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Abstract 

The purpose of this paper is to research and analyze using Six Sigma as a change 

management process in the public sector.  Six Sigma and Lean Six Sigma have been widely used 

in the private sector for over a decade, and these approaches have spilled over into the public 

sector. This paper conducts a literature review of change management theories and techniques 

with a focus on Lean Six Sigma techniques. The research analyzes how change management 

techniques, specifically the Six Sigma and Lean Six Sigma have been implemented into the 

process. It helps to identify the most effective way to incorporate these techniques into 

organization change within public sector organizations and helps identify areas for further 

research to improve the overall process. The findings of this research include how quality 

management is essential in the public sector, and how to effectively use lean six sigma 

approaches to improve quality management with considerations to the restraints public sector 

organizations face. The findings will also touch on limitations to using lean six sigma approaches 

and how further research could help overcome the limitations  
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Change Management through a Lean Six Sigma Lens 

 Leaders, who focus both on the change management process and continuous 

improvement, can help an organization be successful in implementing organizational change 

management. Kesterson (2018) discusses how change management and continuous improvement 

are interrelated, and in order to have continuous improvement an organization must also have 

change management processes in place.  Improvements, through the use of quality management 

can help an organization create a more efficient process, reduce operating costs, and maintain 

high quality products and services. Improved processes can help an organization gain employee 

support and create a positive culture where employees are proud to be part of the organization. 

Employee support can increase morale, decrease turnover, and help an organization continue to 

provide quality products and services. 

 Lean Six Sigma is a quality management process which has gained popularity over the 

past decade. Lean Six Sigma has helped companies such as GE, Motorola, and Macy’s improve 

performance while reducing costs and building a loyal customer base (Pande en et., 2014). The 

Six Sigma Way focused on business and private sector companies; however, it is an approach 

which has been implemented in public sector organizations as well. Lean Six Sigma is being 

used as a change management model. It is bringing the phases of Six Sigma; Define, Measure, 

Analyze, Improve and Control and aligning them with Organizational Change tools. This creates 

a comprehensive approach where focus is both on taking care of the people, along with process 

improvement. 

 Public sector organizations face challenges in regard to budget constraints, legislation 

policies and procedures governing operations, and competition with private sector organizations 

to find high quality employees. It is imperative for the public sector to address these concerns, 
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and an effective way to do this is through quality management. Quality Management works to 

improve the overall process, increasing positive employee relations, and provides quality 

services and products. 

 There has been research done to on how organizational change management tools 

combined with Lean Six Sigma steps have helped business and public sector organizations to 

improve processes and meet the demands of the customer. This paper will review the history and 

key concepts of Change Management, and Lean Six Sigma. I t will look at how Lean Six Sigma 

is being incorporated into public sector organizations to help improve processes and service 

quality, while also addressing the concerns of employees and stakeholders. It will address how 

the barriers and constraints faced by organizations; specifically, public sector organizations can 

be limited with improved processes focusing on waste reduction and positive work culture. 

Background of the Study 

 The initial assumptions and findings suggest quality management techniques, specifically 

lean six sigma techniques would be beneficial in the public sector when implementing and 

leading organization change. Thus far public sector and government organizations such as the 

United States Military, who have implemented the lean six sigma techniques have seen an 

increase in quality management. Limitations of the study are this is an area as it appears many 

public sector organizations have not implemented all necessary steps in the process.  

The primary purpose of this research is to encourage leaders in government and public 

sector organizations to understand the need and importance of change management with a focus 

on the Six Sigma Way in implementing change. The Six Sigma Way is widely accepted in the 

private sector; however, for government and public sector it has been slower to be utilized but 

could be just as effective as it has been in with the private sector. A major concern or 
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justification noted for the lack of use in government or public sector organizations is budget 

constraints and increased requirements from changes in legislation and policies (Price, en et., 

2011). 

 Another purpose of this research is to justify the use of the Lean Six Sigma process in 

government organizations. The Six Sigma process is more adaptive to change and allows for 

increased flexibility in implementing organizational change (Galli & Kavornin, 2017, p. 268). 

Examination of case studies regarding government and public sector organizations, such as the 

United States military, will show data on how the process has already worked in the public 

sector. The ability to justify and use Lean Six Sigma processes will benefit leaders and 

employees, but also provided the added benefit to customers and tax payers of cost savings, 

while providing high quality programs and services. 

Literature Review 

History and Overview of Change Management Theoretical Frameworks 

 Change is inevitable for individuals and organizations.  Numerous change models were 

developed to assist with managing change and making it a successful process for organizations. 

Change management as a discipline was born through the development of change management 

models and increase in popularity as more organizations desired to improve quality to keep in 

competition. Change management is a structured process in which an organization moves from 

the current state to a desired state (Galli, 2018, p.124). No matter the model used, the goal of 

change management is to have useable tools to make the change process run smoothly and be 

efficient, while limiting the negative outcomes from the organization (shrm.org).  

 In the mid 1900s Organizational Change Management emerged through discussion of 

concepts; however, it was not recognized as a discipline until the 1990s. Kesterson (2018) refers 
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to the period before 1990s as the foundation period (p. 176).  The contribution of this period was 

“An underlying understanding of how individuals and systems experience change (Kesterson, 

2018, p.176). Arnold Van Gennep (1909) was a founder in the world of change management. He 

introduced the concept of change happening in three states; current, moving through a transition, 

and remerging in a future state. Other change models to emerge during this time, helping to lay 

the foundation for change management as a discipline, were Kurt Lewin’s Model involving three 

stages; unfreezing, moving, and refreezing. Richard Beckhard’s formula for change model and 

William Bridge’s model of three states of change.  

 Organizational change management started to gain popularity in the 1990s. The 

contribution during this period is described as a focus on the importance of the people side of 

change and the start of viewing change management was a discipline (Kesterson, 2018, p.177). 

This period consists of the time frame from 1990 through 2000. The contributors to change 

management during this time were focused on how change impacted people and understood 

there would be resistance to change and tried to identify ways to work through and overcome the 

resistance. The contributions made during this time are important in the discipline as many of the 

concepts are still currently used in change management. The more prevalent contributors during 

this time period were General Electric Company (GE) with the Change Acceleration Process 

(CAP) and John Kotter’s Eight Step Model described in his book, Leading Change, first 

published as an article in the Harvard Business Review. The change models will be discussed in 

further detail and incorporated into the process of using Six Sigma as a change management tool. 

 Since 2000, change management has grown into a formal discipline and become a more 

structured process. The work of Prosci founder Jeff Hiatt worked to create the Prosci ADKAR 

Model for Change. This model incorporated traditional change management process with project 
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goals (Prosci Inc, 2021).  Prosci introduced this model as a concept to integrate change 

management from both the organization and individual level. The ADKAR model was an 

individual change model, with a focus on impacting change one person at a time (Kesterson, 

2018, p. 178).  The model is broken into five steps; Awareness, Desire, Knowledge, Ability, and 

Reinforcement. This model was developed to be better used by project teams versus large 

organizations (Galli, 2018, p.124). Furthermore, the ADKAR model can be incorporated as a 

tool with the Six Sigma process to enhance using Six Sigma as an organization change model, 

which will be discussed further in this paper. 

Kotter’s 8 Step Principles 

 In 1995, John Kotter first published, Leading Change, as an article in the Harvard 

Business Review. The popularity of the article led to John Kotter publishing Leading Change as 

a book in 1996. In Leading Change, Kotter outlines eight principles to address the most common 

mistakes people make when driving large changes and trying to get the changes to stick. These 

eight steps are set up in an order with the intent the steps will be done in sequence. The sequence 

of the steps is important to have the most impact on the change process. The focus of the eight 

principles is communication and how leaders communicate with their employees. Galli (2018, 

p.129) states, “Kotter gives advice on which point in the process to communicate with 

employees.” The model is based on a traditional hierarchal system or top down approach. 

