set high level goals and objectives
Project Schedule -- to describe the sequencing of activities, document work assignments and track progress
Project Plan -- to describe how to manage the project
--
The key sections in the project charter within this ebook are:
Signatures: One of the most important components of a project charter is the signatures or authorizations that state that this project is to proceed. Too many projects with tightly defined goals flounder because they do not have backing. Get corporate buy-in before proceeding.
Integration: The purpose for this section is to outline the purpose for the project and describe the framework that will guide the project from inception to closure. Include a description of the business need that is motivating this project.
Scope: The purpose for this section of the Project Charter is to define what is included in this project and in the product that this project will create. Document the goals for this project and then expand on the specific objectives required to achieve those goals. Include a preliminary work breakdown structure if possible.
Time: Use this section of the document to describe the major project milestones. Also list any time constraints that pose a project risk.
Cost: Use this section of the document to describe the cost of the project -- both positive (benefits and cost reductions) and negative (expenditures). Include a return on investment calculation.
Quality: Use this section of the document to describe quality criteria and measurements that are expected for both the project and the product.
Human Resources: Use this section of the document to describe the roles and responsibilities for this project. Include a Responsibility Assignment Matrix (RAM). If appropriate, use an ARCI chart to show Accountable (corporately responsible), Responsible (resource), Consultative (information provider or subject matter expert) and Informed (information recipient).
Communication: Use this section of the document to describe the type and frequency of communication that will be used to coordinate this project.
Risk: Describe the risks, both positive and negative, and provide a preliminary explanation of the approach that will be taken to manage each risk.
Procurement: Describe the purchases that will be required for this project. Note if those purchases can be capitalized or must be expensed.
References: List the references that support the work for this project.
Revision History: List the revisions that have been made to this document.
--
The Project Schedule communicates schedule, dependencies and status. It is also a tool for assessing issues with time and resource loads. The problem with schedules is that many people do not understand them.
The ultimate purpose for any project document is to communicate. Thus, you want the project schedule to be visible and meaningful to the participants. If I use a sophisticated tool to track the schedule but no one doing the work has access to that tool, then I am not doing a good job of communicating. If, on the other hand, I use a simple tool and readily share that information, then my primary job - that of communicating - is more successful.
Very large projects benefit from tools that are large. Small projects should be managed with small tools. The two tools that I use most frequently are Microsoft Project and Microsoft Excel. This project is being managed through Microsoft Project. The schedule included within this document, however, is an extract from Microsoft Project that has been filtered through Microsoft Excel. I use Microsoft Project because it gives me the ability to see the impact that small changes have on all of the subsequent tasks. I use Microsoft Excel because it is a tool that nearly all of my customers and resources have available. Thus, I track the project in Microsoft Project, extract relevant data and then communicate that data by pasting it into Microsoft Excel.
The Project Plan describes how the project will be managed. The format of the Project Plan in this ebook differs significantly from the types of Project Plans described in the PMBOK because this project is based on DFSS instead of the PMBOK.
The process of DFSS has five phases:
--
Define: Identify possible projects and select one. Define the problem and set boundaries on the scope. Launch the project.
Measure: Choose the appropriate metrics to collect. Setup the process to collect and archive those metrics.
Analyze: Evaluate the metrics for relevance and consistency. Analyze the metrics to derive meaning. Return to the Define or Measure steps if required to change the scope or to define new measurement methods.
Design: Design the new product or service using the Critical To Quality (CTQ) criteria identified through the Analyze phase.
Verify: Verify that the new design reflects the CTQ criteria and verify that the CTQ criteria as understood are what was meant.
--
The acronym for this sequence is DMADV. The key sections within the project plan in this ebook are arranged to follow the DMADV sequence. The document sections are:
Purpose: Describe the justification for this project and explain why this project has been selected over the alternative projects. Describe the results expected from the project. I also recommend using this topic to describe the results that were achieved by the project. That allows this section of the document to serve as an executive overview after the project is finished.
Define: This section needs to provide an overview of the scope for the project and then describe both the Voice of the Process (the design concept) and the Voice of the Customer (customer expectations). Note that the reason for this project is that there is a product proposal that needs to be aligned with customer expectations. This is different from the Define section in a DMAIC project plan in that here the vision for the product is still nebulous and can be shaped to fit the customer needs. While a DMAIC project begins with a customer need and an existing process and tries to close the gap between the two. Also include in this section the preliminary timeline for project execution and itemize the metrics that might be useful in guiding this project.
