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# Major Steps

0 Craig Explains the "Lean Management System" 

1 Craig opens session

2 Craig explains ideal goals

3 Craig explains MDI process 

4 Craig explains process and standard work

5 Craig  explains training approach

6 Craig  explains coaching to standard work

7 Craig explains process and performance

8 Craig explains problems affecting performance

9 Craig  explains problem solving process

15 Craig explains flow of ideas for improvement

16 Craig explains daily learning cycle

17 Craig explains coaching to improve standard work

18 Craig explains leadership Gemba with purpose

19 Michelle Explain Scripps Health "MDI" model

20 Michelle Explain Scripps Health "MDI" model

21 Craig closes session

Total

STANDARD WORK SHEET
Process: MDI workshop @  Denver AME Original Date: 6/6/2014 Revision #: 4 Revision Date: 4/20/2015

Time 

(min) Expected Outcome

Role: Senior Consultant Original Author: Jose Revised by: Craig
Location/Dept: Simpler Consulting Revision Reason: Changed presenter and content to include A3 thinking & mngnt system 

Diagram

20 m problems (sx) and root causes (dx)

5 m MDI workshop expectations: learning by doing
10 m why MDI 

 10 m process standard work

 5 m skills matrix

 5 m adherence to standard work graph

5 m performance tracking graph

5 m problems bar graph

5 m countermeasures template

5 m awareness of standard

 10 m awareness of standard

 45  m Scripps MDI model

 10  m differentiate 
@board vs. @process

 15  m leadership rounding schedule

60 m Connection to A3 tinking & MDI 

240 m

Sub Total 130 M

 5 m questions/Insights 

 20  m
History of improvement and the need to  developed the 

management system. 

0:1523:45
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MDI – Improvement strategy 

• Incremental daily improvement supplemented 

with periodic, event-based improvement… 

 

Event based improvement  
Incremental Daily  

Improvement  
(coupled with events) 

RIE Events 

Daily MDI 

Activity 

RIE Events 

Improvement 

Level 
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Ideal Goals 

People: 

 

Safety: 

 

Clinical Quality: 

 

Service Quality: 

 

Timeliness: 

 

Cost: 

 

Growth: 

• Fully engaged culture 

• No harm, no near misses, no unsafe conditions/behaviors 

• No defects, no errors 

• No delays, when need it 

• No waste, only value-added activities 

• Care for more…Service More  

• No complaints, loyal customers 
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Managing for Daily Improvement 

IS IS NOT 
sswsw
dsws 
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# Major Steps

1 Craig opens session
2 Jose explains ideal goals
3 Jose leads gap analysis
4 Jose explains solution approach
5 Scott leads group MDI reflection
6 Jose explains MDI
7
8 Jose explains process and standard work
9 Jose explains training approach

10 Jose explains coaching to standard work
11 Jose explains process and performance
12 Jose explains problems affecting performance
13 Jose explains problem solving process
14
15 Jose explains flow of ideas for improvement
16 Jose explains daily learning cycle
17 Jose explains coaching to improve standard work
18 Jose explains leadership rounding
19 Craig summarizes action plan
20 Jose discusses confirmed state
21 Scott leads group MDI reflection
22 Craig closes session

Total 5:00

BREAK 0:15 refresh

BREAK 0:15 refresh

0:10 MDI: what is, what is not
0:05 committed leaders 
to learn MDI by doing it

0:10 what, who, when
0:05 when and how leaders will confirm improvement

0:05 differentiate 
@board vs. @process
0:05 leadership rounding schedule

0:15 awareness of standard
0:05 awareness of standard

0:15 problems bar graph
0:30 countermeasures template

0:15 adherence to standard work graph
0:15 performance tracking graph

0:30 process standard work
0:15 skills matrix

0:20 MDI: what is, what is not
0:30 vision of MDI 
and its elements

0:10 problems (sx) and root causes (dx)
0:05 countermeasures (tx) 
to root causes

0:05 MDI workshop expectations: learning by doing
0:20 why MDI and link to LEM

Time Expected Outcome

Role: Senior Consultant Original Author: Jose Revised by: Jose
Location/Dept: Simpler Consulting Revision Reason: Changed presenter and content on A3 Boxes 1,2,3,and 8

Diagram

STANDARD WORK SHEET
Process: MDI workshop @ LDI @ LakeHealth Original Date: 6/6/2014 Revision #: 3 Revision Date: 6/19/2014

0:1523:45

Vision of MDI 
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MDI Board Layout 

MDI Board Layout 
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Focus of this workshop 

 

 

2 

 

 

1 

 

 

3 
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1. Follow Standard Work 
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1. Follow Standard Work 

STANDARD WORK 

Standard Work: 

What is the current 

best known way to 

do the work? 

