
SCALING LEAN
Empowering 35,000 Problem Solvers with a Small Lean Team

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

WE’LL 
DISCUSS
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How OhioHealth’s small lean team implemented and 
sustained a continuous improvement culture 

IN
HOPES 

TO Challenge your organization to think differently
about who really drives the lean journey

Provide actionable strategies for implementing and 
sustaining continuous improvement
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WHO WE ARE
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Hospitals Owned

Joint Venture Hospitals

“At OhioHealth, our secret sauce is 
our culture, and our lean 
management system is an integral 
part of that culture. Lean is not just 
a thing we do – it is who we are, and 
it is embedded in our DNA.”

Steve Markovich, MD

President and CEO, OhioHealth 
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OhioHealth’s Lean Journey
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Process 
Excellence 

Department 
Created

2005
Shifted focus to 
Lean & Became 

the Lean 
Promotion Office

2016
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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
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OHIOHEALTH’S MANAGEMENT SYSTEM

DEFINE 
SUCCESS

DRIVE 
PROGRESS

SUSTAIN 
RESULTS

The processes, tools, structure, and behaviors we rely on to…

OHIOHEALTH’S MANAGEMENT SYSTEM

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

Leader Behavior Assessment Tool

10 MAJOR ELEMENTS…

…all working cohesively to improve organizational performance 
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MANAGEMENT SYSTEM

Daily Gemba Walks

Business Units with Tiered Huddles

Kaizen Events / Year

Strategy  Deployment X-Matrices

BY THE NUMBERS

Standardized KPI Boards

Countries

Organizations from
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TEAM OF 11

Support an organization of 35,000 associates

Build an internationally recognized 
management system

Drive organizational performance, exceeding 
top decile in balanced scorecard measures

Achieve department Associate Engagement Scores 
in the 93rd %ile
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Team Structure 
& Coverage 

Model

Leadership 
Engagement Standardization

3 KEYS TO SUCCESS

Team Structure
Coverage Model

&
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LEAN PROMOTION OFFICE

Sr. Director

Advisor Advisor Advisor Advisor Advisor Advisor Advisor Advisor

Sr. Advisor Sr. Advisor

• Centralized function, residing in 
Corporate

• Project Management & Change 
Management not in scope

• Directly report to OhioHealth’s 
Chief Operating Officer 

• Direct visibility & alignment to organizational priorities
• Seen as partner in influencing operational performance
• Speed of change

BENEFITS TO 
REPORTING 

STRUCTURE:
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LEAN PROMOTION OFFICE

Kaizen/A3 
Facilitation

Operational Excellence

Breakthrough 
Goal Deployment

Coaching

Training

(Lean Daily Management, Balanced 
Scorecard Performance Management, 

Tiered Huddles) 

ONE SIMPLE GOAL:

Create 35,000 problem solvers



15

16 Hospitals 200+ Ambulatory 
Sites

19 Corporate 
Functions

10 Team 
Members

RELATIONSHIP MANAGER MODEL
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LPO Relationship Manager

1-4 Business Units

Relationship Manager 
Primary Responsibilities:

1) Establish & develop local lean 
leaders

2) Partner to advance local 
Management System Maturity



RELATIONSHIP MANAGER 
SITE-SPECIFIC RESPONSIBILITIES:

Coaching local leaders in:
• Balanced Scorecard 

Performance Management
• Breakthrough Goal 

Deployment
• Lean Daily Management
• Lean Roadmap Development

RELATIONSHIP MANAGER
SITE-SPECIFIC RESPONSIBILITIES

SHARED TEAM RESPONSIBILITIES:

• Kaizen facilitation
• A3 facilitation
• System-wide trainings

AVERAGE YEARS OF 
EXPERIENCE

INDIVIDUALS WITH 
GRADUATE DEGREE

INDIVIDUALS WITH 
BLACK BELT

UNDERGRADUATE 
AREA OF FOCUS

12

LEAN PROMOTION OFFICE
MEET THE TEAM

Business (5)
Engineering (4)

Nursing (2)

3

3
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SHIFTING THE RECRUITING LENS
Traditional Candidate Qualifications OhioHealth Candidate Qualifications

• Undergraduate Degree in Related Field
• Graduate Degree
• Lean Six Sigma Black Belt
• Project Management Experience
• 7+ Years Experience

• Relationship Management Skills
• Coaching Experience
• Skilled Facilitator
• 2+ Years Experience
• Passion for Lean
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CLEAR ACCOUNTABILITIES

• 25% focus on team 
development & support

• 10% personal development



Leadership Engagement
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22

TEAM OF 11

35,000
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TEAM OF 11

LEADERS

THE APPROACH

35,000

1. Clearly define “what good looks like”
2. Partner with Executive Team to 

understand current state & gaps to 
close

3. Support site in development of Lean 
Roadmap to close targeted gaps

4. Provide coaching, training, and 
additional support per lean roadmap
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RELATIONSHIP MANAGER APPROACH
10 MAJOR ELEMENTS…
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Balanced 
Scorecard 

