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East Tennessee Children's Hospital 

• Private, independent, not-for-profit pediatric 
medical center  

• The only comprehensive regional pediatric 
center in East Tennessee 

• 152 bed hospital with over 148,000 patient 
visits a year 

• www.etch.com 
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Who is the Expert? 
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or 



Ideal at Children’s 
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Ideal Patient Care 

Service 
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Care 
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Improvements at Children's 
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Continuous  
Improvement 

Respect  
For 

People 
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Exact 
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Customized 



Immediate  

9 * © 2012, Mark Graban, used with permission 



10 

Safe 
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Waste Free 



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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Tools to Get You to Ideal Patient Care 

13 
Value Stream Mapping 

Lean Basics Direct Observation 

A3 Thinking 



It all starts with an idea. 
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Continuous Improvement Board Meeting 
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* Adapted From Healthcare Kaizen by Mark 

Graban and Joseph E. Swartz 



Problem Solving 

  Idea cards can turn into A3 problem 
solving  projects 
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Celebrate and Share Information 
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PICU Wall of Fame Document 
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Lab Wall of Fame Document 

19 



ED Wall of Fame Document 
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2nd Floor Wall of Fame Document 



1st Order vs. 2nd Order Problem Solving 

Did you take the patients vital signs?!?!? 
Did you take the patients vitals signs?!?!? 

Ask me 
about 

your vital 
signs. 

Um, yeah…..did you remember to 
take your patient’s vital signs? 

That would be great, mmmkay? 



Wall of Fame Archive 



New Definition: Ideal Patient Care 

Quit doing crazy, 
ridiculous, wasteful, time 
consuming, unsafe things 
that prevent you from 
providing the best care 
possible for your patients.  



Continuous Improvement Mechanics  
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Leadership 
Expetations 

Visual 
Controls 

Education 
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Departmental Model Rollout 

Current 
• PICU  
• ED  
• Lab  
• Radiology 
• NICU  
• 2nd Floor  
• 2nd Clinic  
• 3rd Floor 
• 3rd Clinic  
• Outpatient Surgery 
• Inpatient Surgery  
• Surgery 
• PACU 

 
 

 

Planned 

• Materials Management  

• Pharmacy 

• Respiratory Care 

• Food and Nutrition  
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• Create model lines.  

• Two departments 
every three months. 

• Build the support 
system to ensure they 
can self sustain.  



Support Systems 
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Front  

Line Staff 

Problem 
Solving Coaches  

Leadership / 
Management 

Lean Department 

Outside Consultant Support 

3 Hour Internal 
Training 

2 Day Offsite  
Training 

Management 
Minutes 

Problem Solving 
Workshop 

Ad Hoc Support 
and Guidance  



Frontline Training 

28 

• Into to Ideal Patient Care Concepts 
• Lean Basics 
• Patient and Family Centered Care 



Problem Solving Coach Training  
• Problem Solving Coach: LLT* 

– Learner: Learn Ideal Patient Care tools by practice 

– Leader: Lead frontline staff at the bedside in 
problem solving and tools 

– Teacher: Teach future LLT’s and staff to spread 
knowledge and improvements 
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“Tell me and I forget.  
Teach me and I remember. 
Involve me and I learn.”  
  -Ben Franklin  

* Source: Kenagy, John MD Designed To Adapt 



Sample LLT Group 
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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) 
Jonathan 

G., 
Radiology 

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: 



Staff Expectation 

• Frontline Staff: 

– Identify opportunities for improvement 

– Participate in A3 problem solving 

• LLTs: 

– Lead, teach, and coach staff in A3 problem solving 
– Initiate, create, and  
complete A3 problem  
solving projects. 
– Act as a department  
liaison for projects 
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Leadership Training 

• Lean Management Minutes 

– Going to gemba 

– Leadership standard work 

– Participation in improvements 

– Coaching staff on A3s 

– Setting expectations 

– Asking the right questions 

– When to coach vs. giving instruction 

– Running a Lean meeting 
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Leader Expectation 

• Develop people with the capacity to problem 
solve 

• Coach frontline staff on problem solving 

• 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   
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How to Create Time 

• See a problem…fill out an idea card 

• Work on it during down time 

• Make it a part of committee                          
involvement and work 

• Make a monthly time commitment and stick to it 

• Identify projects and work with your manager to 
schedule off unit time to work on it 

• Use your Lean and Guest Relations resources to 
help 

• Sign up for the Lean Problem Solving Workshop 
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Problem Solving Workshop 
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• Real World Application 
• Hands On Learning 
• Data Driven 



Learn By Doing 

Learn By Doing 
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Practice! Practice! Practice! 



