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Objective

To share how we are using 
both Lean and Six Sigma 

tools to achieve some great 
results



Agenda

1. Who is Luxottica?1. Who is Luxottica?

2. Lean and Six Sigma at Luxottica2. Lean and Six Sigma at Luxottica

3. Five S case study 3. Five S case study 

5. Time for Questions5. Time for Questions

4. From Lean to Six Sigma4. From Lean to Six Sigma



Our Brands



Our Products- Licensed



Retail Brands



The Luxottica Journey so far

• 2004
– Initiated Lean Six Sigma @ EyeBiz

• 2006
– Change in management @ EyeBiz resulted in 

lost support for the program
• 2007

– Initiated company wide program (OpEx)
– Leverage EyeBiz experience 

• 2008 & beyond
– People, Projects, Program



Process 
Management

Process 
Management

Lean 
Principles

Lean 
Principles

Six Sigma
(DMAIC)

Six Sigma
(DMAIC)

Documented processes 
and performance visibility

+ + =

Focus on eliminating 
waste and non-value add 
process steps

A 5-step project management 
methodology and statistical 
tool-kit to identify the root 
cause of problems and find 
solutions to eliminate them

We achieve Operational Excellence (OpEx) by 
continuously improving the way we do things using 
structured approaches and a specialized toolkit

What

How Create consistent process 
maps and relevant 
dashboards to provide 
visibility into how the 
process is performing 
against targets

Toolkit includes value-
stream mapping, kaizen 
events, 5S etc

Consistent, structured 
approach to projects and 
focusing on customer needs 
and data-driven decision 
making

OpExOpEx

What is OpEx?



Project Portfolio

Program Development: People, projects, 
governance structure, training, benchmarking

Created Awareness

Engage the Business

Project Alignment to business needs 

Certification Journey’s

Department “Transformations”

Relationship building & sponsor training

Core team of 4 

Network of 22 (GB/BB)

Deliver the results



Types of ProjectsJust Do It Quick Wins Full OpEx 

WHEN
1. Solution is known 
2. Resources with right skill-
set are available
HOW
1. Allocate resources
2. Develop project plan
3. Gain consensus on what 
success looks like
4. Identify & communicate 
with stakeholders
5. Execute the plan

WHEN
1. No known solution (or lots 
of alternatives) 
2. Resources with right skill-
set are available
HOW
1. Allocate resources
2. Use DMAIC-Lite template 
to determine & prioritise 
solutions 
3. Identify & communicate 
with stakeholders
4. Execute the plan

WHEN
1.No known solution 
2.No resources available
HOW
1.Initiate OpEx project

Define problem & set goals
Measure current performance
Analyse root causes 
Implement improvement initiatives 
Control for sustained gains

2.Create OpEx storyboard to 
maximise leverage 
opportunities

Different treatments for different issues



Key Principles in Positioning OpEx

• Incorporate Process Management 

• Set up the choices of appropriate 
‘treatment/methodologies’ for types 
of problems

• Ensure Senior Leaders steer the 
program

• Use tools such as Five S to generate 
excitement and embed change



TOOLS AND 
FUN 
ENGAGEMENT

PROCESS
MANAGE-
MENT
ACTIVITIES

Timings             Dec 07                      Feb, March      April, May          June, July                  Aug, Sept, Oct                   Nov, Dec          

5 S 
Christmas 
challenge

•YB training
•Deliver 
existing 
Project 
outcomes
•Review 
Christmas
Challenge 
results 
•Certify GBs

Gather VOC

SIPOC 
Challenge

Build SIPOCs

Level 2 
Processes
identified

Q3 
Challenge
TBA post 
March 08

Procedures 
manuals 
audit*
* Pre SOX     

2008 
Christmas 
Challenge
TBA
Certify 6 YBs

Develop           
missing
Procedures      

Customer and Supplier 
requirements
Current performance
Key process steps
GB and Quick Win projects

Outcomes Motivation
Use of tools
Benefits
Team work
Common 
agreement to 
process names

Teams to 
establish
how measures 
should be 
displayed and 
review period

Dashboard
Challenge

Map level 3 
Processes           

Finance Transformation Plan 08

30 mins at finance meeting each month (from march) to include: SIPOC Presentations
GB/BB projects, Results of Quick Wins, external Six Sigma speakers etc

Visible management 
of processes 
Clear ownership  
Team buy in 
to measuring and
displaying key results

Ongoing



The Goals for the ‘Christmas Challenge’

1. To decrease the amount of paper used from 
90,000 sheets to……(include your goal in your 
action plan)

2. Improve the ‘look’ of the work area

3. To eliminate redundant reports



What is Five S?

