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Wisconsin’s Continuous Improvement Metric Collection Best Practices and Examples
Purpose
This resource provides best practices on data collection for continuous improvement projects. Along with an explanation and example for each of our six metric categories. Additional data collection resources are on our improvement.wi.gov website, including:
· How to Identify Project Metrics Guide 
· Data Collection Plan Template
· Project Proposal Template
Data Collection Best Practices
· Document how baseline data is collected so the same method can be replicated after implementation. 
Collect baseline (“before”) data prior to making changes whenever possible. 
· Use consistent definitions, data sources, and timeframes before and after implementation. 
· Collect approximately 3 months of post-implementation data, when possible, to validate results. 
· Use actual data whenever available instead of estimates, though averages are a common practice in data collection.
· Report finalized metrics through Wisconsin’s  Enterprise CI reporting form. 
Metric Categories
	Metric Category
	Purpose
	Example Metrics

	Cost
	Measure financial impact
	Cost saved, cost avoided, ROI

	Efficiency
	Measure time or process improvements
	Hours repurposed, lead time reduction

	Engagement
	Measure participation or adoption
	Participation rate, training completion

	Outcome
	Measure improvement results
	Error reduction, backlog reduction

	Quality
	Measure consistency or accuracy
	Compliance rate, audit scores

	Stakeholder Experience
	Measure satisfaction or perceived value
	Employee satisfaction, NPS


Metric Category: Cost Metrics
When to Use
Use cost metrics when an improvement reduces annual current spending or prevents future costs. Example metrics include, cost saved, cost avoided, one-time cost savings, and ROI. 
Example: Cost Saved
Scenario. An agency reduced mail notices by transitioning to email communication. 

· Before: $13,680 per year
· After: $4,110 per year
· Improvement: $9,570 per year
How it was captured.
· Counted mailed notices annually 
· Applied cost per letter 
· Multiplied volume by unit cost
· Compared before and after totals 
Metric Category: Efficiency Metrics
When to Use
Use efficiency metrics when a project saves time, reduces delays, or simplifies work. Example metrics include, hours repurposed, lead time and process steps reduced.
Example: Hours Repurposed
Scenario. An employee automated a monthly reporting process, reducing the time required to complete recurring reporting tasks.
· Before: 360 hours per year
· After: 96 hours per year
· Improvement: 264 hours repurposed per year
How it was captured.
· Time spent completing the reporting process was tracked for three months prior to implementation to establish an average monthly baseline. 
· After the automation was fully implemented and stabilized for two months, three months of post-implementation data were collected to establish a new monthly average. 
· Monthly averages were annualized to calculate and compare total yearly hours before and after implementation.
Example: Lead Time Reduction
Scenario. A team improved its invoice approval workflow by eliminating unnecessary review steps and automating approval notifications.
· Before: 19 process steps
· After: 16 process steps
· Improvement: 3 steps removed
How it was captured.
· The team measured the total elapsed time from invoice submission to final approval for three months prior to implementation to establish a baseline average lead time. 
· After the new workflow was fully implemented and stabilized for two months, three months of post-implementation data were collected to determine the new average lead time. 
· Average lead times before and after implementation were compared to calculate the reduction in processing time.
Metric Category: Engagement Metrics
When to Use
Use engagement metrics when measuring participation, adoption, or usage of a new process or tool. Example metrics include participation rate and system login rates.
Example: Participation Rate Increase
Scenario. A division implemented a new communication and outreach strategy to encourage participation in the annual employee engagement survey, including leadership reminders, team discussions, and simplified access to the survey link. 
· Before: 62% participation rate
· After: 81% participation rate
· Improvement: 19 percentage point increase
How it was captured.

· The participation rate from the previous annual employee engagement survey was used as the baseline measure. 
·  Participation data were collected following implementation of the new outreach and communication efforts during the next survey cycle.

Metric Category: Outcome Metrics
When to Use
Use outcome metrics when measuring whether the problem was solved or performance improved. Example metrics include error, defect, or cycle time reduction.
Example: Error Rate Reduction
Scenario. A customer service team standardized its data entry process and introduced a required review checklist to reduce errors in submitted customer account updates.
· Before: 18% error rate
· After: 4% error rate
· Improvement: 14% reduction
How it was captured.
· A sample of completed customer account transactions was reviewed before implementation to identify the number containing errors. 
· After the standardized process and checklist were implemented, a comparable sample of transactions was reviewed using the same method. 
· Error rates were calculated by dividing the number of transactions containing errors by the total number of transactions reviewed.
Metric Category: Quality Metrics
When to Use
Use quality metrics when measuring accuracy, compliance, or standardization. Example metrics include Audit scores, defect-free, or standardized processes.
Example: Accuracy Improvement
Scenario. A health services team implemented a standardized patient intake checklist and updated staff training procedures to improve the accuracy of patient demographic and insurance information entered in the system.
· Before: 82% accurate
· After: 97% accurate
· Improvement: 15% improvement
How it was captured.
· Completed patient intake records were reviewed against established quality and documentation standards to determine baseline accuracy rates. 
· After implementation of the checklist and updated training, a comparable sample of records was reviewed using the same evaluation criteria. 
· Accuracy rates were calculated by dividing the number of records completed correctly by the total number of records reviewed.
Metric Category: Stakeholder Experience Metrics
When to Use
Use stakeholder experience metrics when measuring satisfaction or perceived value. Example metrics include employee or stakeholder satisfaction, or Net Promoter Score (NPS).
Example: Stakeholder Satisfaction
Scenario. A program team redesigned its grant application communication process by providing clearer instructions, status updates, and a centralized point of contact for applicants.
· Before: 11% satisfied
· After: 73% satisfied
· Improvement: 62% increase
How it was captured. 
· Stakeholder satisfaction surveys were conducted before implementation to establish a baseline satisfaction rate. 
· After the communication improvements were implemented, a follow-up survey was distributed to stakeholders using the same questions and response criteria. 
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