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Reflection: What are the things we measure?  What is
Questions we need to answer about our processes:

Critical to Quality?

•
How well are we doing?

•
Are we meeting our goals?

•
Are our customers satisfied?

•
Are our processes working well?

•
Where can we improve?

•
Where are our strengths?

	Agenda
	"The most important things are unknown or

	•  Who is the customer?
	unknowable."

	•
	What do we measure?
	W. Edwards Deming

	•
	How do we measure it?
	


	Exercise: What is knowable and unknowable in
	
	What to Measure?

	your world?
	
	
	
	
	
	
	
	

	.
	
	
	What is Critical to Quality?

	•
	Known
	
	Choosing what to measure might be driven by:

	•
	Unknown but knowable
	
	

	•
	Unknowable
	
	•  what your
	customers
	say is important

	
	
	
	•  what problems you want to solve in process

	
	
	
	
	
	
	

	In groups, find examples of each from your
	
	performance

	experience
	
	•  what organizational objectives/goals you are

	
	
	
	being challenged to achieve
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	Customer Experience
	Who is the Customer?

	•  53% of organizations consistently measure
	Identify customer segments that matter most

	
	customer experience
	•  To achieving the mission

	•  21% of organizations consistently link
	•  Tied with Overall objectives

	
	customer experience metrics to
	•  To the bottom line

	
	organizational outcomes
	Name them

	•  34% of organizations review customer
	•
	Customer?

	
	experience metrics regularly
	•
	Stakeholder?

	•  29% track what the organization is doing to
	•
	Client?

	
	improve the customer experience.
	•
	Citizen?

	
	
	•
	Patient?

	
	
	•
	Resident?

	
	
	•
	Consumer?

	
	
	•
	End user?

	Priority: What are customers anyway?
	Customer Segmentation

	Every organization serves multiple customers
	
	

	Examples of different types of customer:
	
	

	•
	Primary customer
	
	

	•
	Secondary customer
	
	

	•  Indirect customer – may go through someone
	
	

	
	else
	
	

	•
	External customer
	
	

	•
	Consumer/End user
	
	

	•  Intermediary – Staging, Warehousing
	
	

	•  False customer – makes demands but doesn’t
	Purchase volume, Profitability, Industry, Geographic,

	
	consume
	

	
	
	Demographic, Psychographic

	•
	Internal customer
	

	
	
	
	

	Different Customer Journeys
	
	

	•  Different Segments have different
	
	

	
	requirements
	
	

	•  Could map different customer journey
	
	

	
	depending on segment/priority
	
	

	•  Identify key touch points for each segment
	
	

	Discussion: How does your organization, name,
	
	

	prioritize, and segment customer groups?
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	“Customer Service is a very small part of the customer

	What do we measure?
	experience.”

	Three levels
	Customers can be generally satisfied with touch points

	•
	Overall Relationship
	yet not be satisfied with the whole journey.

	•
	Process Experience
	Cumulative poor experiences across multiple touch

	•  Interactions within the process
	

	
	
	points in multiple channels over time will reduce

	
	
	satisfaction. Full Journey thinking helps us avoid sub-

	
	
	optimization

	Select which experience to measure
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Understanding the Customer Experience

· Examine each key customer experience journey in detail
· Want to explore the causes of current performance
· Break the journey into stages using the customer’s point of view
· Inventory processes where there are touch points
· Document activities at each touch point
Customer experience is the product of an interaction between an organization and a customer over the duration of their relationship. This interaction is made up of three parts: the customer journey, the brand touchpoints the customer interacts with, and the environments the customer experiences (including digital environment) during their experience. A good customer experience means that the individual's experience during all points of contact matches the individual's expectations.
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	Customer Experience Exercise:
	
	

	Map a key process journey from the customers point
	
	

	of view.
	
	
	

	•
	Before
	
	

	•
	During
	
	

	•
	After
	
	

	
	
	
	

	
	
	
	Identify and act on customer experience issues

	
	
	
	•  Indicators  must  drive  action  on  problem

	
	
	
	solving

	
	
	
	•  They must help us make decisions

	
	
	
	•  Obvious indicators of performance (KPI)

	
	
	

	Key Performance Indicators – “Lighthouse”
	
	Critical Success factors

	•  What is the mission of the organization?
	
