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Introduction 
In most industries the utilisation of organisational efficiency and productivity are critical to maintaining client satisfaction, meeting deadlines, and ensuring profitability. However, this is of extreme importance in industries such as engineering consultancy. 
R-Tech Consultants operates within a project-driven framework, where multiple tasks, deadlines and customers must be coordinated efficiently. This comes with its problems, as like with most small-to-medium consultancy firms, inefficiencies in workflow management can significantly hinder performance. 
Six sigma is a widely recognised methodology focused on reducing process variation and improving quality through data driven decision making. At the Green belt level, practitioners are expected to apply structured problem-solving techniques using the DMAIC framework (Define, Measure, Analyse, Improve, Control) to achieve measurable improvements. 
Originally developed by Motorola in the 1980s, its primary goal is to achieve near-perfect process capability through continuous improvement. By combining statistical analysis, process mapping, and structured problem-solving techniques, Six Sigma enables organisations to make informed decisions and implement sustainable improvements across a wide range of industries, including engineering, manufacturing, healthcare, and service sectors (Pyzdek and Keller, 2000).
This paper proposes the implementation of Monday.com, an AI-powered work management platform, as a strategic solution to improve workflow organisation, communications, and overall productivity at the workplace. Following this the outcomes are measured and compared to previous productivity markers, attempting to prove the efficiency of this change in systems. 






Define Phase 
R-Tech Consultants currently operates without a fully integrated digital workflow management system. At present, job progress is tracked through a combination of Excel spreadsheets, email correspondence, and informal communication methods. While these approaches are functional, they create inconsistencies in how tasks are assigned, monitored, and completed.
As a result, several operational inefficiencies have been identified:
Limited real-time visibility of work progress 
Inconsistent prioritisation of tasks 
Increased likelihood of missed deadlines 
Duplication of tasks 
Inefficient allocation and utilisation of resources 
From a Six Sigma perspective, these issues represent process variation and non-value-added waste, particularly in the form of waiting time, over-processing, and defects such as errors and rework. The absence of a standardised workflow system restricts the organisation’s ability to accurately measure performance and implement data-driven continuous improvement strategies.
Furthermore, the lack of reliable data tracking limits performance visibility and decision-making capability, ultimately contributing to reduced productivity across projects.
Problem statement 
R-Tech Consultants experiences reduced productivity and increased process variation due to the absence of a centralised and standardised workflow management system, resulting in inefficiencies in task tracking, communication, and resource allocation. 
Project Aim and Objectives 
The primary aim of this project is to improve workflow efficiency through the implementation of Monday.com as a centralised task management system. It was decided that in order for a change to be successful, it must meet the following parameters; 
Reduce task completion delays by ~20%
Improve visibility of workflow across all projects 
Standardise task allocation and tracking processes 
Reduce duplication of work and communication errors 
Enable data driven performance monitoring 
The implementation can be deemed successful should it improve upon these points, however it was also noted that customer feedback had returned some interesting points that should also be adhered to in order to build the transparency and rapport with customers. 


Customer feedback identified key expectations:
Accurate lead times for testing 
Visibility of job progress 
Reliable and error-free reporting 
These requirements define the Critical to Quality (CTQ) characteristics that the new system must achieve (Griffin and Hauser, 1993).
Project Scope
The scope of this project focuses on improving internal operational efficiency within R-Tech Consultants through the implementation of Monday.com. Specifically, it includes the optimisation of internal workflow management processes, the standardisation of task assignment and tracking, and the enhancement of communication between team members to ensure greater transparency and consistency across projects. However, the scope deliberately excludes external client systems, as the primary objective is to improve internal processes before considering outward integration. In addition, financial restructuring and any major organisational restructuring are not considered within this project, as the proposed improvements are intended to be implemented within the existing organisational framework and resource structure.
 
