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YELLOW BELT LEARNING OBJECTIVES 

The Yellow Belt is someone who is well-versed in the basic Lean Six Sigma 
improvement tools. The Yellow Belt’s primary focus is to facilitate local-level 
improvement that targets reducing waste. 

 

 

We are super pumped that you are nerding out with us and selected us to be 
your mentor and advisor as you embark on your learning journey. Many of the 
topics we discuss in this learning experience are publicly available. If you don’t 
find what you are looking for in our training, check out some of the other 
resources that exist out there. 

Just to level set, this is an overview course. It is a starting point. If you want to 
grow your understanding of Lean Six Sigma you are going to have to be 
resourceful and do research and learning outside of this curriculum. If this stuff 
wets your whistle, then we'd encourage you to participate in our more advanced 
learning experiences. Lean Six Sigma is a huge Body of Knowledge and we are 
just scratchy the surface of the nerdy things that exist within the expansive 
improvement world.  
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HISTORY AND BACKGROUND OF LEAN SIX SIGMA  

ORIGINS OF LEAN SIX SIGMA 

The origins of Lean thinking and Six Sigma can be traced back over a century as 
industry tried to move from craft production to mass production, and later to 
automation.  

The term “Six Sigma” was coined at Motorola Corporation in 1980 as they 
embarked on their quality improvement journey. 

The term “Lean” was coined by John Krafcik in 1988 in his article “Triumph of 
the Lean Production System”. An article written about Toyota. 
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SIX SIGMA GURUS 
Walter A. 
Shewhart 

The Father of Statistical Quality Control. 

Economic Control of Quality of Manufactured Product (1931) Proposed the 
use of control charts for monitoring processes, bringing together the 
functionality of statistics, engineering, and economics. 

Pioneers the Plan-Do-Check-Act (PDCA) cycle. 

W. Edwards 
Deming 

In the 1950’s, Deming worked closely with Japanese businesses during the 
post WWII rebuilding efforts. During that time, Deming introduced 
statistical control methods to Japanese manufacturing. 

Creates “Deming’s 14 Points of Management” to help highlight how to lead 
continuous improvement. 

Joseph M. 
Juran 

Introduced the concept of cost of poor quality through “Juran’s Trilogy” - an 
approach to cross-functional management that is composed of three 
managerial processes: quality planning, quality control, and quality 
improvement. 

Armand V. 
Feigenbaum 

Introduced the concept of Total Quality Control (TQC), which later became 
known as Total Quality Management (TQM), which is an effective system 
for integrating the quality development, quality maintenance, and quality 
improvement efforts of the various groups in an organization so as to 
enable production and service at the most economical levels which allow full 
customer satisfaction. 

Kauro 
Ishikawa 

Introduced cause and effect (also known as the fishbone diagram) to 
quality management. Introduced the concept of quality circles, which is a 
volunteer team of workers who are trained to identify, analyze, and solve 
work-related problems. The objective of the team is to communicate 
problem areas to management so that quality can be improved. 

Genichi 
Taguchi 

Taguchi’s Loss Function – stated that loss in value increases as 
variation increases. Used statistical methods to control manufacturing 
quality, understood that variation caused loss in product value. 

Bill Smith “Father of Six Sigma”. Combined years of quality improvement efforts to 
create the practice of Six Sigma. In 1988, leveraged Six Sigma methodology 
to turn around Motorola’s operations and quality, helping the organization 
win the coveted Malcolm Baldrige National Quality Award. 

Mikel Harry Summarized Motorola’s approach to improvement and packaged as a 
training curriculum for managers. Founded the Six Sigma Academy in 1994. 
Key contributor and author of current day Six Sigma practices 
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LEAN GURUS 
Henry Ford In 1901, founded the Ford Motor Company. Leveraged mass production to 

bring the Model T to market at an affordable price, which decreased over 
time. Vehicle price was $825 in 1908, by 1916 the Model T sold for $360. 

Frederick 
Taylor 

American mechanical engineer who was one of the intellectual leaders of 
the Efficiency Movement. Created the Principles of Scientific Management 
which highlighted how to divide work equally between managers and 
workers. This laid the foundation for science behind time motion studies. 

