CASE STUDY

G FAIRVIEW

Executive Coaching

1. Company Overview:

Fairview Health Services is a nonprofit, integrated
health system based in Minneapolis, Minnesota. It
provides health care across the full spectrum of
health care services.
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Key Figures:
+ 32,000 employees
* 2,400 affiliated providers
* 12 hospitals and medical centers
* 56 primary care clinics, 100+ specialties
* 54 senior housing locations
+ 36 retail pharmacies, specialty pharmacy
* Health plan, PreferredOne
* Transportation service
« USD $5 billion revenue

Lean Story: - ==
2017: After the combination with HealthEast, e
HealthEast's “Value Based Improvement” B s

becomes “Fairview Operating System.” Strategy & s
deployment, A3 thinking and leader standard work =

are adopted by Legacy Fairview e
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2. Original Situation:

Strategy deployment with A3 thinking are the first two Lean systems adopted by legacy Fairview.
Fairview executives do not have the knowledge and skills to use these two Lean systems. They
cannot fulfil their teaching and coaching roles.
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3. Lean Intervention: Cascade

* Development plans for SD and KNOWLEDGE MATURITY ASSESSMENT MATURITY IMPLEMENTATION MATURITY
0. Uninformed 0. Attendance 0. Pre-Lean
A3 knOWIGdge, assessment * Not exposed to information * Asks few questions. Listens * No evidence of use
skills, personal use and 1.Remember 1. Tool and System Discovery 1. Starting
* Recall & restate information * Asks how the system works * Some tools are used
Cascade tO team mem bers 2. Comprehend 2. Expectation Discovery 2. Recognizable

* Grasp the meaning of tools
and purpose of the system
3. Analyze
* Explains the organizational
structure of the system
4. Evaluate
* Judge the use of the system
for specific situations

* Ask about roles,
responsibilities & outcomes
3. Behavior Assessment
* Asks for evidence of
effective use of the system
4. Connectivity Assessment
* Asks to see connection with
other systems

* All tools haphazardly used
* “Know what”

3. Stabilizing
* System always used effectively
* “Know how”

4. Sustainable
* Engrained & integrated system
* “Know why”

* Development target and score
* Use of ADKAR and obstacles
* Personal Improvement A3

* Monthly coaching sessions

_ Outcomes o Jantics - ] Reflection _ Personal toprovereni AT Achieving S
Circle current level Potential activities do achieve the outcomes Discussion points between executives and Lean sensei
DEVELOP KNOWLEDGE: [KDecagdAttend the E learning on Strategy Deployment ] [ ohasis questons, Ieteh Bt iy e
1. Remember: recall and restate 'an 2018 |Read “Getting the Right Things Done” by Pascal Dennis

ical thinking and probl 4

information 015 | Watch “The ic's Guide to Strategy e Fie 2 line ot sighe
2. Comprehend: grasp the meaning of made by HealthEast and IIE e e sttty actics i ctonies
tools and purpose of the system [Dec 2017] Observe a Tier 2 (VP to Director) Gemba walk S e pasitive reflechions and y to celet
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Analyze: explain the organizational
structure of the system

Evaluate: judge the use of the system
for specific situations

[Nov 2017] Observe a weekly strategy deployment review
[1an 2017 | Watch “Weekly Stratey
2014 HVN Gemba Visit at HealthEast
\Watch “Hoshin Kanri: Strates

Jackson

Deployment Review Process.” from

Deployment” and “Strate;

Deployment: Gain Focus & Alignment” by Karen Martin.
[ TRead “Hoshin Kanri for the Lean enterprise” by Thomas
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DEVELOP ASSESSMENT SKILLS:
Tool and System Discovery: asks how
the system works

Expectation Discovery: asks about
roles, responsibilities & outcomes

. Behavior Assessment: asks for

evidence of effective use of the
system

Connectivity Assessment: asks to see
connection with other systems

Attend several SD sessions:

and to ensure that as|
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1. Schedule sessions with Lean Sensei

2. Become familiar with the behavior criteria
behaviors

level of maturity of strategy deployment

Get feedback on use of assessment

3. Askdiagnostic questions and observe artifacts to identify actual
4. Compare the actual behavior with behavior criteria to evaluate the

5. Compare assessment results with Lean Sensei and reflect on gaps.

y Sensei he knows i appreciate his feedback
[Shared appreciation for the assessment tool and
[documentation of progress
[Observed the need for
lexpectations to move beyond red
[Great insight on noting red on efficiency and early in year,
which i had not addressed

dards and

Assessment: Highlight th
0: Pre-Lean

1: Starting
Some tools are used

e behaviors below that bes'

2: Recognizable
All tools haphazardly used.
“Know what”

match your observations to provide a 1 to 4 rating with

3: Stabilizing
System always used
ively. “Know how”

onale

4: Sustainable
Engrained & integrated
system. “Know why"

Strategy deployment
perceived as a system for
executives who define
goals and plans for others
Team members cannot
articulate the purpose of
strategy deployment.

o Team do not

o Tools to grasp the situation
(i.e. VSM, SWOT) are not
used

lo Scorecard targets do not
align with the level up.

l» Some scorecard targets are
activities (do's) versus

differentiate day to day
work with improvement
work

}» Team members cannot
share or explain the goals
and strategies.

Leaders do not Gemba walK

(gets)

l» A3's are used without use
of data, facts, and clear
cause & effect relationship
Actions listed on A3's are
not designed to transform
standard work.

o Scorecard targets are all
improvement targets but do
not align upward

lo Dashboards are used to
breakdown the scorecard
data.

o A3's are used to improve
standard work without
documenting it

l Visual management tools
are used. Team members
cannot always explaining
their purpose

» New standards and results
are i but there are

lo Visual tools
are not kept up to date

lo Minimum to no coaching is
provided to develop the
plans. Plans do not involve
or commit the entire team.
They are left to the
pacesetters to own

o Corrective actions plans

are frequently used due to

results not being met

some exceptions

lo All team members explain
the status of the plans and
the results

l» Use deep dive to discuss

new problems, instead of

gaging plan’s hypothesis

[+ A3's are on track with the

plan's timeline. They get the

expected results.

o Targets are all linked to the
1-up scorecards

lo A3 projects are always
designed to improve
standard work

o Pacesetters create plans
with the gui

o Every employee can
explain how each strategy
deployment tool is used

lo The vision of the team is
displayed on the SD wall to|
engage hearts & minds

o and

coach and involve the
deployment team.

o The use of data and facts is
evident on the A3's at every
level.

o The A3's timeline and
impact align to the monthly
scorecard improvements

o “Point of cause” graphs are
used to Gemba walk where
support is needed

[+ Decisions from dashboard

reviews are listed on the

accountability board

o Deep dive is used to

validate plan's hypothesis &

make micro adjustments

o New standard work is

business partners are
involved in the creation of
the annual plans.

o Current state VSM is
displayed, kept up to date,
and shows progress toward
future state map

o Year after year, results
have improved as visibly
displayed on the SD wall

“Point of cause” and
“Dashboard” graphs
eliminate the need for
corrective action plans

I Plan and project reflections|
systematically lead to
spread and additional
improvements
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4. Results and Learning:

Results:

* 21 senior executives coached
* 90% success rate

+ BOD Chair active advocate

» Executives cascading learning
and use of the systems

Learning:
» CEO clear with expectations
* Understand drivers for change

» Adapt pace of development
and content according to
capability and needs

https://www.leanmanagementsystems.net/