SIPOC Analysis 
A SIPOC (Suppliers, Inputs, Process, Outputs, Customers) analysis was conducted to provide a high-level overview of the current workflow at R-Tech Consultants and to clearly define the boundaries of the process prior to detailed analysis. This is particularly important within the Define phase of the DMAIC methodology, as it ensures all stakeholders have a shared understanding of how work will flow through the organisation.
Within R-Tech Consultants, the suppliers consist of clients, project managers, and technical engineers who provide the initial job requests, technical requirements, and necessary testing specifications. These inputs form the foundation of the process and typically include project briefs, customer requirements, deadlines, material samples, and available resources such as equipment and personnel.
The process itself follows a structured sequence beginning with job allocation and booking, followed by task assignment to technicians, execution of testing procedures, recording of results, report generation, and final review before completion. However, in the current state, this process is fragmented across multiple systems and manual inputs, leading to inefficiencies and variation. The implementation of Monday.com aims to streamline this process into a single, standardised workflow, improving traceability and reducing duplication.
The outputs of the process include completed test reports, validated data, and progress updates provided to clients. These outputs must meet strict quality requirements, particularly in terms of accuracy and timeliness, as they directly impact customer satisfaction and the company’s reputation.
Finally, the customers of this process include both external clients, who rely on accurate and timely reporting, and internal stakeholders such as management and administrative teams, who depend on efficient workflows and reliable data for decision-making. By clearly mapping these elements, the SIPOC analysis highlights key areas where inefficiencies occur and reinforces the need for a centralised digital solution to improve overall process performance.


Supplier	Input	Process	Output	Customer
Customers	Job requests, requirements	Sample received, testing, reporting	Test reports, progress updates	Customers
Technicians	Equipment, test methods, Results	Perform tests, record results	Test data, completed analysis	Admin/reporting team
Admin Staff	Report templates, Reports, customer info	Compile and issue reports	Finalised reports, customer communication	Customers, management





Fig 1. 6 Sigma Institute Process Flow


Critical to Quality (CTQ) Requirements 
Critical to Quality (CTQ) requirements are the key measurable factors that must be achieved to meet customer expectations and ensure efficient internal performance. At R-Tech Consultants, these CTQs are aligned with the main operational issues and guide the implementation of Monday.com.
Timely project delivery is essential, as customers require accurate lead times. Monday.com supports this through deadline tracking and automated reminders, helping reduce delays. This is a stark contrast to the previous system of having to physically check a jobs progress, and then physically respond to a customer via phone call or email. On the surface this can be seen as a seemingly small task, but small tasks like this compound and eventually take up a lot more time than initially thought. 


Using Monday.com R-tech Consultants could be more transparent with their customers by allowing them to see job progress as it is happening real time. 
Accuracy of work is also critical in a testing environment; this is improved through standardised workflows and structured data entry, reducing errors and rework. The layout of the system also gives a visual aid that assists with remembering to mark an item as complete for example, so that other team members can see that this work has been completed, rather than again having to physically check. 
Clear communication is another key requirement, as poor communication leads to inefficiencies and duplication. Monday.com provides a centralised platform where all updates, statuses, and information are visible in together and in good time. Finally, efficient resource utilisation ensures workloads are balanced and staff are used effectively. This is achieved through workload dashboards and task assignment tools, allowing better planning and flexibility across departments.
Overall, these CTQs ensure that improvements are measurable, aligned with customer needs, and directly contribute to increased productivity and reduced process variation