	•  Elements that are necessary for an

	•  What are 2 or 3 key goals
	
	improvement to achieve its goal

	•  What process are we trying to improve?
	
	•  Those few things that must go well to ensure

	•  How does this process contribute to goals?
	
	success

	•  What is our overall goal with this process?
	
	

	Key Performance Indicator - What are all the
	
	Pick metrics for each experience/process

	measures?
	
	•  Define outcome metrics that align with key

	•  What are the specific measures that will
	
	objectives

	
	
	•  Identify attributes of a great customer

	
	indicate our progress in achieving our goal?
	
	experience

	
	
	
	•  Translate quality attributes into perception

	
	
	
	metrics

	
	
	
	•  Identify the descriptive metrics that most

	
	
	
	affect customer perception
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	Types of Metrics
	Outcome Metrics

	•
	Outcome metrics
	•
	Indicators that capture outcomes and or

	•
	Perception metrics
	•
	system performance

	•
	Descriptive metrics
	
	Metrics that matter a lot to our end game

	
	
	
	o
	Mission effectiveness

	
	
	
	o
	Cost reduction/efficiency

	
	
	
	o  Likelihood improve your reputation

	
	
	
	o
	Accountability to public

	
	
	
	o
	Integrity and fairness

	Perception Metrics
	Descriptive Metrics (Time, Cost, Volume, Quality)

	•  Subjective perception of the interaction
	Observable characteristics of customer interactions

	
	o  Satisfaction overall
	•
	How long

	
	o  Satisfaction with specific aspect of
	•
	Calls lost

	
	the experience
	•
	Average pages per visit

	
	
	•
	Web site visits

	
	
	•
	Average transaction value

	
	
	•  Processing time (work time in process steps)

	
	
	•  Cycle-time (end-to-end, responsiveness

	
	
	
	elapsed time)

	
	
	•  Delay or Waiting time (e.g. between steps)

	
	
	•
	Volume (input)

	
	
	•  Cost (direct cost per transaction)

	
	
	•
	Overhead cost

	Identify Attributes
	
	
	

	•  What makes this process easy?
	
	
	

	•  What requirements are we trying to meet?
	
	
	

	•  What makes this process enjoyable?
	
	
	

	•  What does quality mean to customers?
	
	
	

	•  Looks at data from existing surveys and
	
	
	

	
	research
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Measure Exercise (Outcome, Perception, Descriptive):

What’s an example of a

perception metric for this

process? (how they feel about the

process)

What’s an example of a

descriptive metric for this

process? (Time, Cost, Volume)

What’s an example of an outcome

metric for this process? (matters a

lot to our end game)

How can we indicate our progress

in achieving our goal for this

process?

What is key to our performance

for this process?

What makes this process easy?

How can we measure that?

What makes this process

enjoyable? How can we measure

that?

What matters to our employees?

How can we measure that?

What matters to our customers?

How can we measure that?

What matters to our organization?

How can we measure that?

Key Performance Indicator - Narrow your list to the top 3-5

•
What is the most important Measure? Why?

•
What is the second most important Measure?

Why?

•
What is the third most important Measure?

Why?
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	How frequent?
	What method?

	•  Overall Relationship: At least Once a Year
	How to collect data that relate to your processes

	•  Process Experience:  After each Process has
	Data collection tools include:

	ended
	

	•  Interactions within the process: As soon as
	•
	Checksheets (Tallysheets)

	possible after the interaction
	•
	Time-logs

	
	•
	Surveys/Questionnaires

	
	•
	Interviews/Focus Groups

	
	How many people do I need to survey?

	
	•
	Valid sample


	Sample size Table for calculating statistical
	What methods are in play now?

	significance
	
	

	
	Reflect on ways that you are currently collecting data.

