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Capability Guide: Factory 
Measurement
Value Must Be Proven, Not Assumed.
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How to use this guide

Read Sections 1 through 3 for the executive view. Use Sections 4 through 7 to build and mature the capability. 
Use Section 8 to decide what to do next Monday morning.
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01 Executive Brief

Measurement is the organization's ability to define, collect, review, and use evidence of value, adoption, risk, 
quality, and performance after a change is delivered.

Measurement is the fourth Factory capability. Discovery finds. Design shapes. Delivery launches. Measurement 
proves. Scaling compounds. Measurement keeps the Factory honest.

A mature Measurement capability does not measure everything. It measures what leaders need to decide 
whether to continue, improve, scale, pause, or stop a use case.

Capability ID F4 - Measurement

Domain Factory

Plain-English test Can the organization prove whether delivered 
improvements are creating value, protecting trust, and 
working in real operations?

Three practical outputs Measurement Plan; Value Evidence Record; Evidence 
Gate Recommendation

Minimum viable capability Each delivered use case has a baseline, expected value, 
named owner, simple measures, review date, and 
decision path.

First move Pick three recently delivered or active use cases and ask: 
what value did we expect, what evidence do we have, 
and what decision should that evidence support?

Core idea

Measurement is the organization's ability to prove whether an AI Use Case, automation, or work 
improvement is creating the value it was expected to create. Measurement turns claims into 
evidence, evidence into decisions, and decisions into learning.
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2026.08 ALIGNMENT | Measurement in the refreshed TIO system

Primary outcome contribution: All three outcomes

• Measure outcome quality, time, cost, adoption, control performance, exceptions, stakeholder impact, human 
override, recovery, and operating burden against the baseline.

• Connect AI consumption and automation cost to the use case, owner, and business outcome.

• Use operating evidence to decide whether the system remains worthy of its current authority.

Evidence at managed maturity: Measurement is defined, owned, applied consistently, measured in operation, 
reviewed through evidence, and improved without weakening trust, accountability, or Enterprise Autonomy.

First refresh move: Create one baseline and operating evidence view that connects outcome, cost, quality, 
controls, adoption, and recovery.

02 The Problem This Capability Solves

Many organizations assume value too early. A use case is approved, designed, built, and launched. People feel 
progress. A tool is live. A dashboard exists. A workflow has changed. But nobody can clearly prove whether the 
change saved time, improved quality, reduced risk, helped customers, increased capacity, or made work easier.

This is how pilots become stories instead of evidence. It is also how weak ideas survive too long and strong 
ideas fail to get scaled.

Measurement solves this problem. It gives the organization a simple way to compare expected value with actual 
evidence. It protects leaders from wishful thinking, vendor claims, vanity metrics, and good intentions that do not 
change performance.

When Measurement is weak

 Use cases are called successful because they launched, not because they created value.
 Leaders cannot tell which improvements should be scaled, improved, paused, or stopped.
 Benefits are described in broad language such as efficiency, productivity, or better service without proof.
 Teams track activity but not outcomes.
 Finance, operations, technology, and business owners argue about value after the fact.
 Risk, adoption, quality, and support issues are missed until the use case spreads.
 The Factory becomes a pipeline of projects instead of a system for measured improvement.
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03 What this Capability Is

Measurement turns delivered change into evidence. It defines what value was expected, what baseline the 
change should be compared against, what signals matter, how evidence will be collected, who reviews it, and 
what decision the evidence should support.

Measurement is not an accounting exercise and it is not dashboard production. It is a management capability. It 
helps leaders make better decisions about AI Use Cases, automation, workflow redesign, data improvements, 
and technology-enabled change.

What Measurement owns

 The measurement approach for delivered AI Use Cases, automations, and work improvements.
 The baseline, target, evidence, and review timing for each measured use case.
 The Value Evidence Record that shows what changed after launch.
 The Evidence Gate Recommendation to scale, improve, pause, or stop.
 Learning that flows back into Discovery, Design, Delivery, and Scaling.

What Measurement does not own

 Enterprise strategy, funding, and portfolio priorities. Leadership owns those choices.
 Formal financial reporting, budgeting, or audit. Finance owns those processes.
 Technology platforms, data pipelines, analytics tools, or automation operations. Technology owns those 

capabilities.
 Data ownership, quality, access, and flow. Data owns the data foundation.
 Risk appetite, formal control expectations, and residual risk. Risk owns those inputs.
 Use case build, release, and stabilization. Delivery owns that work.
 Scaling decision rights and enterprise rollout. Scaling and Governance own those decisions with the 

sponsor.

