
Leveraging Lean to address Equity 
& Disparities in Public Health

Bonnie Jacobson, MSW & Jonathan Sears, MPH
California Department of Public Health

October 26, 2023
Bonnie.Jacobson@cdph.ca.gov
Jonathan.Sears@cdph.ca.gov

mailto:Bonnie.Jacobson@cdph.ca.gov


Your Speakers

Bonnie Jacobson, MSW
Lean Transformation Officer

Lean Transformation Office, CDPH

Jonathan Sears, MPH
Senior Lean Specialist

Lean Transformation Office



Inspired by Dr. Monica Sharma, Former director of 
United Nations Leadership Development

Radical transformational leadership is leading 
change from the universal values of dignity, 

equity, compassion and humility to transform 
self, people, systems and cultures towards 
equity, antiracism, and sustainable results.

Dignity • Equity • Compassion • Humility

https://www.radicallytransform.org/

https://www.radicallytransform.org/


Governor’s Executive Order
Issued September 13, 2022



The Future of Public Health in California

Renewed investment in the 
public health system to 
prepare the state of 
California and its residents 
for a healthier future.

Source: : https://www.cdph.ca.gov/Programs/DO/CDPH%20Document%20Library/Future-of-Public-Health-Memo.pdf

https://www.cdph.ca.gov/Programs/DO/CDPH%20Document%20Library/Future-of-Public-Health-Memo.pdf


Lean Transformation Begins… 



Establishing the CDPH Way



Lean True North Compass



How is Lean 
Applied?



The Strategic A3s



Developing our People

Collaborative effort 
between Leadership 
from OPDE, HRD and 
the Director's Office

Target Condition: CDPH staff and managers 
have the core public health competencies 
they need to meet complex public health 

challenges and feel supported in their 
development with a clear career path.

[Nine Domains]

Domain 4: Health Equity



OPP & DO: Becoming a Learning Organization
Target Condition: To transform CDPH into a learning organization comprised of 
4000+ problem-solvers who consistently demonstrate Lean behaviors, methods 
and tools. This discipline builds a culture of trust, humility, respect, innovation, 

learning, psychological safety, and continuous improvement.

# If we do… then we expect...

1 Broaden the change management and communications plan to 
reach a wider audience.

Engage more staff in Lean Transformation and lay down roots to create a stable Lean 
structure while creating additional opportunity for initiation of Lean work. 

2 Incubate the strategies that will create the greatest public 
health impact and support strategical priorities.

Leverage our financial resources to best meet the department’s objectives and minimize 
opportunity cost. 

3 Clarify and communicate our standard systems of 
measurement

Create a language of objectives and a habit of consistent measurement of key results that 
roll up to strategic objectives as set by the directorate, including a measurement of how 
the improvement work effects equity priorities. 

4 Strengthen the roots of the Lean Transformation through 
expanded visual management

Build a sustainable Lean framework that will withstand the winds of change. 

5 Deliver a formal and comprehensive education plan including 
Lean culture and leadership, which supports and expands a 
culture of safety.

Build Lean cultural strength and enablement through training and opportunities to 
implement what is learned in order to experience the power and effectiveness of Lean in 
all forms. 



Effects of 
Climate Change 
on Public Health

• Clean air, safe drinking water, sufficient food 
supplies and secure shelter

• Increased risk of emerging infectious diseases

• Embed Health Equity into climate change programs

• Re-evaluate existing infrastructure for response 
capacity, and resiliency

Image: World Health Organization  2022



Becoming a Healing Organization: 
Racial/Ethnic and Geographic Health Inequities

Become a Healing Organization

Embed into policies, 
procedures, and 
workplace culture

Ensure health equity with California communities

Address inequities for 
Californians
Engage and health with 
communities

Population health impact

Understand and address 
root causes of health 
inequities across race, 
ethnicity, and socio-
geographic dimensions

CDPH is currently using Lean tools, management philosophy, and problem-solving approaches to 
advance health equity, trauma informed healing, and anti-racism in what is referred to as the HEART 
A3

Source: CDPH Office of Health Equity

Image credit: Getty Images



Healing, Equity for all, Anti-Racism, Trauma Responsive  
Transformation - HEART

Target Condition: Transformation of 
CDPH into a Healing, Equitable, Anti-Racist 

and Trauma Responsive Organization by 
embedding health & racial equity and 

trauma-informed and healing supports into 
policies, procedures, and workplace culture.



The Othering & Belonging Institute



HRD Hiring Initiative
• There is a need to fill positions at CDPH 

• The length of time required for the hiring process is a barrier to meeting the demand

• We need to balance equity and inclusivity in the department through these new hires. 



Applying Lean Concepts to Our Work



The 8 Wastes

Need visual here



What is a Customer?

Identifying our customers in Public Health
Remember we have end customers (the people of 

California) but we also have internal customers (the 

person operating the next step in a process)

• Who receives or uses our services?
• What products or services do we deliver?
• Who is the end user or recipient of the products or 

services we provide?
• Who will be affected by the quality of our work?
• Who is experiencing health inequities and may be 

impacted by our work?



What is the pace of demand?

Need visual here



What is "Pull" in Public Health?



How do we measure process?

Time Studies focus on understanding cycle 
times, wait times, and lead time, the 
sequencing of process steps, and challenges 
that come up in the process from the 
perspective of someone who does this work.



Where is the Gemba?

Why do we observe?
To develop a culture of 

transparency, openness, 
dialogue, and feedback to 

support continuous 
improvement!

To understand the 
reality of the work

To close assumptions we 
make about who does 
what and when

To gather data to 
support understanding

To start conversations 
about the best way 
things are done

To support improvement 
work and standard work 
development

To learn!



How do we set targets?



Academic Partnerships



Lean Management System
• Visual Management

• Sustain Continuous Improvement

• Alignment 

• Bidirectional accountability 

• Lean Leadership behaviors 
(“go and see” aka gemba walks)

• Coaching and developing people

• Improvement huddles 
(it’s more about outcome)



Visual Management



PDSA & Improvement Kata



Current Lean Transformation Work



Education



Lean 101

Lean 101 Workbook
• Guides participants through the training
• Serves as a post-training reference
• Interactive format using fillable PDF

Lean Learning Guide: 
• Lean Thinking and Management
• Continuous Improvement Tools
• Results-Based Accountability Key Ideas
• Glossary of Lean Language 
• Further Reading suggestions 



Lean Community of Practice (LCOP)



Lean Office Hours

Twice per month with 
our senior lean 

consultants.



Evaluating Culture: Shingo Insight Assessment



Lessons Learned to Date

• First we must heal ourselves. 
• Importance of Lean leadership education.
• Advantage of educating teams instead of individuals.
• Challenge of culture change in a virtual environment.
• The importance of measuring process.
• Power of a comprehensive communications strategy



Recognitions and Celebrations



With Gratitude
Tomas Aragon, MD, DrPH
State Public Health Officer &CDPH Director

Rohan Radhakrishna, MD
Chief Equity Officer, Deputy Director, Office of Health Equity

Susan Fanelli
Chief Deputy Director, Healthy Quality & Emergency Response

Christine Siador, MPH
CDPH Assistant Director

Kristanna Rivera, 
Deputy Director, Human Resources Division



Q&A
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