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

Provide for implementing and
IN sustaining continuous improvement
Challenge your organization to
about who really drives the lean journey
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WHO WE ARE

Hospitals Owned

We are a faith-based, not-for-profit healthcare system. Z Joint Venture Hospitals
(e
30,000 -
: ASS{)CIATES o eo@oe &
06 o
e I 5,500 | 400+ s

PROVIDERS RESIDENTS
AND FELLOWS

®

1,000

VOLUNTEERS

OhioHealth

“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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T OhioHealth

OUR LEAN JOURNEY

2005

Process
Excellence

Department
Created

Shifted focus to
Lean & Became

the Lean
Promotion Office

True North: Remove waste from the
organization

L

() Team’s Primary Responsibility: Act as Project
(7, 2 Managers for large cost saving initiatives

Ll
=
8 Ll Continuous Improvement Approach: Utilize
o §<) continuous improvement tools as needed
o w

PROMOTION

LEAN
OFFICE

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
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OHIOHEALTH’S MANAGEMENT SYSTEM

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

DEFINE SUSTAIN
SUCCESS RESULTS

'-fﬁi-!-;? OhioHealth

OHIOHEALTH’S MANAGEMENT SYSTEM

10 MAJOR ELEMENTS...
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 Leader Behavior Assessment Tool

...all working cohesively to improve organizational performance

;;j' OhioHealth

2025

®*3 Lean

Summit



MANAGEMENT SYSTEM
BY THE NUMBERS e S
CLINIC LN

150-'- Standardized KP1Boards

Nationwiae

dway

‘ Organizations from
Countries

Premier Health

B oaiycembawaiks

3“ Strategy Deployment X-Matrices

Gn-l- Kaizen Events / Year
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Support an organization of 35,000 associates

Build an internationally recognized
management system

TEAM OF 11

\}jﬁﬁ ~Q Achieve department Associate Engagement Scores
in the 93 %ile
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3 KEYS TO SUCCESS

0 0 ©

Team Structure Leadershi
& Coverage Enea emest Standardization
Model 838

/
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Team Structure &
Coverage Model
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LEAN PROMOTION OFFICE

~
CECQ

* Centralized function, residing in e
~

CO rporate Sr. Director

* Project Management & Change
Management not in scope

)_
N(E
n(

Chief Operating Officer

BENEFITSTO < Direct visibility & alignment to organizational priorities
REPORTING °* Seen as partner in influencing operational performance
STRUCTURE: °* Speed of change

sl
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ONE SIMPLE GOAL:

Create 35,000 problem solvers

Operational Excellence

(Lean Daily Management, Balanced
Scorecard Performance Management,
Tiered Huddles)

OhioHealth
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16 Hospitals 200+ Ambulatory 19 Corporate 10 Team
Sites Functions Members

s
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RELATIONSHIP MANAGER MODEL

Relationship Manager
Primary Responsibilities:

. A 2 ,
y: 1) Establish & develop local lean
0 leaders
E \,ﬁ 2)  Partner to advance local
/\E Management System Maturity
LPO Relationship Manager

1-4 Business Units
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RELATIONSHIP MANAGER

RELATIONSHIP MANAGER SHARED TEAM RESPONSIBILITIES:
SITE-SPECIFIC RESPONSIBILITIES:

Kaizen facilitation
Coaching local leaders in: A3 facilitation
* Balanced Scorecard + System-wide trainings
Performance Management
Breakthrough Goal
Deployment

Lean Daily Management
Lean Roadmap Development

'-fﬁi-!-;? OhioHealth

LEAN PROMOTION OFFICE  swossonouwe | Bisness@
AREA OF FOCUS Engineering (4)
Nursing (2)
A expeRiENcE 12
INDIVIDUALS WITH 3
GRADUATE DEGREE
ek selT 3
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SHIFTING THE RECRUITING LENS

Traditional Candidate Qualifications OhioHealth Candidate Qualifications

Relationship Management Skills
Coaching Experience

Skilled Facilitator

2+ Years Experience

Passion for Lean

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

'-E';FE-!-;? OhioHealth

CLEAR ACCOUNTABILITIES

LEAN PROMOTION OFFICE - FY25 ADVISOR ACC

‘Goal 1- Weighting: 25% - MANAGEMENT SYSTEM
e

system. Juated,
excellent customer service and measurable results.
Measured by:
s Below Expectations Year = Regular support and communication as described by Relationship Manager
responsibiltes. Responsive 10 requests for support.

