Determining the significance of the cause(s)

PLAN  Baseline Measures

Overview:  Don’t skip over the step of determining the baseline measure of the significant causes.  This step answers the question, How do you know we have a problem?  If a solution does not measurably improve or minimize the negative impact of the cause, its success is just a guess.  Measurements must be pertinent and statistically valid if there is to be proof there is a problem and that the solution made a difference.  

Ten Signs of a Good Measure     

1. It measures what is important, not just what’s available.
· Measuring what has little meaning can be a great waste.

2. It adapts with the environment to measure reality.

· As the environment changes, it evolves to measure the process or problem intent accordingly.

3. It is representative of the population.
· It considers proportions and differences in location, shifts, weekends/weekday compositions to display the right information.  

4. It drives decisions.  

· It also disappears when it outlives its value.

5. It is valuable feedback at a useful frequency.
· Quarterly feedback can’t correct daily behavior.  



Learning cycle = cycle time to detect + cycle time to correct

6. It costs less to obtain than the benefit it maintains.

· Measurement for measurement sake is a waste.

7. Has good statistical inference.

· It considers variation instead of solely relying on averages.

8. It is strongly correlated with the effect it’s measuring.

· It is sensitive to important changes in the output it is measuring

9. It is given to all who can gain from it and excluded from those who can’t.

· Spam measures are in the way of real work.
10. It is the vital sign of a process or problem intent.

Measures the quality or integrity of the service or output.

· TOOL  Conducting Before and After Measurement

1. Make sure you measure the right thing. It should answer: How do we know our solution improved the problem? It may take several measures to arrive at the proof that success was achieved. 

2. If you are relying on humans to capture your data, make sure your data collection form is easy to use. This means its entry maps in sequence with how things occur, ands placed as close to the point of action as possible.  Respect data entry time and you’ll gain more data with greater accuracy.  The higher the disruption, the lower the accuracy.

3. Instructionalize the form with its purpose, how to use it, where to turn it in, any codes needed. Create sorting fields such as position, shift, etc. as checkboxes rather than leaving as free form text.

4. Follow-up with the data collectors often the first few days to be sure they understand what they are to collect, how important it is, and to gain their feedback as to what needs to change to make it easier or more meaningful.

5. Review the data at the end of day one to validate that it is accurate and complete. Follow-up with those who seem confused or non-compliant.

6. Get at least 30 to 50 samples that are random across a representative period. The more data, the better the accuracy.  Sometimes the difficulty or cost to collect this data may prohibit the size of a sample, but know that your reliability on this data is shakier when it is under 30. 

7. Try to collect your data randomly over a course of two weeks. This eliminates the bias of hitting an exceptional day.

8. Use statistics when possible to determine your sample size. Excel has both a Random Number generator function and a statistics Sample size calculation.

9. When reporting data, know that standard deviation is as important as the average. Calculate both.

10. Think of all the data fields you need to collect up front. Nothing is more exasperating than realizing after the fact that your data would be twice as rich in meaning if one more field had been included.