Follow Standard Work 
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Name:  Date: Process Owner: Facilitator: REV 0

Sequence Who Responsible

STANDARD WORK

Process Step Description Key Point/Reason Time
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Sample 
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1. Follow Standard Work 

STANDARD WORK 

Standard Work: 

What is the current 

best known way to 

do the work? 

SKILLS MATRIX 

Skills Matrix: 

Who has been 

trained on what 

standard work? 

Follow Standard Work 
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Team members

Skills Matrix Competences

A B C D E F G H

1 Scott

2 John

St
ep

 #
 1

St
ep

 #
 2

 

St
ep

 #
 3

 

St
ep

 #
 4

 

St
ep

 #
 5

3 Jamie

4 Nancy

5

6

7

8
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1. Follow Standard Work 

STANDARD WORK 

Standard Work: 

What is the current 

best known way to 

do the work? 

SKILLS MATRIX 

Skills Matrix: 

Who has been 

trained on what 

standard work? 

ADH TO STD WORK 

Adh to Std Work: 

Are we adhering/ 

following standard 

work? 

Follow Standard Work 
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Performace Measure: Recorder: Month:

team members

Scott

John

Jamie

Nancy

1 2 3 4 5 6 7 8 9 10 11 12 13 14 15 16 17 18 19 20 21 22 23 24 25 26 27 28 29 30 31

day of week Mo Tu We Th Fr

2 3 2 1

3 4 4 3

67% 75% 50% 33%

adhering to standard work deviating from standard work

n/d= % sw adherence

Adherence to Std Work Scott L Jul 2014

n= # of green

d= total observations
Sample 
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2. Improve Standard Work 
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2. Improve Standard Work 

PERFORMANCE 

Performance: 

Performance from 

yesterday? 

Improve Standard Work 



19 

Performace Measure: Recorder: Month:

1 2 3 4 5 6 7 8 9 10 11 12 13 14 15 16 17 18 19 20 21 22 23 24 25 26 27 28 29 30 31

day of week 

on target not achieving target

PERFORMANCE
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Sample 
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2. Improve Standard Work 

PERFORMANCE 

Performance: 

Performance from 

yesterday? 

PROBLEMS 

Problems: 

Problems from 

yesterday? 

Improve Standard Work 
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25

24

23

22

21

20

19

18

17

16

15

14

13

12

11

10

9

8

7

6

5

4

3

2

1

A B C D E Date Problem

PROBLEMS

Others
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Sample 
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2. Improve Standard Work 

PERFORMANCE 

Performance: 

Performance from 

yesterday? 

PROBLEMS 

Problems: 

Problems from 

yesterday? 

Countermeasures: 

Improvement activities 

from yesterday? What 

did we learn? What 

are we going to do 

today? 

COUNTERMEASURES 

Improve Standard Work 
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Potential Root Causes Owner Potential Solutions
Status 

(Andon)
Due Date

COUNTERMEASURES

Problem
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Sample 
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SKILLS MATRIX 

ADH TO STD WORK 

STANDARD WORK PERFORMANCE 

PROBLEMS 

Standard Work: 

What is the current 

best known way to 

do the work? 

Skills Matrix: 

Who has been 

trained on what 

standard work? 

Adh to Std Work: 

Are we adhering/ 

following standard 

work? 

Performance: 

Performance from 

yesterday? 

Problems: 

Problems from 

yesterday? 

Countermeasures: 

Improvement activities 

from yesterday? What 

did we learn? What 

are we going to do 

today? 

COUNTERMEASURES 

Follow Standard Work Improve Standard Work 
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flow of ideas for improvement 
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the cards 
Problem: 

 

 

 

 

 

Potential Root Causes: 

 

 

 

 

 

Potential Solutions: 

 

 

 

 

 

Date submitted __________ by ________ 

Date approved ___________ by _______ 

Date deployed ___________ by _______ 

Date completed __________ 

 

Visual Management Idea Flow Cell  
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new 

ideas 

waiting 

for 

approval 

 

stop 

waiting 

for 

capacity 

JDI 1 JDI 2 JDI 3 

 

 

Project 1 

 

  

 Project 2 

completed 

MONTH:  

# submitted ideas= 

# implemented ideas= 

 

YTD 

# submitted ideas= 

# implemented ideas= 

 

Idea Flow Cell  Visual Management 
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the huddle @ board 

