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Positive Metric Performance & Poor Business Performance –
How Does This Happen?

Should you invest your time reading this article?
1. Check the box next to any of the listed attributes when you think that your organization does
not do a good job accomplishing the described objective.
2. If there are no boxes checked, you and your organization would probably not gain much using
one or more of the concepts described in this article.

Abstract
In an organization, performance metrics should lead to the most appropriate actions or non-actions.
Measurements are typically presented as a table of numbers, stoplight scorecards, or time-series
charts. Do these forms of reports result in a good decision-making process or lead to unintended
consequences that result in unhealthy, if not destructive, behaviors? Unfortunately, these forms of
report-outs can result in playing games with the numbers or firefighting a problem that appears to be
resolved but only reoccurs.
Traditional performance metric reporting typically provides only a snapshot of what occurred at
some historical point in time. Organizations often establish numerical goals against these
performance measurements, where compensation might even be established for achievement of
these targets. A target-achieving-goal-setting system might appear to be a good approach but can
lead to organizational behaviors that are not in the best interest of the business as a whole.
What is needed in business is a methodology that orchestrates the entire enterprise so that it
performs as functionally as a symphony sounds. This requirement is achieved through the Integrated
Enterprise Excellence (IEE) business management system.
Page 2

Positive Metric Performance
PoorBusiness
Business
Performance
– How
Organizations &
Better
Performance
Through
The Does This Happen?
Integrated Enterprise Excellence System

Positive Metric Performance & Poor Business Performance –
How Does This Happen?
By Forrest W. Breyfogle III

IEE and Malcolm Gladwell’s Books
In his books, Malcolm Gladwell made the following points:
Book: What the Dog Saw and other Adventures
In this book a chapter titled “The Talent Myth: are smart people overrated?”, Gladwell
presents a very good argument for why the “talent mind-set” management style promoted
by McKinsey and used by Enron was a major component in Enron’s downfall at the turn of
the century. The book stated: “The broader failing of McKinsey and its acolytes at Enron is
their assumption that an organization’s intelligence is simply a function of the intelligence of
its employees. They believe in stars, because they don’t believe in systems.”
Book: Blink – The Power of Thinking without Thinking
In this book, Gladwell describes “thin slicing” as the use of limited information to come up
with a conclusion. In our age of information overload, Gladwell contends that experts often
make better decisions with snap judgments than with a lot of analyses. Gladwell describes
how having too much information can, at times, interfere with the accuracy of a judgment.
The success of a business is a function of its processes and their inputs. If the output of a process is
not satisfactory, then the process’ inputs or the process itself needs to be enhanced. However, with
current business management practices such as Gladwell’s described “talent mind-set,” organizations
often can gain much by refocusing their emphasis to better understand and by enhancing the
systems that impact the process’ results.
Executives and operations in an organization need to make decisions; however, often the data set
presentations can be overwhelming or provided in a format that it is very difficult to determine the
most appropriate action or non-action. What management needs is a system that provides a “thin
slicing” of the organization so that both effective strategic and operational decisions can be made.
IEE provides a system that addresses these issues which Gladwell highlighted. The described IEE
system integrates predictive performance reporting with the development of analytical/innovative
strategies that lead to improvement efforts that benefit the enterprise as a whole.
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Process Improvement: Are we trying to answer the wrong or not best
question to the third decimal place?
Everyone should be well aware that organizations need to improve and adapt to survive. However,
when times get tough, who is one of the first people to get laid off? It is the process improvement
practitioner. Why does this termination occur, since one would think that in tough times process
improvement is needed the most? Apparently, the efforts from improvement practitioners are often
not viewed by senior leadership as important to the enterprise as a whole.
Consider also, why is it that scorecards often indicate an improvement was made only to find that
things then again degraded? Did one really make an improvement when a red-yellow-green
scorecard transitioned from red (i.e., the metric goal is not being met) to green (i.e., the metric goal
was met), when the metric’s color later transitions back to red? In processes, often there can be
transitioning between the red and green colors when no improvement has been made!
Shouldn’t organizations be doing things “smarter?” What does the organization need to make the
business more successful? What are the major business management issues of leadership that
should be addressed?

