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Abstract 
This paper describes some elephant-in-the-room common-place business policies that can 
result in very detrimental behaviors. Described also is a business system that addresses 
these issues:  
 
- Red-yellow-green scorecards can lead to resource draining fire fighting, where 

problem-identified resolutions are often not long-lasting. 
- Variance to metric goals can lead to playing games with the numbers and unhealthy 

behaviors. 
- Lean and Six Sigma projects can lead to reported silo process improvement benefits, 

which do not positively impact the big picture; e.g., we saved 100 million dollars but 
nobody can find the money.  

- The balanced scorecard alignment of metrics to strategies can lead to very subjective 
and unstable metrics that are a function of leadership and economic-environmental 
changes.  

- Traditional metric reporting such as a table of numbers, stacked bar charts, and pie 
charts are not predictive and have a similar decision-making view as to driving a car 
by only looking at the rear view mirror; i.e., an unhealthy behavior. 

- Sarbanes Oxley (SOX) and other organizational controls are expensive and often do 
not prevent significant problems from occurring in the future. 

 
Integrated Enterprise Excellence (IEE) is a corporate performance management 

(CPM) system that Chief Performance Officers and others can use to address these 
elephant-in-the-room issues and orchestrate organizations toward achievement of the 
three Rs of business; i.e., everyone doing the Right things, doing them Right, at the Right 
time.  
 
 
Organizations have gained much from Lean and Six Sigma improvement efforts; 
however, these efforts did not prevent our financial crisis from occurring.  Lean Six 
Sigma, Total Quality Management (TQM), and other process improvement efforts have 
helped organizations improve; however, these efforts often occur in silos, where the 
benefits are not felt at the big picture executive level. Because of this, when financial 
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times get tough Lean Six Sigma programs often find that their efforts are being 
downsized and that both Black Belt and Master Black Belt process improvement 
practitioners are being laid off.   

Lean conference presentations often describe how all company associates in a spirit of 
organizational improvement need continually to identify and resolve waste-reduction 
problems; i.e., overproduction, waiting, transportation, inventory, over-processing, 
motion, and defects.  Even though there can be significant benefits from these efforts, 
Lean practitioner conversations at those same conferences can be describing how their 
organization eliminated much operational waste only to find that executive management 
decided to close their facility.   

One might ask why executive management would close a facility if such a great job 
was done reducing waste.  The reason is that a hunt-for-areas-to-improvement approach 
can lead to much silo improvement effort without major emphasis being given to improve 
the true Theory of Constraints (TOC) 1 bottleneck. For example, process improvement 
efforts should be focusing on improving sales process, the system constraint, if 
manufacturing has the capability of producing significantly more products than are 
currently in demand.  A business example of a company that won many Shingo Prize 
accolades for their Lean efforts but continues to have serious financial problems is 
Delphi. 

Lean Six Sigma deployments can also have issues in that these efforts often evolve 
into a hunt for projects-to-execute system, resulting in the Lean Six Sigma steering 
committee members pounding their chests in Tarzan-like fashion proclaiming how much 
were saved through the completion of these projects.  However, in many deployments 
organizations are finding that 100 million dollars was reported in savings but executives 
at the top of the organization in the big-picture world cannot seem to find the money.  

To describe this strategy graphically, consider furniture refinishing, where the beauty 
of the furniture is equated to the company’s financial success. For this analogy, much 
effort can be spent polishing a handle (e.g., Lean kaizen event), sanding a leg (e.g., Six 
Sigma project), and sanding a furniture side (e.g., TQM project); however, the furniture 
still does not look good.   

What one needs is a system that assesses the whole business and then targets high 
potential improvement projects that benefit the system as a whole; e.g., we use rough 60 
grit sandpaper first over the entire furniture and then use finer grit sandpaper over time.  
This strategy is illustrated in Figure 1, where emphasis should be given to addressing the 
step-five constraint instead of initially spending much effort improving the other steps. 
Lean Six Sigma and other improvement techniques are not a business system. The tools 
of Lean and Six Sigma are powerful; however, there could be an even more powerful use 
of these tools in a business system framework so that there is a transition towards 
achievement of the 3 Rs of business; i.e., everyone doing the Right things, and doing 
them Right, at the Right time.  

To assess this need, let’s examine our current financial crisis. Much has been said 
about how greed was a major factor that led to unintended consequences and our 
financial dilemma. In addition, many blogs from the Harvard Business Review (HBR) 
and elsewhere have placed blame for this crisis on business schools. Much money is 
being spent to stimulate the economy; however, I see that we have an overall enterprise 
business governance system problem. Considering this perspective, let’s work to 
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Figure 1: Identifying the overall system constraint

From Figure 8.1 The Integrated Enterprise Excellence System: An Enhanced, Unified Approach to Balanced 
Scorecards, Strategic Planning and Business Improvement, Forrest W. Breyfogle III, Bridgeway Books, 2008

determine what should be done differently relative to our business management system so 
that the enterprise as a whole benefits and silo optimizations are avoided.  

There are some elephant-in-the-room business management governance policies that 
nobody seems to discuss openly.  However, off-line there can be much candid discussion 
about these issues.  These topics and discussions can include: 
- Scorecards: Red-yellow-green goal-setting and tracking scorecards often lead to 

playing games with the numbers and unintended consequences. In addition, the 
reporting of metrics as a table of numbers, stacked bar charts, and pie charts can be 
deceiving and lead to actions which do not truly fix problems and make long-lasting 
improvements. 