Measure: Identify the metrics that will be collected and explain why they are relevant. Document the metrics that have been collected so far and provide an explanation as to where the updates to those metrics can be found. Ideally there should be a metrics repository -- an ITIL Capacity Management Database -- where all metrics are consolidated for future analysis.
Analyze: The purpose for this section of the document is to provide a framework for displaying the significant results from the analysis of the measurements. I recommend working through the various trial-and-error steps offline and then packaging only the pertinent results into this section. While it is important to document the experiments and endeavors that failed, it is important that this portion of the document guide the reader towards the correct solution.
Design: Document the design and highlight where the customer input has influenced the design.
Verify: Test the design by going back to the customers to get feedback.
Project Closure: Document the results so that the stakeholders understand the value they received from this project. Then copy a summary of that information into the “Purpose” section of this document. Document the lessons learned so that the team doing the next project can use this document to aim their effort down the correct path. Document the transition from project (temporary) to operations (repeatable and sustained).
--
Now that the technique has been defined, it is time to start the project.
Signatures
One of the most important components of a project charter is the signatures or authorizations that state that this project is to proceed. Too many projects with tightly defined goals flounder because they do not have backing. Get corporate buy-in before proceeding.
Project Charter approved by Robert E. Perrine on 2 Sep 2006
Integration
The purpose for this section is to outline the purpose for the project and describe the framework that will guide the project from inception to closure. Include a description of the business need that is motivating this project.
The purpose for this project is to demonstrate the use of the Six Sigma methodology. A product will be created in order to facilitate that demonstration, but the product is only a prototype. The product is expendable. The real purpose for this project is to demonstrate the process.
This project will blend two frameworks -- the Project Management Institute (PMI) framework for project management and the Six Sigma methodology of Design For Six Sigma (DFSS). The overall project management approach will focus on PMI with PMI deliverables. The project execution phases will focus on the Six Sigma process flow of “Define - Measure - Analyze - Design - Verify” (DMADV). The Work Breakdown Structure shown below illustrates the integration of PMI and Six Sigma deliverables with the product deliverables.

The Project Sponsor for this project is Robert Perrine. The key resources for this project are listed in the section of this document that covers “Human Resources”. This project is to start by 31 August 2006. The target finish data is 18 September, but it is expected that this effort could run long. The preliminary timeline for this project is included in the section of this document that covers “Time”. The Six Sigma resource for this project is Robert Perrine. In August 2006 Robert is a Green Belt working towards Master Black Belt certification. (Robert finished the certification process and is now a Master Black Belt.)
Scope
The purpose for this section of the Project Charter is to define what is included in this project and in the product that this project will create. Document the goals for this project and then expand on the specific objectives required to achieve those goals. Include a preliminary work breakdown structure if possible.
The initial Work Breakdown Structure (WBS) is included earlier in this document.
The Project Charter, Project Plan and Project Schedule are traditional project management tools. The Project Charter will follow the Project Management Institute framework. The Project Plan will be based on the Design for Six Sigma (DFSS) methodology of “Define - Measure - Analyze - Design - Verify” (DMADV). The Project Schedule will be generated through Microsoft Project.
The core elements of this product are three governance tools. The reasons for building these tools are listed below:
--
Building these tools demonstrates key elements in project management.
The process of designing and building these tools provides a framework for this Six Sigma project.
It is expected that these documents can then be used to help others understand both project management and Six Sigma.
--
At this time it is not clear whether or not all of these components can be completed on time. As a risk mitigation step, it is recommended that the Governance Tools take lower priority than the Project Management Artifacts and Six Sigma Artifacts. Thus, if it is necessary to cut scope, one or two of the databases should be delayed into a subsequent phase.
Time
Use this section of the document to describe the major project milestones. Also list any time constraints that pose a project risk.
The project time budget consists of one resource working at about a fifty-percent load for about eighteen days. At this time it is not known if that budget is sufficient. It is necessary to first start this project and then explore the process. It might then prove necessary to either increase the time budget or decrease scope. The proposed milestones for this project are outlined below.
--
Milestone, Estimated Date, Description
Project Charter, 2 Sep 2006, Document the goals for this project.
