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Book Review
By Robert Spencer

Integrated Enterprise Excellence 
Volume II—Business Deployment: 
A Leaders’ Guide for Going 
Beyond Lean Six Sigma and the 
Balanced Scorecard 
Forrest Breyfogle III 
Austin, TX: Citius Publishing, 2008

The whole can be other than the sum 
of the parts…

In this second volume on Integrated 
Enterprise Excellence (IEE)  
Forrest Breyfogle gives us the 
roadmaps to implement business 
process improvement from a holistic 
perspective, looking beyond sub-process performance to the level 
of how the organization as a single system actually performs in 
reaching business goals. We usually hear the misinterpretation 
of gestalt theory as, “The whole is greater than the sum of the 
parts.” This is actually a correct statement for many Lean Six 
Sigma projects that obtain remarkable improvements through a 
standard disciplined methodology. In contrast, the statement by 
psychologist Kurt Koffka was actually, “The whole can be other 
than the sum of the parts.” IEE begins from a different reference 
point and then, using the same standard toolset, achieves a more 
rational monitoring of business system performance.

This feature is especially apparent in how Breyfogle early on 
brings Deming’s seven deadly diseases into the justification 
for IEE. Deming gave us these seven conditions as particularly 
troublesome in any effort to build quality into a system for 

long-lasting competitive advantage. These diseases (Breyfogle 
calls them “guiding lights”) are crucial to understanding 
organizational management and quality leadership, yet these 
factors are often overlooked in process improvement projects. 
It becomes much more difficult to ignore the impacts of the 
diseases in an IEE business process management system. Here is 
the list of the seven, to refresh our memories.

1. Lack of constancy of purpose (in planning products 
and services)

2. Emphasis on short-term profits (short-term thinking and 
push for quarterly financial results)

3. Evaluation of performance (annual reviews from 
management perspective)

4. Mobility of management (job hopping)

5. Management by use of visible figures only (little 
consideration of the unknown or unknowable)

6. Excessive medical costs

7. Excessive costs of liability

To illustrate these points, consider how the evaluation of 
performance in many organizations is to have associates prepare 
their annual goals with only a loose tie-in to corporate goals. 
Once these individual goals are approved by managers, everyone 
goes “head down” on their own future, meeting attendance 
drops, and communication suffers. All of these consequences 
work against a common effort for alignment of performance that 
benefits the whole organization.

Figure 1: Aligning Projects with Business Needs Through the E-DMAIC Roadmap
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This 500-plus page textbook is full of practical examples 
showing ways to create Lean and Six Sigma projects that embrace 
an enterprise perspective, support strategies consistent with 
business goals, and promote a clear understanding of what to 
measure and report. There is certainly more content in this book 
than can be fairly communicated in a book review. Therefore, 
I will limit this review to pointing out some highlights within 
the DMAIC Analyze phase of the IEE Enterprise-DMAIC 
(E-DMAIC) process (See Figure 1).

At the outset, we need to keep a couple of points in mind 
regarding IEE and E-DMAIC. First, performance metrics in 
the IEE system have a regular reporting at the enterprise level 
so that special and common cause process variation has a high-
level-viewpoint separation (See Figure 2). This 30,000-foot-
level perspective provides the opportunity to make predictive 
statements of what futuristically is expected from processes, 
if nothing were to change. With this form of measurement 
reporting, additional insight is gained into how the organization 
is actually performing and what can be done to improve its 
overall performance. Secondly, E-DMAIC is used to establish a 
long-lasting enterprise system for measurement and improvement 
that is refined over time where performance-measurement-
improvement needs pull for projects that positively impact the 
business as a whole.

I have chosen to look at just the E-DMAIC Analyze phase 
to demonstrate the original thinking Breyfogle has brought 
to traditional Lean Six Sigma improvement projects. Similar 
examples of innovative ideas are found in the other E-DMAIC 
phases, but the new practices covered here should bring an 
immediate boost in effectiveness of most business process 
improvement projects.

Do You Have a Strategy?

An organization must have a strategy characterized by an 
integrated, overarching concept on how the business will achieve 
its objectives. E-DMAIC uses scorecard metrics tracked over 
time to determine business performance before financial goals 
are established. Then SMART goals are created (Specific, 
Measurable, Actionable, Relevant, and Time-based). Specific 
projects then become apparent to achieve these goals. The 
key here is that goals are based on analysis of “what is” before 
committing to “what is wanted.”

Theory of Constraints (TOC) in Development of 
Strategic Plans

Theory of constraints focuses on reducing system bottlenecks as 
a means to continually improve the performance of the entire 
system. Rather than viewing the system in terms of discreet 
processes, TOC addresses the larger systematic picture as a 
chain or grid of interlinked chains. Improvements attempted 
anywhere along the chain must be evaluated for their potential 
influences elsewhere in the chain. Such impact analysis is not 
typically done in a process-centric “push for project creation” 
improvement program.

