
Lean at 
Children’s 
Hospital! 



Lean at Children’s 

• Ideal Patient Care: Every Patient, Every 
Time Vision 

• Develop people to solve problems to 
deliver the best value to our patients.  Mission 

• Zero Harm 

• No Waste 

• No Wait 

• 100% Engaged Employees 

Goals 
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Lean at Children’s 

Ideal Patient Care 

Service 
Excellence 

Patient 
& Family 
Centered 

Care 

Lean 

Continuous 

Improvement 

Destination 
Zero 
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Improvements at Children's 

Continuous  
Improvement 

Respect  
For 

People 
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Department Background 

• New department in 
2009  

• Hired 2nd FTE in 2012 

• Informal partnership 
with UT Department 
of Industrial 
Engineering 

 

 

 

Patients  
and Families 

Employees and 
Providers 

Lean Department 

VP – Operations 

CEO & President 

Board of Directors 
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Current State 

Daily 
Continuous 

Improvement 

• Ideal Patient 
Care 

• Destination 
Zero 

• A3 Problem 
Solving 
Coaching 

Project Work 

• Value Stream 
Mapping  

• Kaizen Events 

• New Building 
Planning 

Ad Hock 
Consulting 

• General Project 
Request and 
Consultation  

• UT Industrial 
Engineering 
Students  

Department Functions 
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Daily Continuous Improvement 

• Ideal Patient Care Model 

• Started November 2011 

• Utilized in 31 areas 
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Who is the expert? 

Past Present 
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Types of Problem Solving 

• First Order: 

– A quick temporary fix 
“workaround” that 
does nothing to 
prevent the problem 
from repeating. 

• Second Order: 

– Gets at the root 
cause and solves the 
problem for future 
patients and 
clinicians. 
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Hospital Staff are Solving Problems 
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Tools to Get You to Ideal Patient Care 

Value Stream Mapping 

Lean Basics Direct Observation 

A3 Thinking 
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It all starts with an idea 
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Continuous Improvement Board Meeting 
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Continuous Improvement Board Times 

• 2nd Clinic:  Monday at 3:00PM (2nd Clinic back hall) 

• 2nd Floor:  Wednesday at 3:30PM and nights as needed (2nd Floor 
outside of the teen room) 

• 3rd  Clinic:  Payday weeks on Wednesday at 3:00PM, Other weeks on 
Monday at 1:30 PM (Outside of Clinic break room) 

• 3rd Floor:  Tuesday at 11:00AM and night shift alternating Saturdays & 
Wednesdays at 11:00PM  (3rd Floor outside of the CPG office) 

• Admitting:  Friday at 12:45PM (Admitting break room) 

• BioMed:  Monday at 7:30AM  (BioMed Office) 

• Business Office:  Thursday at 10:30AM  (Business Office) 

• Central Supply:  Thursday at 2:30AM  (Central Supply work room) 

• Child Life:  3rd Tuesday of the month at 2:30 PM (Child Life back 
hallway) 

• Echo: Friday at 3:00PM (Echo Office) 

• ED:  2nd and 4th Tuesday of the month at 2:00PM and night shift as 
needed  (ED between Pod 2 and Pod 3) 

• ER Registration:  Day shifts on Tuesday at 3:00PM and night shifts on 
Wednesday at 9:00PM  (Entrance of ER Registration) 

• Engineering:  Monday at 9:15AM  (Engineering work room) 

• Environmental Services:  Payday weeks on Thursday at 4:30PM, 
Other weeks on Thursday at 9:05AM  (Environmental Services Office) 

• Food & Nutrition:  Day shifts on Monday at 2:00PM and night shifts 
as needed  (Outside F&N supervisors office) 

 
 

 
 

• HIM: Wednesday at 3:00PM  (HIM Transcription Room) 

• Information Systems:  Monday at 8:15AM  (Information Systems Office) 

• Interpretive Services:  1st Tuesday of the month at 1:30PM (Interpretive 
Services back hallway) 

• Lab:  Thursday at 2:00PM (Outside of Lab break room) 

• Neurology:  Thursday at 3:30PM  (Neurology office hallway) 

• NICU:  Thursday  at 3:00PM  (Outside of the NICU 1 situation room) 

• ODL and PE:  Tuesdays at 10:00AM  (ODL Break Room) 

• OPS and IPS:  Thursday at 1:00PM  (4W next to patient waiting room) 

• Pharmacy:  1st week of the month on Thursday at 2:00PM remaining 
weeks on Tuesdays at 2:00PM  (Main Pharmacy) 

• PICU:  Wednesday at 2:30PM  (PICU between room 13 and room 14) 

• Purchasing:  Tuesday at 2:30PM  (Receiving Entrance) 

• Respiratory Care:  Wednesday at 3:00PM  (Outside of the RC Office) 

• Radiology:  Tuesday at 3:00PM (Outside of the Radiology break room) 

• Social Work:  2nd Wednesday of the month at 1:00PM  (Social Work back 
hallway) 

• Surgery,  Holding, PACU:  Monday at 2:00PM  (Hallway between OR and 
PACU) 
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1) Welcome: Assign a time keeper to ensure 20 minute 
meeting length. 

2) Review ‘Completed’ Idea Cards:  Celebrate completed 
project by having the project leader briefly present the 
outcome. 

