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Executive Summary 

Net Impact is an 
international nonprofit organization 
for students and professionals 
interested in using business skills in 
support of social and environmental 
causes. California Polytechnic State 
University—San Luis Obispo has a 
chapter for undergraduate college 
students who want to develop their 
understanding of sustainable business.  I serve as the Director of External Relations for 
the club and oversee some of the projects that are taken on.   

Net Impact, Cal Poly Undergrad is currently taking on a Fair Trade Campaign, in 
which the goal is to be recognized as a Fair Trade University.  Fair Trade is a social and 
business movement of which the goal is to help producers in developing countries 
become empowered workers with living wages.  According to fairtrade.org, “there are 
over 1.65 million farmers and workers spread across more than 74 countries 
participating in Fairtrade”. This project is multifaceted and consists of the following 
major tasks: forming a team, implementing Fair Trade items into campus dining outlets, 
hosting educational events and meetings, sourcing Fair Trade items at events or 
meetings, and passing a Fair Trade resolution signed by the university president.   

This project has a few aspects that could benefit from a Lean Six Sigma analysis.  
First, there is no clear way to keep track of which project members consistently come to 
meetings.  In addition, tracking the amount of students that show up to various events 
and meetings would be key in understanding which events are the most popular among 
students would be a key indicator of which parts of the project are the most successful. 
Also, it is difficult to form a consistent stream of communication between and the 
members of the project and campus dining as well as the administration.  Improving 
these aspects of the project will help us restructure the project so that its efficiency 
improves significantly.  
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Recommendations 
By applying the DMAIC process to Net Impact’s Fair Trade Project, I have come up with 
3 recommendations for improving the efficiency of the project as a system.  

1. Implement a system using a running document on Google Sheets to keep 
track of members who come to meetings.  Having a system in place that 
encourages project members to come to these planning meetings will make the 
meetings more efficient and effective.  A way to do this is delegate the task to a 
member—the task being to mark which members are absent.  There will be a rule 
implemented in which any member may only miss 2 meetings per quarter and 
then will get reconsidered as a part of the project.   

2. Observe which meetings and events are most popular among students using 
a running document on Google Sheets. This can be done through a sign-in sheet 
passed around at every meeting.  We will use this data to discuss what we did 
well, whether that means we marketed the event well or if it’s a popular speaker. 
We will have a question in the sign in sheet that inquires how the student heard 
about the meeting and use the responses to figure out which marketing tactics 
are working best. 

3. Invest more time and resources into connecting and meeting with 
President Armstrong; we will use the methods of email, networking, and social 
media posts to gain his attention. This can be measured by ensuring that at least 
3 emails are sent to him and/or his office assistant and that each project members 
networks with at least 3 peers to find a personal connection with Armstrong. 
Through various tools in the DMAIC process, it has become apparent that 
meeting with our university’s president is the single most effective way to carry 
out this project.  Although this is not our easiest task, it will provide the most 
benefits.  
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DEFINE 
Tool #1 – Project Charter 

Why Tool Selected:  

The Project Charter was an essential tool to begin this project.  I was able to lay out the 
project’s goals and guidelines in an easy to understand way. Mainly, the charter helped 
to narrow down a many different possible angles that the project could’ve been 
approached from into a single concise path.  
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Interpretation: The project charter helps us to define the problem that 
the DMAIC process will help to solve.  The main problem that has been identified 
through the project charter is that Net Impact’s Fair Trade campaign is not run as 
significantly as it could be.  More specifically, the attendance at meetings and events is 
scattered and not consistent. In addition, the process of getting two Fair Trade products 
implemented in all 15 non-franchised campus dining locations is a tough task to tackle, 
and the process could be improved.  
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Tool #2 – Critical to Quality Diagram (CTQC) 

Why Tool Selected:  

This tool is useful because it lays out the project’s priorities in a measurable way. 
Knowing what the key performance factors are is critical to any project, so it will be 
helpful now knowing which characteristics are critical to the success of the project and 
how we can measure them in order to improve the process.  

