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Baseline Metrics Assessment
Establishing the Starting Point for Leadership Improvement
A practical tool for capturing the core people, operational, and leadership indicators an organization should know before trying to measure improvement.

	Core Belief
Before an organization can track improvement, it needs a starting point. Without baseline metrics, leadership improvement becomes opinion, activity, and hope instead of measurable progress.



	Intended Audience
	Executive leaders, operations leaders, HR partners, department managers, supervisors, and leadership development facilitators.

	Primary Use
	Establish a measurable current-state baseline before launching leadership improvement, culture work, operational improvement, or workforce development initiatives.

	Recommended Timing
	Use before Phase 1, during the first 30 days of stabilization, and during quarterly leadership reviews.

	Resource Type
	Free assessment and measurement tool; companion resource to the MWLG Leadership Transformation Roadmap and Phase 1 Stabilization Playbook.

	Estimated Time Required
	30-60 minutes to collect initial data; 60-90 minutes for a facilitated baseline review.



Mountain West Leadership Group
Building leadership systems that improve execution, accountability, and organizational performance.


Purpose
The Baseline Metrics Assessment helps an organization define its starting point before attempting to improve leadership, communication, accountability, culture, or operational performance.
Leadership teams often begin improvement efforts with strong opinions about what is wrong. Those opinions may be directionally accurate, but they are not enough. A baseline gives the organization a factual reference point so progress can be reviewed honestly over time.
	MWLG Standard
If the baseline is not known, improvement cannot be credibly measured. The goal is not to create a complicated dashboard. The goal is to identify the few indicators that reveal whether leadership systems are getting stronger.


What This Tool Measures
This tool captures eight starting-point metrics. They do not measure everything, but together they provide a practical view of workforce stability, operational discipline, improvement participation, and leadership development.
Monthly turnover percentage.
Open positions.
Attendance percentage.
Safety incidents.
Rework hours.
Productivity per labor hour or man-hour.
Employee suggestions submitted.
Internal promotions.
How to Use This Assessment
Step 1: Collect the current baseline for each metric using the most reliable available source.
Step 2: Identify the owner of each metric. A metric without an owner is only a number.
Step 3: Define how the metric will be calculated so the same method is used every quarter.
Step 4: Review the baseline as a leadership team. Look for patterns, not excuses.
Step 5: Reassess quarterly and compare movement against the baseline.
Baseline Metric Definitions
	Metric
	What It Indicates
	Suggested Calculation / Capture Method

	Monthly Turnover %
	Workforce stability, retention risk, and leadership effectiveness.
	Separations during the month divided by average headcount during the month, multiplied by 100.

	Open Positions
	Staffing pressure, recruiting gaps, and workload strain.
	Count approved vacant roles that are actively needed to meet operational demand.

	Attendance %
	Reliability, engagement, workforce discipline, and scheduling health.
	Hours or days attended divided by scheduled hours or days, multiplied by 100. Track the method consistently.

	Safety Incidents
	Risk exposure, discipline, training quality, and operational control.
	Track recordable incidents, near misses, and first-aid events separately when possible.

	Rework Hours
	Quality, process adherence, training gaps, and cost of poor execution.
	Hours spent correcting defects, errors, missed steps, returned work, or preventable process failures.

	Productivity / Man-Hours
	Output efficiency and ability to convert labor into completed work.
	Completed units, jobs, tickets, revenue, or service output divided by direct labor hours.

	Employee Suggestions Submitted
	Employee engagement, ownership, and improvement participation.
	Count documented improvement ideas submitted by employees during the review period.

	Internal Promotions
	Bench strength, leadership development, and succession health.
	Count roles filled internally. Consider tracking percentage of leadership roles filled internally.


Baseline Data Collection Worksheet
Use this worksheet to capture the starting point. If exact numbers are not available, document the best available source and identify the gap in measurement. Do not allow missing data to stop the assessment; missing data is itself a leadership system finding.
	Metric
	Baseline Value
	Data Source
	Owner
	Next Review

	Monthly Turnover %
	
	
	
	

	Open Positions
	
	
	
	

	Attendance %
	
	
	
	

	Safety Incidents
	
	
	
	

	Rework Hours
	
	
	
	

	Productivity / Man-Hours
	
	
	
	

	Employee Suggestions Submitted
	
	
	
	

	Internal Promotions
	
	
	
	


Quarterly Review Cadence
Baseline metrics should be reassessed every quarter. Monthly review may be useful for high-change environments, but quarterly review is usually enough to identify leadership and culture trends without overreacting to normal short-term variation.
	Quarter
	What to Review
	Leadership Question

	Baseline / Q0
	Current state, data sources, metric owners, and measurement gaps.
	What is true today, and what do we need to start measuring consistently?

