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How Do You Measure Processes? 

   There are lots of ways to measure business processes. In this Advisor, we'll take a very broad look at process 
measurement and suggest some things to consider when you approach process measurement. 

As a generalization, there are two ways to approach process measurement. You can either measure (1) the 
outputs of the process or (2) you can measure the internal activities of the process. (For our purposes, here, 
measuring inputs from upstream processes and from suppliers can be considered a part of the internal 
activities.) 

Focusing on the outputs of the process tells you if the process is producing the results you expect. Focusing 
on the internal activities lets you determine if the process is running as efficiently as you would like. Smart 
practitioners always focus, first, on the outputs. If you focus on the internals first you may get a process that 
is very efficient at producing something that's worthless. So, you begin by determining that the process is 
producing what you want, and then you shift and try to assure that the process is producing the valued output 
in the most efficient manner possible. 

When you focus on the outputs - external measures - you look to see if the output is on target. This almost 
always leads to statistical concerns. How often is the output perfect? How consistent are the outputs? How 
much variation is tolerable? These concerns lead directly to the various Six Sigma techniques that focus on 
assuring that outputs are as consistent as possible. 

When you focus on the activities that occur within the process you are focused on internal measures. In this 
case, you want to reduce time and costs while simultaneously maintaining the consistent output that you are 
measuring with your external measures. (These are usually concerns that Lean practitioners focus on.) 

The Supply Chain Council uses a SCORcard to suggest measures for managers trying to improve a supply chain 
process. Figure 1 reproduces the highest level SCORcard, which divides all processes into the two broad groups 
we have been considering - which they term Customer Facing Attributes and Internal Facing Attributes. (Other 
process measurement schema use similar divisions.) 

Figure 1. A Supply Chain Council SCORcard describing high level measures. 

Now, let's step back and consider all this from an even broader perspective. Figure 2 illustrates an Assemble 
Chairs process. 

Figure 2. A Hi-Tech chair assembly process.  

The initial input for the Assembly process comes from another internal process - scheduling - and the final 
output goes to still another internal process - packing and shipping. Before we look at the specific 
manufacturing process in detail, consider Figure 3 which suggests where the Assemble Chairs process is located 
within larger processes. To focus your attention, we've made the Assemble Chairs process yellow. And we've 
made the ultimate customer swimlane blue. 

Figure 3. An Order Fulfillment process which includes a manufacturing subprocess - Assemble Chair.  

The first thing to notice is that our Assemble Chairs process is a long way from the end customer. The 
upstream and the downstream processes that actually touch Assemble Chairs won't provide us with any 
information about whether the customer likes the chair or not. We could measure the quality of the chair we 
deliver to the Pack Chair process in any way we want - assuring ourselves that our assembly is perfect - and 
the Order Fulfillment process could be failing to achieve its goals. The process, as a whole, might take too long, 
or result in chairs that are more expensive than those of similar quality provided by competitors. The customer 
might have requested red chairs and received maroon chairs. Assuming the customer is unhappy with the color 
of the chairs, to whom does he or she complain? And how does the information about that complaint get to the 
manager of the Assemble Chair process? And what can the manager of the Assemble Chair process do about it 
once he knows there is a problem? Can he tell the supplier to provide parts in a different color, or is the supplier
following an order that was established two years ago by the people who designed the line of chairs? 

The point is simple. If you are serious about process measurement, you need to understand the complete 
process - the process that gets inputs from and provides outputs to customers. (The process shown in Figure 
3, or the complete supply chain process that SCOR's Level 1 Metrics are designed to measure.) That process is 
the one that's valuable to your company. You need to measure that process to assure that your company is 
succeeding. 

In other words, you need a hierarchy of process measures. 

l You need to measure the overall process to determine whether or not the process is delivering customer 

satisfaction. 

¡ Then you need to measure to be sure each of the subprocesses are passing each other the right 

things. 

n And then, once you know that the overall process is succeeding, and that each specific 

subprocess is doing its part by passing the right things to the downstream process, you are 
ready to focus on internal measures and try to make the subprocess as efficient as possible. 

This approach can be difficult if you are responsible for fixing a sub-subprocess and you don't have access to 
the information you need to assure that your sub-subprocess is generating the outputs it should. The 
alternative is to fix the Deck Chair Placement process on your version of the Titanic, while no one worries about
whether or not the Chair Placement process will contribute to the Provide Customers With A Successful Trip 
process. 

These issues are exactly the concerns that are driving today's more mature companies to focus on enterprise 
issues. Any serious business process architecture effort must consider how to put a business process 
measurement system in place that provides good data to all of the subprocesses in the organization. With 
access to that data, practitioners at the subprocess level can assure that their processes are performing as 
they should and then proceed to focus on improving productivity, confident that they aren't improving 
productivity at the cost of customer satisfaction. 

Till next time, 

Paul Harmon 
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