EASIER Framework Reference

Complete reference: all six dimensions with definitions, metrics, prerequisites, and diagnostic sequence.

EASIER is a strategic model for diagnosing and improving organizational performance: Effectiveness, Accuracy,
Speed, Insights, Efficiency, and Reach. Every improvement initiative should identify ONE primary dimension — its
center of gravity. This choice determines the strategy, the tools, and the metrics.

E* — Effectiveness

Improving the ability to achieve the intended outcome.

Definition: The work either produces the desired result or it doesn't. This is not about how fast, how cheap, or how many — it
is about whether the approach is fundamentally working.

When to use: The primary problem is that the right results aren't happening — not that the work is too slow or too expensive,
but that the approach itself isn't producing the intended outcome.

Canonical metrics:

Outcome attainment rate
Goal achievement rate
i Examples:
. . Program completion rate
Increasing graduation rates

Improving patient outcomes
Improving policy effectiveness
Increasing product reliability

Success rate
Target population outcomes

PREREQUISITE ROLE: Effectiveness is the foundation. Do not pursue Efficiency or Reach until Effectiveness is confirmed.
These are the most common and costly errors in organizational improvement.

A — Accuracy

Improving the correctness and reliability of information, predictions, and decisions.

Definition: Poor outcomes stem from acting on flawed data, unreliable forecasts, or inconsistent evaluation. Accuracy asks:
are the signals we're relying on correct?

When to use: Leaders are making poor decisions because the information they rely on is wrong, incomplete, or
inconsistent. The problem is data quality, measurement reliability, or evaluation consistency.

Canonical metrics:

Error rate

False positive/negative rate
Prediction accurac Examples:
More reliable risk identification 4

Reduced data errors in reporting
More accurate forecasting
Improved consistency in evaluation

Data consistency rate
Inter-rater reliability

KEY DISTINCTION: Accuracy asks “Are the signals correct?” Insights asks “Do we understand what the signals mean and
why?” These require different interventions.

PREREQUISITE CHECK: Confirm Accuracy before heavily investing in Speed. Fast decisions on bad data don't just fail — they
fail faster and with greater confidence.

S — Speed

Improving how quickly a process, decision, or response can occur.

Definition: Timing is the binding constraint. Delays cause direct harm, slow response misses critical windows, or real-time
information would fundamentally change what leaders do.

When to use: The work is directionally correct, but the pace at which it happens limits its value. Speed matters when delay
has measurable consequences — not just when things feel slow.



Canonical metrics:
Cycle time
Response latency

) - Examples:
- _ Time-to-decision
o Faster admissions decisions
e Real-time early-alert systems
e Reduced approval cycles

e Faster crisis response

Time-to-intervention
Processing throughput

PREREQUISITE CHECK: Confirm Accuracy before optimizing Speed. Verify Effectiveness before investing heavily in Speed —
making a broken process faster magnifies the problem.

| — Insights

Discovering why outcomes are what they are — identifying causal drivers that are currently invisible or misunderstood.
Definition: Leaders have data but lack understanding. Patterns are invisible, causes are unknown, and decisions are made
on assumption rather than evidence. Insights work generates causal understanding, not just description.

When to use: The organization doesn't know why things work or fail. Data exists but causal patterns are unknown.
Interventions keep producing the same inadequate results without understanding of why.

Canonical metrics:

Causal hypotheses confirmed vs. refuted

Decisions changed by new evidence
Examples:

o Discovering hidden drivers of student attrition
o ldentifying what actually predicts advisor effectiveness

kel skABN MR SdRERpranWw@rks in some contexts but fails in others

DIAGNOSTIC ROLE: Insights serves a special function. When you cannot clearly identify which primary EASIER dimension
applies, Insights work is how you find out. If the primary dimension isn't clear, Insights comes first.

Root causes documented

E2 — Efficiency
Reducing the resources required to produce the same outcome.
Definition: The work produces the right outcomes (Effectiveness is confirmed) but at a cost — in time, money, or labor —
that is not sustainable. The goal is the same result with less.
When to use: Effectiveness is confirmed. The approach works. But the current cost structure, labor requirements, or
complexity make it unsustainable at current or greater scale.
Canonical metrics:
Cost per unit of outcome

Labor-to-output ratio
. . . . Waste rate Examples:
e Automating repetitive administrative tasks
e Reducing cost per enrolled student
e Improving advisor caseload capacity
e Eliminating low-value processes

Resource utilization
Staff-to-caseload ratio

EY/E2 RELATIONSHIP: Effectiveness (E?) always precedes Efficiency (E?). E* asks: 'Is the work achieving the right outcome?' E2
asks: 'ls the work sustainable?' This sequencing is not optional.

CRITICAL PREREQUISITE: Confirm Effectiveness before pursuing Efficiency. Do not automate a broken process — fix it first,
then automate.

R — Reach
Expanding the number and diversity of people who benefit from what the organization does.

Definition: The work is effective and produces real outcomes, but too few people — or too narrow a population — are
benefiting. Reach asks both how many and who.



When to use: The core work is effective, but scale, geography, access barriers, or structural inequities limit who benefits.
Reach is equally about equitable distribution of outcomes.

Canonical metrics:

Coverage rate

Equity gaps across subgroups
Examples:
.people served

. . . tal
e Serving more students without proportional stafflrﬂgl creases
e Expanding access for first-generation or rural students
e Closing equity gaps in program participation

Growth in underserved populations reached

EQUITY DIMENSION: Volume and equity are separate questions. Two organizations with identical scale numbers can have
radically different equity profiles. Who is being left out is as analytically important as how many are being served.

CRITICAL PREREQUISITE: Confirm Effectiveness before expanding Reach. Scaling an ineffective program harms more people
and wastes more resources.

DIAGNOSTIC SEQUENCE
When the primary dimension is unclear, work through this sequence in order:

1. Do we understand WHY current outcomes are what they are? " If no: INSIGHTS first

2. Is the core approach actually producing the intended outcome? ! If no: EFFECTIVENESS

3. Is the information driving decisions reliable and accurate? " If no: ACCURACY

4. Is timing a binding constraint — does delay cause direct harm or missed opportunity? " If yes: SPEED
5. Is cost or sustainability the binding constraint? !’ If yes: EFFICIENCY

6. Is scale or equitable access the binding constraint? " If yes: REACH

PREREQUISITE MAP
Violating these sequencing rules is how well-intentioned improvement efforts fail or cause harm:

e Do not pursue EFFICIENCY until EFFECTIVENESS is confirmed.
e Do not pursue REACH until EFFECTIVENESS is confirmed.

e Confirm ACCURACY before heavily investing in SPEED.

e When the primary dimension is unclear, begin with INSIGHTS.
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