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The power of ‘AND’ 



 Understand the basics of Baldrige and Lean (high 
level summaries).  

 Understand how the Baldrige framework and Lean 
Transformation can be leveraged to work together 
from strategy alignment to problem solving.  

 How to use both approaches to invest in people at 
all levels.  



 Director, Business Process Design - Community Health Plan of 
Washington 

 Organizational Excellence Consultant, Practice Leader 
Environmental Sustainability, Baldrige SME - MultiCare Health 
System 

 Vice President, Strategy and Excellence – Yakima Valley Memorial 
Hospital, now VMMemorial 

 Director, Lean Transformation – Geisinger Health, Danville, PA 

 Vice President, Lean and Operational Excellence – Signature 
Healthcare, Brockton, MA 

       

Professional Affiliations – ASQ (American Society for Quality), National Baldrige Program – 

Performance Excellence, PiPex – New England Program for Baldrige, ACHE – American 

College of Healthcare Executives 



Baldrige has a simple purpose.  

• The purpose of the Baldrige framework is simply to help 
organizations—no matter the size or the types of health care services 
it offers—answer three questions: Is your organization doing as well 
as it could? How do you know? What and how should your 
organization improve or change?  

• The questions (divided into six interrelated process categories and a 
results category) represent seven critical aspects of managing and 
performing as an organization:  

 
1. Leadership  
2. Strategy  

3. Customers  

4. Measurement, analysis, and knowledge management  
5. Workforce  

6. Operations  

7. Results   
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 Not a list of standards  

 No shalls, musts, or required language 

 Doesn’t tell you what to do 

 

 

 It merely asks…’How do you….’  

 Simple, right? 
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Processes are the methods your organization uses to accomplish its work. 
The Baldrige framework helps you assess and improve your processes 
along four dimensions: 

 

1.  Approach:  How do you accomplish your organization’s work? How 
effective are your key approaches?  

2.  Deployment:How consistently are your key approaches used in relevant 
parts of your organization? 

3.  Learning:  How well have you evaluated and improved your key 
approaches? How well have improvements been shared within your 
organization? Has new knowledge led to innovation? 

4.  Integration:  How well do your approaches align with your current and 
future organizational needs?  How well do your measures, information, 
and improvement systems complement each other across processes and 
work units? How well are processes and operations harmonized across 
your organization to achieve key organization-wide goals? 
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The Baldrige framework leads you to examine your results from three viewpoints: the external 
view (How do your patients, other customers, and other stakeholders view you?), the 
internal view (How efficient and effective are your operations?), and the future view (Is your 
organization learning and growing?). 

 

In Baldrige, results include all areas of importance to your organization. This composite of 
measures ensures that your strategies are balanced—that they do not inappropriately trade 
off among important stakeholders, objectives, or short-and longer-term goals. The Baldrige 
framework helps you evaluate your results along four dimensions: 

 

 Levels:   What is your current performance on a meaningful measurement scale? 

 

 Trends:  Are the results improving, staying the same, or getting worse? 

 

 Comparisons:   How does your performance compare with that of other organizations and 
competitors, or with benchmarks or industry leaders?  

 

 Integration: Are you tracking results that are important to your organization and that 
consider the expectations and needs of your key stakeholders? Are you using the results in 
decision making? 
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The linkages among the Health Care Criteria categories are an 
essential element of the systems perspective provided by 
the Baldrige framework. Some examples of these linkages 
are: 

 the connections between your processes and the results 
you achieve;  

 the need for data in the strategic planning process and for 
improving operations;  

 the connection between workforce planning and strategic 
planning;  

 the need for patient, other customer, and market 
knowledge in establishing your strategy and action plans;  

 and the connection between your action plans and any 
changes needed in your work systems.  
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(1) HealthCare Service Offerings What are your main health care service offerings? What is the 

relative importance of each to your success? What mechanisms do you use to deliver your 

health care services? 

 

(2) What are your mission, vision and values? What are your organization’s core competencies 

and what is their relationship to the mission? 

 

(3) Workforce Profile What is your workforce profile? What recent changes have you experienced 

in workforce composition or in your needs with regard to your workforce?  

•  what are your workforce or employee groups and segments, 

•  the educational requirements for different employee groups and segments, and  

•  the key drivers that engage them in achieving your mission and vision?  