Project Schedule, 2 Sep 2006, Outline the schedule for completing this project.
Define, 3 Sep 2006, Document how the DFSS methodology of Define-Measure-Analyze-Design- Verify will be used to guide this project.
Measure, 4 Sep 2006, Survey the target user community to establish their needs.
Analyze, 5 Sep 2006, Perform the analysis of the user responses.
Design, 7 Sep 2006, Design the system.
Build, 12 Sep 2006, Build the system.
Verify, 16 Sep 2006, Solicit feedback from the user community to verify the design.
Closure, 18 Sep 2006, Close the project and document the lessons learned.
--
Cost
Use this section of the document to describe the cost of the project -- both positive (benefits and cost reductions) and negative (expenditures). Include a return on investment calculation.
There are no plans to make money off this project. This project is being performed as a gift to society. My goal is to help others learn about the benefits of Six Sigma by providing a small demonstration of the DFSS methodology. It is my hope, however, that this project may also be used as one of the projects required for completion of further Six Sigma certification. That benefit, however, is uncertain and difficult to value.
There is only one cost associated with this project and that is labor. This project will be worked in addition to my other duties. Thus, the labor is voluntary and has no direct cost. The real cost is in the lost opportunity to do other more profitable projects.
Together, the vagueness of the possible benefit and the undefined cost of voluntary labor makes calculating a financial return on investment difficult. Nonetheless, I am going forward as this is something that will pay off in the long term by furthering my understanding of Six Sigma and by providing artifacts and tools to help transfer my knowledge to others.
Quality
Use this section of the document to describe quality criteria and measurements that are expected for both the project and the product.
It is expected that the project management artifacts for this project will be of high quality. The purpose for this project is to demonstrate the integration of PMI and Six Sigma methodologies. It will be difficult to deliver on that goal if the quality of the project management artifacts is insufficient for the purpose. Similarly, the suitable of this project will suffer if the Six Sigma artifacts are not also of high quality.
An exception to this need for high quality, however, is on the product itself. This is just a demonstration project. Doing and documenting the demonstration is important. But the actual product is only a prototype. Thus, it is not necessary for the product to be a showcase implementation, but it is necessary for the project management and Six Sigma aspects of this project to be exactly that -- a showcase for this process.
The method used for determining the quality criteria for the product will be assessment surveys. Those surveys will help define the Critical To Quality (CTQ) factors before the design begins. A follow up survey will assess how well the design meets those CTQ factors.
Human Resources
Use this section of the document to describe the roles and responsibilities for this project. Include a Responsibility Assignment Matrix (RAM). If appropriate, use an ARCI chart to show Accountable (corporately responsible), Responsible (resource), Consultative (information provider or subject matter expert) and Informed (information recipient).
There is only one resource permanently assigned to this project and that resource is only working at about a 50% load. The other resources are volunteers that might or might not chose to respond to survey questions. The roles for this project are outlined in the following table.
--
Role, Assignment, Description
Sponsor, Robert Perrine, The person responsible for the vision and for funding this project.
Project Manager, Robert Perrine, PMP, The person responsible for the project management activities and artifacts for this project.
Six Sigma Expert, Robert Perrine, Six Sigma Green Belt, The person responsible for guidance and advice to ensure that this project follows the chosen Six Sigma methodology.
Architect, Robert Perrine, The person responsible for the design of the product.
Developer, Robert Perrine, The person responsible for coding the product.
User, Volunteers, The group of volunteers that will provide input as to the Critical To Quality criteria and then assess whether or not the design has delivered on those criteria.
--
Communications
Use this section of the document to describe the type and frequency of communication that will be used to coordinate this project.
The communications plan for this project is shown in the following table.
--
Communication, Occurrence, Audience, Purpose
Project Charter
Updated as required and published on web.
Project Team
Document the goals for this project and obtain authorization to proceed.
--
Announcement
Once near the beginning of the project. Distributed through email.
Volunteers
Announce the CTQ survey and ask for participation.
--
CTQ Survey
Once near the beginning of the project. Published through SurveyMonkey.
Volunteers
Document the volunteer’s opinions regarding the CTQ criteria.
--
Project Plan
Updated as required and published on web.
Project Team
Document the Six Sigma execution of this project through the cycle of Define - Measure - Analyze - Design and Verify.
--
Project Schedule
Revised continually and published on web.
