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1. INTRODUCTION  
 

In 1987, Motorola developed and 

organized a data driven process 

improvement Methodology for achieving 

“worldclass” performance, high quality, 

and total customer satisfaction [2, 3, 4] and 

named that as Six Sigma. Since that time, 

at least 25% of the Fortune 200, including 

Motorola, General Electric, Ford, Boeing, 

Allied Signal, Toyota, Honeywell, Kodak, 
Raytheon, and Bank of America, have 

implemented a Six Sigma program [2, 3, 

6]. These companies claim that Six Sigma 

has significantly improved their 

profitability [4]. For example, in 1998 GE 

claimed benefits of $1.2 billion and costs 

of $450 million, for a net benefit of $750 

million. The company’s 1999 annual 

report further claimed a net benefit of 

more than $2 billion through the 

elimination of all non–value added 
activities in all business processes within 

the company [4] Similarly, Allied Signal 

reported that Six Sigma was a major factor 

in the company’s $1.5 billion in estimated 

savings [4]. Six Sigma has also enabled 

Honeywell to reduce the development time 

required to redesign Web sites by 84%. 
Six Sigma has been defined as a 

management strategy for improving 

product and process quality [1, 2, 4]. It is 

also a statistical term used to measure 

process variations, i.e., how far a given 

process deviates from perfection, which 

causes defects. Six Sigma works to 

systematically manage variation and 

eliminate defects or to get them as close to 

zero as possible [4]. Six Sigma initiatives 

have typically been implemented on shop 

floors of manufacturing firms to manage 
“process variations” (defects or errors), to 

improve quality and productivity [4, 7, 8] 

and as a result, to increase the profitability 

of a company [12]. 

Functional support areas such as 

finance, accounting, marketing, human 

resources, procurement, and retail, 

however, has generally not kept pace with 

manufacturing in implementing Six Sigma 

programs. In part, this is due to the 

rigorous statistical requirements of 
applications that were considered too 

difficult to be applied within other 

functional areas or to predominantly 

service organizations [2,7,8] For example, 
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in the areas of marketing, Six Sigma has 

been used only to monitor and measure the 

financial impact of a program on the shop 

floor, in spite of the fact that, according to 
a 2005 Ernst & Young study, 14% of 

public companies have ineffective internal 

controls, which results in output errors, 

excessive cycle times, inefficient processes 

[9,10,11], and cost overruns. 

This paper presents a case study of Six 

Sigma as practiced in marketing 

department within a major training 

providing company. Purposes of this paper 

were to describe the application of the Six 

Sigma Methodology in streamlining the 
marketing process within the region, to 

report preliminary findings, and to 

examine conditions which contributed to 

the successful implementation. The 

company’s name and other attributes have 

been altered for reasons of confidentiality. 

A detailed review of Six Sigma literature 

was not deemed necessary for the purpose 

of this case study since the literature is 

well known. 

 

 

2. BACKGROUND OF THE 

PROJECT 
In the eastern zone of India, there is a 

renowned training provider organization 

engaged in providing training and 

consultancy in the following areas: 

 Human Resource 

 Process Improvements 

 Quality 

 Business Excellence 

 Technology 

The business strategy of the company 

is very simple. The company maintains a 

list of more or less five hundred member 

organizations. The company decides to 

conduct fifteen to twenty training 

programme in a month, keeping one month 

lead time for marketing, and then organize 
respective scheduled training. 

With the passage of time the 

responses from member organizations 

started showing declining trend. Months 

after the months the training programmes 

were getting cancelled as member 

companies started refuse to send 

participants in training programmes. 

In the last quarter of the year (FY11-

12) on an average 40% of the scheduled 

trainings were cancelled, average customer 
satisfaction rating was 6.8 (in the scale of 

10) with projected revenue loss of thirty 

three lacs. 

One Six Sigma project following 

DMAIC methodology was initiated to 

improve the situation. 