Communication is still an important focus for change management processes today.   

 The eight steps are broken down into three phases; the first phase is designed to break 

down the status quo and includes steps one through four (Kotter, 2012, p.24).  

Step 1: Establishing a Sense of Urgency  

It is important as it draws people’s attention and gains hearts as to why the change 
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is necessary and important. Step one focuses on helping people understand why and allows them 

to see the impact this could have throughout the organization.  

Step 2: Creating a Guiding Coalition 

The coalition will consist of individuals who will need to work together as a cohesive 

team and have the power to lead the change. The coalition is described as individuals who have 

gained power through their position, leadership skills, and knowledge, and are seen as 

individuals who hold credibility (shrm.org). 

The guiding coalition should include leaders within the organization. The leaders can 

bring others into the group who have a good understanding of the organization, and how the 

change will impact the organization down to the individual level. The guiding coalition should 

have the ability to work with those outside the organization and have some resiliency skills in 

order to push through the tough times the project will bring. 

Step 3: Developing a Vision and Strategy 

 The importance of this step is it helps guide and motivate individuals within the 

organization to take action through necessary steps to reach the new end state, the vision. A good 

vision serves three purposes; to clarify the direction of the change in order to allow for more 

detailed decisions to be made, to motivate people into action, and it coordinates the actions of 

individuals into a smooth process (Kotter, 2012, p. 71). According to Kotter, “If you cannot 

describe your vision to someone in five minutes and get their interest, you have more work to do 

in this phase of the transformation process” (Kotter, 2012, p 71). The vision and strategy will be 

the backbone of the project and will need to provide guidance for the individuals within the 

organization. From the vision and strategy individuals should start to get an understanding of 

where, how, and why the organization is moving.  
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Step 4: Communicating the Change Vision 

 Communication of the vision is necessary to help individuals understand why change is 

necessary and the role they play in making the change a success. Kotter (2012, p. 92) describes 

some key elements necessary to effectively communication the change vision. These elements 

include the communication should be in the simplest form as possible, free of jargon so it can be 

easily understood by many individuals. The use of metaphors and analogies help to make the 

vision relatable and paints a clear picture for an individual. Leaders need to model the behavior 

they are asking of others in order to diminish inconsistencies and show the importance of the 

change. The communication of the vision should be repetitive to help it become ingrained in the 

organizational culture, and it should be used in every day conversation. It should be 

communicated through as many different channels as possible. Lastly, the communication needs 

to be two-way. It is important for individuals to feel comfortable discussing the vision and 

sharing ideas up to management and with others throughout the organization. 

 The second phase of the eight-step model includes steps five through seven. These steps 

are about introducing the changes throughout the organization (Kotter, 2012, p. 24). 

Step 5: Empowering Broad-Based Action 

 The focus of this step is to remove obstacles and empower workers. There are four 

categories of barriers which limit action by individuals to include; formal structures in place 

which limit ability, lack of skills, personnel or information systems in place are not in alignment 

to aid in the change, and supervisors who discourage action towards the change(shrm.org). Step 

five is not only about identifying and addressing barriers, but also about empowering individuals. 

According to Kotter (2012, p. 119), empowering people can be done through communicating a 

sensible vision, provide the necessary training to employees, align personnel and information 
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systems to the new vision, and when necessary remove supervisors who discourage action 

causing a direct negative impact on the progress of the change vision. 

Step 6: Generate Short-Term Wins 

 There is a necessity to celebrate short-term wins. It helps keep employees engaged and 

motivated in moving forward. Successful change visions can take time, sometimes years to 

complete causing employees to become discouraged. A remedy for this is to celebrate short term 

wins. Celebrating helps drive the momentum. Short term wins help show the sacrifices 

employees have made, their actions are paying off, and they give those change influencers a 

small break to relax and rejuvenate (Kotter, 2012, p. 127). The short-term wins can also help test 

the vision and make any necessary adjustments and diminish the power and voice of the resister. 

Short term wins can help retain support from management. The goal of this step is to recognize 

and reward individuals for any accomplishments made in the change process to this point and to 

continue to build momentum. 

Step 7: Consolidating Gains and Producing More Change 

 This step gives new energy to the change process by introducing new projects. The 

opportunity to revise any systems, structures, and policies which do not align with the change 

vision is an important element to this step (Kotter, 2012, p. 23). Adjustments in this step include 

the process of hiring, promoting, and developing people who have the ability to implement the 

change vision.  

Step 8: Anchoring New Approaches in the Culture 

 This is the final step in the process and the only step in phase three. The changes have 

now become the norm. They have been integrated into the organizational culture. These new 

behaviors are linked to organizational success (Kotter, 2012, p. 23). 
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Change Acceleration Process (CAP) 

 In the early 1990s, General Electric (GE) created its own version of a change 

management model, the Change Acceleration Process (CAP).  “Change Acceleration Process 

(CAP) is the process of moving the Current State of the Process/Service/Product to an Improved 

State by catalyzing (speeding up) the Transition State”. (sixsigma-institute.org) Jack Welch, 

CEO of GE, recognized a need for this model after researching numerous organizations.  He 

realized organizations and people needed to quickly adapt to change in order to survive the 

upcoming stage of constant change. The key takeaways from the CAP model is the role of the 

Champion and the importance of communication. The CAP model is described as a culture 

change process which through the champion and communication can obtain buy-in from all users 

within the organization (Polk, 2011).   

Galli explained, GE recognized success or failure of a new business project correlated 

with both acceptance of the model and quality of the product (2018, p.127). This correlation 

focused both on the technical and people side were equally important to the effectiveness of the 

change. GE represented this concept by creating a formula, Q x A=E. Q represents quality, A 

represents acceptance and E is the effectiveness of the change. If there is no acceptance, the 

overall effectiveness will be zero, no matter how great the quality. (Polk, 2011, pp. 41-42).  

The CAP is structured into seven steps to move towards faster acceptance and 

implementation of the change. (See Figure 1). These steps are broken down into phases with 

steps two through four focused on accelerating the adoption to change, and steps five through 

seven focused on the permanency of the changes.  
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Figure 1: GE’s Change Acceleration Process (Six-Sigma Institute)  
 

 
Note. This figure was created to explain Change Acceleration Process by Six-Sigma Institute. 

ISigmagroup. (May 15, 2021). ISigmagroup. Retrieved May 15, 2021). From 

https://isigmagroup.com/six-sigma-dmaic-process-change-acceleration-process-cap/. Copyright 

2021 by isigmangroup.com. 

Step 1: Leading Change 

 This step is displayed as a need throughout the process. There needs to be leadership, 

who is committed to the change not only at the beginning but for the duration of the change. This 

step defines the role of the Champion. The Champion will be the person at the head of driving 

the change. The Champion needs to be committed to the change and be publicly visible (Galli, 

2018, p. 128). The Champion will have the ability to be impactful for the change and will be in 

charge of the change initiative, but they are not solely responsible for the outcomes of the 

change. 

Step 2: Creating a Shared Need 

 The important concept to remember during this step is the need for the change has to be 

greater than the resistance to the change (sixsigma-institute.org). The manner in which this is 

achieved is communicating the reason to change in order to relay an understanding of the need 

throughout the organization. The understanding throughout the organization helps to diminish 
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resistance. Vor Der Linn (2009) states, “There must be compelling reasons to change, that 

resonate not just for the leadership team, but that will appeal to the stakeholders.”  

Step 3: Shaping A Vision 

 This step is similar to Kotter’s step three of developing a vision and strategy. The 

important thing to remember in this step is the vision needs to be clear and concise. The vision 

then needs to be communicated precisely through the organization so it can be shared by many 

individuals to the organization’s stakeholders (Galli, 2018, p. 128). The goal for this step is to 

have an observable and measurable end state in terms of behavior, not business results (Vor Der 

Linn, 2009). It is important to have measurable end states as it helps validate the change. 

