


How many meetings?   Pages & Pages 

What numbers make you perspire? 

 THIS IS STATISTICS:  You are reacting to 
variation!   
 “MBLC”:  HALF of this time is WASTE 



Challenge:  1. Whenever possible, AVOID bar 
   graphs! 
   2. Trend lines?  Easy…NEVER! 



Traffic lights are a special cause 
strategy – “PLOT THE DOTS!” instead 

“WAG” 



“SWAG”:  GREAT Article 

Mills, “Data Torturing” 

NEJM October 14, 1993 



Like it or not… 



Vague data responding to… 

Vague problems 
will yield… 

Vague meetings, 

yielding… 

Vague questions 

yielding… 

Vague solutions, 

yielding… 

Vague results. 



WHAT IF… 

  50% reduction in monthly senior management 
meeting time 

  Eliminating up to one hour each day of  managerial 
review and attempts to interpret unimportant 
performance data 

  60% reduction in daily pounds of  published 
performance reports  
–  “Backup data” 

  80% reduction in monthly corporate financial 
reports 

Would this help your improvement efforts? 



“When I die, let it be in a 
meeting.  The transition from 
life to death will be barely 
perceptible.” --Anon 



Transition to More “Advanced” 
Skills 

  From: 
– Colors & Faces & Drawing circles 
– “This number is different from that one…

which is different from the goal…and I DON’T 
LIKE IT – Make it so!” 

  To: 
– Counting up to “8” 
– Subtracting two numbers 
– Sorting a list of  numbers 
– Asking better questions! 
– “Plotting the dots!” 
– “Special” vs. “Common” cause strategy 



NO MORE BORING MEETINGS! 

What if 
EVERYONE 
did this 
and… 



“Assignment” before Part 3 

1.  Calculate the moving ranges (19 data points produce 
18 moving ranges):  

 Bacteraemia Data:  10, 7, 3, 10, 10, 8, 
12, 8, 6, 7, 13, 6, 9, 3, 10, 2, 9, 12, 5  

 Absolute values:  (7-10), (3-7), (10-3), (10-10),  
 (8-10)…(5-12) 
2. Determine MRMed : Sort them from smallest to largest  
  Average the 9th & 10th in this SORTED sequence 

3. Multiply MRMed by 3.865 (round it) 

4. The average of  the 19 data point is 7.9, let’s call it ~8 
  Calculate 8 + [3.14 x MRMed] 



Bacteraemias Moving Range  Sorted Moving Ranges 

 10   *   0 

   7   3   1 

   3   4   2 

 10   7   2 

 10   0   3 

   8   2   3 

 12   4   3 

   8   4   4 

   6   2   4 9TH 

   7   1   4 10TH 
 13   6   6 

   6   7   6 

   9   3   7 

   3   6   7 

 10   7   7 

   2   8   7 

   9   7   7 

 12   3   8 

   5   7 



No more math atheism!! 



YIKES – PERFECTLY designed! 

Med MR = 4 

MRmax = 4 x 3.865* ~ 15 

8 + (4 x 3.14*) ~ [0 – 20] 

• From theory: 
 Doesn’t change 

“Matrix” 150 
bacteraemias? 



Control Charts 

  You DO NOT have to accept this level of  
performance! 

  ANY numbers between 0 and 20 are 
indistinguishable from each other AND 
the average of  8.  

  KEY:  Any “infection” isn’t necessarily a 
special cause just because it isn’t 
“supposed” to happen…or the fact that 
you can explain it after it occurs 



Balanced Scorecard? 
“Own” the “Learning & Growth” sub-
business – Invent a “Safety” Metric 

“Big dot”:  Safety Analytic 



“Peeled” “Incidents” 





“Perfectly designed” for Falls 



Med Error Rate Comparison 



I have an Excel macro that will do this 

  E-mail me and I would delighted to send 
you a copy with a tutorial 

  Pour a glass of  wine and spend 2-1/2 
hours! 

  davis@dbharmony.com 

  www.dbharmony.com  

 Sign up for my FREE bi-weekly e-
newsletter on the home page 



Statistics for Improvement 

  Choose / define an issue in a process context 

  Design & manage a series of simple, efficient 
data collections 

  Use simple analysis / display methods 
understood by all organizational levels 
–  Virtually 99.9+% graphical 

  Assess a situation 
–  The current state 

–  Identify major opportunities—inappropriate & 
unintended variation 

–  The effects of  interventions 

  Hold gains 



Five “Everyday” Statistical Traps 

  Treating all observed variation in a time 
series data sequence as special cause. 

  Fitting inappropriate “trend” lines to a time 
series data sequence. (NEVER!) 

  Obsession with Normal distribution and 
“summary stats.” [Note: Never mentioned] 

  Choosing arbitrary cutoffs for “above” 
average and “below” average.  

  Improving processes merely through the use 
of  arbitrary numerical goals and standards. 
–  “Is the ‘gap’ from the goal common or special 

cause?” 



This…? 



…or this? 



This… 



…or this? 



This… 



…or this? 



Suggestions when you go back 

  Individual run charts of  various “incidents” 

  Run chart of  “total number of  RCA, ‘sentinel 
event,’ and ‘near miss’ incidents” 
–  IF COMMON CAUSE:  Pareto matrix? 

  Run chart of  “time between any RCA, 
sentinel event, or ‘near miss’ event” 

Are you “perfectly designed” to have 
“incidents?” 



GOOD LUCK… 
  …and PLEASE keep in touch! 

  I have an all-day Data Sanity seminar that 
includes the Excel macro 

  davis@dbharmony.com  

  Please check out my book (Amazon):   

 Data Sanity:  A Quantum Leap to 
Unprecedented Results 

• Email me for Preface or Chapter summaries 

 Don Berwick wrote the Foreword 



Don Berwick:  1995 Forum Plenary 
"Plotting measurements over time turns out, in my view, to 
be one of the most powerful devices we have for systemic 
learning... Several important things happen when you plot 
data over time. First, you have to ask what data to plot.  In 
the exploration of the answer you begin to clarify aims, and 
also to see the system from a wider viewpoint.  Where are 
the data?  What do they mean? To whom?  Who should see 
them?  Why?  These are questions that integrate and 
clarify aims and systems all at once…When important 
indicators are continuously monitored, it becomes easier 
and easier to study the effects of innovation in real 
time...Pick a measurement you care about and begin to plot 
it regularly over time.  You won't be sorry." 



Your culture awaits… 

LEADER perception 

FRONT-LINE reality 



Your culture awaits… 

LEADER perception 

FRONT-LINE reality 

VARIATION 