	Quarter 1
	Early movement, participation, communication, and whether leaders are using the data.
	Are problems surfacing earlier, and are leaders taking ownership?

	Quarter 2
	Trends in turnover, attendance, rework, safety, and productivity.
	Are leadership behaviors beginning to show up in operational results?

	Quarter 3
	Sustained improvement, gaps, and whether weak areas have owners.
	Are the same problems repeating, or are root causes being addressed?

	Quarter 4
	Year-over-year movement and readiness for the next phase of development.
	What must be true over the next 12 months for leadership to keep improving?


How to Interpret the Baseline
No single number proves the organization is healthy or unhealthy. The value comes from looking at the metrics together and asking what they reveal about leadership systems.
	Pattern
	Possible Leadership Signal

	High turnover + open positions
	Retention, onboarding, supervision, pay, workload, or culture may be creating instability.

	High attendance issues + low engagement signals
	Expectations, scheduling, morale, or accountability may be inconsistent.

	High rework + low productivity
	Training, standards, process control, quality checks, or communication may be weak.

	Low suggestions + low internal promotions
	Employees may not see a path forward or may not believe their input matters.

	Improving productivity + worsening safety or rework
	The organization may be gaining speed at the expense of discipline.

	Metrics tracked but not acted on
	Leadership may be reporting numbers without assigning ownership or corrective action.


Quarterly Scorecard
Use this scorecard to compare quarterly movement. The goal is not perfection. The goal is to determine whether the organization is moving in the right direction and whether leadership is taking action when it is not.
	Metric
	Baseline
	Q1
	Q2
	Q3
	Q4
	Trend

	Monthly Turnover %
	
	
	
	
	
	

	Open Positions
	
	
	
	
	
	

	Attendance %
	
	
	
	
	
	

	Safety Incidents
	
	
	
	
	
	

	Rework Hours
	
	
	
	
	
	

	Productivity / Man-Hours
	
	
	
	
	
	

	Employee Suggestions Submitted
	
	
	
	
	
	

	Internal Promotions
	
	
	
	
	
	


Common Failure Points
	Failure Point
	Countermeasure

	Collecting too many metrics.
	Start with the eight baseline metrics. Add complexity only after the team uses the basics consistently.

	Changing calculation methods midstream.
	Define each metric clearly and document the calculation method.

	Using metrics to punish instead of improve.
	Use the data to identify system gaps, ownership gaps, and improvement priorities.

	Reviewing numbers without assigning action.
	Every problem trend should have an owner, action, and follow-up date.

	Ignoring missing or unreliable data.
	Treat missing data as a leadership system issue. Decide how it will be captured going forward.

	Overreacting to one month of movement.
	Use quarterly reassessment to separate real trends from normal variation.


Leadership Review Questions
Which metric creates the greatest operational risk if it does not improve?
Which metric is most directly connected to leadership behavior?
Which metric has no clear owner today?
Where are we relying on assumptions instead of data?
What is the simplest action we can take in the next 30 days?
What must be true next quarter for us to say we are improving?
30-Day Action Plan
After the baseline review, select no more than two priority areas. A leadership team that tries to improve every metric at once usually creates activity without execution.
	Priority Metric
	Problem Statement
	Owner
	30-Day Action
	Review Date

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	


	Bottom Line
The baseline is not the finish line. It is the starting point. Every quarter, reassess the same metrics, review the movement honestly, and decide what leadership behavior must change next.


Recommended Next Step
Use the completed baseline to support Phase 1: Leadership System Stabilization. If the organization does not yet know its starting point, start by improving measurement discipline before building more complex leadership dashboards or scorecards.
Companion MWLG Resources
Leadership Transformation Roadmap: Executive Overview.
Phase 1 Stabilization Playbook.
Daily Leadership Huddle Guide.
Leadership Expectations One-Pager.
Action Item Tracker.
Leadership Cost Calculator.
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