Leadership Business Management Issues
The following four leadership business management issues items can create much waste in an
organization:

1. Executive management receives a monthly 60+ slide presentation or a huge
spreaadsheet file, which nets out the status of the organization’s
performance metrics.
This report, which took much preparation resource, has out-dated information, can be
difficult to interpret, and does not present information in an actionable format. Data are only
historic and not presented in a timely fashion with prediction statements. Management
would benefit if it had reporting that it could access at any point in time in order to have a
high-level view to successfully “thin slice” its decision making process.

2. Quarterly executive management reviews (EMR) are lengthy and
questionable in value.
EMRs consume much resource for both executives and presenters. Presentations could
highlight the status of corrective and preventative actions (CAPAs), but an alignment with
business performance metrics is often lacking.
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3. Resources are wasted in fighting fires, and the benefits of process
improvement efforts seem questionable.
Issues of the day that are supposedly resolved only reoccur. Also, 100 million dollars in
savings may have been reported from process improvement efforts, but nobody can find the
money.

4. Our organization is operating in silos where little regard is given to the big
picture.
Performance goals are set by function; however, what is right for one function might not be
the best for another function and/or the business as a whole.

Traditional Performance Metric Reports
Consider the following four actual organizational example performance metric report-outs:

Figure 1: Red-yellow-green scorecard
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Figure 2: Table of Numbers

Figure 3: Time-series plot

Figure 4: Percentages in a Table
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What actionable or non-actionable occurrence is appropriate from each of these historical-datareporting organizational scorecards? It is very difficult to say. Those within an organization who
have a differing “talent mind-set” could draw very different conclusions.
What is needed is a consistent system for reporting these performance metrics so that there is
consistent interpretation and action by all personnel throughout an organization. Organizations
benefit when this reporting provides an assessment of what might be expected in the future.

Predictive Performance Metric Reporting and its Benefits
The 30,000-foot-level performance reporting methodology described below is an extension of the
concepts used in statistical process control (SPC) of manufacturing processes. One extension of SPC
reporting is that 30,000-foot-level reporting provides predictive statements. This form of report
generation will be illustrated for the above percentage-in-a-table situation shown in Figure 4.
Detailed information on how to access information about a similar transitioning for all the above
report-outs to a predictive format will be provided after this illustration.
With the monthly report-out format shown in Figure 4, one might ask the following questions:
•

Why should a report-out include only monthly reporting and year-to-date values? After
January 1, wastage doesn’t magically change from December 31. In addition, if something
were to change between weeks three and four of a month, this shift would not be detected
in this performance-metric-reporting approach. This tabular monthly reporting format
discourages the thought process that a process’ output is the result of its inputs and process
steps. If the normal variation in an output process response is undesirable, then something
needs to be done to enhance the process.

•

Could one determine from this table if anything changed in the process over time? With this
type of performance management system metrics reporting, this question is very difficult, if
not impossible, to answer.

•

Why wait until the end of the month to see how metrics are performing? A more frequently
automated updated reporting to these charts would have its benefits, where executives and
others could access up-to-date, “thin-slice” of this information at any desired point in time.
Labor in the creation of these charts would also be saved.

•

Will this metric format for reporting lead to the most appropriate actionable or nonactionable activities? The answer to this question is typically no. With this form of reporting,
often only ″stories″ are provided describing typical up and down changes that occur in the
process. Also, this form of reporting could lead to much firefighting where one takes action
trying to answer the question why a performance number has degraded from last month.
Activities of this type are not linked to process thinking and may not lead to the most
appropriate actionable or non-actionable activities.

A 30,000-foot-level predictive performance report-out for the overall wastage attribute response for
this process is shown in Figure 5. With this report-out, more data were included and the reporting
frequency was changed from monthly to weekly. These changes provide a timelier “thin-slice”
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insight to how the process is performing and what appropriate actions or non-actions should be
taken.