00:15 

Visual Management 



33 

MDI @ Scripps Health 

http://www.google.com/url?sa=i&rct=j&q=Scripps Health&source=images&cd=&cad=rja&docid=D5RHgKIXKG3DbM&tbnid=1PFCPMj-ORFmIM:&ved=0CAUQjRw&url=http://en.wikipedia.org/wiki/Scripps_Health&ei=b_cnUuPiLJPa8ASRw4HoCg&bvm=bv.51773540,d.eWU&psig=AFQjCNFJbhiEm_q0zoTJndpQm6Y3d0amlw&ust=1378437310051726
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VBD MDI Components 

• Strategic plan defines improvement priorities & True North aims 

 

• Monthly scorecard and performance tracking 

 

• A3 thinking and countermeasure process 

 

• Daily stat sheet 

 

• Daily huddles 

 

• Daily waste identification and elimination 

 

• Visual management (MDI, process control, PICK) 

 

• Leader standard work 

 

• Leadership team development & reviews 
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Sample 
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VBD MDI Components 

• Strategic plan defines improvement priorities & True North aims 

 

• Monthly scorecard and performance tracking 

 

• A3 thinking and countermeasure process 

 

• Daily stat sheet 

 

• Daily huddles 

 

• Daily waste identification and elimination 

 

• Visual management (MDI, process control, PICK) 

 

• Leader standard work 

 

• Leadership team development & reviews 
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Sample MDI Criteria  

Score Stat Sheet 

0 Stat Sheet Conversations are not occurring.

1

Questions are exploratory in nature to help 

leaders and staff understand daily 

problems, issues, concerns. 

2

Questions are aligned with department's 

performance drivers and True North goals.  

Leaders competent coaching direct reports 

on content of questions to drive greater 

engagement of staff through Stat Sheet 

process.

3

Stat Sheet conversations are leading to 

proactive action by staff to prevent 

problems.  Leaders (at all levels) 

demonstrate the ability to ask follow up 

questions to ensure acccountability and 

commitment to action.  Evidence of follow 

up and communication to team on items 

escalated from prior Stat Sheet 

conversations.

4

Trends from questions are being identified 

and being reported to next level of 

leadership, with questions adjusted to 

reflect learning and drive continuous 

improvement. 

5

Questions have provided awareness to 

cross-functional opportunities and have 

triggered A3 problem solving. 
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Code 55 Background  

History of Questions  
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Leading by Asking Questions 

42 
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The Role of Questions in Coaching 

• Respectful, meaningful conversations are essential to engaging people 

 
• In a good dialogue, there are: 

• Open Ended questions, 

• Thoughtful answers, and  

• Active listening on both ends  
 
• What we ask and how we ask is integral to 

engagement 
 
• Seems simple, but is it?  
 

43 Slide Footer 
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Asking vs Telling 

44 

Is Asking Is Not Really Asking 

What’s the problem you or we are trying 
to solve? 

Is that really the problem we need to 
solve? 

How would you describe what’s not 
happening vs. what should be happening? 
Or, what’s happening that shouldn’t be? 

Isn’t it happening because xxxxx? 
 

What have you looked at or heard?   Why don’t you look at___? 

Why do you/your team think the problem 
is occurring? 

How is that your root cause? 

What have you thought of trying? Have you thought about trying___? 

What impact do you expect that 
countermeasure/change to have? 

Are you sure that’s going to work? 
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Schein’s Four Kinds of Questions 

Pure, Humble 
Inquiry 
 
“What is happening?” 
 
“What isn’t happening that 
should be?” 
 

Questions for which you do not have the answer.  
 
Help ensure ownership of the problem remain 
with the person/employee to whom it was 
assigned 

Diagnostic 
Questions 
 
“Why is it happening?” 

Questions that helps the problem solver see 
cause and effect 
 
Not for you to see cause and effect, but to 
encourage problem ownership stays with the 
person/employee to whom it was assigned 
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Four Kinds of Questions 

Prompting 
Questions 
 
“What would happen if 
you/we ?” 
 

**CAUTION** Questions of this kind; your ideas 
with a questions mark at  the end of it suggest 
solutions.   
 
This can take problem ownership away from the 
person/employee to whom it was assigned 

Coaching Process 
Questions 
 
“How did that go?  What 
have we learned? What 
could have been better?” 
 

Questions of this sort help us understand how we 
are doing in coaching dialogue or the problem 
solving process. Promote better dialogue, 
reflection, and mutual understanding 
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Good Questions or Not….the Home Edition! 

Good Question Not a Good 
Question 

Why is the Electric bill twice what it 
normally is? 

How long has the “Check Engine” light 
been on in the car? 

Is the dishwasher broken?  Or your 
hands? 