Sakichi 
Toyoda 

Founder of Toyota and Father of the Japanese Industrial Revolution. 
Developed the concept of “jidoka” (smart automation). Also developed the 
concept of 5 Why. 

Kiichiro 
Toyoda 

Son of Sakichi Toyoda. Installed waste reduction principles and Just-In 
Time approaches to help the Toyota Motor Company reduce costs and 
improve efficiency during its post-WWII rebuilding efforts. 

Eiji Toyoda Created the “Toyota Way” as a lean culture based on the concept of 
“Kaizen” and continuous improvement. 

Taiichi Ohno Japanese businessman who contributed to the creation of Toyota 
Production Systems (TPS). Popularized the concept of Just-In Time (JIT). 
Created the “Seven Wastes” model to help companies reduce wasteful 
activities in their operations. 

Shigeo 
Shingo 

Considered the world’s leading expert on manufacturing practices and the 
Toyota Production System. Collaborated with Norman Bodek to translate 
Japanese lean training principles into the English language. Popularized the 
concepts of “pull” and poka yoke. 

James P. 
Womack 

The founder and senior advisor to the Lean Enterprise Institute, Inc. which 
seeks to advance a set of ideas known as lean production and lean thinking, 
based initially on Toyota’s business system and now being extended to an 
entire lean management system. 

John Krafcik Will working at the Lean Enterprise Institute, Inc. John Krafcik coined the 
term “Lean”. 

Michael 
Gorge 

After traveling to Japan to learn Lean, Michael Gorge returned to the USA to 
create a successful consulting group, The Gorge Group, providing Lean 
consulting services. Michael George has authored various Lean Six Sigma 
books and training resources. 
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BENEFITS OF LEAN SIX SIGMA  

 

Lean Six Sigma has multiple benefits. Almost too many to list. Lean Six Sigma is 
about creating a culture of continuous improvement. A culture in which 
everyone within the organization is striving for excellence in order to better 
serve the customer. Lean Six Sigma is about consistently delivering value to the 
customer, without defects. 

A process that is performing at Six Sigma will yield a defect-free rate of 
99.99966%. This means that per million opportunities, only 3.4 defects would be 
observed. Achieving this level of proficiency requires highly reliable processes 
that are repeatable. 

 In the table to the left, we 
share the various sigma levels 
and outcome results. We also 
share some examples of why 
striving for six sigma proficiency 
is desired over settling for just 
99% accuracy. 
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REVISITING DMAIC 

As the improvement team facilitates improvement, they are often following the 
DMAIC framework and Lean process as the project's backdrop. The DMAIC 
acronym stands for Define, Measure, Analyze, Improve, and Control. Each of 
these interconnected phases provide insights into what the problem is, why it is 
happening, and how to address the source of the problem. In each phase of the 
DMAIC process the team completes a set of tasks and tools to gather 
information, synthesize that information, build consensus, test ideas, and 
measure results. 

 

When following DMAIC, the team will work to: 

• Define the problem from the customer's perspective, using the customer's 
definition of value. 

• Measure the current state and analyze current performance in order to 
understand if the process is capable of meeting the customer's 
requirements. Identify waste, which is anything activity that doesn't add 
value to the customer's experience. 

• Analyze the process to identify root cause issues and bottlenecks that 
may be disrupting the processes flow. 

• Improve the process by addressing root cause issues, implementing pull. 

• Control the results in order to sustain the gains and take the next steps to 
continuously improve. 
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It is important to note that the DMAIC process is closed-loop. Which indicates 
that the DMAIC process is continuous and incremental. As the organization 
experiences quick wins, the benefits from those projects can be reinvested 
(often in the form of time and energy) into more complex projects, helping to 
edge the organization’s culture and results forward. 