* Successful Year =Partner coacning and
aavising to:
o Guide annual
adjusting to meet standars
o saturation
leagership team.
o basis with

executive spansor.

+ Exceptional ear=

o Leader AL, 3
P i 12xper
year.
o customer
feedback

o o executive with 11
debriet with leader following the wialk.

ppiication of the LBAT Tool adopted
by smg leaders within the business unit
© Leverage Leader Standardl Work (LSW), Leader Behavior Assessment Tool (LBAT), and other Lean
tools to manage your work and determine development opportunities. Review Leader Standard
Work with gne-ug quarteriy.
& Exceptional Year = Develop progression of ean leader behaviors through:
© 20f3Lean Leader
completion rate]
o Leader us,

P o

£n

Goal 4 - Weighting: 25% - LPO DEVELOPMENT & SUPPORT
Team culture of r , enhancement of

LPO workflow/products and 360 feedback
Measured by:

o Years intemal kaizen. Works.

o , raining et

improvement activities.
+ Successful Year

"

dashboard metics

+ Exceptional Year 1r0
and beyond to
external L takes
e o PO dashboard

sustain based on customer feedoack
nkey 1 cetri with
Score improvement from 1,55t .90 by June 30, 2025  including 100% inessuni
o Coach executve andfron e eadrs i efecive utiztion of the coaching patam. = Appliaion of he LBAT direc
ing: 25% - RAPID CYCLE PROCS FACUTATION
(Tradiional aizen 43,
<o independentiy
& adjust to increase effectiveness. facilitator role/20% support role.
dentiy a o
partnerhip with executive leader
o X Measured by]
sponsor,and progress + Below bipectations Year =
documene o <655 acitae; 35% support
« o Team compietes <50 kazen

inkey i
6 steps towards ideal on the MSAT & 7 out of 10 MSAT elements rated at Poficient or above
(miroring the Care Ste President Accountabilties)

together and routinely use the management system as the way we work

Goal 2- Weig 15% - LEAN LEADER BEHAVIORS
Support and develop clear deal behaviors.
Measured by:

o = Minimal tean

X an L
@ Successful Year = dentify and inluence lean leader behaviars through:
 Facilitation of Lean Leader Series sessions based on LPO rotation.

o <5 intake

o <I5%ofkai 60,

o <75% of kaizen have 2 Return on Investment identified and populated in the Kaizen Log
+ Successful Year=

o 65:80% facilitate; 20-35% support

o Team completes 50-75 kaizen

o 7585% 75 days

o 75%-oasof 60,

documented

o 15%-S4%of in
+ Bxceptional Year=

o B0-90% facilitae; 10-20% support
o Team completes >75 kaizen
o >85% o kaizens start within 75 days of assignment
o >05%ofkai 60,
& >5% of kaizen have 2 Return o Investment identified and populted In the Kaizen Log.

the Kaizen Log.

Team P
revieviing PDAS with ne-yg on 2 quarterly basis
Measured by:

i defined. Sent zo 5. 11
on < quarterly bsis.

ntto Sr. Dir 11 on quarterly
forward is on associat 360

feedback.
« Exceptional Year

* 25% focus on team
development & support
* 10% personal development
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Leadership Engagement

i OhioHealth
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TEAM OF 11
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THE APPROACH
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TEAM OF 11

LEADERS

!
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1:7;“:-!-;? OhioHealth

RELATIONSHIP MANAGER APPROACH

10 MAJOR ELEMENTS...

d li bl Ivi d H H
Sl P e ki 1. Clearly define “what good looks like”
Process Observation Boards Breakthrough Goal Deployment ) A
T.iered Huddlle‘s OperationalExcel!ence Goal Deployment 2_ Pa rtner W|th Exec ut've Team to
Kaizen/A3 activity Leader Behavior Assessment Tool
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

2025
Lean
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COACHING LEADERS

Balanced
Scorecard
Performance
Management

Breakthrough
Goal
Deployment

Lean Daily
Management

L

Lean Roadmap
Development

sl
T

OhioHealth

Balanced Scorecard Performance Management

performance measures for the system.