Project Team
Document the timeline and track progress against that timeline.
--
Six Sigma Notes
Build during the course of the project and publish on web.
Customers
This deliverable will be a reference guide that explains some of the principles of Six Sigma.
--
Design Document
Build in phases with content appropriate for each database.
Project Team and Customers
This deliverable will guide the project development work and serve as a “how-to” guide for customers that wish to build their own system using more scalable tools.
--
Document Manifest Database
Deploy when completed by publishing onto the web.
Customers
This database and application will be a usable prototype that demonstrates a system to track governance documents.
--
Project Portfolio Database
Deploy when completed by publishing onto the web.
Customers
This database and application will be a usable prototype that demonstrates a system to manage a project portfolio.
--
Product Portfolio Database
Deploy when completed by publishing onto the web.
Customers
This database and application will be a usable prototype that demonstrates a system to manage a product portfolio.
--
Risk
Describe the risks, both positive and negative, and provide a preliminary explanation of the approach that will be taken to manage each risk.
The (negative) risks facing this project are outlined in the following table. The opportunities (positive risks) are outlined in the subsequent table.
--
Negative Risk
Risk, Description, Strategy
--
Scope Reduction
There is a serious risk that the effort to build all three databases with the corresponding application interfaces is too much effort for this project. If the single resource allocated to this project runs short of time, it will be necessary to cut scope and drop one or more of these databases from the project.
The strategy for dealing with this risk is to phase this project. If it is necessary to cut scope, then the items dropped from this project will be completed in a follow-up project.
--
Time
There is a serious risk that there is insufficient time to complete the scope outlined for this project.
As already noted under the risk labeled “Scope Reduction” the strategy for dealing with the risk to “Time” is to cut scope.
--
Application Quality
One of the secondary goals for this project is to give Robert Perrine time to refresh his skills with Microsoft Access. It has been many years since Robert was a developer with this tool and the tool has changed and Robert has forgotten some of what he once knew. This implies that there is risk that the quality of the resulting product will be substandard.
The strategy for addressing this risk is additional training and additional time. The occurrence of this risk will most likely trigger the Time risk, which, in turn, will trigger the Scope Reduction risk.
--
Insufficient volunteer response
Since this is a demonstration project, it has little relevance to the list of volunteers. Thus it is anticipated that their response rate will be low.
The strategy for addressing this risk is to use the data sample as is. This, in turn, may trigger a risk to the Model Quality.
--
Model Quality
The plan for this project is to follow the analysis outlined by Pyzdek (see the list of references, below). That approach assumes there is sufficient data to perform an analysis.
The strategy for addressing this risk is to proceed as is and focus on demonstrating the methodology. The methodology will scale well with more data.
--
Tool Sufficiency
There is concern that Microsoft Access might not be a suitable tool for this purpose.
The product is not the real focus of this project. Thus limitations in the delivered product should not impact the quality of the PMI or Six Sigma deliverables.
--
*****
Positive Opportunities
Risk, Description, Strategy
--
Reference Site
The web site http://www.robertperrine.biz serves multiple purposes. One is to give back to the community by providing training materials free of charge. Another is to provide a portfolio of documents that Robert Perrine can use when soliciting new engagements.
The risk to be exploited here is to polish these materials in such a way as to promote Robert Perrine’s capabilities on future projects.
--
Sale-Ability
It has been recommended several times that Robert Perrine should sell the materials on his web site rather than give them away.
This risk will not be explored as it conflicts with Robert’s world view that knowledge that derives from the public common should remain in the public common. Note, however, that this strategy might be reassessed at a later time if the value added by Robert reaches a point that these materials are sufficient for professional publication.
--
Procurement
Describe the purchases that will be required for this project. Note if those purchases can be capitalized or must be expensed.
There are no purchases planned for this project. If, however, the risk of “Tool Sufficiency” occurs, then it may be necessary to fund a replacement tool. Since there is no revenue stream associated with this tool and since the creation of this product does not tie to an improvement in internal operations, that purchase will be expensed and not capitalized.
Reference Materials
List the references that support the work for this project.
Project Management for this project will align with the best practices described in the Project Management Institute (PMI) publication A Guide to the Project Management Body of Knowledge (PMBOK) 2004 edition (ISBN 193069945-X).