 

Define Measure Analyze Improve Control 
Goal 
• Define the 

focus of the 
project and 
why it is 
important  

Output 
• A list of what 

is important 
to the 
customer 

• A clear 
statement of 
the intended 
improvement 
and how it will 
be measured  

 

Goal 
• Establish 

ability to 
measure 
the big “Y” 
metric (or 
outcome 
goal) in the 
current 
process 

Output 
• Baseline 

data for 
current 
process  

• A more 
focused 
problem 
statement 

• Reliable and 
repeatable 
data 

Goal 
• Identify, 

organize, and 
validate 
critical X 
metrics (or 
primary 
drivers) 

Output 
• A statistical 

description 
variation 

• A list of 
critical Xs 

• Measurable 
relationship 
between the 
x and Y 
metrics 

• A validation 
of 
assumptions 

Goal 
• Develop, 

test, 
implement, 
and iterate 
solutions  

Output 
• List of 

potential 
changes 
necessary 
to improve 
process 

• Change in x 
• Change in Y 
 

Goal 
• Sustain 

change 
• Identify next 

steps for on-
going 
improvement 
 

Output 
• Control Plans 
• Completed 

documentation of 
results and 
recommendations 
for future projects 
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APPLYING 5S 

 
5s is a workplace organization method that uses Lean principles and visual 
management to improve efficient use of a physical or digital environment. 5s is 
helpful in decreasing waste while increasing productivity through applying 5 
steps to improve order and reliability. The 5 steps of 5S include sort, set in 
order, shine, standardize, and sustain. 
 

During the Sort phase the project 
team seeks to remove the 
unneeded materials and clutter for 
the environment. During this 
activity, the team can apply the 5 
Rs to facilitate decisions about 
what items stay in place and what 
items are removed. The 5Rs 
include Remain, Rid, Recycle, 
Repurposed, Repair. Red tagging 
describes the activity for 
determining what will ultimately 
happen with unneeded items.  
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After the Sort phase is complete the team will have a better understanding of 
what supplies are needed/unneeded to use the space optimally. The next phase 
of Set in Order challenges the improvement team to organize the space in a 
way that promotes efficiency. During the Set in Order phase the team will 
redesign the space for improved flow, while reducing waste such as searching, 
transportation, motion, and safety hazards. When setting things in place the 
team will want to ensure the most commonly used items are readily available 
and conveniently located. The space is initially designed on paper as a 
draft/blueprint and then later implemented in the physical or digital 
environment. Prior to implementing, the team will Shine the environment by 
thoroughly cleaning the area. 

In the Standardize phase the team will create naming conventions and a visual 
management strategy that helps people to navigate the space. These standards 
should be applied to like areas. 

The final stage of 5S is Sustain, which seeks to maintain the standards and 
organized space through boundary management, training, and periodic review. 

Using 5S within an organization can create a strong foundation for other 
improvements to occur. The benefits of 5S include: 

• Reduced waste thanks to everything having a place and everything being 
in its place. 

• Less safety issues and events of harm/injury 
• Lower costs (replacement costs, less defects, less downtime) 
• Increased productivity 
• Improved morale and enhanced brand image 
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YELLOW BELT TOOLSET, SKILLSET, AND MINDSET 

A3 PROBLEM-SOLVING 

There are a variety of problem-solving techniques that exist. One of the most 
common methods is through the use of an A3 (commonly referred to as A3 
Thinking). Our preference is the 6-box. The reason we like the 6-box, 3-column 
format is because it makes it easy to talk about the project in regard to a 
beginning, a middle, and an end. 

Applying A3 Problem-Solving is an effective way for Yellow Belts to facilitate 
improvement. The A3 tool is one of the more common frameworks for 
implementing change. The tool is easy to teach to and allows the team to 
document everything on one piece of paper. This allows for ease in sharing their 
progress report, while keeping key stakeholders informed. 

As a Yellow Belt, the A3 will help guide the individual’s or the small team’s 
improvement activities. It is often recommended that the work be divided in to 
two overarching phases. Phase 1: The Diagnostic Journey helps to understand 
the problem. Phase 2: The Remedial Journey is all about solving the problem.  

A well-defined problem is a problem that is half-solved. 

Individuals or teams can expect to spend about 60-70% of the project time in 
Phase 1. You know what they say… 
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Time and energy spent studying and analyzing the problem will often lead to 
more targeted and effective solutions. In addition to this, the two phased 
approach also allows for continuous improvement. If performed thoroughly, the 
individual or team should not have to repeat the activities of Phase 1, the 
Diagnostic Journey. They can simply iterate Phase 2, the Remedial Journey as 
many times as necessary until all root cause issues have been addressed and 
the project’s goal has been achieved.  