Step 4: Mobilizing Commitment 

 This step is described as obtaining strong commitment of supporters to invest in the 

change and make it work (sixsigma-institute.org). This step is focused on the process of 

leadership influencing and gathering support for the change. The goal is to find support to help 

fuel the momentum towards the change. The support is found by moving the change process 

further throughout the organization.  

Step 5: Making Chang Last 

 The goal with any change initiative is for the change to have longevity and improve the 

overall quality of an organization. Making changes last is about putting the necessary structures 

and procedures in place in order for sustainability of the change (Galli, 2018, p. 128). The 

process includes recognizing any adjustments necessary to the process in order for the change to 

sustain.  
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Step 6: Monitoring Progress 

 Measuring progress is the key element to this step. During this stage the key questions to 

be answered are; Is it Real? How will you know ((Vor Der Linn, 2009)? This step is similar to 

Kotter’s step six, Celebrating Short-Term Wins. The primary measurement is to set benchmarks 

and measure those benchmarks (Galli, 2018, p. 128). Accountability is achieved through being 

able to measure benchmarks. Wins and achieving the benchmarks can be celebrated and missed 

benchmarks can be analyzed and addressed. 

Step 7: Changing Systems and Structures 

 This is the final step in the CAP model. It correlates with Kotter’s step eight of anchoring 

new approaches in the culture. It is during this final step where change has been integrated into 

the organizations culture (Galli, 2018, p. 128). Management’s job is to reinforce the changes in 

all the structures and systems of the organization. 

ADKAR Model 

 A common theme when looking at change management models is how to deal with and 

overcome resistance to change. Jeff Hiatt, the founder of Prosci, researched numerous 

organizations and came to an understanding that in order for an organization to change, all 

individuals need to change (Prosci.com). It was through this understanding of change occurs at 

the individual level in which he developed the ADKAR model. The model differs from previous 

models in the focus is on the people side of change at the individual level (Galli, 2018, p. 127). 

Prosci believes in order to make changes at the organizational level, there needs to be an 

understanding to change one individual at a time.  
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Figure 2: ADKAR MODEL  

 

Note. The steps and explanation of the ADKAR Model. Prosci. (2021). Prosci.com. The Prosci 

ADKAR model. Retrieved May 15, 2021 from https://www.prosci.com/methodology/adkar. 

Copyright 2021by Prosci. 

 

The acronym, ADKAR, stands for Awareness, Desire, Knowledge, Ability, and 

Reinforcement. Each of these are the benchmarks a person needs to accomplish in order for 

change to occur and be sustained (Prosci.com). The steps are designed to be completed in order 

as they build off one another to achieve optimal change. 

Awareness is the first step. During the awareness phase an individual becomes aware of 

the change through being informed of the change. An individual will receive an explanation on 

why the change is necessary. The questions asked during this stage is: Is the individual aware of 

the need for change and why change?  

 Desire, the second step, in the process focuses on individuals understanding how they 

will benefit from the change. What is in it for me? This is the common question asked during the 

desire stage. No change will be made nor sustained if the individual lacks the want to change. An 

individual cannot just go through the motions, but rather needs to be engaged as an active 
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participant in the process (Prosci.com). The knowledge of knowing the benefits for oneself, 

allows the individual to decide if the reward is great enough to want to change. 

 Knowledge, the third step in the process, is an important step for the individual has to 

have the know-how and skills to make the change. If the individual does not have the necessary 

knowledge, they need to know how to go about acquiring the skills to make the change, whether 

this is reaching out for training or coaching, or for the organization to provide the training.  

 Ability, the fourth step, is focused on acquiring the skills necessary to be able to change. 

The primary goal of this phase is application of the skills (Galli, 2018, p. 127). If the individual 

has the necessary skills, are they capable of using them in every day practical application? This 

phase includes looking at any barriers which may take away an individual’s ability. The barriers 

will need to be addressed in order to move forward in the change process. 

 The final step is Reinforcement. The concept behind this stage is habits. If no action is 

being taken to reward the new behavior, it is easy for individuals to revert back to the way it was 

always done. There needs to be a reward, such as positive recognition, to reinforce the idea that 

taking action and sticking with the change is important. In his book, Atomic Habits, James Clear 

(2018) defines habit as a routine which is performed regularly and becomes ingrained in one’s 

mind. He explains the new behavior will take time to become automatic, but to help make the 

behavior become a habit it needs to be reinforced and it needs to be easy. If one does not find the 

change easy, the old habit will be easy to revert back to. Prosci explains monitoring the change is 

important as it allows for individuals to recognize how the change has helped improve a certain 

task in their work and reaffirms the reasons and expectations to use the new way to do things.  

Overview of Total Quality Management 
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 As change manager was gaining popularity so was the concept of quality management. 

Similar to change management, quality management is a structured process with the focus on 

delivering a quality product or service to meet the demands of the customer, Quality 

management gained popularity after World War II when manufacturing companies, specifically 

motor vehicle companies, had to change processes and products due to changing demands. There 

was no longer a need to produce products needed for the war.  

 In order to understand the quality management process, quality as it pertains to quality 

management needs to be defined. Goetsch, D and Davis, S (2016) offers the following definition: 

Quality is the dynamic state associated with products, 
services, people, processes, and environments that meets 
or exceeds exceptions and helps produce superior value. (p. 3) 

 
Total Quality Management is a crucial indicator on how successful an organization or 

business will be. The concept of quality management is focused on in order for an organization 

to survive during an era of constant change, the organization needs to continuously improve the 

product or service they offer. When thinking of this concept in terms of total quality 

management, the concept is taken further and entails a more comprehensive approach.  

 The significant contributors of the discipline of total quality management were W. 

Edwards Demming, Joseph M Juran, and Phillip B Crosby. Demming is considered the founder 

of the total quality approach (Goetsch, D and Davis, S,  2016, p. 8). Demming’s work gained 

popularity after World War II when it was necessary to rebuild, and companies were in 

competition with one another on an international level to provide a product or service customers 

wanted to buy. Demming is known for creating the Demming Cycle. This cycle includes five 

steps. Plan is the first step and it involves researching the needs of the consumer and planning a 

product to meet those needs. Do is the next step and it is making the product. Check, the third 
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step is ensuring the produce was made according to the plan. The fourth step, Act, is pushing the 

product to the consumer through marketing. The final step is Analyze. This step involves 

collecting and reviewing data to ensure the product received by the consumer met quality and 

cost standards. 

 Joseph M Juran influenced the discipline of total quality management. He is known for 

his work in addressing the most impactful factors to reduce a majority of the quality problems. 

This work is described in The Pareto Principle, also known as the 80/20 rule. He explains if you 

focus on a few sources of quality issues, around 20 percent, you can resolve about 80 percent of 

the issues (Goetsch, D and Davis, S.,  2016, p. 11). The Juran Trilogy, another one of his works, 

breaks down quality management into three categories; quality planning, quality control, and 

quality improvement. Juran is also known for,  Juan’s Ten Steps to Quality Improvement (Figure 

3) and Juran’s Three Basic Steps to Progress.  The three basic steps include continued 

improvement, training, and the commitment by those in higher management positions. 

 

 

 

 

 

Note: This figure was created to explain Juan’s Ten Steps to Quality Improvement. Goestch, D. 

& Davis, S. (2016). Qualtity Management for Organizational Excellence.(8th ed.). Pearson 

Education, Inc. Copyright 2016 by Pearson Education, Inc. 