Measure Phase 
The Measure phase focuses on establishing a reliable and data-driven baseline of current performance. This is essential to quantify existing inefficiencies within R-Tech Consultants and to provide a benchmark against which improvements—through the implementation of Monday.com—can be evaluated.
Current State Analysis
At present, R-Tech Consultants does not operate with a fully standardised system for tracking workflow performance. Information is spread across Excel spreadsheets, email communication, and manual records, meaning that performance data is often inconsistent and largely anecdotal rather than quantitative. This lack of centralisation limits visibility of key process metrics and makes it difficult to accurately identify inefficiencies or monitor improvement over time.
Initial observations identified that the administrative and reporting stages of the workflow are the most time-consuming and variable, particularly due to repeated data entry across multiple systems and manual report generation. These issues contribute directly to delays, errors, and reduced productivity.
Key Performance Metrics
To establish a measurable baseline, the following key performance indicators (KPIs) were identified:
Task completion time (hours/days) 
Number of missed deadlines 
Number of communication-related errors 
Rework frequency (Right First Time – RFT performance) 
Employee workload distribution 
These metrics align with Six Sigma principles by focusing on process variation, defects, and efficiency 

Data Collection Methods
A structured data collection plan was implemented to ensure accuracy and consistency. Data was gathered using the following methods:
Historical project records: Review of previous job data, including timelines and report completion durations 
Time studies: Direct measurement of report generation time across 10 separate jobs to account for variability 
RFT tracking logs: Weekly records of errors and rework captured using internal spreadsheets and Monday.com logs 
Employee feedback: Informal surveys and discussions to identify common workflow issues 
Process observation: Monitoring of admin and testing workflows to identify bottlenecks and duplication 
To ensure reliability, a simple Measurement System Analysis (MSA) was conducted, confirming over 90% consistency in recorded data across multiple users, indicating acceptable repeatability 







Baseline Performance (Measured Results)
The collected data provided a clear quantitative baseline of current performance:
Average report generation time: 78.5 minutes per report 
Task delays: 28% of jobs exceeded estimated completion times 
Rework (RFT failures): 18% of reports required correction or clarification 
Communication-related errors: Identified in approximately 12% of tasks 
Workload imbalance: Certain technicians operating at ~120% capacity, while others remained underutilised 


Additionally, a sample dataset of 200 tasks over a one-month period identified:
Total defects (errors, reworks, delays) 	54
Opportunities per task 	3, (time, accuracy, communication) 


This allows for calculation of process performance:

This corresponds to an approximate Sigma Level of 2.8–2.9, indicating a process with significant variation and well below Six Sigma standards.
Key Findings
The Measure phase highlights several critical issues within the current system:

The reporting process is a major bottleneck, consuming excessive time 
There is high variability in task completion times, reducing predictability 
Rework levels are significant, indicating poor Right First Time performance 
Communication gaps contribute directly to errors and duplication 
Lack of centralised tracking leads to inefficient workload distribution 


These findings confirm that the current process is not capable of consistently meeting customer expectations and requires structured improvement. Establishing this baseline provides a clear justification for implementing a centralised system such as Monday.com to reduce variation, improve visibility, and enhance overall productivity.

Analyse Phase 
The Analyse phase builds directly on the data collected in the Measure phase, with the objective of identifying and validating the root causes of inefficiencies within the current workflow at R-Tech Consultants. While the Measure phase confirmed that there is significant variation in report generation time, task completion, and Right First Time (RFT) performance, this stage focuses on understanding the underlying reasons for these issues. This ensures that any improvements implemented target the true causes of inefficiency rather than superficial symptoms (De Mast and Lokkerbol, 2012).
A root cause analysis was carried out using a Fishbone (cause-and-effect) diagram, categorising issues into people, process, technology, and communication. The analysis identified that inconsistent training and varying levels of experience lead to differences in task completion, particularly in report writing and data entry. It also showed that the lack of standardised workflows across departments results in inconsistent job booking, data recording, and report generation methods. From a systems perspective, reliance on disconnected tools such as Excel, email, and paper records causes data duplication and increases error rates. In addition, poor interdepartmental communication leads to missing or incomplete information, causing delays and rework. These findings support the Measure phase results, which highlighted rework levels of around 18% and communication-related errors of 12%. 
To further validate these findings, a 5 Whys analysis was applied to the issue of prolonged and inconsistent report generation times. This analysis demonstrated that reports take an average of 78.5 minutes to complete primarily because they are written manually, with data being repeatedly entered across multiple systems. This ultimately traces back to the absence of a centralised workflow management system, confirming that the issue is process-driven rather than performance-related. This is a critical distinction, as it indicates that improvements should focus on system-level changes rather than individual performance.








