TIO Framework | Domain 4: Factory

Capability 4.
Measurement '
(The Proof)

Value Must Be Proven,
Not Assumed.

f -
- \ \: :
| =1
= faameiol) B 1L
3

The Intelligent Organization | Executive Briefing

A NotebooklM




| [ ]

B\

The Core Mandate: AR \\ -
‘ l Measurement Keeps the Factory Honest | | [
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Value Must Be Proven, R S =am e gEE
Not Assumed. 1 Iy ‘ »
Without Measurement, the organization :x' \ ' de -
has activity, stories, and hope. e ‘ ] / 0 evidence [
Good intentions do not change — 0 =t — s J; & de de 1
performance. : LAl 0 0 ‘
Leaders are left exposed to vendor 5wy ' - |
claims, vanity metrics, and wishful | ’H | N
thinking. UL | — S ——
| A i |
" © A mature Measurement capability does not measure everything. <
¢ It measures what leaders need to decide whether to continue, /
N g‘g@ improve, scale, pause, or stop a use case. ~
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The Danger of the Launch lllusion

T

Innovation Theater

Success is defined as
“we launched a bot."
Teams track activity (e.q.,
number of logins, APIs called).

Described in broad language (efficiency,
productivity, better service) without proof.

Finance, operations, and IT argue
about ROI after the fact.
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~ The After

| & Do not confuse launching a tool with creating business value.

.........

Success is defined as “we
reduced cycle time by 20%."
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Teams track outcomes and
operational performance.
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The Boundary Line: Eliminating Organizational Turf Wars N Ei
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|| Capability 4 - Measurement [H

(Looklng Back)

4,]

Core Action:
Proves what happened

Did the change
actually work and

)j’ ‘ " The Executive Question:
and deliver ROI?
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Capability 5 - Scalin

Looking Forward
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The Executive Question: i
Do we expand, repeat,
redesign, redesign,
pause, or stop?




The Anatomy of Measurement

Lightweight, decision-focused, and evidence-backed.

: “Core Philosophy: Measure just enough to make s
l a better decision. Measurement should be lighter than [

the work it is measuring, but strong enough that
‘/ leaders can trust the recommendation. I
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1 The Engine (5 Behaviors) 2. The Artifacts (3 Outputs)

AT =
he Unbreakable Log|c (Executwe Rules) l
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" The mechanical process of defining, ° ‘ .’10 The physical documents required to %
tracking, and reviewing data.
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pass the Evidence Gate.

protect trust and financial reality.

© The strict governance standards that ° W
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The 5 Core Behaviors

A continuous mechanical chain. If one gear is missing, the engine stalls.

Review.

Compare actual evidence against
expected value with business,

2| technology, risk, and people input. J>
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Define.
State the expected value,
decision question, owner, and

Collect simple signals for value,
adoption, quality, risk, user experience,
al_and operational performance. }:
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Define Track . 7 Review

= | ¢

State the expected value,
decision question, owner,
and evidence need before

.

measurement begins.
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Capture the current state
or comparison point before
claiming improvement.
(Without this, Gear 4 cannot turn).

Baseline '

Collect simple signals for
value, adoption, quality, risk,
user experience, and

1| operational performance. I

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

Decide.
Recommend whether to scale,
1| improve, pause, stop, or keep
,akobserving based on evidence. J:

®

Decide
Recommend whether to
scale, improve, pause, stop,
| or keep observing
based on evidence.
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The Executive Warning:

Claiming value without a baseline is just storytelling.
You must capture the current state before the launch.
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Establishing the Anchor

Behavior Deep Dive: Define & Baseline

’?{; —— 7 = _:\?:.h_ 7 - = .«Q
Behavior 1: Define (The Blueprint) ® Behavior 2: Baseline (The Zero Point) Gl == O, §
What it requires: A clear statement of what value is expected, What it requires: Documenting the before state. How long does the manual process

who owns the evidence, and the specific decision ques’uon take today? What is the current error rate? What are the existing costs?

the evidence will answer. = =l | A : :
s =.a =Ty gl 1| The Quality Standard: Must be completed before the solution enters the Delivery phase.
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Closing the Loop

Behavior Deep Dive: Track, Review, Decide

.

