Journey Toward ldeal:

Defining ‘What Good Looks Like’

Emily Swaney, Sr. Director Lean Promotion Office
Alli Kulp, Sr. Advisor Lean Promotion Office

=l .
::lfl-!-_f- OhioHealth
R z ghg
We are a faith-based, not-for-profit healthcare system. P dgdjhg
o D iilddwh
30,000 ° o
‘ ASSOCIATES 00
35,000+ = E J } 400 on >
strong | =& = S @
4 PROVIDERS AND FELLOWS @
“““““““““ 19 5@@ o
VOLUNTEERS
2}

Lean Summit



WHAT WE’LL DISCUSS

Z} A NAZL 9
//:§> ’ﬁ??} & (2:33 "
OhioHealth’s Lean The Successes The Opportunity The Approach The Results

Journey

i";‘;:r!-;? OhioHealth

What sets great organizations apart from good
organizations is their ability to provide a
clear pathway to organizational excellence
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OhioHealth’s Lean Journey
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OUR LEAN JOURNEY

2005 2016

Process
Excellence

Shifted focus to
Lean & Became the

Department
Created

Lean Promotion
Office

True North: Remove waste from the True North: Shingo Guiding Principles
organization

58] 2

o Team’s Primary Responsibility: Act as Project (@) Team’s Primary Responsibility: Develop 35,000 problem
(7)) E Managers for large cost saving initiatives |: solvers
(%]
g o S5
o 8 Continuous Improvement Approach: Utilize 2 o -— Continuous Improvement Approach: Coach and advise
x X continuous improvement tools as needed < o tt toward organizational progress via a comprehensive
o w 5 a O management system
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THE CHALLENGE

TEAM OF 11

THE APPROACH

TEAM OF 11

Leaders
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LEAN PROMOTION OFFICE

LPO Work Breakdown

=5 ONE SIMPLE
GOAL:

Create 35,000
problem
solvers

Kaizen/A3
Facilitation

™~

Breakthrough Intense focus on
Goal < strengthening the
Deployment management system

/

TEAM OF 11

Operational
Excellence Goal
Deployment
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OHIOHEALTH’S LEAN MANAGEMENT SYSTEM

44 Kaizens 2 @@@%
Facilitated LeDaders Trained! on
Application of Humble Inquiry
tools & 100+A3s Completed ﬂ @@@%
understanding of D .
behaviors Leaders Trained

600+Active KPT on A3

Boards 159005

Leaders Trained on Leader

24 Goal Deployment X- Standard Work
Matrices
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OHIOHEALTH’S LEAN MANAGEMENT SYSTEM

Tiered Huddles Implemented

Development of
sustainable
processes to

support tools &

behaviors
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THE OPPORTUNITY

Development of
sustainable Clear vision of
processes to ideal use of tools
support tools & & behaviors
behaviors

Application of
tools &

understanding of
behaviors

We are here
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WHY DEFINE IDEAL?

Lean is more than application of tools;
it’s applying tools when they’re needed,
how they’re intended to be used,
& with continuous improvement always at the core

Defining Ideal:

Management System Elements

R
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THE PROBLEM TO SOLVE

Lack of visibility into what Management system
good looks like for our elements stagnant or
management system backsliding

Leadership viewing Lean
progression as the LPO’s
responsibility

e[

MANAGEMENT SYSTEM ASSESSMENT TOOL

OBIJECTIVES

Clearly define ‘what good looks like’ (ideal) for each element of
the management system

Provide insight into the current state of management system
maturity

o Act as primary input into lean roadmap development
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MANAGEMENT SYSTEM ASSESSMENT TOOL

* Lists 9 major elements of OhioHealth’s management system

KPIs and Frontline Problem Solving Lean Roadmap
Gemba Walks Leader Standard Work
Process Observation Boards Breakthrough Goal Deployment
Tiered Huddles Operational Excellence Goal Deployment

Kaizen/A3 activity

* Defines the progression of management system elements from
not present to ideal

Not present
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MANAGEMENT SYSTEM ASSESSMENT TOOL

Reviewed
Quarterly for
Progress
Updates and
Roadmap
Revision

Executive Sets
End-of-Year
Targets in Each
Category

Targets Drive
Lean Roadmap
Focus

Current State
Categorization
“Locked In”

Self-Assessment
Completed by
Executive Team

Assessment
Introduced to
President

Catchball Occurs
with LPO

OhioHealth
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MANAGEMENT SYSTEM ASSESSMENT TOOL

Not Present Present Basic Application Proficient Ideal

Tiered Huddles being utilized daily
(including a modified weekend/holiday
process).