 

  

1. Awareness  6. Progress Reports 
2. Improvement Goals 7. Recognition 
3. Organization  8. Communicating Results 
4. Training   9. Monitor 
5. Problem Solving Projects 10. Build-in all Improvements 

Figure 3: Juan’s Ten Steps to Quality Improvement Source: Goetsch, D and Davis, S,  
2016, p. 11 
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A third major contributor in total quality management was Phillip B Crosby. His focus to the 

quality management approach was to work towards having zero-defects instead of having 

acceptable levels of quality. The key to having zero-defects was in prevention. What is being 

done throughout the process from issues to occur (Goetsch et el., 2016, p. 11) 

Lean Six Sigma 

 The Six Sigma way has been used and successful by companies in the private sector to 

include Motorola and General Electric. It has gained popularity in the manufacturing and service 

industries; however, public sector organizations and the military have implemented these 

processes as well. The Six Sigma process is a flexible system based on improved leadership and 

performance (Pande et el., 2014 p. 3). Six Sigma is focused on continuous improvement with a 

focus on the customer and the overall process.  

To begin one must be able to understand the differences between Six Sigma and Lean Six 

Sigma. The Six Sigma concept is problem-focused and attempts to reduce variation. The Lean 

Six Sigma is focused on removing waste and the overall flow of the process. According to 

Fletcher (2018), lean six sigma is focused on applying techniques to increase speed and reduce 

waste by doing things right the first time (p. 257). The three strategies associated with Six Sigma 

are process improvement, process redesign, and process management. These three strategies are 

essential in successful change management.   

The lean concept grew out of the Toyota Production System. The goals of Lean Six 

Sigma are to eliminate overburden, known as muri, eliminate inconsistency, mura, and remove 

waste (muda) (Antony et el., 2016, p. 1402). Types of waste include: overproduction, waiting, 

transporting, processing itself, unnecessary stock on hand, and producing defective goods 

(Goetsch, & Davis 2016, p. 369). 
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The way for continuous improvement is to use the DMAIC approach which identifies 

five steps in the process of continuous improvement; define, measure, analyze, improve, and 

control (Pande et el., 2014, p. 36,). (Figure 3).  

 

Figure 3 DMAIC Roadmap  

 

Note: This image explains the steps in the Six Sigma DMAIC process. Greycampus.com 2021. 

Retrieve May 15,2021 from greycampus.com Copyright 2021 businessscherub.com. 

  

Define:  This is the first phase of the process. The define phase should take no longer 

than two weeks, or that could indicate more work needs to be done as the project could be too 

vague or too large (George et el., 2005, p 7).  It is where the project comes to life.  The project 

team will work collaboratively on this phase. It will be the time for the team to come to 

agreement on what the project is and what it will entail.  This phase gives an in depth 

understating of what the problem is and what the process will entail. A main task in this phase is 

reviewing and completing the project charter. The project charter should include the problem 

statement, the project goals, a timeline, and financial requirements for the project (George et el., 

2005, p 4). Additionally, customer requirements should also be identified and included within the 

define stage (Goetsch and Davis, 2016, p. 342). The outputs of the define phase are the project 
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charter, the project team, Voice of the Customer, Voice of the Business. The Voice of the 

Customer answers the question is it important to the customer and how?  Some of the tools used 

during this phase are the Communication plan, customer require trees and Gantt Charts (George, 

et el., 2005, p. 7). 

Measure: During this phase acquiring a baseline is important to understand the current 

state of the process and what needs to be improved is identified. Then the process for measuring 

the data is decided upon and created.  In this phase the process is understood, risk analysis is 

completed, and a system to measure data is developed, and data is collected (Goetsch and Davis, 

2016, p. 342). The important thing to remember about any data collected during this phase is it 

needs to be reliable. The importance of having reliable data is seen in the next phase where 

reliable data will help to have a better understanding of the problem, and the primary root causes 

of the problem (George et el, 2005, p 7). Tools to be used during this phase include data 

collection plans, a data analysis plan, and SIPOC/Value Stream Mapping,  

Analyze: The third phase in the process. The task during this phase is to review the data 

collected during the measure phase. Part of analyzing the data is to identify any root causes of 

the problem. A common and useful tool to use for root causa analysis is a fishbone diagram. 

Useful tools during this phase could include analysis of variance (NOVA), T-tests, and Five-S 

(Goetsch, and Davis, 2016, p. 342). 

Improve: The goal of this phase is select the best solution to fix the root cause of the 

problem. There should be numerous solutions discussed in order to come up with the best 

solution. This could be done through brainstorming and process mapping.  

Control: This is the final phase in the process. This is where the solution has been made 

and improvement processes have been implemented. The goal of the control phase is to 
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document and manage the improvement process. Is the new system producing better results than 

the old way of doing things? During this final phase the project is handed over to the project 

owner and the project team is complete. 

Lean Six Sigma in the Public Sector 

 Public sector organizations are faced with the everyday pressures of trying to meet the 

customer demands of providing quality services while still having to working within numerous 

limitations. These limitations include budget constraints, and policies and procedures established 

by political officials and administration and are constantly changing (Rogers & Anthony). One 

way some public sector organizations have worked to address the demands of the customer and 

the constraints is to implement Lean Six Sigma processes into the organization. Lean Six Sigma 

can help improve process flow which ultimately will help reduce waste and non-value added 

work (Lertwattanapongchai & Swierczek, 2014). 

 Lean Six Sigma has become more prevalent in the public sector over the past few 

decades; however, it was slow to move into the public sector. There is no clear explanation as to 

why, but reasons suggested have been due to the time it takes, budget constraints, and policies 

which have prohibited change from occurring, but progress has started to be made. In looking at 

the research, it is easy to address how Lean Six Sigma can help the major concerns for public 

sector organizations. 

 One of the largest concerns in the public sector is communication. Public sector 

organizations are still set up in a traditional hierarchal model, and communication is top down 

leadership approach. The top-down is not considered to be effective, especially in regard to 

change management (Galli et el, 2017, p.267). Lean Six Sigma is useful in addressing the 

concern with communication by using communication throughout the process. Kotter (2012) 
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addresses the importance of communication in his Step 4 of communicating the change vision. 

Lean Six Sigma addresses communication during the Define phase when working on the project 

charter and on the communication plan. With any organization when employees are informed 

and there is two-way communication, the level of motivation to change will increase. Public 

sector organizations need to find a balance between the top-down communication channel and 

allowing for two-way communication to occur. 

 Another primary concern for public sector organizations is the budget constraints they are 

faced with daily. Public sector organizations are being asked by their customers to provide 

quality service and do more, but the funding comes from taxpayers and many times these 

organizations are seeing a decrease in funding (Fletcher2018, p. 256). As part of the define phase 

in six sigma the budget and financials should be discussed. This will help set priorities on what 

changes will be the most cost efficient and beneficial for the organization, which helps to set 

priorities of projects. The financial is something which can be analyzed throughout the process. 

In the measure and analyze phase, a cause and effect analysis can be done to see what are the 

costliest services or issues which need to be addressed.  

 In many public sector organizations, the issue of trust is at the forefront, especially in 

regard to employees’ perceptions towards managers. This mistrust is many times ingrained into 

the organizational culture. It stems from lack of communication and mangers not engaging or 

modeling the behavior they are asking their employees to change to. There is also the other side 

of mistrust from stakeholders, specifically the public. The taxpayers want to see the money they 

paid in for taxes is being handled and use appropriately. Lean Six Sigma helps to diminish the 

trust by the stakeholder analysis and knowing what is important for the stakeholders. The other 

part of this is Lean Six Sigma allows for the flexibility to use the project team and not just the 
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top managers. The use of the project team allows others than just the mistrusted manager to have 

influence over others (Galli et el., p.277). 