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

¢ Manage operational
excellence metrics and
countermeasures when
not meeting target

e Cascade metrics

Our organization’s approach to setting, tracking, and responding to key operational

QUALITY

SERVICE

CULTURE FINANCE

l;El_' OhioHealth
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Breakthrough Goal Deployment

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

Leader’s Role Lean Relatl?zr:)sileup Manager

e |dentify strategic goals ¢ Develop and improve
e Cascade goals system process & structure

* Identify stakeholders * Coach leaders in
e Execute on plans to achieve identification of focus areas

breakthrough goals needed to meet their goals

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 Relationship Manager AR A R
Leader’s Role P & e
Role =
T T =

¢ Develop and improve system

e Integrate rigor and structure

into daily management and processes s e
¢ Coach and develop associates e Coach leaders in appropriate i P
in problem solving and metric use of the system
identification « Develop leaders as coaches e st
* Hold teams and leaders 1=
accountable to follow the o cse e
process A G o 1 ml
T g S

* Respect gemba protected time

2025
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Lean Roadmap Development

A standardized approach to assessing lean management system maturity and visual

management of gap closure for the current fiscal year.

Leader’s Role Lean Relationship Manager Role

o Self-assess progress on lean e Develop and launch standard format
maturity for Management System Assessment

¢ |dentify goals for year-end e Coach leaders to appropriate

« Partner with lean relationship placement during their self-assessment
manager to determine the of management system maturity
activities needed to close the e Partner with Lean Accountable
gap from current state to goal Executive to determine the activities
needed to close the gap from current
state to goal

¢ Facilitate and coach through identified
activities

' OhioHealth

EXECUTIVE ENDORSEMENT

LEAN-TEAM

EXECUTIVE TEAM This is how
we do our
work

b
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Standardization

i_;rgal;? OhioHealth

“If you think of standardization
as the best that you know
today, but which is to be
improved tomorrow; you get

somgwhere.”

;E! OhioHealth
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STANDARDIZATION ALLOWS FOR:

QUICKLY SCALING “
A COMMON ALIGNMENT TO CONSISTENT CLEAR SIBELIEIED ONE

UNDERSTANDING BEST PRACTICE COACHING ACCOUNTABILITIES HOSPIAL MANAGEM,I,ENT
OF LEAN INTEGRATION SYSTEM

1:_%;1-!-;? OhioHealth

OhioHealth
Lean Management

Organization § Promotion
Standards Office Syste m

Standards Rigor &
Sustainment
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OPERATIONAL KAIZEN/ A3 OTHER

TRAINING EXCELLENCE FACILITATION

SLIDES & MATERIAL ° ] L] L]

N T E R N A L SIGN-OFF STRUCTURE ° o L] L4

PREP,

T EA M COMMUNICATION . . . .
TEMPLATES, &

FOLLOW-UP

STA N DA R DS COACHING KATA ° [ ° (]

ACCOUNTARBILITIES ° ° [ ) o ] (]

TOOLSET ° ° [ ° °

FACILITATOR SCRIPT ° [ ) o ]

Ond e
Agnﬁ«o RELATIONSHIP

AT MANAGER RULES &
” ﬂ‘ _‘]ll CADENCE OF ® O O .