Sort

Straighten

Scrub

Standardize

Sustain
Sort

Straighten

Scrub

Standardize

Sustain
Sort

Straighten

Scrub

Standardize

Sustain

A  key OpEx tool 

Focuses on eliminating waste

Helps optimise the flow of 
information

Preparation for Quick Wins & OpEx 
projects in 2008

Think “spring clean”

Give everyone a chance to participate 

Reduce risk & increase capacity 

Create better working environment & 
reduce stress 

Eliminating non value added steps to 
improve the quality of service 

Identify improvement initiatives for 
2008

What? Why?



The results



The results

B
ef

or
e

After



Implementation Plan
(include how the process will be controlled)

Controls:
1. Include  email volume “spot” check by manager in 1:2:1 catch ups
2. Schedule team 2hrs at end of every ¼ to archive files for all 2008
3. Complete Team 5S Assessment every ¼ to validate individual’s 
sustained improvements

What are the root causes of the problem?

What’s the Problem & Goal?
(be as specific as possible)

Problem
The OpEx team only scored 40 points 
on the team 5S summary and it 
highlighted we waste a lot of time 
looking for information
Goal
To improve our physical environment 
so we can all find the documents we 
need in <2mins which will improve our 
5S score

D M A I C

What Idea will be implemented & why?

How are we currently performing?
(include graphs/data for performance over time)

D M A I C

D M A I C

D M A I C

Project Area: OpEx Challenge Contact: Janeece Keller Date: 11/2007

Im
pa

ct

Effort

High

High
Low

Low D M A I C

3

2

1

Arrange for time management training for the team and 
block 15mins in my diary twice daily to clear emails

My email in box is never less than 
60emails and I’ve often got lots of 
“lists” that don’t get completed

As a team we don’t prioritise using 
the FAT principle and often end up 
with lots of things on our to-do lists

Archive any document that hasn’t been opened in >6mths 
and set up a new folder structure

I often look in multiple folders before 
I find the document I’m looking for

The OpEx drive is difficult to 
navigate

Take 4hrs with the team to go through all the 
documentation together & get rid of out-of-date material

I’ve been in the team 10mths and 
it’s never been done

We haven’t reviewed our procedures 
documents in >10mths

To fix this we could…I know this because…The Root Cause is...

Define Measure

Analyse

Improve Control

O
pE

x:
 Q

ui
ck

 W
in

s

12

3

All items will be 
implemented within 
the next 10days –
they will affect the 
total Team 5S 
Assessment score



Summary of benefits

Less paper
Great motivation to keep the space looking nice
Great team work and continued better 

relationships
$ savings
Time savings
Better use of existing technology
Mindset of continuous improvement



The Goal
1.Everybody will talk the language of customers ie

conversations begin and end from the customers 
perspective.

2.People will be thinking - continual improvement. A 
culture of continual improvement.

3.There will be less paper.
4.When changes are made, the improvements are locked 

in and don’t slip back
5.Team will have a new set of globally recognized skills

Project Area: Finance  Contact:Janeece Keller    Date: Feb 08

High

O
pE

x:
C

ul
tu

ra
l t

ra
ns

fo
rm

at
io

n

Tools and 
fun 
Engagement

PROCESS
MANAGE-
MENT
ACTIVITIES

Timings             Dec 07                      Feb, March      April, May          June, July                  Aug, Sept, Oct                   Nov, Dec          

5 S 
Christmas 
challenge

•YB training
•Deliver 
existing 
Project 
outcomes
•Review 
Christmas
Challenge 
results 
•Certify GBs