 For government organizations the barriers discussed above are not going away, but rather 

becoming more prevalent. The implementation of Lean Six Sigma seems like a good idea, but 

how? How can government and public sector organizations make the transition to implement 

these changes. There are three components for leadership in government and public sector 

organizations to focus on when working to achieve Lean Six Sigma processes and increase 

efficiency of the organization. These three components are Operational Excellence, Agility, and 

Workforce and Culture (Price et el., 2011). 

 Operational Excellence is ensuring the strategic plans are in alignment with priorities and 

the needs of the customer. The stakeholder analysis and the voice of the customer are two Lean 

Six Sigma tools which can be helpful in aligning the needs of the customers to the priorities 

established by the organization. The analyze and measure phases are also important in working 

towards operational excellence. There needs to be an ongoing analysis of ongoing performance 

within the organization. Have the leading causes been identified and are now being addressed, 

and are the processes put in place working? 

 Agility is the second component to increase the efficiency of the organization. 

Organizations are being asked to adapt, change, and respond quickly (Price, et el, 2011). This is 

easily seen in organizations who are emergency response teams from fire, law enforcement, to 

larger scale FEMA, and the National Guard. The demands to respond quickly increase daily. 

This was seen when many of these organizations were called upon to help aid in COVID-19 

response. States were activating National Guard troops to help set up testing sites or temporary 

isolation sites, in order to help try to stop the disease spreading farther and faster. The public 
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perception at first was not enough was being done fast enough.  COVID-19 response was an 

example of how important it is for organizations and people to be agile, but also the importance 

of having standardizes processes in place. There were no standards established as this was 

something new worldwide. 

 The third component is workforce and culture. This has been a topic discussed to some 

extent in all change management models as well as in process improvement. The focus of this 

component is how to improve communication. As mentioned above, a communication plan is a 

great tool to use to guide the communication process. It is necessary to have communication 

throughout all phases of the DMAIC model. To have a positive workforce and culture, 

information throughout the organization needs to flow freely (Price, et el, 2011. The flow of 

information will help empower people because they will be more prepared for changes when 

they do come. 

The United States military is one of the many government organizations who have 

incorporated Lean Six Sigma into their processes, and they have seen the improved results from 

making these changes. In one such application of the DMAIC model with the 3rd Combat 

Aviation Brigade (3rd CAB), 3rd Infantry Division, to improve the process of turn-in of 

equipment. During the define phase, the initial goal which was agreed upon by the project teams 

was to reduce the use of incorrect turn-in codes by 50 percent (Smith, 2016).  The measure phase 

included reviewing turn-in records. During the analyze phase it was determined about 54% of the 

turn-in codes were incorrect and it resulted in the Brigade receiving over a $2 Million inaccurate 

credit. A root cause analysis was conducted, and the primary causes were found to be improper 

training by personnel working in the supply and logistics section. Other causes were each supply 

officer in the Battalion had a slightly different way of conducting business so there was no 
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standardized process. The improve phase included moving the responsibility out of the Brigade 

and to individual subordinate units. This allowed for standards to be set, personnel being 

properly trained, and the responsibility and accountability fell to the units, without having to 

worry if someone not even in the same chain of command taking on the responsibility and 

completing it accurately.  

Another public sector using the tools of Lean Six Sigma more commonly is educational 

institutions. Education institutions have to compete to provide quality services to current and 

future customers, the students. New technology and new various platforms for learning and 

adhering to policies which govern how to measure student competencies can seem overwhelming 

and challenging (Pavlović et el., 2014). In this study the problem identified was improving 

overall test scores. The analysis was the most in-depth portion of the study, and it involved a 

Perot Analysis and a Cause and Effect analysis using a fishbone diagram (Pavlović et el., 2014). 

The results and the implementation included changing the different platforms and methods 

professors used to teach courses.   

This study seemed as though it was a basic idea. The use of Lean Six Sigma in higher 

education institutions has been used for numerous reasons, but the ultimate goal is to provide 

high quality education at an affordable price and remain competitive with other institutions.  

 

Lean Six Sigma as a Change Management Approach 

 Change management and total quality management are structured processes focused on 

improvement. Change management focuses on the people side of change while quality 

management focuses on continuous improvement of the process. Lean Six Sigma is a process 

used to eliminate waste and limit the variance within the process. So why use Lean Six Sigma as 
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a Change Management approach? Kesterson (2018) answers this question through a quote from 

Siobhan Panda, Director of Continuous Improvement and Lean at Mary Kay, Inc,  

  You can have Change Management without Continuous  
Improvement;  however, you cannot have Continuous Improvement 
without Change Management. It is a requirement at every  
state of a Lean Six Sigma project, and without the  
acknowledgement of its importance and the deployment throughout 
 the entire project, you will not be successful. (p.3) 

 
 Lean Six Sigma as a change management approach has been gaining attention recently 

because Lean Six Sigma equips an organization with the ability to better adapt and be flexible to 

ever changing demands from customers. Lean Six Sigma uses tools from change management 

and project management throughout the DMAIC phases. These tools have a large impact on the 

effectiveness of the change process. These tools have flexibility to be able to be tailored to the 

organization and scope of the project. Table 1 links the tools to the phases within the Lean Six 

Sigma process. 

The change readiness checklist is an assessment given to analyze how ready an 

organization is for change. The change readiness assessment will provide information in regard 

to the scope of the change. Within the scope there will be information on the type of change the 

organization will ben enduring, whether it be process improvement, or something as an upgrade 

to technology. The assessment will tell the leader who is impacted, if there is resistance or 

support for the change, and the degree of the change. 

The Project Charter (See Appendix B) is a document which formally authorizes the 

project and defines the reason for the project (Dionisio, 2017, p.4). The project charter lays out 

the details of the project from financial resources to who has responsibility for each portion of 

the project. It can and should align with the stakeholder analysis and the risk analysis. The 
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project charter will list out the criteria to achieve milestones during the duration of the project 

and what some of the key goals or benchmarks for the project will b 

Table 1: Linking OCM Tools to DMAIC steps 

 OCM Tools Used 

D  Change Readiness Checklist 
 Project Charter Template 

 Project Charter Risk Assessment 
 Stakeholder Analysis 

 Risk Analysis 
 Communication Plan 

 

M  Stakeholder Analysis 
 Risk Analysis 

 Communication Plan 
 

A  Stakeholder Analysis 
 Risk Analysis 

 Communication Plan 
 

I  Stakeholder Analysis 
 Risk Analysis 

 Communication Plan 
 

C  Stakeholder Analysis 
 Risk Analysis 

 Communication Plan 
 

   Note: This table lists which change management and project management tools would be 

beneficial in each step of the Six Sigma DMAIC phases. Kesterson, Randy K. (2018). The 

intersection of change management and lean six sigma. CRC Press. Taylor and Francis Group, 

LLC. Copyright 2018 CRC Press. Taylor and Francis Group LLC. 

 

 Stakeholder Analysis (See Appendix C) identifies those individuals involved and 

impacted by the project. Many times, common people to be impacted include employees, 

customers, and suppliers. The elements of the stakeholder register, which is the analysis, include 

the name of the stakeholder, the position they serve in regard to the organization, contact 
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information, and what the expectations they will have in regard to the project. It also allows for 

the ability to classify them as the impact they will have in regard to the outcome of the project. 

There will always be some extent of changing what people do when changing the 

process. People do not like change and will tend to resist change until they can see and 

understand how changing will help them. Overcoming resistance is one of the main reasons why 

using Lean Six Sigma as a Change Management approach is important. The process of using 

Lean Six Sigma as a Change Management approach incorporates using the DMAIC model and 

pulling in tools from Change Management processes into each phase to address the people side 

of Continuous Improvement. The areas which will be discussed in further detail will be how 

GE’s CAP, and Prosci’s ADKAR Model can be used in collaboration with Lean Six Sigma 

Lean Six Sigma and Leadership 

Lean Six Sigma as a change management process will have an impact on how leaders 

lead. In public sectors leaders may find this to be quite challenging as the old top-down approach 

will no longer be as effective. Leaders may have to change the approach in which they lead to 

have the most impact on where they are in the process.  