ENGAGEMENT

HUDDLES

ALIGNMENT
MEETINGS

LEADER STANDARD
WORK

'-E"';'E-!-;? OhioHealth

Foudational Element | Len Roadmap L LK :';‘,1"{";_;'““ LDM - Gemba Walk. LM - Process Ob: Tiered Huddlec Leader Staadard Work Leader Beaviors (LBAT)
Corvont
Leadorstipecognizes dastbasrd 2 e  rosecs basedKPls Tisted Huddles being ticed iy
Teams select pr basedKPt Jud Leadars have selfmastery and active
Lean Rosdmapis resined o e prosess)
naqurelybasist ety oompiees yrostcsuse | sasoingpater, Lentg O resurara e el edrshphabavios
breakthrough TTI sustainment. analysis, cyoles [P ¥ i work teams. heleade: Suandaid okl leueraging and revizving their
progress ualuates effecivenessf | | toimprave process compisedafkeyslementsth e
tdest 062 bosnds Ieaderhipbah uic deuslopment s
i, fack 0 you ol e I, LBAT,
SheLeanFrocess Chsi L. | dasnix eucles] standard (e offshift vaktand | LS 5 accountabies,personal A3, etc) [ 2251 Quarerluith thefs ohe-ups.
eists. ” 1 shift s performance and coaehes (o process. wascaded down. Asaresul, e
ro e o ideal behaviors displayed In the mass
Reatonship Manager meriblyreviensindependarlyof PG, | 79235018 LM prcblem scluing. derliment 20relock back Standdork ndmessuned | PS8 Wiinyou maforty (sppron 87 of e
- e Al Tiers complete their huddles witkin ‘objectively forimpact. leadership team.
\eaderteam nmoniy eviws. Z0minues,
within amonth and is Ahe peossesto schisws targets, - s o | ticlud eaders
tewiswed i She Lean todlsto o I e e parctoackingl process). g oule merousment | charethet LS witnthei diect | Majorty (ppron 50t eaders
Frocess Ouner. fepoits and one-ups on amonthly | leveraging the Leader Behavior
A5 action lans divig progress actons on metis
Lean Fosdmap sonsisienty L e . Process | wiledtcolsiorimprovng |y ssessmen.
used 1o guide Mansgement " ‘qusdrant updates, KPs] onboard new coaches Gembs atlesst uhnesk. Allaress are represented st Tiers 23,4 P d ‘amonthiybasis. theileader= o create their Indvidusl
Froficient SEMPOHIENIN | s s e s msang Bra i i | Tears o Iy the a1 eader o 3 delegte e iemea g P oo
R wesimpot e St aiats entre 71 campanes x T e | svaenessand o cscaon” i g LRI | ndkl e Shndad vt
proactivelytoidentiy gaps. e o - 70% of allLOM applicable. with PP 4
Activiies e planned - il el dapatments paricipaing leadership Obs cesoalations tole duting 93pf work (TAP, open deueioping sthers.
Some fesdback pasitionotc).
aohisvement. et el have Pracess Ohsereatons \eltedto escaazdems.
Tesms dermants wndersanding
a0 spplcticn o proism cling
oseiom sk TR i s s e
SeriorLester Toam mests manhito | g e akingsadncs s sy | SPESonlPiceess O ool complered th Leader S
review y " ) standard [ stk Hleceeeeds Dy 145), ok i xdomted h
within last quarter. understanding of the process. Consistent Germba Walkers o % tooland
it Froming engagement nprcess
o Aesann ki Schcted for severa coverage. per quansr)
sy o1 s e P o o A RISt e i s : pid Cye o | s coner Lot
rsdmey 3nd challenge one snother to sdusnee woup scribe,timer, 1=t cosch, | MO OH departments vith aKPI chi 2ol
i dohalings ont st .4 oo s g e e srepatime 3 | e o tapadcl % i
ol Leveraging KPI board as wisual present during Gemba walks and i
managernent during huddle. ‘@evasional review during Gemba, : 5
Frontine sl ae theprimary
prcentrs during Gamts
Process bz esists nsome
1Elboudt yiss) Jepartments, metrics ats activel ome le aders (3ppron 202 have.
et et andlor dipsitments. met then Tiered Huddles mist i some Fapidcace Fprovement | 50T Saders (appron 20 have | Some eaders appran ) have
Performance Close D depantments and with some leaders. kot = adopted Leader Standard Work to it
Presem wst w actieties osouroccasionaly t Assessmenturaiing and adopted the
Teadership awarent:s. bl e 4 Atleast2 Tiers active witkin your sare manage thei dayo-dayand
Taenie cosching [egutr, ppropaely oacenoed evie st oot and e usng o uids el
Metics Teams demonstate basic e omplted theraing
T el Teims démansirate asic induidua dsoelopr et pans.
undrstanding of Process .
o g ey imprauement
L o et Echavicr
Motreceny st Goal De Structure exists. manths or scheduled for ‘Work existing. ‘Azzessment Tool utilized by leaders.
irmmeate fune.




Management System Resource Guides

O RGA N I 2 A I I O N S I A N DA R DS Understanding OhioHealth's Management System and your vital role in its success...

Whether you are 2 vell-tenured associae,or new 1 the organization, gerting a full unders
el w6 il il
o all different aspects o our operating st

g of how OhioHeath operates a5 sysem c:
an b challenge to understand how your ol s

Ty we crested s iy o tesurce gues bsed n your ol xlans dfeant ssects o te il

Mensgemert Ssien. T

Lean Daily Management | Director ot i xSt o f o . st Kl

Front Line Problem Solving | Gemba | Process Observation

Management System Overview | Director

Please click thelink best associated with your role within Ohiokalth's Management System -
The Why: Creating an organization of 35,000 problem solvers allows us 10 tap Into our greatest

potential - our people. LDM is a structured problem-salving system that allow Us o assess our e

current performancs, improve our work, and deveiop a robust problem-solving capability across e s oo e
the organization. When we improve our work, our community benefits as we provide exceptional

care for all through experiences. that eam a lfetime of irust.