As the improvement project unfolds, the A3 is commonly used to perform 
tollgate reviews. Tollgate reviews occur between the project team and its key 
stakeholders. During these reviews, the key deliverables will be reviewed to 
determine if the project is safely in its guardrails. If no major issues or risks are 
identified the project will be advanced to the next step. 

Throughout the project, these reviews provide all parties the opportunity to 
compare notes and make small revisions. The reviews are also a great approach 
for driving accountability and giving the project a cadence. 

When navigating the project it is important to not commit the form of waste 
known as “extra-processing”. Facilitating improvement isn’t about using all the 
tools, it is about using the right tools. A key skill of becoming a belt is being able 
to assess what tool will help facilitate the right information gathering, critical 
thinking, decision-making, and next steps. Some commonly used tools include: 
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IMPORTANCE OF DATA 

Data plays an important part in improvement. Without data, the organization will 
struggle to accurately identify where improvement is needed. They will also 
struggle to quantify the benefit and business value created from their 
improvement efforts.  

For the Yellow Belt, the project data requirements are minimal. Yellow Belt’s are 
encouraged to use readily available data to source project ideas. In most cases, 
this data exists at the customer level or process level – as Yellow Belts tend to 
focus on making the work easier to perform and more satisfying consume by 
reducing process waste. 

The Yellow Belt will rely mostly on 
customer-level metrics, such as 
voice of the customer, along with 
efficiency metrics such as ease of 
use or cycle time (the time it takes 
to complete an activity) to identify 
opportunities for improvement.  

When it comes to business value, 
the Yellow Belt’s primary focus is 
making work easier to perform and 
more satisfying to consume by 
reducing waste. 

The Green Belt and Black Belt 
perform more advanced data 
analysis to help identify root cause 
issues, quantify risk, and measure 
outcomes. To be effective, the belts 
need to be well versed in statistics, 
financial analysis, data planning, 
and measurement systems.  

The primary focus for these 
advanced belts are to deliver 
measurable value back to the 
business and to the customer. 

 

Data allows us to establish a common language: 

• Communicate in an objective manner 

• Collecting quantifiable facts  
• Establish baseline information  

• Facilitate cost-benefit analysis  
• Quantify the lasting impact of a solution through comparison 
• Allow the spread of a specific solution across many areas 
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VOICE OF THE CUSTOMER 

“Voice of the Customer” is the term used to describe the stated and unstated 
needs or requirements of the customer (internal and external). This process of 
capturing customer requirements and feedback is an important input into 
organizational strategy, problem identification, project selection, and innovating. 

Data gathered from the customer can be quantitative or qualitative. The 
channels used to collect Voice of the Customer are referred to as listening posts. 

Prior to drafting the problem statement, the project team should review 
available data that may help them capture Voice of the Customer so they are 
able to articulate the problem from the customer’s perspective. 

Voice of the Customer can be direct from the customer, indirect, or inferred. 
Being able to translate customer requirements into clear process steps to meet 
or exceed those expectations is a critical activity for any organization. 
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COST OF QUALITY 

When justifying a project or summarizing the problem, the belt can use Cost of 
Quality to help measure the impact to the business and the customer. The Cost 
of Quality has to main components, which are further divided into sub-
components. Cost of Good Quality, or the cost of conformance, are the cost 
associated with preventing or appraising quality. Cost of Poor Quality (COPQ) 
are the internal and external costs associated with failing to meet requirements. 