Five core behaviors

Behavior What it means in practice

Define State the expected value, decision question, owner, and 
evidence need before measurement begins.

Baseline Capture the current state or comparison point before 
claiming improvement.

Track Collect simple signals for value, adoption, quality, risk, 
user experience, and operational performance.

Review Compare actual evidence against expected value with 
the right business, technology, risk, and people input.

Decide Recommend whether to scale, improve, pause, stop, or 
keep observing based on evidence.
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04 How the Capability Works

Measurement starts before Delivery launches. The best time to define value is before the change goes live. The 
second best time is immediately after launch, before stories harden into assumptions.

Simple operating model

Step Plain-English question

1. Confirm expected value What improvement did we expect this use case to 
create?

2. Set the baseline What was the current state before the change?

3. Choose useful measures What evidence will tell us whether the change worked?

4. Collect evidence What happened after launch in real operations?

5. Compare and explain Did the evidence match the expected value? Why or why 
not?

6. Review risks and adoption Did the change create trust, quality, support, or workforce 
issues?

7. Make a recommendation Should we scale, improve, pause, stop, or keep 
measuring?

8. Feed the learning back What should Discovery, Design, Delivery, and Scaling 
learn from this?

The Measurement rule

Measure just enough to make a better decision. Measurement should be lighter than the work it is 
measuring, but strong enough that leaders can trust the recommendation.

How Measurement connects to the rest of TIO

 Leadership uses Measurement evidence to make funding, priority, governance, and scaling decisions.
 Data provides trusted data, definitions, quality, access, flow, and insight needed for evidence.
 Technology provides the platforms, logs, tools, integrations, and automation signals that may support 

measurement.
 Factory uses Measurement to decide whether a delivered use case should scale, improve, pause, or stop.
 People provides adoption, user experience, role impact, training, and change signals that value measures 

often miss.
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05 Outputs, Evidence, and Measures

Measurement should produce a small set of useful artifacts that make value visible and decisions easier. The 
goal is not a large benefits-realization bureaucracy. The goal is clear evidence that leaders can use.

Output Purpose Owner Quality standard

Measurement Plan Defines expected value, 
baseline, measures, evidence 
source, review timing, and 
decision question.

Use Case Owner with 
Measurement Lead

Short, practical, approved 
before or immediately after 
launch.

Value Evidence Record Captures actual results, 
adoption, quality, risk, user 
feedback, operating issues, 
and lessons.

Measurement Lead with 
Business Owner, Data, 
Technology, Risk, and People 
input

Evidence-based, current, and 
clear enough to support a 
decision.

Evidence Gate 
Recommendation

Recommends scale, improve, 
pause, stop, or continue 
observing based on evidence.

Use Case Owner and 
Sponsor

Clear recommendation, 
rationale, open issues, owner, 
and next decision date.

Evidence that the capability exists

 Delivered use cases have expected value, baseline, measures, and review timing.
 Value evidence is reviewed after launch, not assumed at launch.
 Evidence includes business value, adoption, quality, risk, support, and user experience signals.
 Recommendations to scale, improve, pause, or stop are recorded.
 Lessons from Measurement are used to improve future Discovery, Design, Delivery, and Scaling work.

Useful measures

Measure What it tells leaders

Use cases with Measurement Plans Whether delivered change is being prepared for value proof.

Use cases with baselines Whether teams can compare before and after in a credible 
way.

Evidence Gate completion rate Whether post-launch review is happening consistently.

Value realization against target Whether the change created the expected benefit.

Adoption and usage signals Whether people are actually using the new way of working.

Quality and rework signals Whether the change improved or weakened operating quality.

Risk, exception, and support signals Whether the change created trust, control, or support issues.

Scale, improve, pause, or stop decisions Whether evidence is changing decisions, not just producing 
reports.
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06 Maturity: 0 to 5

Measurement matures when value evidence becomes a normal part of how the organization manages AI Use 
Cases, automation, and work redesign. At higher maturity, leaders do not ask, "Did we launch it?" They ask, 
"What did we learn, what changed, and what should we do next?"

Level What it looks like Evidence Next move

0 - Absent Use cases launch with no 
meaningful value 
measurement. Success is 
assumed or described 
anecdotally.

No baseline, plan, value 
evidence, or post-launch 
review.

Pick one active use case and 
define expected value, 
baseline, and review date.

1 - Initial Some teams measure value 
informally, but measures 
depend on individual 
discipline and are not used 
consistently.