•  what are your organized bargaining units (union representation)? What are your     

organization’s special health and safety requirements? 



Example 



Example 



Examiners will read 

your application 

responses… 

…then review the 

Criteria requirements… 

…as well as the “key factors” 

for your organization that 

they have identified from the 

Organizational Profile… 

… then, considering the  

evaluation factors… 

A-D-L-I for Processes 
 

Le-T-C-I for Results 

…they will develop Strength and 

OFI feedback comments like the 

ones on the following slides. 
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Example 



Example 

Poudre Valley Health System 2008 Baldrige Recipient 



Example 

Heartland Health 2009 Baldrige Recipient 



Example 

Heartland Health 2009 Baldrige Recipient 



Charleston Area Medical Center, 2016 Baldrige Recipient 

Example 

Who What How do you Know? 



Example 

Charleston Area Medical Center, 2016 Baldrige Recipient 



Example 

Charleston Area Medical Center, 2016 Baldrige Recipient 



Example 

Charleston Area Medical Center, 2016 Baldrige Recipient 



Example 

Charleston Area Medical Center, 2016 

Baldrige Recipient 

The Results 



“I see the Baldrige 

process as a powerful 

set of mechanisms for 

disciplined people 

engaged in disciplined 

thought and taking 

disciplined action to 

create great 

organizations that 

produce exceptional 

results.” 

 

 

—Jim Collins, author of 

Good to Great: Why Some 

Companies Make the Leap 

. . . and Others Don’t  









 Lean is all about looking at things from the customer’s (or 
patient’s) perspective to deliver the highest value. 

 It focuses on improving culture and processes so that we can 
deliver the best experience possible to patients. 

 Front-line employees are developed and empowered through 
problem-solving and coaching. 

 Leadership is also developed alongside of an effective daily 
management system. 

28 



1. Improvement System 

• Structure a consistent  
transformation journey 
across platforms and 
service lines 

• Eliminate waste and 
variability in key 
processes 

• Use analytics and a 
fact-base to prioritize 
opportunities 

• Build problem-solving 
capacity in all  

29 

Mindsets & 

Capabilities 

Performance  

Management 

Leadership 

capabilities 

Improvement 

System 
 

SOURCE: McKinsey Operations Practice 



2. Performance Management 

• Align on key 
performance metrics to 
track 

• Build a daily 
management system to 
monitor progress 

• Institute regular, 
cascading huddles at all 
levels of the organization 

• Structure for 
accountability; strategy 
alignment 
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Mindsets & 

Capabilities 

Improvement 

System 
 

Leadership 

capabilities 

Performance  

Management 

SOURCE: McKinsey Operations Practice 



3. Mindsets & Capabilities 

• Create cross-functional 
teams to drive change 

• Train staff on “hard” 
and “soft” skills 

• Empower front-line 
staff to drive the 
transformation effort 

• Engage physicians 
extensively 

• Be a catalyst for 
cultural transformation 
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Performance  
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System 
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Capabilities 

SOURCE: McKinsey Operations Practice 



4. Leadership 

• Establish Lean 
Leadership to build 
leadership capabilities to 
coach through and 
support & sustain change 

• Remove challenges & 
barriers 
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5. The Patient Experience 

• Lean management is 
built upon listening to 
the voice of the 
patient/member and 
understanding their 
journey  
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1. Improvement System 

 Structure a consistent  transformation journey across 
platforms and service lines 

 Eliminate waste and variability in key processes 

 Use analytics and a fact-base to prioritize 
opportunities 

 Build problem solving capacity in all  

Mindsets & 

Capabilities 

Performance  

Management 

Improvement 

System 
 

Leadership 

capabilities 

2. Performance Management 

• Align on key performance metrics 
to track 

• Build a daily management system 
to monitor progress 

• Institute regular, cascading 
huddles at all levels of the 
organization 

• Structure for accountability; 
strategy alignment 

3. Mindsets & 
Capabilities 

• Create cross-functional 
teams to drive change 

• Train staff on “hard” and 
“soft” skills 

• Empower front-line staff 
to drive the 
transformation effort 

• Engage physicians 
extensively 

• Be a catalyst for cultural 
transformation 

4. Leadership 

• Establish Lean Leadership 
to build leadership 
capabilities to coach 
through and support & 
sustain change 

• Remove challenges & 
barriers 

• Go to the Gemba!! 