 
Prevention costs are associated with 
preventing poor quality from occurring in the 
first place. Prevention costs occur proactively. 
In other words, they are put in place before 
the process is administered. Some common 
examples include: 

• Improvement projects 
• Training 
• Quality planning 
• Error, or mistake-proofing a process 
• Evaluating suppliers and partners 

Internal failure costs occur when a 
product or services does not comply with 
customer requirements and the issue is 
detected before delivery. Examples of internal 
failure costs include: 

• Scrap 
• Rework 
• Delays 
• Work stoppage or downtime 
• Shortages 

Appraisal costs are associated with 
ensuring the outcomes of a process are 
consistent with the customer’s requirements. 
Some common examples include: 

• Auditing 
• Inspection/Testing 
• Sampling/Measuring 
• Calibrating measurement system and 

instruments 
• Regulatory review 

External failures costs occur when a 
product or service reaches the customer and 
does not meet that customer’s requirements. 
Examples of external failure costs include: 

• Warranty claims 
• Customer complaints 
• Refunds 
• Repairs 
• Legal fees or lawsuits 
• Blemishes to brand 
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GOING TO THE GEMBA 

An important part in improvement is taking the time to understand how a 
process is done by observing the process and connecting with the people who 
perform the process. By going to the Gemba, the improvement team is able to 
collect information about how the process is currently being performed.  

By focusing on the process and listening to employees, can collect input to map 
the process, get employee feedback, and increase buy-in. This in-person 
observation is an important step in improvement. The Gemba, which is 
translated as “the place where value is created”, helps to ground the team in the 
current state. It allows the team to compare what they assume is happening 
with what is actually happening.  

The Gemba is a time for discovery and interacting with people and the process 
in the spirit of change for the better (Kaizen). The Gemba is NOT: 

• The time to solve problems or make changes. 
• To find fault. 
• To criticize the process. 
• To make judgement on employee input and ideas. 

For a successful Gemba to occur it is important to keep the above in mind, but it 
is also important to give advance notice, to go to the Gemba with a goal in 
mind, and to be minimally invasive. There are three important elements to a 
successful Gemba: 

• Go and see in-person – walk the process and interact with the people 
who perform the process 

• Ask why and be curious – ask exploratory questions  
• Focus on process, not people – focus on finding weak spots in the 

process, not fault of people 
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EXPLORING ROOT CAUSE 

Determining the root cause of a problem is an essential step in improvement. 
The root cause or causes are the contributing factors that have led to the 
problem occurring. The root causes must be targeted and offset with effective 
countermeasures for improvement to occur. 

As the Belt analyzes potential root cause issues, they will rely on data and input 
from multiple sources to verify that the issues they have identified are in fact, 
contributing factors. It isn’t uncommon that there are multiple root cause issues 
that exist. Because of this, the Belt must be able to prioritize the root cause 
issues so that they can focus on one issue at a time, in order to avoid 
confounding and sub-optimization. 

Determining root cause is the last step in the diagnostic journey. Root cause 
issues are a direct input into the solutions. Taking action without identifying 
what factors contribute to the problem can result in misdirected solutions and 
improvement that is not sustainable. 

BARRIERS ANALYSIS (AKA MURPHY’S ANALYSIS) 

Murphy’s Analysis combines two activities – brainstorming and affinitizing. The 
word affinitize means to look for likeness or common themes. 

In some projects, the root cause issue or 
issues can be identified by analyzing the 
barriers that might be shared by multiple 
people across the process. An approach for 
conducting this analysis is to conduct a 
Murphy’s Analysis simply by asking the 
operators and customers “what goes wrong.” 
As the they respond, each barrier experienced 
is treated like data and documented on a 
post-it note. Over time, key themes will arise, 
spotlighting the barriers that are common to 
everyone who participates in the process. 
These key themes are likely root causes and 
can be prioritized for next steps.  
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PROCESS MAPPING AND WASTE FLOW ANALYSIS 

Process mapping is a structured workflow analysis that documents how the work 
is done. The process map is an important tool in problem solving. The process 
map helps to achieve a variety of objectives, most notably: 

• visualizing the process 
• building consensus on how the work is done 
• identifying barriers, issues, wasteful activities, and bottlenecks 
• comparing the current state to the ideal state to identify gaps 
• communicating required tasks and detailing job activities 

When it comes to creating a process map there are a variety of ways to 
generate a map. Computer software allows for mapping complex process, but 
use of computer software is typically reserved for the more advanced belts. At 
the lower, less complex levels of improvement the most common approach to 
mapping the process is use pen and paper or post-it notes to capture the 
process steps performed. 

To help standardize how maps are created and interrupted, it is important that 
the common process mapping symbols be used and that the process flow from 
left to right. 