Tiered Huddles being utilized daily

(including a modified weekend/holiday Safety concerns, good catches and

recognition are escalated appropriately.

process).
Ti H I ing Daily (M-F
|er§d uddles occurring al y! b Follow-ups/resolution is completed and
with occasional weekend/holiday Safety concerns, good catches and N
o . documented by leadership.
coverage. recognition are escalated appropriately.

Tiered Huddles exist in some
Tiered huddles do not exist departments and with some
leaders

Information/Feedback is consistently

Tiered Huddles present in majority of Clear differentiation between “for
cascaded down.

departments and their leaders. awareness” and “for escalation” exists
with clear documentation for .
. . “ . ” All areas are represented at Tiers 2, 3, 4,
Some escalations are occurring. ‘escalations

and 5 by the area leader or a delegate.

Some feedback to staff is occurring

N Discussion is 80% look forward and 20%
related to escalated items.

look back.

All Tiers complete their huddles within 20
minutes.
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About the

Scoring

MANAGEMENT SYSTEM ASSESSMENT TOOL

* Intentional avoidance of numerical scoring with customers

* Master document owned by LPO with all site’s scores

* Scores blinded from one another

* With coaching from LPO, sites self-manage their lean roadmap
development
* Self-selection in areas of focus enhances operators’ engagement

Acting Upon
Results

|
[
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MANAGEMENT SYSTEM ASSESSMENT TOOL

Not Present

Present

Basic Application

Proficient

Ideal

Tiered huddles do not exist

Tiered Huddles exist in some
departments and with some
leaders

Tiered Huddles occurring Daily (M-F), with
occasional weekend/holiday coverage.

Tiered Huddles present in majority of
departments and their leaders.

Some escalations are occurring.

Tiered Huddles being utilized daily (including a
modified weekend/holiday process).

Tiered Huddles being utilized daily (including a
modified weekend/holiday process).

Safety concerns, good catches and recognition are
escalated appropriately.

and

Safety concerns, good catches and r
are escalated appropriately.

Clear differentiation between “for awareness”
and “for escalation” exists with clear
documentation for “escalations.”

Some feedback to staff is occurring related to
escalated items.

Foll ps/resolution is ¢
documented by leadership.

Information/Feedback is consistently cascaded
down.

All areas are represented at Tiers 2, 3, 4, and 5 by
the area leader or a delegate.

Discussion is 80% look forward and 20% look back.

All Tiers complete their huddles within 20 minutes.

FY24 Baseline

FY24 EOY Target >
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LDM - Gemba Wal
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Safety concems, good catches and
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FY24 BASELINE vs. TARGET
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MANAGEMENT SYSTEM ASSESSMENT TOOL

bility
egory

Lean roadmaps updated and Lean roadmaps updated and
reviewed with care site executives  |reviewsd with care site executives
Support ization in adoption of ional lean elements and behaviors through of of
LPO Sr. coaching, advising, and influencing organizational leaders. system system
o components components.
Director - Advance ing of the ideal system Operational [\ MENagement system Upd§|e and execute on system lean Upd:le and execute on system lean
’ progression. Failed to track
o 30% |+ Coach, advise, and influence system laders in the adoption of system onof roadmap with clearindicators of  |roadmap with clear indicators of
Accounta blllty including Lean Daily Management, Pracess Obsenvation, Leader Standard Wark, tiered huddies,  |Managsment | - tem-wid system |system-wid system
, Goal D G Close and pllession lprogression
|+ Support building our culture of 3 and leaming through building Progressed in key elements of Progressed in key elsments of
and refining companents of the management system system as defined by system as defined by
WISAT score from 1.47 [MSAT score from 1.47
to 1.59 by June 30, 2024. to 1.73 by June 30, 2024.

untability
Hospital President =
o Demonstrate measureable progress on Operational
ACCOUntablllty Care Site Lean Management System by  |Excellence
June 30, 2024 Management