	
	•  Data collection – Check Sheets (counting)

	
	o
	Requirements

	
	o
	Financial

	
	o
	Costs

	
	o
	Volume

	
	o
	Time

	
	•  Questionnaires and Surveys

	
	o
	Perception

	
	o
	Joy

	
	o
	Ease

	
	•  Interviews and Focus Groups

	
	o
	Perception

	
	o
	Joy

	
	o
	Ease

	
	If you needed to find data tomorrow:

	
	•  where could you find it?

	
	•  who could you ask?

	
	•  what would it look like?


	Set targets for each metric
	Key Performance Indicator - Setting Targets

	•  What would good look like?
	What does “good” look like?

	•  What will set off alarms?
	•
	What will success look like?

	•  Targets need to be set for results we hope to
	•
	What target is in our reach?

	achieve
	•
	

	
	
	What's Green

	
	•
	What's Yellow

	
	•
	What's Red
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	How to Set targets?
	How much better can we get?

	•  First establish baseline performance
	•  Determine possible improvements for

	•  Gather metrics over a few measurement
	outcomes and perceptions

	periods
	•  Targets need to be attainable

	•  How long this takes depends on
	•  Look at levels of improvement achieved from

	
	past efforts

	o  How often you collect the data for
	•  Analyze relevant benchmarks (both internal

	the metric
	and external)

	o  How many responses you get per
	

	metric
	

	•  For frequent transactions metrics
	

	o  could be 6 months
	

	•  For infrequent relationship metrics
	

	o  could be 6-18 months
	


	What does “good” look like?
	Setting Key Performance Indicators

	•  What will success look like?
	•  Comparing actual performance on key

	•  What target is in our reach?
	measures with targets will indicate overall

	•  What target range makes sense for your
	performance.

	metric?
	•  Create indicators that show if we are moving

	•  Why is this range appropriate?
	in the right direction.

	•  If you are not sure, discuss what strategy you
	•  How close are we to "good"

	could use to find an appropriate target.
	o
	Are we Green?

	•  Where could you look?
	o
	Are we Yellow?

	•  Who should you speak with?
	o
	Are we Red?

	•  What do you need to make this happen?
	•  What indicators would help us know this


	Select issues that will trigger action
	Trigger solution action plan

	•  What happens when we're red?
	•  Negative trends need to trigger solutions

	•  What happens when a customer gives a
	•  Analyze negative ratings and pinpoint

	negative rating
	
	systemic issues

	•  Define rules for when follow-up will happen
	•
	Root cause analysis

	•  Adopt methods (and supporting technology)
	•
	Problem solving

	to help employees close the loop
	
	

	

	Course written and developed by Dr. Adam Stoehr, Excellence Canada.

	© Excellence Canada (Stoehr, 2019)
	
	

	Instagram: @ExcellenceCanada  Web: www.excellence.ca
	Twitter: @ExcellenceCan
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Expense Claim Process – Measurement Exercise
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Who is the customer?



What do we measure?





How do we measure it?

· How well are we doing?
· Are we meeting our goals?
· Are our customers satisfied?
· Are our processes working well?
· Where can we improve?
· Where are our strengths?
RAW DATA

· Cheques get turned around in 5 days. This is an improvement from 14 days two years ago
· 93% of managers are satisfied. Compared with 72% last year
· There are currently 10 handoffs in the process
· We have 250 staff (100 managers and above) and an average of 10 expense claims per year per manager and above
· Currently takes an average of 1316 minutes to process a cheque
o 144 of those minutes are value added o 1172 are non-value added
· Process could be more efficient. Right now, we have too many handoffs and too many re-work loops
· We want to get these reimbursements out as soon as possible
How could we measure this process?

	What is an Outcome Metric?
	What is a Perception Metric?
	What is a Descriptive Metric?

	
	
	
	

	What Requirements are we
	What makes this process
	
	What makes this process

	trying to meet?
	Easy?
	
	
	Enjoyable?
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Key Performance Indicator – Worksheet


What is the Mission of the Organization?

What are 2 or 3 key goals this year/

month/ quarter?

What process are we trying to improve?

How does this process contribute to the

organizational goals?

What is our overall goal with this process?

What are the critical success factors?

· elements that are necessary for an improvement to achieve its goal
· those few things that must go well to ensure success
When do we need to achieve the goal by?