Fig 2. 6 Sigma Logo
Pareto Analysis 
In addition, a Pareto analysis of defect data collected during the Measure phase showed that approximately 65% of all inefficiencies were caused by two key factors: manual report writing and missing or incomplete data entries. This finding is consistent with the Pareto Principle, which suggests that a small number of causes are responsible for most problems. Therefore, targeting these areas is likely to produce the most significant improvement in overall process performance. 
From a Lean perspective, further analysis identified several forms of non-value-added activity within the current workflow. These include over-processing, where the same data is entered multiple times across different systems; waiting time, caused by delays in receiving required information; defects, in the form of reporting errors requiring rework; and unnecessary motion, such as time spent searching for information across emails and spreadsheets. These inefficiencies directly contribute to the high levels of variation and reduced productivity identified in the Measure phase, reinforcing the need for a more streamlined and standardised process (George et al., 2005).
Fig 3. Pareto chart for medical application
Overall, the Analyse phase confirms that the primary causes of inefficiency within R-Tech Consultants are the lack of a centralised workflow system, the absence of standardised processes, and the heavy reliance on manual data entry and communication methods. These factors collectively lead to increased process variation, reduced efficiency, and poor predictability of outcomes. As a result, incremental improvements such as additional training or minor process adjustments would not sufficiently address the root causes. Instead, a more comprehensive solution is required. The implementation of a centralised digital platform such as Monday.com directly addresses these issues by integrating workflows, standardising processes, and reducing manual input, thereby providing a clear transition into the Improve phase. 

[bookmark: _Toc228783907]Improve Phase 
The Improve phase focuses on converting analytical findings into practical, actionable solutions that reduce inefficiencies and process variation. A combination of brainstorming and cost–benefit evaluation was used to determine the most effective improvement strategy, ultimately resulting in the selection of a new system, Monday.com.
Alternative Improvement Options -
Several potential improvement routes were considered to address the operational inefficiencies identified across the organisation:
Option 1: Staff Training and Process Standardisation - 
This approach involved delivering structured training to all employees alongside the development of clear procedural guidelines for customer communication, report creation, and RFT (Right First Time) logging. The aim was to improve consistency, reduce variation, and minimise human error.
Option 2: Enhancement of Existing Manual Systems - 
Another option focused on refining current tools such as spreadsheets and manual logs. This would include standardised templates for reporting, RFT tracking, and customer updates, supported by checklists and scheduled reminders to ensure regular and accurate data entry.
After evaluating each option based on cost, scalability, usability, and long-term efficiency, Monday.com was chosen as it provided the most comprehensive solution. It enables full process standardisation, automation of key tasks, improved communication with customers, and significant time savings for staff. (George, (2002))

FMEA (Failure Modes and Effects Analysis)
A Failure Modes and Effects Analysis (FMEA) was carried out to identify and evaluate potential risks associated with implementing Monday.com. This analysis helped prioritise risks such as system errors, data loss, and user-related mistakes, allowing preventative actions to be defined prior to full deployment. (Stamatis, 2003)
Based on the findings, several mitigation measures were introduced to reduce the likelihood and impact of key failure modes. These included establishing standardised data entry procedures to minimise input errors, scheduling regular system backups to prevent data loss, providing comprehensive staff training to ensure correct system usage, and conducting an initial pilot phase to identify and resolve usability issues before full rollout. Collectively, these actions improved system reliability and reduced implementation risk.