Figure 5: 30,000-foot-level Predictive Performance Report

The 30,000-foot-level predictive performance reporting process consists of two steps.
1. The first step is to determine if the process is stable. This is accomplished through the use of
an individuals control chart. In an individuals control chart, an upper control limit (UCL) and
lower control limit (LCL) are determined statistically from the data. If a point exists outside
the UCL or LCL limits, the process may have a special-cause condition that impacted the
metric’s response. If there are no points outside the UCL or LCL limits or statisticaldetermined patterns, one can state that the process is stable. When a process has regions of
stability, variation from these time intervals is from natural variations in the process, which is
referred to as common-cause variability.
2. The next step is to describe the processes’ capability or performance level. When there is a
recent region of stability, the process can be said to be predictable. A futuristic statement
can be determined by considering data from the recent region of stability as a random
sample of the future. If a process is stable and the prediction statement is not desirable, then
enhancements are needed to the process in order to improve its performance.
From the Figure 5 report-out of the process’ performance at the 30,000-foot-level, one can make the
following “thin slice” observations, which were not prevalent from the current tabular reporting in
Figure 4:
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• The red dot with the number 1 indicates that a special-cause condition may have occurred.
This point can be investigated relative to determining a causal condition. However, since this
point was close to the UCL limit, this value was considered in this analysis to be a response
from common-cause process variability.
• Individual points within the upper control limit (UCL) and lower control limit (LCL) range
should not be examined individually for causality. However, data in this region could be
examined collectively relative to testing hypotheses for improvement opportunities; e.g.,
differences between days of the week, departments, and machines. This insight can be
beneficial to determine what could be done differently to the process to enhance its
performance.
A predictive measurement is reported, with the understanding that, if the prediction is not desirable,
then something needs to be done to enhance the process. This type of understanding is not
typically highlighted when organizations focus on having a business that uses Gladwell’s described
“talent mind-set” management approach. Organizations who give focus to this non-system way of
thinking often make intuitive decisions that are not based on the performance of processes, which
can yield very undesirable, unintended consequences.
Many have pointed out the importance of having predictive measurements in organizations. The
30,000-foot-level performance reporting methodology is a means to achieve this predictive-reporting
objective.

Reporting Predictive Performance Measures throughout an Organization
Organizations can integrate predictive performance measurements throughout their enterprise using
an IEE value chain. An IEE value chain describes what an organization does and how it measures the
performance of what it does. An enterprise value chain perspective can provide a “thin slice” view of
what is occurring in an organization, from which beneficial decisions can readily be made. An
example value chain is illustrated in Figure 6.

Figure 6: IEE Value Chain for a Hospital
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Enterprise Performance Reporting System (EPRS) software can provide automatically updated IEE
value chain performance metrics and procedural information, which is “clickable” to those who have
authorization through an organization’s network or the internet.
Figure 7 illustrates a “clickable” drilldown of what the hospital value chain might be. In this
illustration, there are two swim lanes. The top swim lane lists metrics that were agreed to for this
delivery of clinical services function relative to quality, cost, and time. Each of these metrics, through
a click of the mouse, can provide a 30,000-foot-level report-out of its recent performance level.
The bottom swim lane contains the procedures with its drill downs, which are the means for
providing the current level of process performance. A mathematical expression for this is Y is a
function of x or Y=f(X).
In organizations, often the north wing of the building is working on organizational scorecards and the
south wing of the building is working on process documentation and improvement, and these two
functions do not communicate with each other. The IEE value chain brings these two functions
together from a thin-slice organizational viewpoint.

Figure 7: IEE Hospital Value Chain Drill Down
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The IEE System and Whole-enterprise Improvement Projects
The lower left corner of the IEE value chain shown in Figure 6 has a function titled “Enterprise
Process Management.” A drill down of this function is shown in Figure 8.