Progress net 0 steps
towards Ideal on MSAT

Progress net >3 steps Progress net =5 steps
towards Ideal on MSAT towards Ideal on MSAT
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MANAGEMENT SYSTEM ASSESSMENT TOOL

\
1{{9 Increased accountability created pull fo
\

Uﬂ] Targeted Roadmap development

e team

Providers clarity for onboarding new leaders

|._| Results drive local and system-wide improvements

/
e
/

Metric Apr May Jun July Aug Sept Oct Nov Dec
Management System Progression  |Ts= _ 1.41 143 145 1.47 149 151 153 155 1.57
(scale of 0-4)
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Defining Ideal:

Leadership Behaviors

iz OhioHealth

Y i

THE PROBLEM TO SOLVE

Align Leader
Behaviors with Clarity on Ideal Variation in Leader
Desired Behaviors Development
Performance

iT;"E-!E‘- OhioHealth
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“For 69% of people, their manager has
MORE impact on their mental health
than their therapist or doctor — and it's
equal to the impact of their partner”

B Nearly 25%‘
ﬂ A of an employee’s well-being
-- ‘ can be accounted for by their
manager

If;"';:-!-;? OhioHealth

LEADER BEHAVIOR ASSESSMENT TOOL

OBIJECTIVES

o Clearly define ‘what good looks like’ (ideal behaviors) for each
leadership capability & connected lean principle

e Create a self-assessment tool that allows leaders to more
objectively assess where they are today

Act as an input for Individual Development Plans (IDPs) and
Performance Reviews

Lean Summit



LAUNCHING THE LBAT

. Partner &
e Align With Pilot Tool In Launch LBAT
Improve

LA Talent Mgmt Diverse
Create Tool To Support g . Based on
& Org. Leadership
Feedback

FG apE-CLoEJure Effectiveness Group
or End User Team

Through Lean
Leader Series
Live Course

OhioHealth

LEADER BEHAVIOR ASSESSMENT TOOL

Connects 9 Lean Principles to 3 OhioHealth Leader Capabilities

[ ) T T

Engage & Empower Those

Closest to the Work . :
Active Listening e TR I;:c_mtlrl;uous Imgfl;(_)v_eme_nt Mastered Skill &
Respect Every Individual “Above the Line” Mindset rive Frocess Eiiclencies  ReliEeEEtHEE
Lead with Humility Think Strategically
Leader as Teacher Developing &
Actively

Progressing

. .r . . sl Not Present or
Self-assess progression on specific behaviors or skills within each Progressing
leader principle using a standard 3-tier categorization

iT;"E-!E‘- OhioHealth
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LEADER BEHAVIOR ASSESSMENT TOOL

Purpose & Connections to Exis Leader Capab!
Standard Work Lean Leader Principles
+ Helpful Definitions to Orient to the Behaviors Listed Below

Behaviors to Consider & Evaluate
“What good looks like”

How to Gauge
Progress in
Each Behavior

B
(Coloroéode) Assessment Summary & Development Notes

if—'-;f OhioHealth

LEADER BEHAVIOR ASSESSMENT TOOL - LBAT
CULTURE BUILDER RESULTS DRIVER
Engage & Empower
e Active Listening with | Respect Ever, , - “Above the Line" Continuous Drive Process . 5
p and develop "% Those Closest to the — spect BVery | | ead With Humility | Leader as Teacher |Change Management ° Proc: Think Strategically
) i ncples] an Open Mindset Indlividual Mindset Improvement Efficiencies
a clear path to improve. Work
Eo——— PE——
[ ” § Stamer
UTILIZATION GUIDE: Cesdorto : Enconativbnoe g i
For each Behavior, review Wicler e
iF v U ey [P Tt o
What Good Looks Like" and e e | ey e o | P | e el R
s - -