In order to understand the importance of the impact leaders have on the change process, 

one must understand the differences between leaders and managers, as well as defining the 

different approaches to leadership. In simple terms leaders lead people and managers control or 

manage the process. The importance of deciphering leaders from managers is you want the right 

people in the right positions. Leaders needs to be in a position to influence people and managers 

need to be in a position to help control the process (Kotterman, 2006). Leaders are those who are 

concerned with their circle of influence, who they can influence and who is influencing them.  
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In public sector organizations it is not always easy to place to correct people in the 

correct position. This creates the question of what does it take to be an effective leader? When 

looking at it from a change management perspective a leader is someone who is visibly involved 

in the process (Goetsch & Davis, 2016, p.406). Having leaders personally involved in the process 

helps to inspire and motivate others to join in on the action as well. Leaders who involve 

themselves in the process can understand the frustrations and the rewards others within the 

organization experience during the process improvement. 

A second leadership quality is leaders need to have confidence. This confidence allows 

them to make decision and stand and defend those decisions in difficult times. Goetsch, & Davis 

(2016) state, “Leaders know where they want to go.” (p. 406). The knowledge and confidence 

allow them to see the visions through to the end. The leader who has confidence understands 

there will be tough times, but the end result will be worth the short time struggles. 

Leaders need to be risk takers to an extent. They need to be courageous in order to take 

the calculated risk to implement the change, and then have the courage to see it through. The 

other part of this goes into the discussion about trust. Leaders have to be someone others will 

trust. If there is a lack of trust it will be difficult to gain buy-in, as most people would rather take 

a “wait and see approach.” 

Leaders cannot be afraid to help out. Part of the role of a leader is to be a mentor, coach, 

and provide employees with the necessary training in order for them to effectively do their job. 

During the change process it will be a learning experience for everyone, including those in 

leadership and those on the project team. It is having protocols in place to not lose momentum 

when things go wrong, or when mistakes are made.  
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Shared leadership is about no one person is taking on the responsibility of the project. 

The responsibility is shared. At times there is more of a need for a shared leadership approach, 

many times during the phases where resistance is high (Galli et el. 2017. p. 274). Shared 

leadership is focused on how to most influence and inspire others. It is concerned with the 

feelings of individuals to get them to move through the change process. It is for this reason a 

shared leadership approach is found and appropriate during the Define phase 

A common reoccurring theme in the change management models is picking a guiding 

team. The team is important to help diminish resistance to change. Taking this further, the person 

who leads the team needs to be capable of leading the team. In simple terms leaders lead people 

and managers control or manage the process. The importance of deciphering leaders from 

managers is you want the right people in the right positions. Using Lean Six Sigma as a 

comprehensive approach it is important to decipher between leadership and management, in 

order to help set up the guiding team appropriately. 

Lean Six Sigma and Training 

 Training will be an essential part of the change process and is incorporated into the Lean 

Six Sigma process. The purpose of training will be determined depending on the role the trainee 

is in. The leaders and the change management team need to be trained on how to lead the change 

and on the change itself (Galli et el. 2017. p. 279). The training of leaders and the project team 

needs to encompass how to use the organizational change tools such as the communication plan 

or the stakeholder analysis.  There is justification to train leaders in various leadership 

approaches. This will help leaders move away from the traditional leadership, and more into the 

role of shared leadership. 
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 Individuals who need to learn the process to effectively need to do their job, will need 

training in these areas. This could be learning a new computer system, or it could be ultimately 

learning a whole new job skill set.  

 There are numerous ways to perform the training. In many situations on the job training 

is appropriate, while other times a more formal education approach may need to be taken. The 

idea behind training is to keep it flexible and keep it realistic in order for employees to feel 

engaged. 

3 Cs: Communication, Collaboration, and Cooperation 

 The 3 Cs: Communication, Collaboration, and Cooperation as essential factors to help an 

organization move past resistance and be more willing to accept change (Kesterson, 2018, p 7). 

Communication is the first C and it is a critical factor in change management. Effective 

communication will help create success of the change process, while poor communication is a 

strong indicator of a failed change process. 

 Communication is an essential interpersonal skill. Individuals communicate daily, and 

most of their time is spent on the task of communicating with others. When discussing 

communication, the first thing is to define what communication is. There are four basic types of 

communication; reading, writing, verbal, and listening. Goetsch, & Davis, (2016) define 

communication as: 

  Communication is the transfer of a message (information, idea 
  emotion, intent, feeling, or something else) that is both received 
  and understood (pg. 157). 

Reading, writing, and speaking are the easy forms of communication, whereas many individuals 

struggle with listening. Communication, specifically listening, is such a critical factor that in his 
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book, The 7 Habits of High Effective People, Steven Covey addresses this with Habit 5: Seek 

First to Understand, then to be Understood (Covey, 2004, p. 249).  

 There are four communication levels: One-on-One, team or unit level, company level, 

and community level (Goetsch & Davis, 2016, p. 158).It is important to understand the levels of 

communication in order to better communicate throughout the change management process. 

 One-on-one communication is the typical thought of communication. It is a form of 

communicating with one other person. This could be a face to face conversation with a friend. 

Team or unit level communication is communication within a group. An example of this level of 

communication is having a meeting with the co-workers within your department or the project 

team having a conversation. Company level communication is communication within groups 

within the organization. This could be the human resources department having a meeting with 

the engineer department in the same organization. Community level communication is a group 

within the organization communicating with a group outside the organization. An example of 

this type of communication would be the project team having a meeting with outside investors. 

 With the knowledge of knowing what communication is and why it is important we can 

take a more in-depth look at how communication is a critical factor in change management. If 

the change process is communicated poorly, there is more of a likelihood the process will fail. 

Communication can be planned, and a good plan will help ensure communication is effective. 

For communication to be effective the message needs to be received, understood, and acted upon 

(Goetsch & Davis, 2016, p. 157). 

  A written communication plan is one of the best ways to ensure effective communication 

throughout the change management process. To be able to write an effective communication 

plan, the writer must have an understanding of the organization, both internal and external 
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stakeholders, and how the change process will impact both the organization and the stakeholders. 

The goal of the communication plan is to offer an explanation of the how and why of the change. 

A communication plan identifies and explains how communication will be address with 

individuals. It identifies the audience of the communication and allows to make adjustments to 

how and what is communicated based off the audience, and what is important to the audience. 

The plan includes the method used to communicate, how often the communication will occur, 

and who is responsible for communicating (Dionision, p.118) Appendix A for Communication 

Plan. 

 Communication in regard to change manger has to be effective at addressing resistance to 

change. It needs to be used throughout the entire change process. Most people tend to under 

communicate rather than over communicate. Toobaei (2014) explains the perspective of those 

impacted most by the change should be the perspective used when guiding communication. If 

those impacted by the change can see how the change can help improve communication and their 

tasks, it is easier to accept the change. When communicating changes to others, the 

communication needs to be heartfelt and through as many communication avenues as possible. 

 As stated before, communication happens throughout the change management process. In 

using Lean Six Sigma as a change management tool, communication fits into every phase of the 

process.  The information communicated may change depending on the phase and who the 

receiver of the information is. (Table 2). 
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Table 2: Linking Change Management Approach to DMAIC Steps (ASQ Forum Magazine) 

Project Stated DMAIC approach Change Management Approach 

Define Define the Problem Project leaders communicate issues and 
the business need for change 

Measure Measure the problem Get everyone involved from the 
beginning. Solicit feedback and ideas. 
 
