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WHAT WE’LL DISCUSS

OhioHealth’s Lean 
Journey

The Successes The Opportunity The Approach The Results
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What sets great organizations apart from good 
organizations is their ability to provide a 

clear pathway to organizational excellence



OhioHealth’s Lean Journey
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Process 
Excellence 

Department 
Created

2005

Shifted focus to 
Lean & Became the 

Lean Promotion 
Office

2016

P
R

O
C

ES
S 

EX
C

EL
LE

N
C

E

True North: Remove waste from the 
organization

Team’s Primary Responsibility: Act as Project 
Managers for large cost saving initiatives

Continuous Improvement Approach: Utilize 
continuous improvement tools as needed
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True North: Shingo Guiding Principles

Team’s Primary Responsibility: Develop 35,000 problem 
solvers

Continuous Improvement Approach: Coach and advise 
toward organizational progress via a comprehensive 
management system

OUR LEAN JOURNEY

6



7

TEAM OF 11

THE CHALLENGE

35,000
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TEAM OF 11

Leaders

THE APPROACH

35,000
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LEAN PROMOTION OFFICE

ONE SIMPLE 
GOAL:

Create 35,000 
problem 
solvers

TEAM OF 11

Kaizen/A3 
Facilitation

Operational 
Excellence Goal 

Deployment

Breakthrough 
Goal 

Deployment

Coaching

Training

LPO Work Breakdown

Intense focus on 
strengthening the 
management system

OHIOHEALTH’S LEAN MANAGEMENT SYSTEM

Application of 
tools & 

understanding of 
behaviors

44 Kaizens 
Facilitated

600+Active KPI 
Boards

24 Goal Deployment X-
Matrices

Leaders Trained on 
Humble Inquiry

Leaders Trained 
on A3

Leaders Trained on Leader 
Standard Work

100+A3s Completed

FY23 RECAP
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Development of 
sustainable 
processes to 

support tools & 
behaviors

FY23 RECAP
OHIOHEALTH’S LEAN MANAGEMENT SYSTEM

Daily Gemba 
Walks

Tiered Huddles Implemented 
System-Wide

100% of Hospitals with 
Lean Roadmap

Launched System-Wide 
Performance Close
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THE OPPORTUNITY

Application of 
tools & 

understanding of 
behaviors

Development of 
sustainable 
processes to 

support tools & 
behaviors

Clear vision of 
ideal use of tools 

& behaviors

We are here



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
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Defining Ideal:
Management System Elements
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THE PROBLEM TO SOLVE

Management system 
elements stagnant or 

backsliding

Lack of visibility into what 
good looks like for our 
management system

Leadership viewing Lean 
progression as the LPO’s 

responsibility
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MANAGEMENT SYSTEM ASSESSMENT TOOL (MSAT)

OBJECTIVES

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

Provide insight into the current state of management system 
maturity

Act as primary input into lean roadmap development
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• Lists 9 major elements of OhioHealth’s management system

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

MANAGEMENT SYSTEM ASSESSMENT TOOL 
HOW THE TOOL WORKS

Not present

Present

Basic 
Application

Proficient

Ideal

KPIs and Frontline Problem Solving
Gemba Walks

Process Observation Boards
Tiered Huddles

Kaizen/A3 activity

Lean Roadmap
Leader Standard Work

Breakthrough Goal Deployment
Operational Excellence Goal Deployment
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MANAGEMENT SYSTEM ASSESSMENT TOOL 
HOW THE ASSESSMENT WORKS

Reviewed 
Quarterly for 

Progress 
Updates and 

Roadmap 
Revision

Targets Drive 
Lean Roadmap 

Focus

Executive Sets 
End-of-Year 

Targets in Each 
Category

Current State 
Categorization 

“Locked In”

Catchball Occurs 
with LPO

Self-Assessment 
Completed by 

Executive Team

Assessment 
Introduced to 

President
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MANAGEMENT SYSTEM ASSESSMENT TOOL

© 2024 OhioHealth
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MANAGEMENT SYSTEM ASSESSMENT TOOL 
TIERED HUDDLES

IdealProficientBasic ApplicationPresentNot Present
Tiered Huddles being utilized daily 

(including a modified weekend/holiday 
process).

Safety concerns, good catches and 
recognition are escalated appropriately.

Follow-ups/resolution is completed and 
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.

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

process).

Safety concerns, good catches and 
recognition 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.