5. The Patient Experience 
Lean management is built upon listening to the voice of the patient/member and understanding their journey 

SOURCE: McKinsey Operations Practice 
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Example 



Alignment – consistency among plans, processes, 
information, resource decisions, workforce capability 
and capacity, actions, results, and analyses that support 
key organization-wide goals. 

36 

Effective alignment requires: 

• a common understanding of purposes and goals 

• the use of complementary measures and information for 
planning, tracking, analysis and improvement at three 
levels:   

1. organizational level 

2. key process level 

3. departmental or work unit level 



37 Source: 2017–2018 Baldrige Excellence Framework (Health Care)  
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One Geisinger •Overall Priorities 
& LT Strategies 

Platforms/Institutes 

•Operational  Plans & 
Dashboards; Lean 
Implementation Goals in 
PMS 

Dept 
•AE Boards & PMS 
Goals for Lean 

Individual 
•PMS Goals for 
Lean & Daily 
Huddle Boards 



 AE Boards are a simple way to keep track of the most 
important key performance indicators (KPIs) for a 
department/unit.   

 The visual representation should draw in staff and 
leaders alike by showing the most important work of 
a department.   

 Some of the measures may align with strategic 
objectives of the organization, but not necessarily all. 

39 



 There are 3 main components: 

40 

• Objective – what are you trying to improve? 

• Performance measure or Key Performance Indicator 
(KPI)- how are you measuring improvement on the 
objective? 

• Action Plan – what is your department doing to improve 
performance (www)? 
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Strategic Priorities 

Example 





Example 



 

1.Cost shifting impacting affordability for many   

Americans and employers  

2.Shift from volume to value—linking quality/service 

and alternative payment models 

3.Physician/health care provider shortages 

4.Pressure to reduce health care cost 

5.Disruptive innovation  

challenging traditional models 

Example 



Example 





Example 



Example 



Example 



Performance Tracking 

Example 



Accountability and Corrective 
Action 

Example 





Our Vision & Mission 

Our 6 Yr. Strategic Direction 

 

Our Strategic Imperatives 

Our Pillars 

Our Foundation 

Example 



 Visual Management of our Lean Management System 
is evident throughout the entire SHC organization 

 Each department has the following Visual 
Management tools in place 

 Problem Solving Board 

 Balanced Scorecard 

 Multi-Purpose Board 

Example 



• Each department meets daily to 

– Discuss new Points of Recognition (opportunities for 
improvement) 

– Review the progress of Problem Solving 

– Monitor organization performance against annual goals and 
identify gaps in performance 

– Monitor day-to-day operational  

    metrics and information and  

    identify opportunities for  

    improvement 

 

Example 



• Cascade Structure 

– The purpose is to flow information about organization 
performance against annual goals, opportunities for 
improvement,  and progress of Problem Solving to the 
Executive Team 

– Based on 24hr cycle 

– Ideally, the cascaded meetings occur in the morning 

• Adapted for time of day, shift overlaps, and  
management hierarchy 

– Ideally, 60-90 minutes between meetings 

      (time for problem solving before next meeting) 

 

Example 



Desktop Instructions 

Example 



Example 



Example 



Example 



Example 



 Become a PENW Baldrige Examiner  (info link 
provided) 

 Download a copy of the Baldrige Framework/Criteria 

 Is your organization on a lean journey?  Take all the 
training they offer! 

 Lots of educational and professional societies provide 
lean training, as well 

Example 

All this leads to…. 



 https://www.nist.gov/baldrige/how-baldrige-works 
(National Baldrige) 

 https://performanceexcellencenw.org/   (Regional 
Baldrige for WA, ID, OR) 

 Brown, Mark Graham. The Pocket Guide to the 
Baldrige Award Criteria, 16th Edition 

 Brown, Mark Graham. Baldrige Award Winning Quality 
- 17th Edition: How to Interpret the Baldrige Criteria 
for Performance Excellence 

 Blazey, Mark L. Insights to Performance Excellence 
2009-2010: An Inside Look at the 2009-2010 Baldrige 
Award Criteria 

 Catalysis – Lean Leadership Organization 
 Virginia Mason Institute (VMI) or VMPS at VM 
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