Ad hoc metrics, scattered 
feedback, and inconsistent 
benefit claims.

Create a simple 
Measurement Plan template 
and use it for new delivered 
use cases.

2 - Repeatable Basic Measurement Plans, 
baselines, and post-launch 
reviews exist for priority use 
cases.

Baseline, measures, owner, 
and review date for selected 
use cases.

Standardize Value Evidence 
Records and Evidence Gate 
Recommendations.

3 - Defined Measurement is 
documented, owned, 
communicated, and used 
consistently in the Factory.

Defined measures, evidence 
records, review cadence, 
and decision paths.

Connect Measurement to 
governance, funding, risk, 
adoption, and scaling 
decisions.

4 - Managed Measurement is measured 
and managed. Leaders use 
evidence to adjust priorities, 
improve designs, and make 
scaling decisions.

Dashboards or review packs 
showing value, adoption, 
risk, support, and decisions.

Improve measure quality and 
compare patterns across use 
cases and domains.

5 - Optimized Measurement continuously 
improves the Factory. 
Evidence speeds decisions 
and helps the organization 
learn faster.

Evidence influences 
strategy, portfolio, design 
standards, funding, scaling, 
and stop decisions.

Use learning to refine the full 
TIO system and improve 
enterprise transformation 
capacity.
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07 How to Build and Mature the Capability

Start small. Do not build a large measurement office before the organization has a few useful use cases to 
measure. The first version of Measurement should help leaders make better decisions within weeks.

Minimum viable Measurement capability

 A named owner for Measurement inside the Factory operating rhythm.
 A simple Measurement Plan for each priority use case.
 A baseline or comparison point before value is claimed.
 A small set of value, adoption, quality, risk, and support measures.
 A Value Evidence Record after launch.
 An Evidence Gate Recommendation to scale, improve, pause, or stop.
 A monthly or quarterly review where evidence changes decisions.

First 30 days

 Select three delivered or active use cases to measure.
 Identify the expected value, owner, baseline, and decision question for each.
 Create a one-page Measurement Plan template.
 Agree the minimum evidence needed for a scale, improve, pause, or stop recommendation.
 Schedule the first Evidence Gate review.

First 90 days

 Apply the Measurement Plan to all priority Factory use cases entering Delivery.
 Create Value Evidence Records for delivered use cases.
 Review adoption, quality, risk, support, and user experience alongside value.
 Use evidence to make at least one scale, improve, pause, or stop decision.
 Update Discovery, Design, and Delivery standards based on what Measurement reveals.

What not to build too early

 A complex benefits-realization model for every small improvement.
 A dashboard that tracks activity but does not support decisions.
 A measurement process that requires more effort than the use case itself.
 A value model that ignores adoption, risk, quality, support, and user experience.
 A habit of scaling because the pilot is interesting, not because the evidence is strong.
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08 TSLA Support and First Moves

The organization must own Measurement. TSLA can help leaders design a simple, credible measurement 
discipline that fits the organization's scale, current maturity, and transformation ambition.

Where TSLA can help

 Design the Measurement capability as part of the TIO Factory operating model.
 Create Measurement Plan, Value Evidence Record, and Evidence Gate templates.
 Help define practical value, adoption, quality, risk, and support measures.
 Facilitate Evidence Gate reviews for priority AI Use Cases and automations.
 Connect Measurement to the TIO Capability Model and Maturity Assessment Tool.
 Help leaders decide which use cases to scale, improve, pause, or stop.
 Build executive confidence that the Factory is producing real value, not just activity.

What to do Monday morning

 Choose one delivered use case and ask what value it was supposed to create.
 Write down the baseline or best available comparison point.
 Name the owner who will provide evidence.
 Decide which three to five signals will show whether the change worked.
 Set a review date and decision question: scale, improve, pause, stop, or keep observing.
 Use the result to improve the next use case before it launches.

Final thought

Measurement is where the Factory becomes honest. Without Measurement, the organization has 
activity, stories, and hope. With Measurement, it has evidence, learning, and better decisions.
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A Source Note

This guide is part of the TIO Library. It is aligned to the TIO Framework, the TIO Factory Capability Domain 
Master, the TIO Capability Model and Maturity Assessment Tool, and the approved 8-section Capability Guide 
structure used across the TIO Library. It translates the Factory Measurement capability into practical guidance 
for leaders and practitioners.

It is written as a practical executive guide. It is not a technical implementation standard, legal opinion, privacy 
assessment, cybersecurity review, or professional assurance report. Organizations should apply their own 
policies, obligations, accountabilities, and professional review where required.
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