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The Enterprise Performance Reporting System (EPRS) software provides performance reporting 
in a format that furnishes the business a clear view of its performance.  The EPRS performance 
reporting includes both an over-time assessment of stability and a capability assessment in a 
common format leading to good business decisions and actions.  The EPRS software is intended 
for use in business process performance reporting, not for Statistical Process Control (SPC) 
applications. 
 
As you consider different reporting methods for performance metrics, it is key first to evaluate 
the reasons that performance is monitored at all.  
 

1. To assess past performance 
2. To estimate future performance 
3. To identify performance issues that need to be addressed. 

Reason 1 is the least important because it is a look at events that 
have already occurred and cannot be changed.  The impact of the 
financials has occurred.  Nearly every existing method of 
performance reporting, such as red/yellow/green scorecards, 
addresses only reason 1.   It is reasons 2 and 3 that are the most 
important purposes of performance reporting, because they allow 
an organization to get better.  With a goal to estimate future 
performance, an assessment of the process stability or 
predictability must be included in the performance reporting 
method. 
 
Over-Time Assessments of Business Processes 
The 30,000-foot-level method of performance reporting includes a 
control chart to assess the performance over time.  This assessment 
uses control chart theory to identify consistent or predictable 
performance periods, but this control charting method is different 
from the method that is taught in Statistical Process Control (SPC) 
courses that are based on Walter Shewhart’s writings.  The 
traditional control charting rules for selecting control charts used 
for SPC purposes have an unspoken assumption that they are being 
used to manage a process performance (this what the control in 
control chart means).  When an out-of-control condition is 
identified in an SPC application, the process is adjusted, using pre-
determined process settings to return the performance to its 
historical average performance level.  SPC methods are best used 
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for ground-level process management and control.  The SPC methods are not appropriate for 
business process management. 
 
When business performance metrics are reported, the business does not have a known set of 
process adjustments to change the business performance like those available for a distinct 
ground-level process.  Business performance metrics are not at the ground level, but are at higher 
levels in the business.  The identification of business performance metrics starts from the top 
financials and works down into an organization.  In the Smarter Solutions Integrated Enterprise 
Excellence (IEE) system, the financials are considered as satellite-level metrics, while the 
business performance metrics that are reviewed monthly/weekly/daily as a business is managed 
are considered as 30,000-foot-level metrics.  These high-level business metrics are not 
effectively evaluated using traditional SPC methods because they are not discrete ground-level 
process metrics.  The 30,000-foot-level performance metrics are generally the result of multiple 
discrete processes, shifts, and products and do not have clearly identified actions to take that will 
return performance to the expected levels if a shift is recognized. Most changes at the 30,000-
foot-level do not have clear causation, which means that the typical cause and corrective action 
(CCA) efforts are often not successful. 
 
The EPRS system has adopted a control charting method that 
follows Forrest Breyfogle’s1 writings.  This concept uses only 
individuals control charts for monitoring business processes.  
Dr. Donald Wheeler2 has also written extensively on the use of 
individuals control charts rather than the traditional SPC chart 
selections.  Dr. Wheeler coined the name Business Behavior 
Charts to emphasize the difference from SPC charting.  The 
benefit of using only individuals control charts for high-level or 
30,000-foot-level business processes lies in the assumptions 
used in the control limit calculations.  The traditional SPC 
methods are used to identify any variability source or cause that 
does not exist in the short term (the minimum observed 
variation) process variation as an out-of-control event, 
triggering a process adjustment.  When assessing business 
performance, there are sources of variation and process changes 
that the business must define as acceptable and common, which 
should not be identified as out-of-control events.  These changes 
involve such things as shift changes, product mix changes, 
different locations, different equipment and many other issues 
that are part of running a business.  Standard SPC control 
charting theory would identify each of these required and 
common business changes as an out-of-control event, which 
would cause the organization to be constantly reacting to events 
that must occur and cannot be changed.   
 