The Six Sigma aspects of this project will rely upon two references:
Thomas Pyzdek; The Six Sigma Handbook; McGraw-Hill; 2003; ISBN 0-07-141015-5.
Howard S. Gitlow and David M. Levine; Six Sigma for Green Belts and Champions; Prentice Hall; 0-13-117262-X.
Retooling for the Microsoft Access development work will depend upon two references:
Steven Roman; Access Database Design and Programming; O’Reilly; 2002; ISBN 0-596-00273-4.
Michael Schmalz; Integrating Excel with Access; O’Reilly; 2006; ISBN 0-596-00973-9.
Revision History
List the revisions that have been made to this document.
Revision, Date, Author, Description
1.0, 02 Sep 2006, Robert Perrine, Initial release.
1.1, 03 Sep 2006, Robert Perrine, Improved on the explanatory text in some of the sections.
1.2, 04 Sep 2006, Robert Perrine, Minor corrections based upon a re-read.
1.3, 29 Oct 2007, Robert Perrine, Format update.
1.4, 24 Aug 2010, Robert Perrine, Convert into ebook format.
Project Schedule for the project to demonstrate DFSS.
--
Name, Duration, Start Date, Finish Date
The dependencies and resources have been omitted to simplify the presentation of this data in the ebook format.
Six Sigma Reference Project, 23.5 days, 31-Aug-06, 23-Sep-06
Project Management Artifacts, 23.5 days, 31-Aug-06, 23-Sep-06
Project Charter, 2.5 days, 31-Aug-06, 02-Sep-06
Project Schedule, 0.5 days, 02-Sep-06, 02-Sep-06
Project Plan, 20.5 days, 03-Sep-06, 23-Sep-06
Define, 1 day, 03-Sep-06, 03-Sep-06
Measure, 1 day, 04-Sep-06, 04-Sep-06
CTQ Survey, 0.5 days, 04-Sep-06, 04-Sep-06
Benchmark Assessment, 0.5 days, 04-Sep-06, 04-Sep-06
Analyze, 1 day, 05-Sep-06, 06-Sep-06
Design, 8 days, 07-Sep-06, 15-Sep-06
Verify, 0.75 days, 20-Sep-06, 20-Sep-06
Closure, 0.5 days, 23-Sep-06, 23-Sep-06
Six Sigma Artifacts, 19.25 days, 01-Sep-06, 20-Sep-06
CTQ Survey, 4.1 days, 01-Sep-06, 05-Sep-06
Create, 0.2 days, 01-Sep-06, 01-Sep-06
Deploy, 0.2 days, 01-Sep-06, 01-Sep-06
Invite volunteers, 0.2 days, 01-Sep-06, 01-Sep-06
Respond, 3.5 days, 01-Sep-06, 05-Sep-06
Collect data, 0 days, 05-Sep-06, 05-Sep-06
Verification Survey 1, 5 days, 09-Sep-06, 13-Sep-06
Create, 0.5 days, 09-Sep-06, 09-Sep-06
Deploy, 0.5 days, 09-Sep-06, 09-Sep-06
Invite volunteers, 0 days, 11-Sep-06, 11-Sep-06
Respond, 1.5 days, 12-Sep-06, 13-Sep-06
Collect data, 0.5 days, 13-Sep-06, 13-Sep-06
Verification Survey 2, 5.25 days, 14-Sep-06, 20-Sep-06
Create, 1 day, 14-Sep-06, 15-Sep-06
Deploy, 0.25 days, 16-Sep-06, 16-Sep-06
Invite volunteers, 0 days, 18-Sep-06, 18-Sep-06
Respond, 1.5 days, 18-Sep-06, 19-Sep-06
Collect data, 0.25 days, 20-Sep-06, 20-Sep-06
Governance Tools, 20 days, 03-Sep-06, 22-Sep-06
Document Manifest DB, 4 days, 05-Sep-06, 08-Sep-06
Design, 2 days, 05-Sep-06, 06-Sep-06
Code, 1 day, 07-Sep-06, 07-Sep-06
Screen Capture, 0.5 days, 08-Sep-06, 08-Sep-06
Deploy, 0.5 days, 08-Sep-06, 08-Sep-06
Project Portfolio DB, 5.95 days, 10-Sep-06, 15-Sep-06
Design, 5 days, 10-Sep-06, 14-Sep-06
Code, 1 day, 13-Sep-06, 15-Sep-06
Screen Capture, 0.2 days, 14-Sep-06, 15-Sep-06
Deploy, 0.2 days, 15-Sep-06, 15-Sep-06
Six Sigma Notes - Phase 1, 20 days, 03-Sep-06, 22-Sep-06
Purpose
Describe the justification for this project and explain why this project has been selected over the alternative projects. Describe the results expected from the project. I also recommend using this topic to describe the results that were achieved by the project. That allows this section of the document to serve as an executive overview after the project is finished.