®
What is a Management System? Role & Responsibilities Reagiirees e i e e S Bt e G
A managemant systam is a structured framework that crganizations use 1o ensure that processes and Possess adeep, in-depth knowledge of Lean Dalty * Lean Les ries
aclivties are algned wih thek siralegic goals and objectves. In healtcare, @ management sysiem s Management » KPLtowTo
care, and wih + Coach associates, peers, and direct reparis on all -
J aperatons. facilales contuous aspacts of the process (bukding engagement aound the » DM Gne Pager

improvement and ensures the. maintaining Lean Man: snt process, effective utiization of the: * Nex Right Thing
high siandards of care and service KPI Board, shit huddles, prabiem soling graups, and * LDM Glement Reference Packst

Humble inquiry and he cosching patier) « LDM Gemba Prasentation Sript

@ M ¢ - 100k, . P - * KPLDsia Collecion Video

e egamizatons progress, and sustan progress. e system af "how we work”, buid the foundatonal ean * LDMand Coaching sSourcs Page.

ae

@) 14 oroofour renagamant sysem s focus on
continuous improvement, nd

—— Lo Dot R aagement procos: ey s ear stanaara workKk tor a
k! P e o o, i ok
quNw“h: Management System Elements:

ffective when used oo e than « Continuously develop your managers through requiar
e : eveils 1or each element o
St o i Ao YRl A (e B Wt it Use catch ball o deveiop their abilly 1o ses Uends in the
that supports. haakhcare debvery data and thr dops e
: them o coach the assocites on efactive KPI

BEosE e [ the management system

and out of Gamba
1. Laan Daily Mansgement aows for ras-tme trasking of kay perfermancs indicators (KPis), promating ronting e o M o

, savoctsiae 10 Kanily oppOALIES A% - Senior
problem-salving to address issues promply. Process Observations involve systsmatically fovion froseran s asnieredodi ‘- outy " : enliol
‘anss2aing workfiaws 10 Kienily inpravervent coportuies. Gambe Welka involv aders visling whare fhe work I s dm’g‘gwm y m?....mn.m.w o Woslec Associate Executive .
dono 10 Observe pricess mprovements. ergage wilh sisf and provide devekoomental coaching itk b~ AL Executive
2 ensire flecte communcaton across i eves f the Oganzaton, pmon) anspasency o Gresing s it e i
o ondecsonmng : amgagement 1 et mors roblem

quick solvers. -
i Erovide a stratege pian for implementig lean prnciplss. guding our prougigrnin i + Engage as a coach on Gemba walk while effectely
8 s pmses

utilzing hurrble inquiry and the coaching paltern to empower
associstes & other Ieaders (Leader i Coach)

8. Loacer St e e daly, wesky, and morthly rouiines forleaders io sustsi fean s

& Goul Doploymnt s -mmw A S s ot St St Continus 1o grow your caaching s ilisatin and out of Gamba

that everyons i working towards the

7. Leocar Soavior Assaxsment Tool cormats i o6 CHioeath eaderst Capabilies wihcan acer ol thwn for mtbages lo deoioh meching skile sad OhioHealth
support their development

prncipies, serving leaders wih 3 cear path forwart 3nd resources for their evelopmert. T e

:;:L OhioHealth
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DEVELOPING DEEP UNDERSTANDING:
LEAN ACADEMY

m/ Will the Program Work? \
% The Lean Academy is a prestigious 9-month program stencarne | [wormaron] |
designed to cultivate leaders into on-site Lean experts who el ([l veing sl | |
will drive cultural and operational excellence. Participants L
cf)j will receive specialized training, hands-on mentorship, and
A real-world practice. Graduates will emerge as invaluable Program Timeline
resources, equipped to coach and empower their teams # :
while contributing to the goal of creating a culture of 35,000 4 s j"f /
Q problem-solvers. 4 ol 7 ;
(D {f fi"i‘.i’ O%;e. Q@ig.

The FY26 cohort will focus on Lean Daily Management — &7 " i
including KPI selection, Coaching, and Humble Inquiry. \ /

= == OhioHealth

Team Structure & B Org structure matters
* Understand what you’re really seeking in candidates

Coverage Model e Create capability to level-load

Leadershi P e Leaders own their lean journey
Engagement ¢ LPO acts as teachers, not doers

¢ Clearly define what good looks like, internally and

Standardization externally

¢ Operate on “One Management System”

=t OhioHealth
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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?

L 4
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== OhioHealth
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