 

 

3. PROJECT PHASES 
 

3.1 Define Phase 

Objectives of the define phase were: 

 To find out the baseline 

performance 

 To represent the present 

marketing process through SIPOC 

 To develop an activity chart for 

the project 

A cross functional project team 

consisting of seven members was formed 

keeping one faculty (Six Sigma Black 
Belt) as leader 

The process diagram ( SIPOC) is 

represented in the Table 1. 

 

 



 

                                                  8
th
 IQC May, 23 2014                                               261 

Table 1 - Process flow diagram (SIPOC) 

 
 

Baseline performance: 

 No of proposed training as per the 

training calendar: 60 

 No of proposed training 

organized as per the training 

calendar: 33 

 No of proposed training cancelled 

as per the training calendar: 27 

 Percentage of success i.e. yield of 

the process = 55% 

 Total no of participants = 172 

 Average participant satisfaction = 

6.8 

 Time frame = Three months 

The activity chart was developed and 

represented in the Table No-2. 

 

3.2 Measure Phase 
Objectives of the “Measure Phase” 

were:  

 To prepare a data collection plan 

 To find out the baseline 

performance 

Data was collected for the proposed 

training and cancelled training for last 

three months. Data summary is represented 
in the Table 3. 

 

Table 2 - Activity Chart 
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Table 3 - Training Summary 

 

3.3 Analysis Phase 

Objectives of the “Analysis Phase” 
were: 

 To analyse the collected data 

 To find out the vital few 

contributor from the trivial many 

 To find out the root causes of the 

problem 

The data in the Table 3 was analyzed 

and it was observed that maximum 

cancellation was there for the Quality 

related trainings, followed by Engineering 

and HR related trainings. 

Brainstorming session was done for 

identifying the root causes of nomination 
for training programmes. The fishbone 

diagram for the same is represented in the 

Figure 2. 

Based on these basic observations 

form the brainstorming session, 

anonymous calls were made to the member 

companies to find out the reasons of no 

response or low response of the companies 

for the training. 

 

 
Figure 2: Fishbone diagram for “Training Nomination” 
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After the completion of the customer 

interaction the responses were noted and 

finally the summary of the feedback was 

prepared. The summary of the feedback is 

as below 

 Non availability of training 

calendar 

 The requirement of the member 

companies are different form 

those of the planned training 

topics 

 The member company expects 

face to face discussion on training 

rather than only calling 

 The marketing executives are not 

competent enough to resolve the 

query of from the member 

companies 

 The participants’ expect examples 

on more real life scenario rather 

than example form the book 

 Improvement of quality of the 

study material 

 Improvement in the basic 

hospitality 

 Defined fee structure for different 

grades of the courses 

 Innovative approaches during 

training to break monotony 
 

3.4 Improve Phase 

 

Objectives of the “Improve Phase” 

were: 

 Unambiguous communication 

form the coordinators 

 To find out the ways to address 

the root causes 

 To eliminate the causes where no 

solution exist 

 To formulate some 

implementation plan 

 To calculate the improvement 

Proposed solutions for the identified 

root causes: 

The management of the organization 

had brainstorming session after receiving 

the responses form the member companies. 

It was found that the basic 4 Ps of the 

marketing management were not properly 

followed. The requirements were clubbed 

into four different categories related to the 

basic 4Ps of marketing strategies. Hence, 

structured approach was suggested for 

marketing of the training courses. 
 

Product: 

The basic definition of the product is to 

satisfy customer needs. The needs are 

explicit or implicit. Explicit needs include: 

 Competent faculty with extensive 

practical exposure 

 Structured and well defined study 

material 

 High quality printed material with 

soft copies 

 The arrangement for training 

 Quality hospitality for the 

participants’ 

 Timely delivery of certificate 

after completion of training 

Price: 

Different levels of the courses should 

have different price band. Fee for a simple 

course on motivation should not be equal 

to the high end course like Six Sigma. 

There should be different price level for 
different level of target audience also. 

Place: 

How easy the participants’ can access 

the information related to the training 

course and if they have any query, then 

how quickly they can get the answer for 

the same. For example in today’s scenario 

most of the people prefers availability of 

the information in the internet rather than 

making calls. 