The purpose for this project is to demonstrate the use of the Six Sigma methodology. A product will be created in order to facilitate that demonstration, but the product is only a prototype. The product is expendable. The real purpose for this project is to demonstrate the process.
This project will blend two frameworks -- the Project Management Institute (PMI) framework for project management and the Six Sigma methodology of Design For Six Sigma (DFSS). The overall project management approach will focus on PMI with PMI deliverables. The project execution phases will focus on the Six Sigma process flow of “Define - Measure - Analyze - Design - Verify” (DMADV). The Work Breakdown Structure included in the Define section of this document illustrates the integration of PMI and Six Sigma deliverables with the product deliverables.
The Project Sponsor for this project is Robert Perrine. The key resources for this project are listed in the section of the Project Charter that covers “Human Resources”. This project started on 31 August 2006. The target finish data is 18 September, but it is already expected that this effort could run long. The preliminary timeline for this project is included in the section of the Project Charter that covers “Time”. The Six Sigma resource for this project is Robert Perrine, a Green Belt working towards Master Black Belt certification.
Selection
This project was selected for the following reasons:
--
This project synergistically combines PMI, Six Sigma and supports the effort to build tools useful in a PMO.
This project can be done by a single resource and does not require corporate sponsorship.
This project covers an aspect of Six Sigma that was not included in the prior Six Sigma project completed by Robert Perrine.
--
Results Expected
The deliverables expected from this project are:
--
Project Management artifacts to illustrate the blending of the PMI framework with Six Sigma
Six Sigma artifacts to illustrate the DFSS process
The prototype of an application that can be used by a startup PMO
--
Results Achieved
This topic is placed out of sequence so that the first section of this document can serve as an executive overview of the completed project.
The project was successful. The goals were met. A simple set of high quality project management artifacts have been produced. A simple demonstration of the DFSS DMADV process has been completed and documented. A set of surveys have been created to demonstrate the measurement of Critical To Quality criteria and to verify the adequacy of the design in meeting or exceeding those customer expectations. The results from this project and the prototype product have been posted onto the Internet at http://www.robertperrine.biz.
Since this is a training exercise there is no monetary value tied to this project or to the product. The benefit will accrue as people use this material and learn about Six Sigma. That training will be facilitated by these project management and Six Sigma artifacts.
Define
This section needs to provide an overview of the scope for the project and then describe both the Voice of the Process (the design concept) and the Voice of the Customer (customer expectations). Note that the reason for this project is that there is a product proposal that needs to be aligned with customer expectations. This is different from the Define section in a DMAIC project plan in that here the vision for the product is still nebulous and can be shaped to fit the customer needs. While a DMAIC project begins with a customer need and an existing process and tries to close the gap between the two. Also include in this section the preliminary timeline for project execution and itemize the metrics that might be useful in guiding this project.
Deliverables
The key deliverables for this project are listed in the following work breakdown structure.
.
Voice of the Process
The voice of the process is a typical set of governance documents for managing a program – an organized collection of projects. The next section of this document describes these electronic documents and the databases that will be used to hold the corresponding information.
Document Manifest Database (DOC)
The purpose for this database is to provide ready access to the properties for each governance document. This is actually a part of Configuration Management and this data can all be contained in a well-designed Configuration Management Database. Or this information can be hosted in a proper enterprise document management system. However, if you are constrained on time or resources, you can build your own database. An entity diagram for a possible table structure is shown below.
.
The data fields that I recommend are shown in the table, below, in a denormalized form.
--
Field: Purpose
Name: The title for this document.
Filename: The name of the primary file for this document.
Category: Category or grouping for this document. For example, is this a governance document, an HR document, etc.
Type: Type of document -- policy, procedure, template or other types defined for your purpose.
Purpose: Describe the purpose for this document -- preferably by clipping text out of the heading of the document.
Comments: General purpose field for storing bulletin information for the users.