Lean Assessment

A first step in understanding a process is to observe it in 
operation under usual and unusual circumstances. However, 
most process improvement projects begin with financial 
expectations and the amount of cost (dollars or percentage) that 
need to be removed. Observation worksheets and standardized 
work charts are ideal ways to collect, summarize, and evaluate 
process observations. Breyfogle suggests the following four 
opportunities for identifying target areas for improvement.

Workplace

• Organization and layout

• Standardized work

• Visual controls

People

• Effectiveness

• Quality at the source

Systems

• Workstation tool reliability

Figure 2: Satellite-Level and 30,000-Foot-Level 
Scorecard-Dashboard Metrics

(Book reView,  
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• Cellular flow

• Batch reduction or elimination

• Pull vs. push systems

• Point of use implementation

A Lean assessment template matrix is presented in the 
book’s appendix.

Enterprise Process Value Stream Mapping

An additional consideration here is that the E-DMAIC system 
offers a framework for measurement and improvement that 
aligns well with the Toyota Production System. In IEE, high 
level monitoring (satellite-level financial metrics and goals) 
lead to scorecard and dashboard metrics (30,000 foot-level 
operational metrics and goals). The need to achieve satellite goals 
then pulls for application of the most appropriate Lean and Six 
Sigma tools. If the goal is a reduction in lead time or inventory, 
then Lean tools should be considered and a kaizen event may be 
the best means to obtain timely results.

Innovation and Creation Process

IEE is more of a business system than traditional Six Sigma and 
Lean Six Sigma deployments. In IEE, the focus is on a system 
that has predictive performance measures and goals that pull 
for projects that will be beneficial to the “big picture.” In the 

IEE system, emphasis is given to creating financial benefits that 
are felt by the entire company, not just at the individual sub-
process measurement level. Creativity is used to formulate an 
enterprise improvement plan that identifies potential projects 
that are sensitive to the voice of the process, are in direct 
alignment with business goals, and are responsive to voice of the 
customer expectations.

In the absence of creativity, most improvement teams find only 
evolutionary improvements and conventional causes. Creativity 
increases the chance of finding unconventional causes and 
revolutionary improvements. IEE satellite-level metrics can 
track overall value to an organization, both from a financial and 
customer point of view. A closer view of the value from processes 
then can be obtained from operational and project 30,000 foot-
level metrics. Creativity can be used to clarify “places of most 
potential” in the IEE project value stream, so that only the 
most promising projects are undertaken to add value for the 
organization and its customers.

If some of these ideas strike a chord with you, then you definitely 
will want to read this entire book on Integrated Enterprise 
Excellence to learn more about how to change your perspective 
on the design of a business process management system.

Robert Spencer is the editor of the Quality Management Forum. 

Coach's Corner: Supporting my Team!
By J.R. McGee

In our last column, we talked about 
frustration. Apparently, this really hit a 
nerve as several people have approached 
me about various frustrations that concern 
them in the workplace. The one that I 
think touches the most people in quality 
management is, “How do I ensure my 
team gets appropriate recognition and 
support for the work they’ve done and 
the results they’ve produced?”

It can be incredibly disheartening to 
you as a manager, and to your people as 
contributors, to work “over and above” 
and yet find that there is little to no 
appreciation for what you’ve accomplished. 
As most of us have found out, it’s easy to 
be taken for granted in the workplace. 
Depending upon what else is happening 
in other parts of the organization that also 
demands attention, this can be a major 
issue for us and our people. I have worked 

with teams that have done amazing 
things that were absolutely eye-watering, 
with levels of effort that bordered on the 
superhuman, only to have the executive 
team respond with a shrug, or worse, tell 
them they expect that level of commitment 
every day. Now don’t get me wrong . . . 
I’ve spent most of my life working with 
Special Forces in the realm of counter-
terrorism, and I was the program manager 
for fighter pilot training facilities around 
the world. I set and demand very high 
levels of expectations for myself and I 
accept nothing less than the best my teams 
have to give. But nobody can routinely 
deliver 150% 8-hours a day 6-days a 
week. So when people do something 
truly awesome, one of our prime jobs as a 
quality professional/leader is to ensure it 
is appropriately recognized and valued by 
the organization. 

A very good friend of mine had an 
experience like this with his student team 
development week for a major university 
last month. As part of the team-building 
experience, they completed a major 
Lean Six Sigma 5S event in two labs on 
campus. They included a machine shop 
and related areas that had not been “deep 
cleaned” in decades. They set very stretch 
goals for themselves and exceeded even 
those in less time than anyone at the 
university believed possible. They worked 
from sunup until close to midnight every 
day for seven straight days on this project 
and poured heart and soul into what they 
were doing. As is typical of such projects, 
an out-brief was scheduled with one of 
the top administrators at the university. 
He was specifically invited both to show 
him the value that had been delivered, 

(CoaCH'S CorNer: SupportiNG mY 
team!, continued on page 19)