 

Analyze Analyze the collected data to determine 
the causes 

Improve Implement the Solution or change Project leaders develop and 
communicate a plan for training and 
implementation of a timeline 

Control Sustain the change put in place Change agents should expect resistance 
and plan for it. Project team should 
document learning opportunities. 

 

Note. The table is an explanation linking the DMAIC model and Change Management. Toobaei, 

M., & Schubert, N. (2014). Sustaining Results. ASQ Six Sigma Forum Magazine, 13(3), 6-11,3. 

https://www-proquest-com.ezproxy.uwplatt.edu/trade-journals/sustaining-

results/docview/1535360733/se-2?accountid=9253.Copyright 2014 ASQ Six Sigma Forum 

Magazine. 

 

 Many change management models address cooperation in the steps of creating a guiding 

team. The guiding team can help gain cooperation and buy-in for the change. It is up to the 

leader to influence others. Cooperation in the team is important as when viewing it in a 

leadership lens, cooperation will allow for the team to have a shared leadership. Shared 

leadership allows for everyone in the team to feel empowered. Galli (2017) defines shared 

leadership as, “Shared leadership is a collective responsibility in which members work together 

to achieve shared goal.”(p.270).  The shared leadership is critical when it comes to making 

decisions in regard to the change project and influencing others throughout the organization. 
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 Cooperation has to extend further than the project team. Ideally cooperation would 

include all individuals overcoming their resistance and moving forward with the change. Moving 

forward would be more than just going through the motions, but actually putting in the effort and 

having the desire to make the change.  

 A key element in cooperation is the necessity to gain trust. Where there is a lack of trust, 

individuals tend to look out for themselves first, and are skeptical of others (Kotter, 2002, p 50).  

Skepticism amongst a group leads to a lack of desire to want to change. Covey (2004, p. 282) 

explains this stating when trust is low and cooperation is low, the communication is in a 

defensive manner, but as trust increases and cooperation increases, the organizations or 

individuals move close to Synergy, which is a win/win for all.  

 There are five waves of trusts: self-trust, relationship trust, organizational trust, market 

trust, and societal trust. (Leddenn & Moon, ,2018, pp.200-201). Self trust relates to how credible 

oneself is. It is a building block for all other waves of trust. Relationship trust is based off 

behavior, followed by alignment, the principle in market trust. The last is societal trust and this is 

based off the contributions one makes. 

Collaboration is the final C in the critical factors when working towards buy-in and 

moving past resistance. Collaboration can be defined as the ability and action of working with 

others, whether it be one person or a whole team, to achieve the goal. Essentially collaboration is 

teamwork. The Lean Six Sigma process is a process set up which encourages teamwork and 

collaboration. The goal in change management is improved processes and improved quality. All 

individuals’ opinions and ideas should be respected and shared so the best solution to the 

problem can be found and implemented.  
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One way to collaborate is through brainstorming. Brainstorming allows for collecting 

employee input and feedback (Goetsch and Davis, 2016, p. 112). During a brainstorming session 

no person’s idea will be ignored. Brainstorming and collaboration help to empower employees as 

they see their opinions and ideas are valid. Brainstorming can give individuals, who might not 

otherwise speak up, a chance to get their ideas across.  

Change Acceleration Process (CAP) and Lean Six Sigma 

 Blending the Change Acceleration Process (CAP) and Lean Six Sigma allows for the 

removal of waste while streamlining the process (Polk, 2011). The CAP model focuses on the 

level of acceptance people will have towards the change. The concept is to move quickly through 

the process in order to eliminate resistance. The DMAIC process is used for continuous 

improvement and any resistance to the process slows down the change. By blending these two 

processes, the change can continue to move forward and gain momentum while still being able to 

address resistance. 

 There are seven steps in the CAP, which correlate to phases in the DMAIC processes 

when combining these to method. There are then tools like the stakeholder analysis and the 

communication plan which can be incorporated into the steps and phases. Figure 5 below shows 

how each step correlates with a phase and where each tool is best used. 
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Figure 5: Correlation to CAP and Six Sigma 

 

Note: ISigmagroup. (May 15, 2021). ISigmagroup. Retrieved May 15, 2021). From 

https://isigmagroup.com/six-sigma-dmaic-process-change-acceleration-process-cap. Copyright 

2021 by ISigmagroup. 

 
The first step, Leading Change, can be found throughout the entire DMAIC process. 

Leaders, lead people and this does not stop during any phase or even when the project is 

complete. Leaders tend to be proactive individuals and will continue to find ways to stay 

engaged, even after the project is complete.  Steps two and three are used during the Define 

phase. This is similar to Kotter’s eight steps and the ADKAR Model in which the specifics of the 

change need to be established, most likely by using a Project Charter. Then through defining the 

project, the impact the change will have on an individual, and why the change is necessary there 

is understanding, and people can move into action if they have a compelling enough reason to 

support the change. Mobilizing commitment, Step four, is used during the Improve Phase. This 

step can have a significant impact on the change process. Two tools to complete during this 

phase are the stakeholder analysis and the resistance analysis (Polk, 2011). The resistance 

analysis allows one to measure how much resistance one has or is expected and can help identify 
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why the resistance is there. Step five, Monitoring Progress, correlates to the control phase. A toll 

used during this phase is the Making Change Last checklist. The checklist looks at how effective 

the change has been, what will continue to help sustain the change, and any barriers which may 

impact the change sticking. The final step is Changing Systems and Structures. This step is 

incorporated into each phase of the DMAIC process. One critical tool for this step is the 

communication plan. The communication plan helps identify who to communicate with, how to 

communicate, and why there is a need to communicate. 

ADKAR Model and Lean Six Sigma 

 The ADKAR model is another tool which blends together well with Lean Six Sigma. 

Many of the same tools used in the blending of the CAP, will be used with the ADKAR model as 

well. The ADKAR model is helpful to identify resistance, especially during the Define phase, 

and tools can be used to overcome the resistance without slowing the project down completely 

(Prosci.com). Tools used during the Define Phase would be resistance analysis, a project charter, 

and a communication plan. The risk analysis would help an individual decide if they have a 

desire to change or not. The communication plan allows to have a set plan established to work 

through the resistance. The reinforcement stage would align with the control phases.  

Findings and Conclusion 

 Lean Six Sigma has a place in public sector organizations and can be an effective change 

management tool if implemented and used appropriately. The largest impact on public sector 

organizations will be on how they conduct business and the role of the leader in the process. 

Public sector organizations still commonly operate in a top down approach. This is becoming 

less effective as the world continues to change.  Technology continues to change and make 

everything move at an increasing speed. This fast pace constant change increases the need for 
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organizations to adapt quickly. Public sector organizations will need to evaluate who they put in 

leadership roles. It will be imperative to have someone in leadership roles who are able to adapt 

quickly and will not hinder the progress. Progress will be hindered if leaders do not fully support 

the mission or if they do not have the knowledge and understanding to fully support the change.  

 In regard to leadership, training in leadership approaches and methods will become 

essential. The United States military already has this approach in place as with a promotion into 

leadership positions comes the mandatory resident training to go along with it. Leaders will need 

to be trained on different approaches and have the skill set to be flexible in their approach as the 

workforce becomes more diverse.  

 Communication methods and procedures will need to remain current and will need to use 

a comprehensive approach to reach as many people within and outside of the organization as 

possible. The top down communication which is still prevalent in may government organizations 

will need to change and the responsibility for that change will fall on the leaders. As more 

employees are teleworking, this adds another dimension into the communication process. 

Leaders and employees will need to adjust and have the skill set to be able to work a virtually 

located team. It is common today that not everyone in the organization works from the same 

office, or even in the same city or state. 

