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Working definition of Lean:

The development of a culture that enables an
overall management system to create value for
customers by eliminating waste and solves
problems through the daily application of the
scientific method in creating standard work.

-S. Shortell, Ph.D., U.C. Berkely

q
Lean Transfovmatkm

CeERen STRATEGIC PLAN
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o < OurPurpose is to bring health and well-being to our patients and communities. I
o Mission: We will distinguish ourselves through excellence in patient care, education, research and improved health in the
communities we serve.
Vision: We will be a Health System of excellence, nationally recognized for improving the health and well-being of our
patients, families, and their communities.
Commitment: We will deliver high quality care because lives depend on it, service as though the patient were a loved
one, and relentless improvement because our future depends on it.
Values: Integrity - Perform with honesty, responsibility and transparency.
Excellence - Measure and achieve excellence in all aspects of delivering healthcare.
Respect - Treat patients, families, and coworkers with dignity.
Innovation - Embrace change and contribute new ideas.
Compassion - Provide compassionate care to patients and families.
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Kaizen True North

Tool driven System driven Principle driven
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Is ‘Lean Thinking’ making a difference in Healthcare?

Answer:

Not Much, Not Really.

“Healthcare Lags far Behind the Manufacturing
Industry’s Level of Excellence in Lean Application”.

-S. Shortell, Ph.D., U.C. Berkely
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WHY NOT?

Answer:

There is an over-emphasis on the tools and
“one-off” projects as opposed to the realization
that it is a radically new way of Leading and
Managing a Healthcare Organization.

Emphasis on The 4 E’s:

* Empowerment

* Engagement
-S. Shortell, Ph.D., U.C. Berkely ° ExeCUtion

* Excellence

q
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Root Cause Analysis of Lean Transformation Failure

NOTE: This is an early
(ca. 2001) root cause

Machines/Equipment

Bigger/Newer Equipment
Presumed to be Better

Equipment Sized for B&Q

Reliance on Expensive
Technology to Solve Problems

Focus on Short-Term Results

Fix Problems with Money vs. Brains

Leaders’ Behavioral Waste

analysis of Lean
transformation process
failure used in Prof.
Emiliani's (then) new
Lean Leadership course

Equipment Not Designed L_ High Fixed Costs
for Quick Set-Up
Run Machines to Forecast

(Producer Focus)

Managers Don't Know About Lean
Not Taught Lean in MBA/MA/BS
Teachers Don't Teach Lean

Teachers Not Taught Lean

Lean
Transformation

Value not Understood

Waste not Underslondj
Optimize Single Process
vs. Whole

Re-Engineer Work Processes —,
No Eludgel—J

Bias Against Different
Business Practices

www._bobemiliani.com

Abundant

Efficiency Based on Output
Resources

Long-Established
Business Practices

Financial Systems & j
Short-Term Focus

Metrics Favor B&Q

Volume Discounts

Make to Forecast Waste is Accepted

Copyright © 2001 by Bob Emiliani

Process Failure

Short-Term
Purchasing Decisions

Large Batches
More Efficient

This has long been a
subject of study by
Prof. Emiliani and a
focus of his writing
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GUNDERSEN HEALTH SYSTEM'S
RESPONSIBILITIES
ACHIEVE EXCELLENCE
~ Recruit and retan outstanding physiians and staff
+ Support career development and enhance
professiorul wtisfaction

+ Ackrowledge and reward superior performance that
W Care arxd improvess Gunder ser

« Create opporturities to parBcipate in quabty

Improverment, research, and Imgrovements in

oty heath

COMMUNICATION

+ Commrurs ste nformation regarding organiatonal
peioritses, business decwons, and s

Sor contructve duakogue
Qoals, and regutar evaiat

EDUCATE

+ Support and taciitate teaching and kearming
oppoatavbes

+ Provide the tooks necessary 10 continually improve
rovechical pract

REWARD

+ Provide competative compensation consitent with
uarket values and orpanzational goals of quality
service, and eficiency