Interpretation: 
What we can get from this diagram is that the most critical to quality aspects of the 
project come from the 3 main drivers—educational events, souring fair trade at 
meetings, and implementing fair trade projects at campus dining outlets.  Some of the 
more specific outcomes of this chart include the importance of ensuring the success of 
the events through marketing tactics, correctly sourcing fair trade items, and 
negotiating correctly in order to get Fair Trade items in campus dining locations. By 
identifying the methods that are critical to the success of each driver, the project will 
become as efficient as possible.  
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MEASURE 

Tool #3 – Data Collection Plan 

Why Tool Selected: This took is useful in finding the variability in data.  
By reviewing this data, we can get closer to identifying root causes.  It is also useful 
because identifying how the data is measured and who owns the information allows for 
some accountability to be present in the project.  This tool creates a meaningful and 
easy-to-view layout of essential data for the project’s efficiency improvement.  

Interpretation: This data collection plan leads to some main conclusions 
regarding the key metrics of the project.  Before the project, the key metrics were 
apparent but not yet measurable.  Now, we can see that effectively measuring meeting 
attendances, speaker information, and information on events will help the project 
progress. It is also helpful noting what the data type is because then we can see, for 
example, that since past and future events held is in ‘long answer’ format, it would be 
most helpful to display this information in a document form.  
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Tool #4 – Operational Definitions 

Why Tool Selected: This was an important tool to select for this 
project since there a lot of aspects to this project that might not be apparent to the 
average reader.  Assigning measurable quantities to these operational definitions is key 
in defining the project’s scope.  

 

Interpretation: For the operational definitions tool, I identified some key 
terms such as “Fair Trade”, a method of ethical business supply chain that is not actively 
understood by all potential readers. In addition, I also gave quantifiable definitions to 
many of the terms used throughout the project such as attendance, promotion of an 
event, audit, etc. For example, this will help us know exactly what is means to promote 
an event effectively: creation and posting of at least 2 social media posts by the time of 
event.  This type of specification is crucial for this project and for the events and 
meetings that we host because every project member has different definitions of terms 
like “promotion”.  
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ANALYZE 
Tool #5 – Data Chart 

Why Tool Selected: I wanted to add a data chart to this project to  

effectively show the progress of the auditing portion of the project.  With this chart, we 
can see the amount of Fair Trade items that have been implemented so far into each 
campus dining location.   

Interpretation:  This is progress from the beginning of the project, but 
you can see we still have four locations with zero Fair Trade items offered. With this 
data, we can see where we need to improve and which locations we need to put the 
most time and resources into.  The project has come a long way in the time it has been 
in effect, but with the new tools and recommendations uncovered from this Lean Six 
Sigma examination the process will go a lot smoother.  We can conclude that the Poly 
Fresh Kiosk, Myron’s, Mustang Station, and Lucy’s are the campus dining locations that 
have not yet implemented Fair Trade products.  
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Tool #6 – Fishbone Diagram 

Why Tool Selected: I selected the fishbone chart because the project 
needed a brainstorming tool analyzing why there is difficulty implementing Fair Trade 
Products in Campus Dining Locations. The tool was helpful because it helped to uncover 
some potential reasons for the difficulty that might not have been thought of before.  

 

Interpretation: It was helpful to break down the brainstorming into 
categories where the problems could be arising from. The area that I gained the most 
insight from was the Place category because it is not a subject I had thought about 
before. I was able to understand how the difficulty in our campus climate regarding 
diversity might impact the project.  The administration has a lot on their plate right now 
and this project may not be the number one priority. I was able to narrow down the 
main root causes as follows: ‘the university has binging contracts with certain suppliers’ 
and ‘there is not a wide selection of Fair Trade products currently sold on campus’.  
These are the tangible issues that we need to work around.  
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IMPROVE 
Tool #7 – Impact Effort  

Why Tool Selected: This project is multifaceted and has many 
important tasks at hand. The reason this tool was selected was because it is necessary 
to analyze which tasks have the most impact on the project so we know where to invest 
the most time and resources. The Impact Effort tool was effective in identifying which 
tasks have a high impact and their level of difficulty.  

Interpretation: First, I took note of which tasks are hard to accomplish 
and have a low impact.  These tasks can immediately be taken out of the process or put 
to the side for the time being.  Both tasks that fall into the easy category such as giving 
out Fair Trade items at events and meetings and contacting Fair Trade speakers to talk 
at club meetings should be continued. Meeting with President Armstrong, which falls 
into the high impact and difficult to accomplish category, should be focused on for the 
remainder of the project.  