What are the specific measures that will

indicate our progress in achieving our

goal?

· List as many measures as you can think of
· Outcome, Descriptive, and Perception measures
· Ease, Meeting Requirements and joy?
Excellence Canada
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What is the most important Measure?

· From the list choose the most
important indicator.

(insert into the Measure 1 box above)

· From the list choose the second most important indicator.
(insert into the Measure 2 box above)

What is the third most important Measure?

· From the list choose the third most
important indicator.

(insert into the Measure 3 box above)

If necessary choose two more important

measures.

· From the list choose the fourth and
fifth most important indicators.

(insert into the Measure 4 and 5 boxes

above)

Where can we find the data?

· Is it known?
· Is it not known but knowable?
· Is it not known and unknowable?
What data is already available? What data

is not available?

· Is it unknown or unknowable?
How Frequently do we need data? What

is our data collection method?

What does “good” look like?

· What will success look like?
· What target is in our reach? (insert targets into the box under each key measure)
The dashboard is now ready for use. Comparing actual performance on key measures with targets will indicate overall performance. Like with a car dashboard, if you notice something that is lower than the target, we can implement a strategy to adjust our performance. (for example if the gas indicator is in the red, we drive to the gas station and fill the tank)
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Exercise Examples:

Hockey Road Trip – Known, Unknown, Unknowable

	Known
	
	
	Unknown but knowable
	
	Unknowable

	•  How many hours we
	
	•  How many stop lights
	
	•  Will we win our games

	were on the road
	
	
	we went through
	
	tomorrow

	•  How many times we
	
	•  How many arguments
	
	•  How long it will take to

	stopped for gas
	
	
	we had
	
	get home tomorrow

	•  How much money we
	
	•  How happy everyone is
	
	•  How many arguments

	spent on gas
	
	
	with our trip so far
	
	we will get into

	•  How many games we
	
	•  Is everyone enjoying the
	
	tomorrow

	won
	
	
	music (Has there been
	
	

	
	
	
	
	enough Drake?)
	
	

	Hockey Road Trip – Measurement Examples
	

	Example of a
	
	•
	Passengers are satisfied with the ride
	

	Perception metric
	
	•
	Driver was satisfied with the ride
	

	
	
	•  Everyone in the car was satisfied with the food choices

	
	
	•  People were satisfied with the music (Was there enough Drake?)

	Example of a
	
	•
	How long did it take?
	

	Descriptive metric
	
	•
	How much did it cost?
	

	
	
	•  How many KM’s did we drive?
	

	Example of an
	
	•
	Safe arrival
	

	Outcome metric
	
	•
	Willingness to do it again (return trip)
	

	(Goal Related)
	
	•
	Mission effectiveness
	

	
	
	
	
	o  We made it on time
	

	
	
	
	
	o  We competed well (Championship!)

	How can we
	
	•
	Goal vs. Actual:
	

	indicate progress in
	
	
	
	o  Goal: 5 hour planned journey.
	

	achieving our goal
	
	
	
	Actual: compared to 5.5-hour actual journey

	for this process?
	
	
	
	o  Goal: Wanted to spend $100
	

	
	
	
	
	Actual: Spent: $190
	

	
	
	
	
	o  Goal: Wanted to win a Championship

	
	
	
	
	Actual: Won the Championship

	What is key to our
	
	•
	Meeting outcome metric goals
	

	performance for this
	
	
	
	
	
	

	process
	
	
	
	
	
	

	What makes this
	
	•
	Passengers do not worry about details
	

	process easy?
	
	•
	No need to overshare details about routes, number of stops

	How can we
	
	•
	Measured by satisfaction
	

	measure that?
	
	
	
	
	
	

	What makes this
	
	•
	Did everyone have fun?
	

	process enjoyable?
	
	•
	Coffee
	

	How can we
	
	•
	Snacks
	

	measure that?
	
	•
	Entertainment
	

	
	
	•  Data usage and battery
	

	
	
	•  Track and measure volumes
	

	
	
	•  Measured by satisfaction surveys/check-ins
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