 

Once the process is mapped, the Belt can begin to identify the issues and 
barriers that exist within the process. Knowing the 8 forms of waste (defects, 
overproduction, waiting, non-utilized talent, transportation, inventory, motion, 
and extra-processing) is helpful when performing this analysis. As wasteful 
activity is identified it is commonly denoted in one of two ways: using Kaizen 
Bursts or using Waste Flow Analysis.  
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The first way is through use of a storm cloud or Kaizen Burst.  

 

Alternatively, the Belt can use the Waste Flow Analysis colors to denote what 
activities are wasteful. 
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5 WHY’S 

The 5 Whys exercise helps project teams to identify the root cause issue(s) of a 
specific problem by repeating the question “Why?” until the underlying issue is 
identified. As the exercise is performed, the Belt will iterate and dive deeper into 
the issues as each answer forms the basis for the next question.  

The 5 Whys tools is most effective when used to resolve simple or moderately 
difficult problems. For most simple problems, the 5 Whys exercise will follow a 
single lane of inquiry. However, for some problems, the 5 Whys exercise will 
branch off into multiple lanes of inquiry. 

 

To complete the 5 Whys exercise, apply the following steps: 

1. Form a team and identify a facilitator to keep the team focused. 
2. Define the problem. 
3. Ask the First “Why?” 
4. Repeatedly ask “Why?” until the root cause is uncovered. 
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FISHBONE 

The Fishbone Diagram, also referred to as the Ishikawa Diagram, is often used 
as a structured brainstorming exercise to help identify the multiple causes for an 
effect or problem. 

 

 

To complete the Fishbone Diagram apply the following steps: 

1. Create a problem statement. 
2. Generate a list of headers for the major causes of the problem. Some 

common headers include measurement, materials, people, machine, 
methods, and environment. 

3. Brainstorm all the possible causes of the problem, write on post-it notes, 
and group post-its by corresponding header. 

4. Identify key issues and conduct the “5 Whys” analysis for each cause to 
dive deeper on the cause, identifying the root cause. 
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REVISITING WASTE 

The concept of waste is important to understand for a variety of reasons. Waste 
is the inefficiencies that exist within a process. Waste consumes valuable 
resources, and in most cases, it goes unnoticed. 

Henry Ford and other improvement gurus have said that, “waste is anything that 
doesn’t add value” or “anything the customer isn’t willing to pay for”. 
Organization’s that commit to identifying and reducing waste, are in a sense, 
committing to maximizing value for their customers and for their operators. 

Prior to creating initiatives to reduce waste, organizations need to understand 
two things: 1). Waste likes to hide, and 2). It isn’t always about eliminating 
waste, sometimes one form of waste is preferred over another. With these 
things in mind, organizations need to be gentle in how they address waste. It is 
important that the process be honored, and that conversations about waste are 
not perceived to be about an individual’s performance.  

To help organizations identify and reduce waste, there are multiple acronyms 
that have been created to help making recalling the common forms of waste 
easy. Our preferred acronym is DOWNTIME. 
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PRIORITIZING IDEAS FOR IMPROVEMENT 

Once the root cause issue or issues have been identified and prioritized, the next 
step is to identify ideas for improvement. These ideas for improvement should 
specifically address the root causes and lessen the barriers experienced in the 
process.  

To generate a list of potential solutions, the team can complete a handful of 
activities such as benchmarking or brainstorming. Based on the ideas that are 
compiled, the next step is to prioritize the list of ideas. The goal is to rank/order 
the ideas so that the team can act on one idea at a time to reduce the risk on 
confounding and sub-optimization. 

Two tools that are helpful for identify and prioritizing ideas for improvement 
include Dot Voting and PICK Charting.  