Continuous Improvement Health Assessment 
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Department 1 – Health Assessment 
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Lack of 
Ideas? 



Department 2 – Health Assessment 
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2nd Order 
Problem 
Solving? 



Department 3 – Health Assessment  
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Stagnant 
Problem 
Solving? 



Department 4 – Health Assessment  
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Too much 
to do? 



Department 5 – Health Assessment  
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Just 
Right? 



What’s Your Health Assessment? 
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December Problem Solving Numbers 

  PICU 
Radiolog

y Lab ED NICU 2nd Floor 2nd Clinic 3rd Floor 3rd Clinic Totals 
Total Idea Cards 24 22 10 19 22 33 19 25 11 185 

Old Idea Cards 20 20 6 18 21 26 15 20 11 157 
New Idea Cards 4 2 4 1 1 7 4 5 0 28 

Idea Cards with A3 2 5 0 2 4 4 6 9 5 37 
Problems Solved 0 3 1 0 2 2 1 4 0 13 

   Frontline 0 0 0 0 0 1 0 1 0 15% 
  LLT 0 3 1 0 2 1 1 3 0 85% 

  Manager 0 0 0 0 0 0 0 0 0 0% 
  Provider 0 0 0 0 0 0 0 0 0 0% 

1 1 0 
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Idea Cards on the Board and Problems Solved 

Old Idea Cards New Idea Cards Problems Solved 

15% 

85% 

0% 0% 

Problems Solved by Staff Type 

   Frontline   LLT   Manager   Provider 

10% 40% 30% 20% 

GOAL 

13 Problems Solved 



77% 

15% 

8% 0% 

Problems Solved by Staff Type 

   Frontline   LLT   Manager   Provider 

  PICU Radiology Lab ED NICU 2nd Floor 2nd Clinic 3rd Floor 3rd Clinic Totals 
Total Idea Cards 22 28 10 18 17 61 26 21 14 217 

Old Idea Cards 20 23 9 16 16 57 22 20 11 194 

New Idea Cards 2 5 1 2 1 4 4 1 3 23 

Idea Cards with A3 1 5 0 2 5 6 6 9 5 39 

Problems Solved 0 0 2 1 3 7 0 0 0 13 

   Frontline 0 0 2 1 1 6 0 0 0 77% 

  LLT 0 0 0 0 1 1 0 0 0 15% 

  Manager 0 0 0 0 1 0 0 0 0 8% 

  Provider 0 0 0 0 0 0 0 0 0 0% 

January Problem Solving Numbers 
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Cumulative Problem Solving 
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Key Takeaways 

• Frontline Staff are the Experts 

• Develop Support Systems 

– Problem solving resources 

– Leadership style and commitment 

– Visual management 

• Learn By Doing 

47 



Ideal Patient Care 
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…to provide care that 
achieves the best outcome 
and experience for every 
patient and family every 
time they are in our care. 

* Source: Kenagy, John MD Designed To Adapt 



Suggested Readings 
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Questions? 
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Contact: Isaac B. Mitchell 
• Phone: 1-865-541-8304  
• Email: ibmitchell@etch.com 
• Twitter: @IsaacMitchell  
• LinkedIn:  www.linkedin.com/in/isaacmitchell/ 
• Web: www.isaacbmitchell.com  

http://www.linkedin.com/in/isaacmitchell/


Reference Material 
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Sample Direct Observation 



Sample Value Stream Map 
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Sample A3 
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Current Condition vs. Target 
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vs. 
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A3 Problem Solving 
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Obtaining Our Target Condition 
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