Promotion: 

There are three basic objectives of 
promotion. These are: 

1. To present information to 

consumers as well as others 

2. To increase demand 

3. To differentiate a product 

There are different ways to promote a 

product in different areas of media. 

Promoters use internet advertisement, 
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special events, endorsements, and 

newspapers to advertise their product. 

Many times with the purchase of a product 

there is an incentive like discounts, free 
items, or a contest. This is to increase the 

sales of a given product. Hence a special 

package can be offer to the organizations 

for motivating them to send more 

resources for training programmes. 

Hence action plans were formulated in 
the line with basic 4 P marketing strategy 

and is summarized in the Table 4. 

 

Table 4 - Proposed changes and expected benefits 
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All these options were discussed in 

the “Advisory Committee” meeting and 

apart for the “Improvement in basic 
hospitality” point (Sl. No-10), decisions 

were taken for the rest of the points. The 

“Proposed Scenarios” were taken as the 

action plan for the same and pilot 

implementation was done in next quarter. 

The performance after the 

implementation is summarized as follows: 

Performance after Implementation: 

 No of proposed training as per the 

training calendar: 42 

 No of proposed training 

organized as per the training 
calendar: 39 

 No of proposed training cancelled 

as per the training calendar: 3 

 Percentage of success i.e. yield of 

the process = 93% 

 Total no of participants = 432  

 Average participant satisfaction = 

8.8 

 Time frame = Three months 

The cumulative profit margin 
improved by 50% showing no projected 

revenue loss for the year. This is good 

improvement comparing projected revenue 

loss of thirty three lacs in the previous 

quarter. Hence, there is chance of earning 

profit recovering the losses. 

Some of the comments received form 

the participants in different trainings 

during the post implementation phase may 

be summarized as follows: 

 I liked the part which dealt with 

the most common issues found 
during audits 

 The effort put in by the trainer to 

make the session was as 

interesting as possible for 
dummies 

 The interactivity with the trainer 

in the session to clear our doubts 

 The effort by the trainer to 

convert something difficult 

subject into interesting...like the 

use of online tools, videos 

 The wonderful and interesting 

way in which the topic was 

initiated and covered. The 

background music was very nice 
also. It was a successful attempt 

to make an otherwise boring topic 

really interesting. The games and 

the "assessment" were really 

interesting and nice. 

 It was a lively session which was 

enjoyable, as well as useful for 

the information content of the 

session. 

 The content of the training was 

very informative. 

 The way the team handled the 
overall query during the 

workshop was excellent and 

overall coordination was great 

 

3.5 Control Phase 

Objectives of the “Control Phase” 

were: 

 To find out the ways to sustain 

the gains 

 To prepare defined control plan 

 To prevent recurrence of the same 
problem 
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 meeting to sustain the benefits 

gained through this project 

Following control plan was decided 

and approved in the “Advisory 
Committee”: 

 Task based allocation for 

marketing executives and the 

Faculties 

 Use of defined checklist for the 

training coordination 

 Strict adherence to the 

communication protocol 

 Regular review of performance 

 Review of each documents before 

it goes to the clients 

 Adherence to the guideline for 

document preparation 

 Introduction of monthly “System 

Health” audit for performance 

excellence 

 

 

4. CONCLUDING REMARK 

 
Six Sigma is a cutting edge 

philosophy for breakthrough improvement. 

Different industrial sectors have 

successfully applied Six Sigma 

methodology for performance excellence, 
which directly reflected in the business 

results. In this case study, the performance 

of the training providing organisation 

improved form 55% to 93%, with the 

increase or participants’ satisfaction form 

6.8 to 8.8, with the help of Six Sigma 

methodology. It is also visible form the 

revenue generated during that particular 

quarter. 

The concept behind this work came 

from the service providing industry, when 
the management of the particular 

organization wanted to improve their 

overall performance. They applied many 

tools and technique but there was no 

significant improvement. Application of 

Six Sigma, an integrated approach made 

the difference. 

 

 

.
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