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 exist in some 
departments and with some 

leaders
Tiered huddles do not exist
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• Intentional avoidance of numerical scoring with customers

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

• Scores blinded from one another

MANAGEMENT SYSTEM ASSESSMENT TOOL 
SCORING

About the 
Scoring

Acting Upon 
Results

• With coaching from LPO, sites self-manage their lean roadmap 
development

• Self-selection in areas of focus enhances operators’ engagement
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MANAGEMENT SYSTEM ASSESSMENT TOOL 
TIERED HUDDLES

IdealProficientBasic ApplicationPresentNot Present
Tiered Huddles being utilized daily (including a 

modified weekend/holiday process).

Safety concerns, good catches and recognition are 
escalated appropriately.

Follow-ups/resolution is completed and 
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.

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

Safety concerns, good catches and recognition 
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.

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 exist in some 
departments and with some 

leaders
Tiered huddles do not exist

FY24 Baseline

FY24 EOY Target
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FY24 BASELINE

© 2024 OhioHealth
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FY24 BASELINE vs. TARGET

© 2024 OhioHealth



MANAGEMENT SYSTEM ASSESSMENT TOOL 
CONNECTION TO ACCOUNTABILITIES

Hospital President 
Accountability

LPO Sr. 
Director 

Accountability
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MANAGEMENT SYSTEM ASSESSMENT TOOL 
THE ORGANIZATIONAL BENEFIT

Increased accountability created pull for the team

Targeted Roadmap development

Providers clarity for onboarding new leaders

Results drive local and system-wide improvements

Stronger leaders, stronger culture, and improved organizational results 

2023 Results
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Defining Ideal:
Leadership Behaviors
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THE PROBLEM TO SOLVE

Clarity on Ideal 
Behaviors

Align Leader 
Behaviors with 

Desired 
Performance

Variation in Leader 
Development
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LEADER BEHAVIOR ASSESSMENT TOOL (LBAT)

OBJECTIVES

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

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
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LAUNCHING THE LBAT

Create Tool

Establish 
Resources 
To Support 

Gap-Closure 
For End User

Partner & 
Align With 

Talent Mgmt 
& Org. 

Effectiveness 
Team

Pilot Tool In 
Diverse 

Leadership 
Group

Improve 
Based on 
Feedback

Launch LBAT 
Through Lean 
Leader Series 
Live Course

31

Self-assess progression on specific behaviors or skills within each 
leader principle using a standard 3-tier categorization

LEADER BEHAVIOR ASSESSMENT TOOL 
HOW THE TOOL WORKS

Mastered Skill & 
Can Teach Others

Developing & 
Actively 

Progressing

Not Present or 
Progressing

CULTURE BUILDERPEOPLE DEVELOPER RESULTS DRIVER

Continuous Improvement
Drive Process Efficiencies

Think Strategically

Change Management
“Above the Line” Mindset

Engage & Empower Those 
Closest to the Work

Active Listening
Respect Every Individual

Lead with Humility
Leader as Teacher

Connects 9 Lean Principles to 3 OhioHealth Leader Capabilities
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LEADER BEHAVIOR ASSESSMENT TOOL 
NAVIGATING THE TOOL

Purpose & 
Standard Work

How to Gauge 
Progress in 

Each Behavior 
Box 

(Color Code)

Connections to Existing Leader Capabilities

Behaviors to Consider & Evaluate
“What good looks like”

Assessment Summary & Development Notes

Lean Leader Principles
+ Helpful Definitions to Orient to the Behaviors Listed Below
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LEADER BEHAVIOR ASSESSMENT TOOL - LBAT

*Sample only – not entire document

© 2024 OhioHealth



Leverage Tool 
During Annual 
Performance 

Reviews

Save Tool to 
Review 

Progression at 
Set Cadence

Develop 
Individual 

Development 
Plan from 

Identified Gaps

Review Self-
Assessment 
with One-Up 

Leader

Complete First 
Self-

Assessment 
Using the Tool

Attend 4 Hour 
Live Course 

with Peers & 
One-Up

Enroll in Leader 
Behavior 
Course

LEADER BEHAVIOR ASSESSMENT TOOL 
HOW THE ASSESSMENT WORKS
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• Intentional focus on developmental categories

• Assessment results owned by leader

• Tool designed as living document with visible progression

LEADER BEHAVIOR ASSESSMENT TOOL 
ASSESSMENT

About the 
Assessment

Acting Upon 
Results

• 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
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Associates experience consistent and engaged leaders

Clear tool for leaders joining the organization or 
progressing into leadership role

Clear way to identify talent and leverage mentoring 
capability

Stronger leaders, stronger culture, and improved 
organizational results 

LEADER BEHAVIOR ASSESSMENT TOOL 
THE ORGANIZATIONAL BENEFIT

37

38

LEADER BEHAVIOR ASSESSMENT TOOL
FOR YOUR ORGANIZATION

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

ON YOUR HANDOUT:



QUESTIONS?
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