+ Mantain clear crganiz
Integrity 0 those a secw

) responsutabty and

CHANGE

+ Manage the inev
30 thet stalf have an oppertunity e pu
foe danty of goals, and conbnuous mo
the process as well a3 Bhe oulcomes

ke rapid changes in healthcare

MEDICAL STAFF'S
RESPONSIBILITIES

FOCUS ON SUPERIOR PATIENT CARE

« Practice evidence-based, high-quality medione

« Encouage Increased patient undentanding,
Involvernent in care, and treatment decions

« Achieve and maintain optimal patient aco

0 departmental §ocus on wpenon

« Work in coltatioration with other physicians, suppo

SEaff and marsgerment across the sy in both serace

SR —

ad patiet care

« Demonitiate the hughest beveds of integray and
prodessaonal conduct

« Participate i Of SUPPOI edUCation and sesesch

TREAT ALL PEOPLE WITH RESPECT

murs ate both <hrecal and no

10 2 Choww, respectil, and timely manaer

« Provide and accept feedback in a
manner from all staff and outuide co

TAXE OWNERSHIP

« Provicte leackershe 10 Mprove OULLOMes Qualty
e seevice quality

- Work 85 enare personal, departmental, and
crganizabonal comphance with ol kegal and
educational requirements

= Strachly Impeci the effichency and econome
a1pects of your pracice
CHANGE

« Embiace Inovaton 1 CONLINUOUSY IMProve patent
cae. service and crganitational elficency

GUNDERSEN
HEALTH SYSTEM.
Where Coring Meets Cxcellence
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“You cannot give what you do not have....if
they don’t feel cared for...they can'’t care...to
embrace...you have to have been
embraced. To respect you have to have
been respected....don’t be stunned by your
staff’s lack of care, connection , or respect if
they have not, through their eyes, been
cared for...connected with...and respected.”
- Maureen Bisognano
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Leaders

* No one’s ego is more important than the well-being of
those you serve.

» What you tolerate, you support.

« The more special and protected we treat the
executives, the less special and more afraid the staff

feel.

q
Lean " Transformation

People

« “Holding accountable” is looking backward. “Being
responsible for their success” is looking forward.
Excellence will be found in the balance.

« The ripple effect of undermanaged poor performance
\‘ by leaders is enormous.

communication chain.

—3— -
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l » The chain of command is always a weak link in the
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Organization

* We need to move past the notion of excellence on the
basis of reputation, marketing budgets, or size, and
expect greatness to be described by broad outcome

measures across time, demographics, and sectors of
the community.

» Finances and facilities are tools—important, useful
tools, but just tools.

q
Lean Transfovma}fon

ooooo
llllllll

McKnight & Kretzmann, 1996
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Assets-Focused Map of Health
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D Welfare Expenditures
Potential Building Blocks
n, 1996
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Try things
even if you
think they
won’t work
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Sometimes it works...

T
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Best place to work, get service,

Ultimate Goal
care, education, products

Hitting national levels of

Markers of Success / \
excellenc ecognized as great

staff ownership

Broad transparency, Deep
communication, Consistent mgmt
system, Reverence for staff, Mission
based incentives

What it takes to become

Transformation Tools
great

How we run the
business —> good

Must Do’s |
Safer, more reliable outcomes for staff and those

you serve
Compliance, Fiscal Discipline, Core Competencies

Direction
Clarity and use of Strategic Plan and individuals

Compactforall staff

The guide for
5 . . organization,
Courage to Live the Mission, Vision, Values. department,

i
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LIVE YOUR VALUES,
BUILD YOUR PEOPLE,
INSPIRE YOUR
COMMUNITY

JEFF THOMPSON, MD
ForbesBooks
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Jeff Thompson, MD

CEO Emeritus

jethomps@gundersenhealth.org
http://jeffthompsonmd.com/

Y

@jeffthompsonmd

www.linkedin.com/in/jeffthompsonmd

www.gundersenhealth.org
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