DOT VOTING 

Dot Voting (also known as “dotmocracy”, voting with dots, or N/3) is an 
established facilitation to build consensus. In Dot Voting participants vote on 
their chosen options using a limited number of votes (number of items to vote 
on, divided by 3). Once votes are cast, the items with the most votes should be 
prioritized. 
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PICK CHART 

The PICK Chart (commonly referred to as the payoff matrix) exercise typically 
follows a brainstorming session in which the team lists improvement ideas. To 
construct a PICK Chart, the facilitator will need to create 2 x 2 quadrant for the 
team to use. Once the PICK Chart has been created, the facilitator will need to 
explain what each quadrant represents:  

• Implement (“Just do its”) – upper left quadrant, improvement ideas 
that have high impact and are low effort , commonly referred to as the 
low hanging fruit  

• Possible – lower left quadrant, improvement ideas that have low impact 
and require low effort to implement  

• Consider – upper right quadrant, improvement ideas that are high 
impact, but require a lot of effort to implement  

• Kill – lower right quadrant, ideas that have low impact and are hard to 
implement • 

After the team has been briefed on the tool, they will collectively place their 
improvement ideas according effort and impact. It is important that the team 
understands that an improvement idea CANNOT straddle two quadrants.  
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PDCA 

PDCA (Plan-Do-Check-Act) is an iterative improvement method used to conduct 
small tests of change and to facilitate continuous improvement. The PDCA cycle 
should repeated again and again to scale the change over time and to 
incorporate cycles of learning and refinement into the implementation of 
improvement ideas. In most cases it is not one PDCA, but multiple PDCA Cycles 
that lead to measurable and lasting change. 

 

The four (4) phases of PDCA include: 

1. Plan. Recognize that an opportunity exists (or that change is necessary) 
and develop an action plan. 

2. Do. Test the change on a small-scale.  
3. Check. Review your results and compile lessons learned. 4 
4. Act. Take action based on what you learned. If the change If the change 

did not work, go through the cycle again. If you were successful, 
incorporate what you learned from the test into a larger scale 
implementation. 
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COLLECTING LESSONS LEARNED 

 

Lessons learned should be collected throughout the change effort and at the 
conclusion, regardless of outcome. This mindset, of improving how you improve, 
should be encouraged from day one of the project. Collecting and applying 
lessons learned represents the organization’s commitment to excellence.  

Learning occurs on every project. These lessons learned from one project should 
be documented and applied to help create future project success while helping 
the organization from repeating mistakes. In A3 problem solving, Lessons 
learned are captured in Box 6 and reported out along with the project results.  

 

The lessons learned process is quite simple: identify, document, analyze, and 
apply. 

1. Identify comments/recommendations that could be used in the future. 
2. Document and share findings. 
3. Analyze to determine best practice and risk mitigation strategies. 
4. Apply to future change efforts. 
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A common approach for collecting lessons learned is to host a lessons learned 
session at the conclusion of the project. During this session the project team 
and key stakeholders will compile a list of lessons learned from the project by 
answering the following… 

What went well? 

What went wrong or didn’t work? 

What will you do in the future as a result of this learning? 

Some common topics discussed during the lessons learned session include: 

• communication 
• resource availability 
• accountability, sponsorship, and ownership 
• technology 
• data availability and integrity 
• project management 
• designing, testing, implementing, and measuring impact of solutions 
• spreading and sustaining solutions 
• innovation 

To capture lessons learned during the lessons learned session the following 
template can be applied to help the team assess relevant categories, while 
answering the 3 key questions of “What went well?”, What went wrong or didn’t 
work?”, and “What will you do in the future as a result of this learning?”. 
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YELLOW BELT SUMMARY 

Yellow Belts play an important part in an organization’s improvement culture. 
Yellow Belts regularly serve as project team members on Green Belt and Black 
Belt projects. In addition to this, Yellow Belts help to identify opportunities for 
improvement and are capable of facilitating, local-level, small-scale improvement 
projects. 

 

As you apply the learning from this course, give yourself grace and focus on 
more on learning how to use the tools and less on the outcomes. If you can 
grow in your understanding of the tools, the results will follow. In most 
organizations a Yellow Belt’s skills will be effective from 6 months to about 18 
months before the Yellow Belt begins to hit the improvement ceiling, meaning 
they are ready to take the next step of advancing their skills to the Green Belt 
level. As you begin to feel that friction, begin investing in the next level of 
certification, and find ways you can grow your skills by mentoring others and 
taking on more responsibility within the projects you find yourself on. In time, 
these activities will allow you to increase your understanding of the Body of 
Knowledge and have a greater impact through your work. 

 


