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WHITE BELT LEARNING OBJECTIVES 

White Belt is the starting point for individuals just learning about Lean Six 
Sigma. The primary focus of White Belt training is to help the learner become 
familiar with the key terms and concepts of Lean Six Sigma to participate in their 
organization's improvement culture. 

 

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, we'd encourage you to explore 
some of the other great resources available online. 

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 will 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 vast Body of Knowledge, and we are just 
scratchy the surface of the nerdy things that exist within the expansive 
improvement world. 

  



 

4 

LEAN SIX SIGMA BELTS AND ROLES 

LEAN SIX SIGMA BELTS OVERVIEW 

In Lean Six Sigma, the belt structure indicates the level of expertise that the 
practitioner has achieved. The belt levels represent multiple things, including 
training, project experience, education, and years in their role. In the picture 
below, I highlight some of the more common belt designations within Lean Six 
Sigma. Not pictured is the Brown Belt, as this is not a standard certification. 
Also, the Change Agent and Project Manager are not shown here. Change 
Management is governed by separate certifying groups, most notably Prosci and 
GE. Project Management is handled by the Project Management Institute (PMI) 
primarily, but other Bodies of Knowledge exist outside of PMI. ITIL and Agile are 
examples of project management techniques that are self-governed. Although I 
have not highlighted Change Management and Project Management in this 
picture, please don't consider these roles as not being important in an 
organization's improvement journey. Change Management and Project 
Management are essential parts of any improvement journey. 
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WHERE DID THE BELTS COME FROM? 

The belt ordering system is derived from martial arts. According to various 
sources, the belts represent a tree's lifecycle - with a seedling maturing from a 
tiny seed to a robust and life-giving tree. 

 
White Belt 
It is the starting point of one's journey. The white represents newness and a blank 
canvas that is impressionable. 
 
Yellow Belt 
Yellow represents the sun, and the first time the learner begins to "see the light". It 
is the awakening in which the learner opens themselves up to new thinking. 
 
Green Belt 
Green signifies the sprouting of the seed as a result of the sun's influence. At this 
level, the learner is becoming more self-sustaining and is growing in their skillset. 
 
Brown Belt 
Brown represents the maturing and hardening of the seed into a sapling. It is the 
period in which the learner starts to bear fruit. Although the Brown Belt is not 
standardized as a formal certification level, many organizations use the Brown Belt 
to indicate that the learner has been trained at an advanced level and is currently 
working on their certification project. 
 
Black Belt and Master Black Belt 
This sounds morbid, but it is an integral part of the belt lifecycle – decaying and 
adding nutrients back to the soil to nourish the seedlings. At the Black Belt level and 
Master Black Belt level, the learner has gained mastery and is, therefore, less 
dependent on the sun's energy for their growth. Instead, the Black Belt and Master 
Belt seek growth in developing others. 
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LEAN SIX SIGMA BELTS AND ROLES 

Within an organization, belts play a variety of roles. Those activities include: 
• Facilitating and advising organizational strategy 
• Lead problem-solving projects 
• Train and coach project teams 
• Train and coach leaders 
• Administer internal belt programs 
• Serve as project team members 

For the most part, belts apply their expertise to help organizations achieve 
results and implement a culture of continuous improvement.  

 
When it comes to when and where the different belts are used, it typically 
depends on the project's complexity and duration. 
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ROLE OF THE WHITE BELT 

The White Belt understands the value of Lean Six Sigma and the importance of 
having an approach for improvement. Knows the basic terms and fundamental 
concepts of Lean Six Sigma to identify and suggest opportunities for 
improvement effectively. 

 
LEAN SIX SIGMA IN QUOTES 

Many thought leaders have shaped and continue to shape how Lean and Six 
Sigma are used to bring about transformative change. This section will visit a 
few inspirational quotes from the gurus and thought leaders that have helped to 
make Lean Six Sigma what it is today. Below are some of my favorite quotes 
about all things improvement. 

"The biggest room in the world is the room for improvement." 
– Helmut Schmidt 

"A bad system will beat a good person every time." 
– W. Edwards Deming 

"If it doesn't add value, it's waste." 
– Henry Ford 

"Nothing is impossible, the word itself says I'm possible." 
– Audrey Hepburn 
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THE VALUE OF LEAN SIX SIGMA 

Lean Six Sigma has multiple benefits. Lean Six Sigma is about creating a culture 
of continuous improvement. A culture in which everyone within the organization 
is striving for excellence to serve the customer better. 