" Tt i || Pt || i A . _— 2 ety
coEritren b o e [ P e 200 | cormaciadiaseoibing
o Detintion | (oSS, | e Eenuber s ez ndsenaie” | bt sndousde e | DS D2

andwilfeelconforcabl rasng Pelpiroth ity and erplorstonof ey dess. | crgarication Thereiznaurel | 20 80000 S
awarenesstoareas of identified gaps. responsibility. Operating below uste improvements.
) e ” i || R s
Color code each cell using the oppoitunity. v erestive sbiltis the line is closed and negative. v ggh
Blue/Green/ scale s the
[emrp— Tndersrdourers
below. s P chdes ety sttty | Aebssssesseseach [ Hentisthe goupssecpessle peormanin guos ot sty —
2 Developmert Plans) snd Cr Y andp Y P " .
Hirpsendasbe g procees oot | betmean bidoats oy orks
Using your individual development opportunities. hall aceordingly (Depantment Dashbo ard, Op. N
i N aligned with goals or career [where the werkhappens’) work change Ex. LeadingIndicators, visual Ersre Just Culture. performance
assessment of each behavior, aspirations management]
complete the Assessment A Crema 3 cumtomzad pan for -
omplte e
Summary for each Leadership Ensreyouricamhas he e L ] - —— . o : 5 o e h e
Principle. Behavior |  reediobesocest | feaaliebel oo ” : iraughocaching e o | behavios acoordnaly e accessile androutnehy | ez erod e,
P e g beyreed Gied cperatond e ofkPlbos)
Use this assessment as an looks like") Li E et Implement highly effeotive
(L e e I T 5 o ciecussions(in amd outaf | Gro others as high-potential aifaae ducation, memory. iglance. | 4#Parmentzuithinthe system
Development Plan, as well as ol tesms nmpovi he | 8 e ermen nens " rzacmertiacers ey oo e lnce. | O s costrer
ORI een [ Ao snopendervere, | (o5 successionplanaing. ‘why' and tha what whers | _cuious; ereative listering: Eliminate exsessorwasteby
you and your leader Aefleotomuatwas shared riemolingand with carfidence witha pastive suetch assignments] vy s iegon | spproaches. epincing o dlyprcesses
throughout the year. Clarify any questions youmay. 1o SpeakUp) forfeedback and confimation
oncirsandng Freiet o dive acvonrions, :
ummate whatyouheard | Use Caseoepatos or e “henapmianle 8. G
P el vl W ool B
P Erem D i T soubead 2 Reundng s it
e ecmpracics [ raesins T s o
'Mastered Skill & Can Teach Others AEsEssment
s ot gaociostotte-sncs sbincs
Comine
Developing & Actively Progressing fmbeiy
vaimativissndorogressovand Wit
= Leadership
G preme = et e
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LEADER BEHAVIOR ASSESSMENT TOOL

Develop Save Tool to Leverage Tool

9 Attend 4 Hour Complete First Review Self- A
Enroll in Leader 5 Individual 3 ]
" Live Course Self- Assessment Review During Annual
Behavior . ) Development .
with Peers & Assessment with One-Up Progression at Performance
Plan from .
Set Cadence Reviews

Leader

Course
Identified Gaps

One-Up Using the Tool

i";‘;:! OhioHealth

LEADER BEHAVIOR ASSESSMENT TOOL

* Intentional focus on developmental categories
About the
* Assessment results owned by leader
Assessment _ o - _
* Tool designed as living document with visible progression

* Leader reviews self-assessment with One-Up to help identify blind spots
* One-Up supports leader’s Individual Development Plan

* Leader initiates cadence of self-review
* Leader leverages tool in their performance review

Acting Upon
Results

OhioHealth
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LEADER BEHAVIOR ASSESSMENT TOOL

THIS ACTIVITY PROVIDED ME WITH
NEW INFORMATION
(OR CLARIFIED EXISTING
INFORMATION)

\
g Associates experience consistent and engaged leaders ‘.
\

Clear tool for leaders joining the organization or
pro reSSIn |nt0 IeaderShlp r0|e IINTEND TO USE WHAT | LEARNED FROM THIS ACTIVITY

<

w Strongly Disagree ® Disagree ® Neutral
= Agree = Strongly Agree

1
Q Clear way to identify talent and leverage mentoring
capabilit

/
¥¥®™ Stronger leaders, stronger culture, and improved
W organizational results
/

OhioHealth

LEADER BEHAVIOR ASSESSMENT TOOL

ON YOUR HANDOUT:

1. Document or Define Your Organization’s
Key Leadership Capabilities or Pillars

2. Document Which Lean Principles Fall
Under Each Key Leadership Capability

3. Define Specific Behaviors You Would Like
to See Exhibited by Your Leaders, Within
Each Principle

4. Determine How You Measure Progression

if;*;:-!-i:‘- OhioHealth
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