Gather VOC

SIPOC 
Challenge

Build SIPOCs

Level 2 
Processes
identified

Q3 
Challenge
TBA post 
March 08

Procedures 
manuals 
audit*
* Pre SOX

2008 
Christmas 
Challenge
TBA

Certify 6 YBs

Develop 
missing
Procedures 

Customer and Supplier 
requirements
Current performance
Key process steps
GB and Quick Win projects

Outcomes
Motivation
Use of tools
Benefits
Team work
Common 
agreement to 
process names

Teams to 
establish
how measures 
should be 
displayed and 
review period

Dashboard
Challenge

Map level 3 
processes

Finance Transformation Plan 08

30 mins at finance meeting each month (from march) to include: SIPOC Presentations
GB/BB projects, Results of Quick Wins, external Six Sigma speakers etc

Visible management 
of processes 
Clear ownership  
Team buy in 
to measuring and
displaying key results

Ongoing

Reporting

Perf.
Planning

Financial
control  Governce

•Cash 
Managment
•Accounts 
Payable

•Strategic 
Plan
•Operating 
Plan

•Business 
Compliance
Tax –
Compliance
SOX

1. Name our processes

3. Ask our customers 
what they want

Output

CustomersSupplier

Input

2. High level map of our 
processes

Engagement

Sustaining change

4.Monitor & manage
process performance

The Plan

Christmas Challenge
•90,000pieces of paper used a month 
reduced
• Work area clean and tidy
•Involved all of finance team                                    
• Prizes for best improvements
• Used 5 S tools
• Created excitement, empowerment 
and pride
• CEO and Marketing were part of the 
decision panel
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X=1.84%
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LC L=-1.16%

% Waste $ to Net Eyewear $ - VIC C Jan 08 

Last 12 mths OPSM AUST - % Waste $ to Net Eyewear $

Refund
0.8%

Dismantle
1.8%

Lost
0.3%

Cost
1.0%

Upgrade Product
2.0%

RX
20.8%

Multicoat
11.3%

Lens
18.8%

Frame
20.5%

Focus Entry
14.5%

Dispensing
8.5%

Split of Waste Reasons - VIC C Jan 08

% % 
Budget Actual Var Budget Actual Var
10.0% 10.0% 0.0% 5.0% 6.0% -20.0%
9.0% 11.0% -22.2% 5.0% 10.0% -100.0%
8.0% 9.0% -12.5% 5.0% 8.0% -60.0%
7.0% 7.0% 0.0% 5.0% 5.0% 0.0%
8.5% 9.3% -8.7% 5.0% 7.3% -45.0%

WASTE UNITS PROGRESSIVES
% Total Units Wasted % Total Units Wasted 

REGION - VICTORIA C (Z1AVICC)

1030 Collins Street
1032 Epping Plaza 
1043 Camberwell
1089 Ivanhoe 
1091 Melbourne Central
1137 Malvern
1149 Ringwood
1153 Moonee Ponds 
1157 Greensborough
1214 Doncaster
1232 South Yarra 
1341 Victoria Gardens
1419 Northland
1472 Bourke Street
1478 Highpoint
1482 Brunswick

Solution 1 Solution 1 Solution 1 Solution 1 Solution 1 Solution 1 Solution 

Solution 2 Solution 2 Solution 2 Solution 2 Solution 2 Solution 2

Solution 3 Solution 3 Solution 3

Solution 4

WK4

WASTE REASONS

Upgrade Multicoat RX
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Communicate the successes



CFO’s Objectives for Finance

• Everybody will talk the language of customers i.e. 
conversations begin and end from the customers 
perspective.

• People will be thinking continual improvement & 
there will be a culture of continual improvement.

• There will be less paper.
• When changes are made, the improvements are 

locked in and don’t slip back
• Team will have a new set of globally recognized 

skills



Six Sigma meets Lean

• Completed 2 x Green Belt projects
• OpEx segment in monthly finance meeting
• SIPOC Challenge

– What are the core finance processes
– Baseline current performance
– Collect VoC & measure the gap
– Identify & initiate projects

• Initiated 1 x BB project



The Goal
1.Everybody will talk the language of customers ie

conversations begin and end from the customers 
perspective.

2.People will be thinking - continual improvement. A 
culture of continual improvement.

