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Measurement and Return on
Investment by Ron Bercaw
Great organizations can measure their results. They
can measure them at the local level, at the site level
and the enterprise level. And they can measure things
in real time. No waiting for month end reporting or
quarterly reporting to know which way things are
trending.
Aside from real time measurement, great
organizations simply have the ability to measure
things. I firmly believe capability follows motivation.
Great organizations do not accept the "computer
system" can't give us that information. they go get it.
Automated if possible, manually if not automated, and
with a stop watch if necessary. "Go and See" is the best
way to see if something is working.
Before I go on, let me state that measurement is
critical because it is the only way we can show
improvement. If you can't measure it, you can't
improve it.
Now before we get into ROI, let's review what to
measure. Measurement in an improving environment
comes from one of five dimensions. Quality, Delivery,
Cost, Staff Morale, and Growth. Collectively these
measures make up we call a balanced scorecard and
also make up what we call the "true north"
dimensions. When waste is removed from a process,
typically all five of these dimensions move
simultaneously. Done well, you can expect double
digit growth in each of these measures year over year.
Table A explains the five dimensions in more detail.
Now during the course of improvement, we want to
ensure we have a good return on investment. A well
implemented lean operating and lean management
system will deliver an ROI of 3 or 4 to one on an
annualized basis.

Table A
True North Category

True North Measure Definition

People

Measures of staff morale or staff engagement
Defects per unit of service or process outcomes

Quality

related to meeting the customer’s requirements
Lead time for goods and services from customer

Delivery

need identified to customer need met expressed
in time (minutes/hours/days)
Hours or $ consumed per unit of service.

Cost
Typically a measure of productivity
Growth

Increases in revenues or volumes

Be cautious, however, as not every A3 and every project will return hard
dollars, nor should it. But the collective of your improvement efforts should
return 3 or 4 to one annually. One of the biggest mistakes organizations
make is expecting every single project to return hard dollars. This
neglects the dozens of important pieces of work that return soft
dollars, improve the customer experience, improve staff morale, make
the workplace safer, and change the culture of the organization.
One of the techniques I like to employ is running a multiple team kaizen
event. In this circumstance, one of the teams should have a hard dollar
savings. The return form this team, in effect, funds the other teams. The
balance of the teams can attack a variety of different wastes, but may or may
not have a hard dollar savings.
Lean Blessings,
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Finding the Root Cause,
Techniques of using the 5-Why’s
Steve Newlon
As we stretch our selves using the 5-Whys to get to the root
cause of problems, it’s good to continue to ask why many of
these 5-Why sessions fail and why the 5 why tool doesn’t
become part of the organization’s culture.
Many times people trying the 5-Whys will use it on the problem
statement. That’s typically too large with multiple issues.
Break the problem down into small issues and address those
that are the key issues.
Pam H provides a good example of this. Her issue is the lab
receives orders that have problems and they need to stop the
order and go back and clarify. If she 5-Why’d this large issue,
she’d receive multiple reasons and it’d be unmanageable.
However, she broke the problem down using a check sheet,
capturing different issues with orders and found the most
reoccurring reason and then 5 Why’d that. This made her 5
Why session manageable and productive.

Lean Training – Lean Quality
Improvement Skill Development
Due to the popularity of previous courses, Breakthrough
Horizons is pleased to offer another public workshop on Lean QI
(Facilitator, coach) skill development. The training is designed
to facilitate group discussion and learn the fundamentals of
lean improvement.
This workshop covers the following concepts: A3 thinking,
Value Added, Non Value added, 7 Wastes, 5 Improvement
principles, and the common tools to see and eliminate waste.
The workshop will close with a new module on sustainability
through visual management.
This lean training is integral to delivering and sustaining
breakthrough improvement and is being offered as is a 2-day
program on 24 and 25 May 2016. The workshop will be held
near Mackenzie Health in Vaughan, Ontario.

Session dynamics are also important to note. Chelsea shared
that people in a 5-Why session joked a little about her asking
why and related it to a small child repeatedly asking why.
While the person didn’t mean harm to her effort, the
distraction was enough to throw off the facilitator.
Experiencing this type of reaction from people can prepare you
in the future for similar comments. It can also lead you to ask,
“How can I better prepare folks in a session to ensure they
understand both the “what and why?” Perhaps you can explain
the 5 Whys at a staff meeting. By addressing the fact that 5
Why’s might first might feel childish, but in many ways, looking
at a problem through the eyes of a child or donning the mind of
an inquisitive 2 year old may be just what we need!
Another technique when opening a session is to provide a 2
minute overview on the process regarding both the how, and
what it might feel like. In other words, beat them to the punch

The session will be limited to ~40 participants and will be filled
on a first-come first-served basis.
o

Eligible individuals: individuals who want to advance
their quality improvement knowledge and lead change
within your organization.

o

The training will be delivered by Ron Bercaw, President
and Sensei, with Breakthrough Horizons, LTD

o

Included in the cost of the training will be Training
hand-outs, lunch and snacks. Training fees for the
curriculum will be $600 CAD per participant.
Participants are responsible for travel, and for their
own lodging if required.

o

Registrations

are

now

being

accepted

at

http://breakthroughhorizons.com/events/
?action=evregister&event_id=3
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