Performance 
Management

Breakthrough 
Goal 

Deployment

Lean Daily 
Management

Lean Roadmap 
Development

COACHING LEADERS

Balanced Scorecard Performance Management
Our organization’s approach to setting, tracking, and responding to key operational 
performance measures for the system.
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Leader’s Role

• Manage operational 
excellence metrics and 
countermeasures when 
not meeting target

• Cascade metrics

Lean Relationship 
Manager Role

• Coach and develop system 
standard processes for 
review

• Coach and develop 
leaders to challenge their 
teams to create effective 
countermeasures, when 
appropriate



Leader’s Role

• Identify strategic goals
• Cascade goals
• Identify stakeholders
• Execute on plans to achieve 

breakthrough goals

Lean Relationship Manager 
Role

• Develop and improve 
system process & structure

• Coach leaders in 
identification of focus areas 
needed to meet their goals

Breakthrough Goal Deployment
Our organization’s approach to setting, cascading, and developing actionable plans 
for breakthrough strategic work for the system.

Lean Daily Management

Leader’s Role

• Integrate rigor and structure 
into daily management

• Coach and develop associates 
in problem solving and metric 
identification

• Hold teams and leaders 
accountable to follow the 
process

• Respect gemba protected time

Lean Relationship Manager 
Role

• Develop and improve system 
and processes

• Coach leaders in appropriate 
use of the system

• Develop leaders as coaches

A disciplined, daily process of gathering data and assessing performance metrics.  An 
assessment process drives appropriate behaviors and countermeasures that create a culture 
of seeing and solving the organizations key problems.



Lean Roadmap Development 

Leader’s Role

• Self-assess progress on lean 
maturity

• Identify goals for year-end
• Partner with lean relationship 

manager to determine the 
activities needed to close the 
gap from current state to goal

Lean Relationship Manager Role

• Develop and launch standard format 
for Management System Assessment

• Coach leaders to appropriate 
placement during their self-assessment 
of management system maturity

• Partner with Lean Accountable 
Executive to determine the activities 
needed to close the gap from current 
state to goal

• Facilitate and coach through identified 
activities

A standardized approach to assessing lean management system maturity and visual 
management of gap closure for the current fiscal year.

EXECUTIVE ENDORSEMENT

Accountability Language Prioritization Support

This is how 
we do our 

work



Standardization
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“If you think of standardization 
as the best that you know 
today, but which is to be 

improved tomorrow; you get 
somewhere.”– Henry Ford
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(Lean Daily Management, Balanced 
Scorecard Performance Management, 

Tiered Huddles) 

STANDARDIZATION ALLOWS FOR:

QUICKLY SCALING 
A COMMON 

UNDERSTANDING 
OF LEAN

ALIGNMENT TO 
BEST PRACTICE

CONSISTENT 
COACHING

CLEAR 
ACCOUNTABILITIES

SIMPLIFIED 
HOSPITAL 

INTEGRATION

“ONE 
MANAGEMENT 

SYSTEM”
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Lean 
Promotion 

Office 
Standards

Organization 
Standards

OhioHealth 
Management 

System 
Rigor & 

Sustainment



INTERNAL 
TEAM 

STANDARDS
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OTHERKAIZEN/ A3 
FACILITATION

OPERATIONAL 
EXCELLENCEBREAKTHROUGHCOACHINGTRAINING

●●●●●SLIDES & MATERIAL

●●●●SIGN-OFF STRUCTURE

●●●●
PREP, 

COMMUNICATION 
TEMPLATES, & 

FOLLOW-UP

●●●●COACHING KATA

●●●●●●ACCOUNTABILITIES

●●●●●TOOLSET

●●●●FACILITATOR SCRIPT

●●●●
RELATIONSHIP 

MANAGER RULES & 
CADENCE OF 

ENGAGEMENT

●HUDDLES

●ALIGNMENT 
MEETINGS

●LEADER STANDARD 
WORK
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ORGANIZATION STANDARDS

(Lean Daily Management, Balanced 
Scorecard Performance Management, 

Tiered Huddles) 

Management System Assessment Tool



ORGANIZATION STANDARDS
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Clear standard work for all 
levels for each element of 
the management system

Associate Frontline 
manager Director Executive Senior 

Executive

What’s Next?
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DEVELOPING DEEP UNDERSTANDING:
LEAN ACADEMY
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•Org structure matters
•Understand what you’re really seeking in candidates
•Create capability to level-load

Team Structure & 
Coverage Model

•Leaders own their lean journey
•LPO acts as teachers, not doers

Leadership 
Engagement

•Clearly define what good looks like, internally and 
externally

•Operate on “One Management System”
Standardization

FINAL TAKEAWAYS



REFLECTION EXERCISE

• Discuss amongst your table:
• What are 1-2 key takeaways from this 

presentation that you intend to take 
and apply at your organization in the 
next 6 months?

• What are 1-2 key takeaways from this 
presentation that you intend to take 
and apply at your organization in the 
next 1-3 years?
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QUESTIONS?
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