Contacting Fair trade speakers to 
talk at Net Impact meetings 
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Tool #8 – Front Porch Dinner Event PDCA 
(Plan-Do-Check-Act) 

Why Tool Selected: For Net Impact’s Front Porch Dinner and 
Discussion night, being well planned out is essential. By coming up with a plan-do-
check-act list, Net Impact was able to effectively execute the event without forgetting 
some important aspects. In addition, it was helpful to reflect about what worked well 
and what could be done better next time.  

Plan 

• Event Leader: Jenny Hoekstra 
• Event Description: Free dinner and discussion about Fair Trade and how it affects 

our earth and the people on it. There will be trivia, a home-cooked meal featuring 
Fair Trade ingredients, a raffle (for Guayaki Yerba Mate), and great people.  We 
will also be talking about our Fair Trade Project and how students can get 
involved. 

• This event will be held at Front Porch Coffee house right next to the Cal Poly 
Health Center.  

Do 

Before the event 

• Market the event 
• Buy all necessary food 
• Store food before the event 
• Assign shifts to cook and prep 
• Decide on documentary trailer to play 

Day of the event 

• Cook the dinner (begin meal prep at 10am) 
• Set up 

o Arrange seats, plates, coffee station, assembly line, etc. 
• Trivia 
• Serve dinner 
• Discuss fair trade via thought-provoking questions 
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Check 

• We will assess the success of this process and change and improve for our next 
event.  

Act 

• Net Impact’s event team will update the Google Doc of our event procedures 
based on what worked well at this event. We will discuss the effectiveness of the 
event at the following board meeting and decide upon the most efficient process. 

Interpretation: For this event, I had the task of ensuring it ran smoothly.  
This event is categorized under the “Host meetings and events discussing Fair Trade”, 
so it was one of our main tasks in completing the Fair Trade campaign. It was imperative 
to have a plan of action and a check-list of items to complete. I split the “Do” tasks into 
tasks to complete before the event and tasks to complete the day of the event.  We met 
as a team a week after the event and assessed the success of the event and how the list 
helped us. We discussed that next time, we should be more specific regarding trivia and 
discussion and write the specific questions on the PDCA tool sheet rather than coming 
up with the questions the day before the event.  Overall, the event ran more smoothly 
due to the PDCA tool that was implemented. 
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CONTROL 
Tool #9 – Monitoring and Response Plan 

Why Tool Selected: This tool basically lays out the five main tasks of 
the campaign, how they will be measured, and what the response should be if the task 
is not being completed as expected. This is a useful tool for everyone involved in the 
project to be familiar with, especially those with the responsibility of responding. 

 

Interpretation: Once again, a main reason this tool is needed for this 
project is because it is helpful to hold a team member reliable for certain tasks.  In this 
case, the five main tasks of the campaign are given targets that are specific and 
measurable. An example of where this is effective is for ‘Reaching Out to Campus Dining 
Locations’, if 2 Fair Trade products are not implemented at each location, the campus 
dining team is responsible for completing the reaction plan.  
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Tool #10 – Project Closeout 

Why Tool Selected: I chose the project closeout because it is the most 
effective way to closeout a Lean Six Sigma project. It is important to clearly 
communicate the results of the project in a clear way and this tool is an excellent way to 
do so.  The Fair Trade Project will benefit greatly from the main recommendations 
suggested in the project closeout below. 
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Interpretation: The project closeout states the necessary actions that 
should be carried out to successfully improve the campaign to the desired extent. The 
tasks should be completed in accordance to the specifications listed in the chart above. 
To make this as streamline as possible, measurable target values and a means to 
measure those values have also been listed. It will be up to the President of Net Impact 
and the Fair Trade Campaign manager to uphold these tasks to completion. When these 
guidelines are specifically followed, the Fair Trade Campaign will run much more 
efficiently and effectively.  

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

Improving Net Impact’s Campaign Efficiency                                                                                                  Jenny Hoekstra 
 

17 

Works Cited 

“Farmers and Workers.” Fairtrade Foundation, 5 June 2018,  
www.fairtrade.org.uk/Farmers-and-Workers. 

 