Figure 8: Enterprise Process Management Function Drill Down

The top swim lane of the Figure 8 describes the 9-step IEE business-management system. A
summary of these steps are:
1. Describe vision and mission. Vision statements focus on the goals and aspirations of a
company, while its mission statement is a statement of the purpose of the organization.
Actions relative to the following steps should be in alignment with an organization’s vision
and mission.
2. Describe value chain. As noted earlier, the IEE value chain describes what the organization
does and its measurements relative to these functions. Reporting of the metrics in an IEE
value chain can provide futuristic thin-slice statements through the previously illustrated
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30,000-foot-level reporting of operational metrics. Satellite-level metrics have a similar
reporting to 30,000-foot-level metrics but involve the tracking of financial metrics.
3. Analyze enterprise. This involves a big-picture assessment of the enterprise as a whole. In
addition to IEE value chain performance, other aspects of the business would be assessed
such as organizational constraints, competition, and industry changes. This analysis can lead
to areas of the business that could be enhanced.
4. Establish SMART (Specific, Measurable, Actionable, Relevant, Time-based) satellite-level or
financial goals. These goals should be reasonable, where achievement of these objectives is
illustrated through a satellite-level reporting transitioning to an enhanced level of
performance.
5. Create strategies that are targeted and have an alignment with the business as a whole and
its financials. Insight that is gained through the analysis step is blended with innovative
thinking to develop these strategies.
6.

Identify high potential improvement areas and establish SMART 30,000-foot-level metric
goals. A big picture assessment can identify areas of the business where focus should be
given to benefit the big picture; e.g., sales process if there is excess capacity. The metrics that
are to be improved should be a part of the IEE value chain whenever possible. The owner of
these metrics understands that to achieve the 30,000-foot-level reported objective he/she
will need to improve the process.

7. Identify and execute projects that are to benefit the enterprise as a whole. These process
owners will have a sense of urgency to complete improvement projects that are to positively
impact the metric, since he/she will be reporting the status of their metric improvement to
the boss’ boss periodically; e.g., monthly.
8. Assess project’s completion impact on enterprise goals. If a project is successful, then the
procedures in the value chain were enhanced, which positively impacted a 30,000-foot-level
metric, which in turn will positively impact the satellite-level metric; i.e., financials.
9. Maintain the gain not only through the execution of error-proof procedures whenever
possible but also by monitoring through the IEE value chain the new-level of performance,
making adjustments whenever the 30,000-foot-level chart degrades. Note how step 9 loops
back to step 3 (not step 1). What is occurring in this 9-step IEE business system loop is
basically a Deming’s Plan-Do-Check-Act cycle for the enterprise as a whole.
Figure 9 illustrates an Enterprise Improvement Plan (EIP) for the described hospital illustration; i.e., a
drill down of a function in Figure 8.
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Figure 9: Enterprise Improvement Plan (EIP) for a Hospital

From an EIP one notes how improvement projects are in alignment with the business needs as a
whole.

Improvement Project Execution and Benefit Quantification
IEE offers a means where metric enhancements, which benefit the enterprise as a whole, “pull” for
the undertaking of efforts that improve these measurements.
When metric improvement needs are strategic, executive management will want frequent updates
on how process improvement efforts are progressing to enhance the selected measurements.
Because of this visibility, these focused process enhancement efforts will not fall off the plate of the
project owner and/or project-execution leader because of other competing day-to-day activities.
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Improvement projects to advance a 30,000-foot-level metric to a better performing level can utilize a
Lean kaizen event, follow a Lean Six Sigma Define-Measure-Analyze-Improve-Control (DMAIC)
roadmap, or incorporate some other approach to improve the process. In the IEE methodology, the
approach to improve a measurement does not matter.
One of the measurements in Figure 9 to improve the enterprise’s profit margins was the reduction of
wastage. Figure 5 indicated current operational wastage for the organizational process to be
approximately 5.3%. A DMAIC project was executed for the purpose of establishing new procedures
that would improve this process’ wastage metric.
During this investigation, various hypothesis investigations of the region of stability could identify
differences between operators, days-of-the-week, etc., which can provide insight to where
improvement efforts should focus. Figure 10 provides the result of process improvement efforts to
this metric.

Figure 10: Demonstrating Amount of Wastage Reduction from Process Improvement Efforts

From Figure 10, it is observed that:
• An improvement was demonstrated from the “new method” as a stage in the individuals
chart. Currently the last three weeks are performing at this enhanced level of performance.
• Since the new process is determined stable with this form of reporting, the three recent
points can be used to provide an estimate of the future, which in 30,000-foot-level reporting
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is automatically reported at the bottom of the plot; i.e., 4.3% wastage. When this value is
compared to pre-process-improvement level of 5.3% wastage, one notes that the EIP
improvement objective of 10% reduction in wastage was exceeded through execution of this
project.
A 30,000-foot-level chart report-out not only can detect when a measurement was impacted by a
process improvement effort but also estimates the amount of improvement.