 
In mature organizations, Lean Six Sigma exists as part of the organization's 
Leadership System. At mature levels, leaders use Lean Six Sigma as a 
framework for applying systems-thinking to the design, improvement, and 
management of critical processes.  
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When improvement is needed, the organization activates improvement 
initiatives, which engage the operators in problem-solving. As the improvement 
team facilitates improvement, they often follow the DMAIC framework and Lean 
process as the project's backdrop.  

 
 
Through these models, 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 recent performance 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 process's flow. 

• Improve the process by addressing root cause issues, implementing pull. 
• Control the results to sustain the gains and take the following steps to 

improve continuously. 
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DMAIC PROCESS 

The DMAIC Process stands for Define, Measure, Analyze, Improve, and Control. 
The DMAIC process is the framework that Lean Six Sigma practitioners and 
project teams use for facilitating improvement. 

 
As the project team navigates the DMAIC process, they complete the necessary 
deliverables within each phase before moving to the next stage. This suggests 
that this process is linear, and in some ways, it is. The outputs of a previous 
process step are often the inputs to the next step.  

However, the subsequent process step can provide meaningful learning that 
allows the project team to understand a previous phase better. In this case, the 
project team would return to the last phase and update their work to include the 
new learning. Some examples of this could be expanding the project scope, 
established in the Define phase, due to a discovery made during root cause 
analysis. Or, updating the problem statement, drafted in the Define phase, 
based on the customer interviews that occurred in the Measure phase. 

Since we are talking about DMAIC at the White Belt level, we won't dive into the 
specific tools in each phase, that will come at the more advanced levels. 
However, I do want to highlight the key inputs and outputs for each phase.  
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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 
the 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 

 

 

 



 

12 

PROBLEM-SOLVING 

There are a variety of problem-solving techniques that exist. One of the most 
common methods is using an A3 (commonly referred to as A3 Thinking). If you 
research what an A3 is, you will likely find a variety of different formats. There is 
a half-sheet approach, 9-box, and a 6-box.  

Our preference is the 6-box. We like the 6-box's 3-column format because it 
makes it easy to talk about the project in three distinct phases: a beginning, a 
middle, and an end. 

 

In the left column or current state, you start the project out in Box 1 by defining 
the problem. In Box 2, you establish a project goal. In the center column, the 
transitional state, you complete Box 3 to identify root cause issues. Box 4 is 
where you list your ideas for improvement. It is important to note that the ideas 
for improvement should directly address the root cause issues. 

In the last column or improved state, you create your implementation plan in 
Box 5. Ideas for improvement are implemented and tested using PDCA (Plan, 
Do, Check, Act). Once the team has achieved their desired state, they hardwire 
their solutions and collect lessons learned in Box 6. 
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8 COMMON TYPES OF PROCESS WASTE 

The concept of waste is vital 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 customers and operators. 

Before 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 is honored and that conversations about waste are 
not perceived to be about an individual's performance.  

Multiple acronyms exist to help make recalling the common forms of waste easy. 
Our preferred acronym is DOWNTIME. 
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WHITE BELT SUMMARY 

Thank you for participating in our Lean Six Sigma White Belt training.  

 
1 - Define Lean Six Sigma and the application of the DMAIC process. 
Lean Six Sigma is an improvement methodology that focuses on reducing waste 
and variation while maximizing value. To facilitate improvement, Lean Six Sigma 
provides a framework, referred to as DMAIC, which allows teams to define the 
problem, measure the current state, analyze the root cause, improve the 
process, and control the results. 

2 - Summarize the benefits of applying Lean Six Sigma principles to 
improving processes. 
Lean Six Sigma provides organizations with a framework and a set of tools, 
along with a common language, for improving processes and outcomes.  

3 - Understand what the 8 common forms of waste are. 
The 8 common forms of process waste include Defects, Overproduction, 
Waiting, Non-utilized Talent, Transportation, Inventory, Motion, and Extra-
Processing. Using the acronym DOWNTIME, you are now equipped with the 
knowledge you need to help seek out waste. 

4 - Help to identify opportunities for improvement. 
With the tools and terms discussed in the White Belt program, you now have the 
knowledge and language needed to articulate opportunities for improvement 
and contribute to your organization's improvement journey. 

 