Public sector organizations will face challenges in overcoming resistance. This will be 

one of the major challenges they will face in trying to implement Lean Six Sigma processes into 

the organization. The key to overcome the resistance is to have a detailed communication plan 

and to ensure two-way communication is encouraged and rewarded. The communication plan 

will be implemented in every phase of the DMAIC model; however, it will be crucial in the early 

stages when there is a likelihood for more resistance. The communication plan will help assist in 
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knowing the voice of the customer, but also addressing the concerns and possible resistance from 

stakeholders as well.  

 The public sector organizations constantly face budget constraints and it is one of the 

reasons why Lean Six Sigma is only now starting to become more prevalent. The idea of cutting 

costs through Lean Six Sigma is one which has proven it can be done. During the Define phase 

and using the Project Charter to identify scope and budget constraints, the budget should be 

analyzed. The budget is one thing which can be measured, and if Lean Six Sigma can  

 As the world continues to be ever changing, organizations are looking for ways to stay 

afloat. This usually has to do with cutting costs, providing a quality service or product the 

customer wants, and doing this while being able to adapt to the quickly changing environment. 

Public sector organizations experience this and do this with many constraints placed on them by 

government and administrative policies. The public perception and taxpayers’ thoughts and 

demands have to be taken into consideration as this is how the public sector organizations 

survive.  

 The ability to adapt was never truer for almost any organization in the recent path with 

how they responded to the COVID-19 restrictions. Education institutions, and other government 

agencies found themselves faced with the need to adapt and find an online alternative in a very 

quick timeframe.   

Limitations 

 Lean Six Sigma and Change Management are not new concepts; however, there are 

limitations to the research out there, especially in regard to Lean Six Sigma in the public sector.  

One of the main limitations is using Lean Six Sigma as a change management model. This has 

been done in the past, but there is little research on how well it has worked and many of the 
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concepts are vague. The research and literature books found show more of a how to or best 

practices of when to implement certain change management tools.  

 The ADKAR model fits into the DMAIC Model well and future research should expand 

on intersecting these two models together and see the process improvements come from using a 

more comprehensive approach to change management. 

 In the public sector the training and knowledge of leadership in regard to Lean Six Sigma 

and change management is limited. The costs for the training are not necessarily justified in 

terms of the budget, so much of the knowledge leaders possess in regard to the process is the 

knowledge they have sought out on their own.  

 Another limitation discussed is there is little or no research to know how ready public 

sector organizations are in implementing the Lean Six Sigma process. The discussion throughout 

this paper was more on overcoming resistance and getting individuals ready for changes by using 

the Lean Six Sigma model, but public sector organizations have not been researched to see how 

ready they would be in their ability to use and implement Lean Six Sigma. Part of the readiness 

refers back to there is no concrete number of how many public service organization leaders are 

trained in lean six sigma. 

 A limitation in Lean Six Sigma as a Change Management approach is knowing what 

tools to use and when. There is little research on how well some tools have been used. The 

common tools such as Project Charter, Stakeholder Analysis and Cause and Effect Analysis are 

prominently the ones discussed as being used, but the options of tools seem to be endless. Even 

the tools used, there is no concreate evidence on how well these tools work, other than what the 

organization measured in terms of measuring process improvement.  
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 Employees perceptions of how well Lean Six Sigma is working in any organization, but 

prevalent in the public sector is a limitation. The individual needs to have the motivate and desire 

to change and the project team can encourage the change, but perceptions are still a concern. The 

data for how the process improvement is going is only measured by what is collected. This will 

cause some skepticism and mistrust on the accuracy of the data. If an employee perceives the 

change is working, they are likely to be more engaged in the process. 

Concluding Remarks 

 This research focused on quality management, specifically elements of Lean Six Sigma, 

in being effective in the public sector. The public sector has many of the same obstacles and 

barriers as the private sector does in regard to resources and budget constraints, but the public 

sector is more limited because of the policies, procedures, and legislation these organizations 

must adhere to. As can be seen through the case studies with use of Lean Six Sigma in the 

military, Lean Six Sigma as a change management model has the potential to work in the public 

sector but more research is needed. Ultimately the effectiveness of any change model is going to 

come done to those who are leading the cause, and how much influence they have over others. 
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Appendix A: Communication Plan 

 

 

Project Title_______________________.  Date Prepared______________________ 

Stakeholder Information Method Frequency Sender 
     
     
     
     
     

 

Assumptions Constraints 
  
  
  

 

Glossary of Terms or Acronyms 

 

 

 

 

 

 

 

 

 

 

 

COMMUNICATION PLAN 
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Appendix B: Project Charter 

 

Project Title:  

 

Project Sponsor:    Date Prepared:  

 

Project Manager:   

 

Project Customer:  

 

 

Project Purpose 

 

High-Level Description 

This project will review records associated. This project will also make recommendations for 

corrective actions to implement to remedy the causes determined.  A final report will be 

submitted to the Director.  The project will take 12-weeks from the approval of this Charter.  

The budget for this project is limited and will be absorbed into the managerial overhead.  

 

Project Boundaries 
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Key Deliverables 

 

 

 

High-Level Requirements 

1. . 
 

Overall Project Risk 

 

Project Objectives Success Criteria 

  
 

Scope: 

Root-cause analysis to the reasons behind the 
inconsistencies in the curriculum. 
 
 
Full quality audit of courses. 
 
 
Recommendations for corrective action 
made. 

Root-causes identified, contribution to 
overall problem determined, and included in 
the report. 
. 
Statistical analysis completed and included in 
the report. 
 
Accompanying required resources, timeline, 
risk and success probability reported.  70% 
adoption rate for the first year. 
 

 

Time: 
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Project starts by June 1. 
 
Final report submitted by August 1. 

Deadline met. 
 
Deadline met. 

 

Cost: 

  
 

 

Other: 

  

 

 

Summary Milestones Due Date 

Initiation & Charter January 25 

Kickoff February 1 

Analysis March 15 

Final Report May 21 

 

Preapproved Financial Resources 

 

Stakeholder(s) Role 

 Project Sponsor 

 Project Manager 

 Project Team 
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Project Exit Criteria 

The project will be deemed complete when the full report is published containing all 

information requested by the sponsor, and all employee timecards have been appropriately 

filed. 

 

Project Manager Authority Level 

The Project Manager will make final decisions on all matters related to the scope of analysis 
and data to be included in the final report 
 

Staffing Decisions 

The Project Manager will have the final say on staffing decisions and personnel assigned to 
specific project tasks.  The PM shall require approval from the Sponsor for any requests or 
extensions beyond the limits set forth in this Charter. 
 

Conflict Resolution 

When an issue arises, the issue should be addressed either on an individual basis or within the 
project management team with the support and advice of the project manager. If the issue is 
resolved, the team shall continue with the project. If the issue is not resolved, the team will 
coordinate a meeting with the project sponsor within 24 hours, or as soon as possible to 
determine a resolution. 
 

Project Sponsor Authority Level 
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Budget Management and Variance 

 

 

 

 

 

 

 

 

Approvals 

 

Project Sponsor:  ____________________________ 
 

(Print): ____________________________ 
 

Date:  ____________________________ 
 

Project Manager:  ____________________________ 
 

(Print): ____________________________ 
 

Date:  _________________________ 
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Appendix C: Stakeholder Analysis 

 

 

 

Project Title:  

Date Prepared:  

Name Position/Role Contact info Requirements Expectations Class 

 Client Phone, email   High 

 Sponsor 
Phone, email, 

Fax 
  High 

 
Project 

Manager 

Phone, email, 

text, verbal, 

Address, Fax 

  High 

 
Project Team 

Member 

Phone, email, 

text, verbal, 

Address, Fax 

  Medium 

 
Project Team 

Member 

Phone, email, 

text, verbal, 

Address, Fax 

  
Medium 

 
Project Team 

Member 

Phone, email, 

text, verbal, 

Address, Fax 

  Medium 

 Participants  Phone, email   Low 

 Participants  Phone, email   Low 

 

Stakeholder Register 