What ideas do you have for getting to 
school/work on time? 

You’re going to speak to your teacher 
after school, right? 

Why don’t you try shopping less if you 
want to save money for college? 

47 
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Time for Practice! 
Three 8-Minute Rounds 

In each round there are three roles: 
 

Problem Owner Shares a brief overview of a problem/issue to initiate 
conversations; responds to questions as asked 

Questioner Practice asking questions to: 
-Understand what is going on 
-Identify why your peer thinks problem is occurring 
-Probe for ideas on how to address causes of problem 
-Guide them through an A3 in the conversation! 

Observer Collect Data and Observe 
 
After the conversation ends: 
• Provide the data you gathered (Good questions/Total Asked; 

Read Back a “Good One”) 
• Ask One (1) Open Ended Question of ‘Questioner’ 
• Provide One Thing the Questioner did Well “I liked…” 
• Provide One “Could Be Better if…”  
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Asking Good Questions Exercise  

First 1 
Minute 

Problem Owner- Briefly describes the 
problem/ condition for which s/he has 
responsibility to improve. 

Next 5 
Minutes 

Questioner- Practices Inquiry- asks 
questions only 

Last 2 
Minutes 

Observer- Reports what was observed and 
gives feedback to the Questioner at the 
end of the round. 

Rotate Roles for next Round 

How 8 Minutes Will Go 



Simpler Business System® 11.0   
©1996-2014 Simpler Consulting, L.P.  All Rights Reserved 

50 

Asking Good Questions Exercise 

 
Before we start: 
 
• Take 1 minute to think of a problem of you own 
  

• MUST BE A CONDITION YOU ARE RESPONSIBLE FOR 

IMPROVING 

 
• Can be work or personal (will leave up some examples) 
 

•If it is particularly complex problem, consider focusing on one portion of the 

problem 

 

•Something you are comfortable talking about openly in a small group (2 

other people) 

 

•The goal of this exercise is not to “fix” a problem but to give us practice 

with asking questions 
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Types of Problems 

At Home At Work 

Not enough time for xxxxx activity Late/Delayed completion of work 

Unmet or Challenging Financial Goals Not enough time for xxxx 

Something broken or needing repair 
Repeated safety concern from patients or 
staff 

Poor grades, performance in a hobby Unproductive meetings 

Health-related concerns, goals Budget/Cost Overruns 

Messy Space (Bedroom, Bathroom, 
Refrigerator, etc.) 

Volume or timeliness of email 

Transportation Issues  (Getting To and 
From, Being On Time, Etc) 

Cluttered office, workspace, or shared 
electronic folder(s) 

51 
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Breakout 

52 
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Reflection 

 
What did you learn from the exercise? 
 
 
What was most challenging about it as the person 
asking the questions? 
 
 
What did it feel like as the person owning the 
problem? 
 
What did observers notice? 
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VBD MDI Components 

• Strategic plan defines improvement priorities & True North aims 

 

• Monthly scorecard and performance tracking 

 

• A3 thinking and countermeasure process 

 

• Daily stat sheet 

 

• Daily huddles 

 

• Daily waste identification and elimination 

 

• Visual management (MDI, process control, PICK) 

 

• Leader standard work 

 

• Leadership team development & reviews 
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Sample MDI Criteria  
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Dept. 

True 

North 

Metrics  

Driver  

Metric 

 

 

Contributors  

A3 

PDCA 

Overtime 

Caught Up 

#1 Charting 

PDCA 

Corp. 

True 

North 

Metrics  

Standard 

Work 

10 min CT 
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MDI Huddle Video  

@ Scripps Health 

http://www.google.com/url?sa=i&rct=j&q=Scripps Health&source=images&cd=&cad=rja&docid=D5RHgKIXKG3DbM&tbnid=1PFCPMj-ORFmIM:&ved=0CAUQjRw&url=http://en.wikipedia.org/wiki/Scripps_Health&ei=b_cnUuPiLJPa8ASRw4HoCg&bvm=bv.51773540,d.eWU&psig=AFQjCNFJbhiEm_q0zoTJndpQm6Y3d0amlw&ust=1378437310051726
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Sample MDI Criteria  
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Dept. 

True 

North 

Metrics  

Driver  

Metric 

 

 

Contributors  

A3 

PDCA 

Overtime 

Caught Up 

#1 Charting 

PDCA 

Corp. 