3.There will be less paper.
4.When changes are made, the improvements are locked 

in and don’t slip back
5.Team will have a new set of globally recognized skills

Project Area: Finance  Contact:Janeece Keller    Date: Feb 08
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PROCESS
MANAGE-
MENT
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Timings             Dec 07                      Feb, March      April, May          June, July                  Aug, Sept, Oct                   Nov, Dec          

5 S 
Christmas 
challenge

•YB training
•Deliver 
existing 
Project 
outcomes
•Review 
Christmas
Challenge 
results 
•Certify GBs

Gather VOC

SIPOC 
Challenge

Build SIPOCs

Level 2 
Processes
identified

Q3 
Challenge
TBA post 
March 08

Procedures 
manuals 
audit*
* Pre SOX

2008 
Christmas 
Challenge
TBA

Certify 6 YBs

Develop 
missing
Procedures 

Customer and Supplier 
requirements
Current performance
Key process steps
GB and Quick Win projects

Outcomes
Motivation
Use of tools
Benefits
Team work
Common 
agreement to 
process names

Teams to 
establish
how measures 
should be 
displayed and 
review period

Dashboard
Challenge

Map level 3 
processes

Finance Transformation Plan 08

30 mins at finance meeting each month (from march) to include: SIPOC Presentations
GB/BB projects, Results of Quick Wins, external Six Sigma speakers etc

Visible management 
of processes 
Clear ownership  
Team buy in 
to measuring and
displaying key results

Ongoing

Reporting

Perf.
Planning

Financial
control  Governce

•Cash 
Managment
•Accounts 
Payable

•Strategic 
Plan
•Operating 
Plan

•Business 
Compliance
Tax –
Compliance
SOX

1. Name our processes

3. Ask our customers 
what they want

Output

CustomersSupplier

Input

2. High level map of our 
processes

Engagement

Sustaining change

4.Monitor & manage
process performance

The Plan

Christmas Challenge
•90,000pieces of paper used a month 
reduced
• Work area clean and tidy
•Involved all of finance team                                    
• Prizes for best improvements
• Used 5 S tools
• Created excitement, empowerment 
and pride
• CEO and Marketing were part of the 
decision panel
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% Waste $ to Net Eyewear $ - VIC C Jan 08 

Last 12 mths OPSM AUST - % Waste $ to Net Eyewear $

Refund
0.8%

Dismantle
1.8%

Lost
0.3%

Cost
1.0%

Upgrade Product
2.0%

RX
20.8%

Multicoat
11.3%

Lens
18.8%

Frame
20.5%

Focus Entry
14.5%

Dispensing
8.5%

Split of Waste Reasons - VIC C Jan 08

% % 
Budget Actual Var Budget Actual Var
10.0% 10.0% 0.0% 5.0% 6.0% -20.0%
9.0% 11.0% -22.2% 5.0% 10.0% -100.0%
8.0% 9.0% -12.5% 5.0% 8.0% -60.0%
7.0% 7.0% 0.0% 5.0% 5.0% 0.0%
8.5% 9.3% -8.7% 5.0% 7.3% -45.0%

WASTE UNITS PROGRESSIVES
% Total Units Wasted % Total Units Wasted 

REGION - VICTORIA C (Z1AVICC)

1030 Collins Street
1032 Epping Plaza 
1043 Camberwell
1089 Ivanhoe 
1091 Melbourne Central
1137 Malvern
1149 Ringwood
1153 Moonee Ponds 
1157 Greensborough
1214 Doncaster
1232 South Yarra 
1341 Victoria Gardens
1419 Northland
1472 Bourke Street
1478 Highpoint
1482 Brunswick

Solution 1 Solution 1 Solution 1 Solution 1 Solution 1 Solution 1 Solution 

Solution 2 Solution 2 Solution 2 Solution 2 Solution 2 Solution 2

Solution 3 Solution 3 Solution 3

Solution 4

WK4

WASTE REASONS

Upgrade Multicoat RX
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Summary

• Fit for purpose tools

• Lean and Six Sigma – it’s all OpEx at Luxottica

• Permission to make change develops great excitement

• Can use tools in isolation to make change and invigorate 
(e.g. 5 S & SIPOC)

• Test in 1 area first with an enthusiastic sponsor and build 
a template for roll out across the organisation