How IEE Addresses Leadership Business Management Issues
The following four leadership business management issues were initially described in this article.
What will now be described is how an IEE solution can address these problems. This thin-slice
approach to business management addresses the issues of a “talent mind-set” and meet-thenumbers-or-else approach to management through and enhancement and integration of previous
methodologies, as illustrated in Figure 11:

1. Executive management receives a monthly 60+ slide PowerPoint deck or a
huge excel file, which nets out the status of the organization’s performance
metrics.
An IEE value chain with automatic updates provides up-to-date information, where
performance metrics are reported predicatively and can be accessed at any time throughout
the organization. Executive and other meeting presentations can make reference to specific
value chain metrics, along with appropriate action plans or results, when appropriate.

2. Quarterly executive management reviews (EMR) are lengthy and
questionable in value.
Monthly or quarterly reviews benefit when there is a targeted focus to strategic metric
improvement needs, as determined through an IEE Enterprise Improvement Plan (EIP). In
EMRs, managers of processes that are to improve their predictive performance metrics
should be given primary focus in the session. During EMR reviews, these targeted areas
would report out the status of their 30,000-foot-level metrics and process improvement
project(s).

3. Resources are wasted fighting fires and the benefits of process
improvement efforts seem questionable.
Firefighting is often the result of treating common-cause variability as though it were special
cause. This issue is resolved with 30,000-foot-level reporting. If a process’ response has
common-cause variability and its performance is unsatisfactory, a process improvement
effort needs to be undertaken. A transition in the 30,000-foot-level individuals chart to an
enhanced level of performance indicates that effective improvement efforts were achieved.
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Application of an IEE Enterprise Improvement Plan (EIP) targets improvement efforts that
benefit the enterprise as a whole; hence, executives, and others, can readily see and
appreciate the efforts of process improvement efforts.

4. Our organization is operating in silos where little regard is given to the big
picture.
An IEE value chain presents organizations as a system of interconnected processes with
predictive performance metrics that break down silos. Organizational performance metrics
goals can be established through an Enterprise Improvement Plan (EIP) where the enterprise
as a whole benefits through targeted improvement efforts.

Figure 11: Evolution to the IEE Business Management System
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Summary
It was previously noted that Gladwell, in his book What the Dog Saw, makes a good case that the fall
of Enron after the turn of the century was in part caused by the use of “talent management,” where
these organizational stars don’t believe in systems. It has been my observation that businesses still
often manage using this approach, which can have grave consequences. Organizations need to
incorporate a business-management methodology for creating systems that benefit the enterprise as
a whole.
The described Integrated Enterprise Excellence (IEE) system provides a straightforward methodology
for addressing this need. It still will be important to hire the right people and get them into the right
positions for their skill set; however, with the IEE roadmap organizations and its created systems
there is no need to focus on hiring superheroes for positions in their organization.
It was also noted how Gladwell points out the importance of “thin slicing” in his book Blink.
Organizations often get such an overload of information that is very difficult to make appropriate
action or non-action decisions. The presentation of this information can make good decision making
very difficult; e.g., Figures 1-3. The use of “Big Data” techniques can exacerbate this dilemma.
The IEE roadmap with its organizational value chain provides a “thin slice” view of an organization
along with a system to identify how the organizational business processes and policies can be
improved so that the enterprise as a whole benefits. The IEE methodology provides a system to
implement the business-management philosophy of W. Edwards Deming.

Next Steps
Leadership, management, and practitioners in an organization often readily see the benefits of an IEE
system; however, they often have difficulty determining where to start. Strategies for initiating IEE
and creating predictive performance metrics are described in the novel-written books Management
2.0: Discovery of Integrated Enterprise Excellence and Leadership System 2.0: Implementing
Integrated Enterprise Excellence. These two books are available in paperback, Kindle e-book, and
audible book formats.
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