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Introduction
The Project analysed, in detail, the 

fundamental phases of this Six Sigma 

DMAIC project conducted by the HPPP 

team within Norgine to increase Line 6 

output by a minimum of 15%. Alongside this 

industry leading methodology, the project 

will analyse and further explore how 

organisational change is successfully 

managed throughout a business and the 

range of techniques utilised by the team to 

deliver the business objectives. This 

technique for organisations working towards 

common objectives is known as Hoshin 

Kanri or Policy Deployment. 
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Project Aims

The overall project aims were as 

follows:

➢ Increase Line Six PLENVU Output  

by a minimum of 15%.

➢ Utilise a cross-functional team to 

apply the DMAIC methodology to 

the problem statement of ‘Line 6 

Cannot Produce Enough Packs’

➢ Any actions undertaken will not 

negatively impact product quality 

or patient safety.

➢ The project is completed on-time 

and on budget.

Methodology
The key concepts and components 

of this methodology align with those 

of the DMAIC Six Sigma approach 

where the vision and objectives are 

outlined, strategic planning and 

objectives are set, visual tools such 

as the Hoshin XY Matrixes are used, 

goals are cascaded throughout the 

organisation and are implemented 

and monitored through the Plan, Do,

Check, Act cycle. Once all of these 

are in place a review and 

adjustments are taken at regular 

intervals, in order to maintain the 
gains (Kaplan & Norton, 2006). 

Results
✓Project completed within the allocated 

timeframe. 

✓Resulted in the machines ability to 

produce an initial increase of 20% 

output in the same time period. 

✓Overachieved the set metrics by the 

SLT allowing for extra time to be taken 

for stopping the line to complete critical 

maintenances, meaning less reactive 

breakdowns and further planned up 

time for the equipment. 

✓Norgine can now satisfy the customer 

demand for 2024/25.

✓Operators fully bought into and 

engaged in the project.

✓DMAIC methodology knowledge 

across the business heavily impacted 

for the better by bringing on key 

members to the project and teaching 

them each step.

✓The project was completed with no 

major quality or safety issues.

✓William Davies gained a huge amount 

of experience from the project 

management elements.

✓By conducting a literature review it 

allowed the company to approach the 

project slightly differently and reap the 

rewards of new techniques applied.

Conclusions

The team were successfully able to 

apply world leading change 

management and process 

improvement techniques, to 

overcome the problem statement of 

“Line 6 cannot produce enough 

packs” and are now at the point 

where we have additional capacity to 

conduct further in-depth Root Cause 

Analysis on the other systemic 

problem areas of the process. 
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