3) Review ‘Doing’ Idea Cards:  Have the project leaders give 
brief updates and write the status on the Idea Card or A3. 

4)  Review Idea Cards:  Review ideas cards in the ‘Idea’ 
column.  Clarify and ensure understanding of the idea with 
the group  and move card the ‘To Do’ column.  Ask for 
volunteers to lead ‘To Do’  ideas and move to ‘Doing’ column. 

5) Wrap-Up: Ask for ideas or problems the group 
encountered over the past week.  Add ideas to new cards.  
Ask staff to initial the Front-line Walks sheet. 

Continuous Improvement Board Meeting Guide 

20 Minute 
Meeting 
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Problem Solving 

• Idea cards can turn into A3 problem solving 
projects 
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Celebration 
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Front  

Line Staff 

LLT Problem 
Solving Coaches  

Leadership / Management 

Lean Department 

Outside Consultant Support 

Support System Structure 

3 Hour Internal 
Training 

2 Day Offsite  
Training 

Management 
Minutes 

Problem Solving 
Workshop 

Ad Hoc Support 
and Guidance  
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LLT Support System 

• LLT Problem Solving Coach 

– Learner: Learn Ideal Patient Care tools by practice 

– Leader: Lead front line staff in problem in solving 
and tools 

– Teacher: Teach future LLT’s and staff to spread 
knowledge and improvements 

 “Tell me and I forget.  
Teach me and I remember. 
Involve me and I learn.”  
  -Ben Franklin  
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Sample LLT Group 

NICU 

1) Rob 
S., NICU 

PCA 

2) 
Donna 

S., NICU 
Day RN 3) 

Melissa 
M., NICU 
Day RN 

4) 
Kristen 

P., NICU 
Day RN 

5) Betty 
N., NICU 
Night RN 

6) 
Shauna 

N., NICU 
Night RN 

7) Tina 
J., NICU 

ANM 

8) Debra 
D., NICU 

ANM 
9) Lori 

S., Nurse 
Manager 

10) Jill 
E., NICU 

Care 
Cord. 

11) 
Jonatha

n G., 
Radiolog

y 

12) 
Noreen 
S., Lab 

13) 
Brenda 
C., F&N 

14) 
Jennifer 

M., 
Speech 

Pathology  

15) Mark 
W., RC 

16) Terry 
K., 

Pharm. 

17) 
Christy 

H., NNP-
BC 

18) John 
B., MD 

Bruce 
A.  
VP  

Legal 

Executive 
Sponsor: 
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LLT Responsibilities 

• Responsibilities: 
– Identify opportunities to better serve our patients and 

families with excellence 

– Lead and teach staff in A3 problem solving 

– Initiate, create, and complete A3 problem solving projects 

– Act as a department liaison for projects 

• Time Commitment 
– Attend a two day LLT training session 

– Attend weekly 15 min quick stand up meetings around the 
department continuous improvement board 
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Manager/Leaders Responsibilities 

• Responsibilities: 
– Provide time and opportunities for Ideal Patient Care 

– Remove barriers that prevent ideal patient care 

– Give input on the effect of the changes at hospital wide 
level   

– Coach frontline staff on problem solving 

– Run continuous improvement board meetings 

• Time Commitment: 
– Attend weekly 15 min quick stand up meetings around the 

department continuous improvement board. 
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Employee Responsibilities 

• Responsibilities: 
– Identify opportunities to better serve our patients 

and families with excellence  

– Participate in A3 problem solving. Use your LLTs to 
help 

• Time Commitment: 
– Attend weekly 15 min quick stand up meetings 

around the department continuous improvement 
board 
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Idea Cards on the Board and Problems Solved 
Old Idea Cards New Idea Cards Problems Solved 

Management Reporting 

52 Problems Solved 
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Wall of Fame Project Highlight 

• Additional Wall of Fames documents can be found on the Lean ETCHnet page. 
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Who’s Problem Solving? 

40% 

30% 

20% 

10% 

Goal: Problems Solved by Staff 
Type 

33% 

17% 

42% 

8% 

Problems Solved by Staff Type 

   Frontline   LLT   Manager   Provider 
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Total Ideal Patient Care Problems Solved By Month  
Bus. Of. 3rd West 

OPS/IPS NICU 

PICU Surgery 

3rd Clinic 2nd Clinic 

RC 2nd Floor 

Neuro Lab 

Rad. ER 

ER-Reg. Bio-Med 

Eng. EVS 

CS Purch. 

HIM Pharm. 

Problems Solved FY14/15 

285Problems Solved 
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Future State 

• Strategy Deployment & “Must Do Can’t Fail” 
Goals 

– Specific plan with precise goals, actions, timelines, 
responsibilities and measures and is cascaded to 
director, manager, and front-line staff activities. 

• Strategy Deployment Initiatives 

• Breakthrough Objectives 

• Daily Continuous Improvement 

– Clear line of sight from C-Suite to the front-line. 
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Future State 

• Leadership Standard Work:   

– Gap between department/front line staff problem 
solving with lean tools and managing in a Lean 
culture  

– Daily stat sheet, daily performance review huddle, 
process observation 

 

“The ultimate arrogance is to change the way 
people work but not to change the way we 
manage.” 
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