Behavior 3: Track (The Signals)

Focus: Collect simple, specific signals

covering business value, user adoption, risk
exceptions, and operational quality. sz ———f
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Behavior 4: Review (The Comparison)

Focus: A deliberate moment where the Baseline
is compared to the Tracked Signals. Requires
cross-functional input (Data, Tech, Risk, People).
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The Executive Warning:

Measurement is not an accounting exercise and
it is not dashboard production. It forces a decision.
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Behavior 5: Decide (The Output) ©

Focus: Produce a binary recommendation:

Scale, Improve, Pause, Stop, or Keep
Observing. Send to the Evidence Gate.
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Artifacts to Action: The 3 Practical Outputs

The physical evidence required to pass the Factory pipeline.

| baseline, measures, evidence
| source, review timing, and
|~ decision question.

Quality Standard: Short,
practical, and approved before or
| immediately after launch.

h ~ Purpose: Defines expected value,

feedback, operating issues, and
lessons.

Quality Standard: Evidence-
based, current, and clear enough
to support a hard decision.

| | Purpose: Captures actual results, ’
| adoption, quality, risk, user

Evidence Gate
Recommendation

Purpose: Formally recommends

| scale, improve, pause, stop, or

continue observing.

Quality Standard: Clear

recommendation, rationale, open |

issues, and next decision date,
signed by Use Case Owner.
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ENFORCING DISCIPLINE: EXECUTIVE EVIDENGCE RULES

The unbreakable rules to pass the Evidence Gate.

——————
THE MECHANISM: Design physically
prevents unready work from entering

———

=" RULE 1: POST-LAUNCH _

= VALUE REPORTS

|[= RuLE2:HOLISTIC ||
= COSTTRACKING =

e

Requirement: Cost tracking must
be comprehensive, accounting for
build, run, support, Al licensing,
cloud, and vendor costs—not just
initial development.
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Requirement: Post-launch value
reports must explicitly compare ”
the expected value against
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predefined baseline.
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= RULE 3:DOCUMENTED
=  DECISIONRECORDS .-

Requirement: Decision records must
document whether improvements met baseline
targets and clearly state if the work will be




Assessing Measurement [FEUF
Maturity (0 to 5) ”Scoreﬁewdence, not aspxlratlon.

5 - Optimized:
Evidence speeds
¢ e declsions, continuously
4 - Managed: improves the Factory, and
Measurement is managed. helps the organization
: Leaders use evidence learn faster.
3 - Defined: to adjust priorities, '
Measurement is . improve designs, and
documented, owned, make scaling decisions. (

‘:‘2 H Repeatable; | and used consistently. — )

o \ Defined evidence records |
© > Basic Measurement . s
1- Ad Hoc: | Plans, baselines, and G B agecision pais _J

Some teams measure . post-launch reviews exist
value informally. for priority use cases.

individual discipline and
are inconsistent.

7~

‘ Use cases launch with
no meaningful value

l O - Absent: l {Measures depend on

measurement. Success |
is assumed or
described anecdotally.
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The First Move: Monday Maorning

Do not build a massive benefits bureaucracy. Start small and force a decision.

o

Select three recentlelvered or currently actwe 16
AI/automatlon usecases. Nt T

AN @A @n

: ;_ For each, ask What value was this suppe'd to create? | |”
Write down the baseline or best available comparison point.

\ l - Name the ewdence owner, set a specific review date, and define |
the decision question: Do we scale, improve, pause, or stop?
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|J Measurement is where the Factory becomes honest. Without Measurement, the organization has - “i
- activity, stories, and hope. With Measurement, it has evidence, learning, and better decisions. o 5
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