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Reenergizing your 
Performance Culture:

Engaging Mindsets, Skillsets, and 
Toolsets



Organizational Overview
ACL operates as the enterprise laboratory for Advocate Health and is the largest non-profit laboratory 
in the nation supporting an IDN. ACL provides all laboratory services in clinical and anatomic pathology.



What does LEAN mean 
to YOU?



Once upon a time….
There was a House of Lean

https://leansigma.wordpress.com/whats-lean/



The Lab of the Future



People, Plan, Process



Operating System Elements
• Huddle

• Standard work

• Andon

• Visual controls

• Problem solving

• Team structure

• Schedule

• Staffing

• Audits

• Leader standard work

• Point-of-use materials

• Cross training

• Teammate development
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2019: State of the Lab

• New AVP and Director of Operations
• Many tools still in place
• Little to no change in original processes
• No process to onboard new staff or leaders
• Lack of understanding of improvement and purpose of tools
• Minimal teammate growth and advancement



Behaviors
• Teams working in silos
• Very little collaboration across departments
• Shift wars
• Limited teammate growth and development
• Limited problem-solving ability
• Lack of ownership
• No alignment of goals

(2) Working in Silos: The Common Challenge in Public Health Interventions | LinkedIn

https://www.linkedin.com/pulse/working-silos-common-challenge-public-health-madzinga-kusena/


Utilizing Shingo Principles

1) Ideal RESULTS require 
ideal BEHAVIORS

3) SYSTEMS and 
supporting processes
drive behavior

2) PRINCIPLES inform ideal BEHAVIORS 



Traditional Improvement Sequence

Immediate Results
Temporary Compliance
Minimal Buy-in

1. Results
2. Tools
3. Systems

https://www.youtube.com/watch?v=Png-6hpUi2w
The Key Relationships Between Align, Enable, and Improve

This sequence drives 
a cultural mindset 
and behavior

https://www.youtube.com/watch?v=Png-6hpUi2w


Desired Improvement Sequence:
Principles Drive Enterprise Excellence

Connect meaning of WHY
Connect meaning of HOW

https://www.youtube.com/watch?v=Png-6hpUi2w

Relationships

The Key Relationships Between Align, Enable, and Improve

https://www.youtube.com/watch?v=Png-6hpUi2w


Shingo Basics



Cultural Enablers:
Humility and Respect for People

Humility
Thank others

Redirect praise
Not having to be right
Appreciate those who 

came before you
Don’t be first

Appreciate everything
Listen more than you 

speak
Don’t judge others

Respect
Practice active 

listening
Seek to understand 
other’s perspectives
Admit and apologize 
when you’re wrong

Celebrate 
achievements and 

show gratitude
Offer support or help 

where you can



Continuous Improvement
Focus on the 

Process

Don’t blame teammate(s) 
when something goes 

wrong
Look for process failures 

in the system
Ask questions, seek to 

understand
Go and observe at the 

gemba

Embrace Scientific 
Thinking

PLAN, DO, STUDY, ACT
Clarify the problem to be 

solved
Experiment 

what can we do 
differently?

What result to we expect 
from changes?

What are the actual 
results?

What’s next?
What did we learn?

Assure Quality at 
the Source

Defects are identified and 
not passed on to the next 

step in the process
Quality is built into all 

processes
Problem solving is 

conducted to determine 
root cause and prevent 

reoccurrence

Seek Perfection

Zero defect mindset
Never satisfied with status 

quo
Improvement in part of the 
work, not an extra activity
A standard can always be 

improved
Be the first and best 

choice for care



Enterprise Alignment

Create Value for the 
Customer

Value is defined through 
the lens of what the 

customer wants and is 
willing to pay for.

Create Constancy of 
Purpose

Unwavering 
understanding of why our 
organization exists, where 
it is going, and how it will 

get there.

Actions and innovations 
are aligned to purpose.

Innovation, adaptation and 
risk taking are done with 

confidence

Think Systemically

Deep understanding of the 
relationships and 

interconnectedness 
systems

Decisions and 
improvements are 

naturally aligned with 
desired outcomes of the 

organization



Focus on Behavior

Guiding Principles describe what 
good looks like – ideal.

Culture is all current behaviors: 
What is occurring today- good or 
bad

The gap between our actual and 
ideal is what we want to work on

What Good 
Looks Like

Current State 
of Behaviors

G
a
p



Mission & Vision as Guiding Principles



Defining How We Work & 
Enterprise Alignment



Identify Opportunities – Blank A3



Clarifying Roles & Behaviors



Accountability & Behaviors

• Clear expectations
• Deliver feedback
• Ask clarifying questions
• Lead by example
• Show you care
• Celebrate successes



Changing Mindset & Enabling 
Culture

• Focus on Growth Mindset
• Enhancing Teammates
• Advancing Teammates



Developing Skillsets
• Ladder opportunities
• Internal Promotions
• Raising the level of Quality at the bench-level
• Enabling problem-solving
• Leader soft skills
 



Utilizing Toolsets & 
Continuous Improvement

• Kata
• A3
• 5 Whys
• RCA
• Managing for Daily Improvement Huddle
• Leader onboarding
• Teammate onboarding
• Performance management system



• Find a way to create a culture open 
to new ideas

• Reduce fear of failure
• Encourage experimentation

Create a Culture of Learning






Improvement Kata

https://public.websites.umich.edu/~mrother/The_Improvement_Kata.html



Coaching Kata

Rother,  Fig.2.3 The Improvement Kata and Coaching Kata Work Together, The Toyota Kata Practice Guide Chapter 2  p.32



Performance Improvement



Engagement Score Impact



Current State: Where we are Now

60% INCREASE IN 
ENGAGEMENT SCORES

50% INCREASE IN TECH 
LADDER ADVANCEMENTS 

COMPLETED PER YEAR

33% INCREASE LEADER 
ADVANCEMENTS 

ACHIEVED



Performance Management 
System

Direction/Focus
• Strategic Plan Review
• Budget Alignment
• Quality/Customer 
• Goal Setting/Catchball
• ID Tactics/Driver Diagrams

Innovate/Improve
• Scorecard
• Performance Review

• Directional alignment
• Budget alignment

• Project management

Stability & Continuous 
Improvement

• Status Exchange
• Performance Huddle
• Managing to Standards
• Leader Standard Work

Shingo Principles, Ideal Behaviors, A3 Thinking, Countermeasures, Standard Work, Visual Management,
 Process Improvement Tools, Leader Development 

Annually

Monthly

Daily/Weekly



Our Approach for the Future

• Tool focused
• Top down
• Detailed roadmap
• Reward Obedience
• Hire experts
• Project based
• GOAL: ROI for each 

implemented tool

Mechanistic                                              Behavioral/Organic

• Clear understanding of purpose & direction
• Learn by experimenting
• Support and Engage
• Ideal behaviors are rewarded
• Leader as coach
• Not a project, a journey
• GOAL: Continuous improvement to meet 

challenges



Our Path Forward
• Leader onboarding
• Shingo training
• Peer teaching of management system components
• Accountability culture
• Learning culture
• Celebrate failure
• Leader as coach



Closing Reflection

If you wish to move Mountains TOMORROW
You must BEGIN by lifting stones TODAY.

~ African Proverb



Questions?
Linda.Mchale@atriumhealth.org
Shikha.Dharamrup@atriumhealth.org

mailto:Linda.Mchale@atriumhealth.org
mailto:Shikha.Dharamrup@atriumhealth.org
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