- Variance to metric goal tracking: A policy to meet the quarterly numbers or else can 
lead to very unhealthy behaviors; e.g., Enron effect.  These issues are getting more 
press because of executive bonuses at the same time that company stock seriously 
declined.  We need to note that this type of meet-the-goal issues can be prevalent 
throughout a company.   

- Strategic planning and their deployment: Strategic planning sessions often lead to 
statements that are to have measurements and activities aligned to them.  This seems 
like a good practice; however, these strategies can significantly change over time 
because of leadership changes and economic climate/opinion changes.  These 
changes can cause significant disruption throughout an entire measurement hierarchy.  
In addition, some statements are often so broad and encompassing that it is hard to get 
your arms around them when trying to actually implement them; e.g., we are to 
pursue a globalization strategy. 

- Improvement systems: Many have claimed success and benefits through Lean and 
Lean Six Sigma program efforts. However, as noted earlier, executives are not often 
seeing the true benefits and often downsize the effort when times get tough. Many 
organizations have had made much success with their process improvement efforts; 
however, as noted earlier, Delphi won many Shingo Prizes for Lean and they are 
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having significant financial problems.  Often projects that are identified in silos can 
result in much resource-draining effort for their completion, which doesn’t benefit the 
business as a whole; i.e., these improvement efforts are not a part of an overall 
business management system.   

- Control systems: At the business level, Sarbanes Oxley (SOX) was created to address 
the accounting issues caused by business practices of companies like Enron, which 
led to the company’s downfall; however, this system did not prevent our current 
financial crisis from occurring.  Quality cannot be inspected into products and/or our 
business management system; i.e., we need to focus on moving toward everyone 
doing the right things, and doing them right, built into the system.   

Executives need to step up to the plate and improve their management system so that 
there is healthy policy integration with scorecards, strategic planning, business 
improvement efforts and control so that the business as a whole benefits and there is no 
playing games with the numbers.   

A business system to address the above issues and accomplish these objectives is the 
Integrated Enterprise Excellence (IEE) system2, 3.  In the IEE system, strategy is not step 
one but step five in a nine-step process, as shown in Figure 2.  

In Six Sigma and Lean Six Sigma deployments, project execution follows a Define-
Measure-Analyze-Improve-Control (DMAIC) roadmap.  In IEE, Lean and Six Sigma 
tools are truly integrated and follow a detailed documented step-by-step Project DMAIC 
(P-DMAIC) roadmap4. The overall IEE system is described in Figure 3, where the 
improve phase of the E-DMAIC roadmap, as determined from the analyze phase, pulls 
for design and improvement P-DMAIC roadmap projects that financially benefit the 
business as whole.  

IEE is a reinvention of traditional business management governance systems, utilizing 
the tools of Lean and Six Sigma in the execution of the 9-step IEE business management 
roadmap.  The Enterprise process DMAIC (E-DMAIC) roadmap describes the use of 
Lean and Six Sigma tools in its step-by-step documentation5. A Chief Performance 
Officer can use this methodology in their Corporate Performance Management (CPM) 
system. 

 
 
 
 
 
 
 

1. Describe 
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mission.
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Figure 2: Aligning projects with business needs through EDMAIC roadmap for project selection 
and P-DMAIC or DMADV roadmap for project execution

From Figure 3.6 The Integrated Enterprise Excellence System: An Enhanced, Unified Approach to Balanced 
Scorecards, Strategic Planning and Business Improvement, Forrest W. Breyfogle III, Bridgeway Books, 2008
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The E-DMAIC system provides the framework for: 
- Edwards Deming’s methodologies6 implementation 
- Malcolm Baldrige award achievement 
- Shingo Prize achievement 
- ISO-9000 certification 

The American Management Association (AMA) describes how one company 
benefited from implementing IEE7. This implementation is also described in a video8.  
Many articles have been written about various aspects of IEE9. 

IEE provides a means of working the elephant issues out of an organization without 
generating a lot of workforce pain and anxiety. 

 

 
 

PROCESS IMPROVEMENT PROJECT: P-DMAIC

D M A I C

Plan Project
and Metrics

Wisdom
of the

Organization
MSABaseline

Project
Lean 

Assessment

ControlAnalyzeDefine Measure Improve

DESIGN FOR IEE (DFIEE): DMADV

D
Define 

Product/Process

M
Measure

Product/Process

A
Analyze

Product/Process

D
Design

Product/Process

V
Verify

Product/Process

ENTERPRISE PROCESS: E-DMAIC

C
Control

A
Analyze

M
Measure

D
Define

I
Improve

PROCESS IMPROVEMENT PROJECT: P-DMAIC

D M A I C

Plan Project
and Metrics

Wisdom
of the

Organization
MSABaseline

Project
Lean 

Assessment

ControlAnalyzeDefine Measure Improve

DESIGN FOR IEE (DFIEE): DMADV

D
Define 

Product/Process

M
Measure

Product/Process

A
Analyze

Product/Process

D
Design

Product/Process

V
Verify

Product/Process

ENTERPRISE PROCESS: E-DMAICENTERPRISE PROCESS: E-DMAIC

C
Control

A
Analyze

M
Measure

D
Define

I
Improve

Figure 3: IEE high-level enterprise process roadmap with P-DMAIC process improvement and 
DMADV design project roadmaps

From Figure 3.1 The Integrated Enterprise Excellence System: An Enhanced, Unified Approach to Balanced 
Scorecards, Strategic Planning and Business Improvement, Forrest W. Breyfogle III, Bridgeway Books, 2008
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