Base_Site: Name of the site, shared drive or folder holding the base document.
Base_Path: The path to the latest copy of this document. Use programming logic to concatenate the Document_Site, Document_Path and Document_Filename or just key in the entire link.
Base_Security: Who should be able to view this document as a policy, procedure or template?
Applied_Security: Who should be able to view this document when it has been converted from a template and applied to a use?
Applied_Site: Name of the site, shared drive or folder holding the applied document.
Version: Version of this document, or a history of the versions of this document.
Status: Status to go with the version.
Approval_Date: Date when this version was approved for use.
Processing_Flags: Flags are required to designate whether this document is still being worked, is ready for review, has been reviewed. This can be done through the status column or through a series of flags depending upon the complexity required for your location.
Responsibility: The purpose for this field is to indicate responsibilities. For example, which department is responsible for making updates. Which departments are responsible for contributing or reviewing those changes. This can be a series of flags, a set of fields or a join to a child table.
--
Project Portfolio Database (PRJ)
The purpose for this database is to collect status information and monitor progress. Large shops can use Clarity or other systems that combine project documentation, project status and time reporting into one database. If, however, you are constrained on time or resources, you can build your own database. A possible entity diagram is shown below.

The data fields that I recommend are shown in the subsequent table in a denormalized form. The key definitions for these tables come from the PMI guidelines for portfolio management. In brief:
--
Portfolio -- a business focused grouping of programs.
Program -- a grouping of related projects for a common purpose.
Project -- a temporary endeavor to create a unique product or service.
Package -- the lowest level component in a work breakdown structure.
Activity -- one step lower in the decomposition of a package.
Tasks -- the work assignments.
--
Typically a project schedule shows tasks as the rows in the schedule. Activities are groupings of tasks and packages are the major headings within the project schedule. There are times when it is appropriate to track work at the task level. However, it is often just as effective to focus on the activity instead.
The fields in common for the primary tables are listed, below.
--
Field: Purpose
Name: The name for this portfolio, program, project, package or activity.
Status: The status for this object.
Owner: The person or department responsible for this object.
Description: Description of the object.
Sequence: A field useful for putting these objects in a particular order for reports.
Type: Type of this object.
--
Product Portfolio Database (PROP)
The purpose for this database is to provide the information required to set strategic direction. Many CRM-type systems provide most of this information. Other enterprise-level software can do all of this and more. I have seen locations try to track this information via spreadsheets and it is not very workable. A small database like this is achievable for most companies. The data requirements are noted in the following table. The complexity stems from the relationships, not the data. Those relationships are illustrated in the figure shown below. It is the joins themselves that contain most of the information.
.
The fields in common for the primary tables are listed, below.
--
Field: Purpose
Name: The name of this product, version, release, installation, or other object.
Status: The status for this object.
Owner: The person or department responsible for this object.
Description: Description of the object.
Comments: Additional space for clarifying comments about this object.
Type: Type of this object.
--
Voice of the Customer
This project will assess the voice of the customer through an anonymous survey posted at http://www.surveymonkey.com. The questions included in this survey are generic so as to illustrate the process without requiring an extensive background in the product. The text of the questions and responses is included, below.
*****
Example Critical To Quality (CTQ) Assessment Survey
This is a brief survey
There are two purposes for this survey.
This survey is here to gather “Critical To Quality” (CTQ) assessments for the design of a small project portfolio database. This is my fourth iteration of this project. I did this project for a software development company. I did this project for the infrastructure hosting division in a mortgage company. I did this project for the software development group within an internet sales company. This fourth iteration is a Six Sigma demonstration project.
This survey is also here as a demonstration of the Design for Six Sigma (DFSS) approach to a development project.
There are only a few questions. I do not think this should take you more than ten minutes to complete. First, however, we need a common understanding on a couple key concepts.
White space is the blank area on a screen. Each design needs to balance the density of the information with the amount of white space. More white space makes the screen easier to look at. More information means there are fewer screens.
We all have preferences. Think about your preferences. Would you like to be able to view all the details about a project on one screen, or would you prefer to push buttons in order to get more information. Let’s start with some specifics.
--
1. Do you need to see all of the history of prior activities on the main screen for the project?
Visit: http://www.smashwords.com/books/view/22710 to purchase this book to continue reading. Show the author you appreciate their work!