True 

North 

Metrics  

Standard 

Work 

10 min CT 
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VBD MDI Components 

• Strategic plan defines improvement priorities & True North aims 

 

• Monthly scorecard and performance tracking 

 

• A3 thinking and countermeasure process 

 

• Daily stat sheet 

 

• Daily huddles 

 

• Daily waste identification and elimination 

 

• Visual management (MDI, process control, PICK) 

 

• Leader standard work 

 

• Leadership team development & reviews 
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Leader Standard Work 

64 
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Score Leader Standard Work (LSW)

0 LSW has not been developed.

1

Initial LSW has been created for most 

important daily/weekly activities, and 

is followed on an inconsistent basis 

(i.e., <50% of days).  Leaders' 

standard work is visible to their 

supervisor as well as staff

2

LSW is being followed daily by  

department leaders.  Approximately 

20% of the week is standardized, with 

a checklist used to verify 

completeness of tasks. 

3

Department leaders evaluate initial 

LSW and refine to to remove/mitigate 

reactive activities from daily work.  

Leaders' supervisor regularly 

reviewing Standard Work and 

opportunities for improvement.  

Approximately 40% of week is 

Standardized 

4

Department leaders have LSW that 

has 50% of their week spent on 

proactive, standardized activities. 

Leaders take pro-active steps to 

adjust standard work and their 

schedule to accommodate time.  

Leaders' have 'check' system to 

review LSW compliance and 

opportunity to adjust schedule 

5

Department leaders (Spvr, Mgr) have 

LSW that has 60% of their week spent 

on proactive, standardized activities. 

Leaders take pro-active steps to 

adjust their own standard work and 

their schedule to accommodate time.  

Leaders' have 'check' system to 

review LSW compliance and 

opportunity to adjust schedule 

Leader Standard Work (LSW)
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What is Leader Standard Work? 

 

The repetitive activities and behaviors that 
leaders at all levels perform to promote: 
 
• Respect / Development of People and 
 
• Continuous, Daily Improvement of 

Performance 
 
 
 

66 
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Purpose of Leader Standard Work 

• Prioritize what is important for the day, week, and month at each level of leadership 
 
• Dedicate time to activities of value in the Gemba 

 
• Development of people as problem solvers 
• Observing and coaching Standard Work 
• Learning alongside the team 
 

 

• Design predictability into your daily “flow”  
 

• Be informed about the status of today’s performance and improvement activity 
 

• Demonstrate an example for your team on how Standard Work can be used 
 

67 
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Breakout! Creating Your Leader 
Standard Work 

68 
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Reflection on Current State 

List at least 10 items that consume your time on a 
daily/weekly basis 
 
Take 5 minutes to silently document the current % of time 
that you spend daily on the activities listed; and your 
targets for how you would like to spend your time 
 
Discuss as a team what you came up with and where you’d 
like to see changes in how your time is spent 
 

69 

Tip:  

Ask yourself what are you spending time on that adds no value to your team? 

Ask yourself what should you be spending time on to add more value? 
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Creating Your Standard Work 

• Exercise:  Time to develop your standard work! 

 

 

• Start with silent brainstorming and write down the tasks you must do on a daily, weekly, bi-
weekly, monthly, quarterly basis for your leadership role.   

 

• Consider which MDI activities you need to build into your leader standard work. 

 

• When your first draft is complete, share and revise your standard work based on discussion 
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Time Assessment 

71 

Activity Current Daily Time % Target  Daily Time % 

Attending Meetings 

Managing people issues (staffing plans, call-outs, etc.)  

Resolving/fixing problems in the department (Patient/Physician 

Complaints, Safety or Quality Issues, Equipment/Drug/Product/Supply 

Issues) 

Creating Documents, Analysis, Presentations      

Sending/Receiving Emails 

Gemba Walks:  Direct Observation of process, ‘check’ adherence to 

Standard Work, intentional conversations with staff, patients 

Coaching staff, leaders among my team 

Coaching, Attending or Preparing for Performance Huddles  

A3 / Problem Solving Activity:  Data Collection, Process Walks, 

Analyzing Data/Information, facilitating team problem solving 

Reviewing MDI Information / Data: updating graphs, synthesizing data 

Developing Myself:  Dedicated time to learn and develop knowledge or 

skills to help me and/or our department 

    

Other 
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Tips for Using Leader Standard Work 

• Use the leader standard work template and carry it with you throughout the day 
(backside of worksheet) 

• Check items complete/missing 

Problems = Treasures! 

• Reflect regularly (daily, weekly) on the content of your work 

What are you spending time on that adds no value to your team? 

What should you be spending time on to add more value? 

 

72 
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doing the work + improving the work 

@ workplace 23:45 
Doing the work + improving the work 

@ workplace 23:45 
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IS IS NOT 
sswsw
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sswsw
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MDI 
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Thank you! 