The firefighting efforts that most organizations experience can 
be traced back either to the use of SPC tools to monitor business processes or to the treating of 
out-of-specification events as if they were out-of-control events.  In both cases, there is not a 
clear cause for an extreme event so that the cause and triggered corrective action efforts 
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generally fail to identify process changes that will provide a benefit.  If an organization has a 
significant number of firefighting events occurring,  it should see the same problems occurring 
over and over again, even though a great deal of effort was taken to correct the business process.  
If this situation is allowed to continue, most cause and corrective actions become an effort in 
creative writing.  The corrective action team struggles to write a corrective action report that will 
be accepted rather than truly fixing the problem. 
 
The use of individuals control charts, as proposed by Breyfogle and Wheeler, define the required 
business changes that are listed above, as common events and will not identify them as out-of-
control events, if their impact on the process is consistent over time.  Of course, the individuals 
chart will still identify un-common changes in the process output 
assignable to significant changes in the shift performance, 
product mix, locations, equipment, and all other planned sources 
of variation, which will lead to a business process identification 
of out-of-control conditions that are causal and that can be 
corrected.   
 
The adoption of the 30,000-foot-level performance reporting 
methods will show an organization how long a period of time that 
the business process has been consistently performing, which is 
generally a lot longer period of time than the organization 
recognizes.  The disparity between intuition and the true 
performance consistency is because the organization considers 
every out-of-specification condition as a process change rather 
than as a result of the baseline business process performance.    
The out-of-specification conditions are just part of the stable or 
predictable process.  Each out-of-specification event does not 
have a discrete cause, it is a random event. 
 
Business Process Capability/Performance 
As soon as a business process has been shown to be consistent 
over a period of time, the next step is to produce an estimate of its 
capability or its performance.  A process’s capability is measured 
against a specification of customer requirement.  When no 
specification or requirement exists we report the performance of 
the business process.   
 
In traditional performance reporting, an organization needs to select an arbitrary performance 
goal for performance metrics that do not have a specification or customer requirement so that it 
can report a capability of the business process. The organization now has each performance 
metric reported with the ability of the metric to meet the specification or the goal, using identical 
reporting formats, despite the disparate impact on the business.  For the performance metrics that 
have a specification that derives from a customer requirement, the events outside of the 
specification are non-compliant and must be reworked or scrapped.  The metrics that have an 
arbitrary goal are treated differently.  The events outside the goal are not equivalent to out-of-
specification events.  Missing a goal may be disappointing, but it is not as severe as a quality or 
customer issue.  Reporting performance metrics relating to customer compliance and metrics 
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relating to internal goals in the same way will make all of the performance issues seem to have 
equal importance to the workforce, when in fact the customer compliance metrics are 
significantly more important.   
 
The EPRS system provides a different performance reporting method for business metrics that 
do not have customer derived specifications.  The performance metrics that are judged against 
customer specifications or requirements are reported as percent compliant, just as the customer 
would look at the performance.  These goal-based performance metrics are reported as a typical 
value (median) and a range of expected performance values.  This provides the business a 
method to judge the non-specification based metrics with a lower level of attention, which 
focuses more effort upon the more important customer derived performance metrics. 
 
The fact that performance metrics with customer derived specifications are treated differently 
than internal goal-based metrics leads to better behavior within the workforce without the 
requirement for new rules or better management oversight.  The recommended workforce 
performance-based behavior can be attained with minimal management direction, since the 
reporting format aligns with the required actions. 
 
The 30,000-foot-level methods may seem complicated, but with the use of computers to process 
the data the interpretation of the performance will still be easy.  The interpretations of the 
30,000-foot-level reports are straight forward and understandable at all levels of an organization.  
Even though the format includes two statistical charts, the message that they provide can be 
understood without any statistical knowledge.  The simplicity of traditional red/yellow/green 
scorecards will hide some of the important process performance insights from the workforce, 
avoid that loss and adopt a more explanatory reporting format as discussed in this article. 
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