Cost–Benefit Analysis
Costs
The Monday.com subscription costs £600 per month, equating to £7,200 annually. In addition, a one-off consultant setup fee of £350 (5 hours at £70/hour) is required. This results in a total annual cost of £7,550.
Benefits
By replacing the existing system, the organisation eliminates a £10,000 annual subscription cost previously associated with Agilebase. Significant labour savings are also achieved through automated reporting processes.
Previously, each report required approximately 78.5 minutes (1.31 hours), costing £18.34 per report at £14/hour. With Monday.com, this is reduced to around 5 minutes (0.08 hours), costing £1.12 per report. This results in a saving of £17.22 per report. Assuming 160 reports per month, monthly savings equal £2,755.20, or £33,062.40 annually.
Total Annual Benefit
£10,000 (subscription saving) + £33,062.40 (labour saving) = £43,062.40
Net Annual Gain
£43,062.40 − £7,550 = £35,512.40 net annual benefit
[image: ]
Fig 4. Dashboard view of Monday.com 

Control Phase 
The Control phase ensures that the improvements implemented are sustained over time and that the process does not revert to previous inefficiencies. Following the implementation of the new CRM system, ongoing monitoring mechanisms are introduced to maintain process stability, standardisation, and performance consistency.
A key control measure is the establishment of performance dashboards within the system to continuously track key process indicators such as report turnaround time, RFT (Right First Time) accuracy, and customer response times. These metrics are reviewed on a weekly and monthly basis to identify any emerging deviations from expected performance levels.
In addition, standard operating procedures (SOPs) are formally documented and distributed across departments to ensure all staff follow consistent processes when entering data, generating reports, and updating customer records. Regular refresher training sessions are scheduled to reinforce correct system usage and reduce variation in employee practice.
A further control mechanism includes the use of automated alerts and exception reporting within the CRM system to flag missing data, overdue tasks, or unusual process variation. This supports early intervention before issues escalate into larger process failures.
Finally, a continuous improvement loop is embedded into the system through periodic review meetings, where performance data is evaluated and opportunities for incremental refinement are identified. This ensures the organisation maintains long-term process control and aligns with Lean Six Sigma principles of sustaining gains and reducing variation.
(ISO9001, 2015)











[bookmark: _Toc228783908]Conclusion 
This project has demonstrated how a structured DMAIC approach, aligned with Lean Six Sigma Green Belt methodology, can significantly improve organisational efficiency, reduce waste, and enhance service delivery. Through the Define, Measure, Analyse, Improve, and Control phases, key inefficiencies such as inconsistent reporting, excessive manual processing, and communication delays were systematically identified and addressed using data-driven decision-making.
Although the final improvement strategy focused on the implementation of Monday.com due to its strong automation and integration capabilities, it is important to acknowledge the broader role of digital workflow systems in process optimisation. The analysis also highlights the strategic value of platforms such as these, that support Lean Six Sigma principles by enabling real-time visibility of processes, reducing variation through standardised workflows, and improving collaboration across teams.
From a Lean Six Sigma perspective, Monday.com strongly supports several Green Belt best practices. It enhances process mapping through visual task boards, improves measurement accuracy through real-time dashboards, and strengthens control mechanisms through automation and alerts. These features directly support waste reduction (particularly overprocessing and waiting), improved process capability, and better root cause identification through transparent workflow tracking. (Womack, 1996)
Furthermore, tools like Monday.com reinforce the culture of continuous improvement by making performance data accessible to all stakeholders, enabling faster identification of bottlenecks and supporting evidence-based decision-making. This aligns closely with Lean Six Sigma’s emphasis on data-driven improvement, process standardisation, and sustained control of variation.
Overall, the project demonstrates that when Lean Six Sigma methodologies are combined with effective digital tools, organisations can achieve significant gains in efficiency, consistency, and customer satisfaction. The integration of structured process improvement with platforms such as Monday.com provides a scalable foundation for long-term operational excellence, ensuring that improvements are not only implemented but also sustained and continuously enhanced over time.
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