
My Top 3 Lessons Learned 
“Fall Down Seven, Get up Eight”

Insights gained from two decades of experimenting with Lean.

Isaac B. Mitchell



Be okay with failure and learn from it.

“Fall down 
seven times, 
get up eight.”



Lesson One: Focus on 
the patient. Everything 
else will follow. 



Meet Tye



East Tennessee Children’s Hospital from Concept to Creation



“We have to travel to 5 floors & walk 3 

blocks for surgery.”



“They kept asking us the same question over and over…”

possible questions being asked of 
patients/families prior to surgery



Inpatient vs. Outpatient System Design

Unique, 
178

Duplicate, 
21

Future State EMR Fields

Unique, 
372

Duplicate, 
148

Current State EMR Fields

36%
• Total items 

decrease

85%
• Duplication 

decrease*

*Purposeful duplication of items 
that benefit from verification



“Some patients were having a great 

experience, but we were not.”
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Pre/Post Room Utilization
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PACU Room Utilization

Date: Notes: 24

Time: Reg. P/P PACU Pro. OR P-1 P-16 P-31

Cases: 33% 43% 67% 50% 22% Eye Gen EGD

1 17 6 2 2 P-2 P-17 P-32

Bronch EGD ENT

Reg. Wait P/P 1 P/P 2 P/P 9 P/P 10 P/P 17 P/P 19 P/P 21 P/P 23 P/P 33 P/P 35 P/P 37 P/P 39 P-3 P-18

P-57 P-54 P-52 P-48 P-20 P-13 P-28 P-22 T&A Dent

EGD EGD EGD EGD Eye Eye Eye Gen P-4 P-19

P-55 P/P 3 P/P 4 P/P 11 P/P 12 P/P 18 P/P 20 P/P 22 P/P 24 P/P 34 P/P 36 P/P 38 P/P 40 Tubes T&A

EGD P-47 P-21 P-5

URO Ortho Ortho

P/P 5 P/P 6 P/P 13 P/P 14 P/P 25 P/P 27 P/P 29 P/P 31 PACU 3 PACU 4 PACU 5 PACU 6 PACU 7 P-6

P-46 P-49 P-35 P-38 P-27 P-30 P-33 P-37 Tubes MRI

EGD EGD ENT Tubes T&A Gen Ortho Eye P-7

P/P 7 P/P 8 P/P 15 P/P 16 P/P 26 P/P 28 P/P 30 P/P 32 PACU 2 PACU 1 PACU 9 PACU 8 T&A

P-50 P-56 P-53 P-36 P-34 P-26 P-25 P-8 P-23

EGD EGD EGD ENT ENT Dent Dent Eye T&A

P-9 P-24 P-39

Surgical ORs (West) T&A EGD EGD

Pro. 1 Pro. 2 Pro. 3 Pro. 4 OR 2 OR 3 OR 4 OR 7 OR 8 OR 9 P-10

P-42 P-40 P-29 P-44 EGD

Dent Dent T&A Ortho P-11

OR 1 OR 5 OR 6 Future OR T&A

P-12

2 Fam. 3 Fam. 4 Fam. 5 Fam. T&A

29 59 89 119 P-43

EGD

P-14

ENT

P-15

T&A MRI

Surgical Pre/Post (East)

Tuesday, February 25, 2014 Utilization

Procedure ORs Surgical ORs (East)

Waiting Room Occupancy

Discharge Count

12:30

58

Procedure Pre/Post Surgical Pre/Post (West)



“The staff are doing their best with the 

resources they have. They’re stressed!”



What our patients experience today.

“I called my husband on the 
day of surgery and couldn’t 
believe the improvements 
made in the reduction of 

repetitive questions and the 
improvement of staff working 
in tandem. It was a night and 

day difference.”

“We’re now only collecting 
essential information 
from our patients and 

families. I now have time 
to build relationships with 
my patients. This is why I 

went into nursing.”  

• Reduction in pre-op questions62% ↓
• Reduced average time to get a patient ready for 

surgery from 287 minutes to 47 minutes84% ↓

• Patients experience our pre-op goal of 60 minutes90%  

• Reduction of Operating Room turnover time18% ↓

• Reduction in new facility equipment needs$560K ↓
• Cost avoidance of two fewer planned ORs while still 

meeting patient demand.$812K ↓
• Overhead cost reduced by running the same 

volume through 6 ORs vs 9 ORs. $3.2M ↓  



Building an improvement culture starts with the frontline. 



Lesson Two: 
Technology is not a 
silver bullet solution in 
healthcare.



Design with Lean Principles: Improving one without the other 

is not improvement. 

People

ProcessTechnology



Go to Gemba. Seek to Understand.

Hospital – 1st Pump
• $50-125 per day per pump
• Lost pumps
• Inconsistent billing

Transition – 2nd pump
• Transition Pump ($600-900)
• Additional dressing change
• Delay in Discharge ($800-5000 per night)

• 3 hrs – 3 days

Post Acute – 3rd pump
• Device Change



“Nobody is responsible for 
coordinating care…that’s 
the dirty little secret about 
health care.”



Systems Thinking: The ability to see how one thing is part of a 

larger, connected system.

Deming’s System of Profound Knowledge

Theory of Knowledge: How do we know what we believe we know? 

Theory of Variation: How do we analyze and understand what we 
know?

Theory of Psychology: How do we account for human behavior

An Appreciation of Systems/ Systems Thinking: Are we seeing the 
bigger picture?



Technology built around people and process. 

28m
• Reduction in 

discharge time

90%

• Elimination of 
“extra” dressing 
changes

$30K
• Cost of Lost 

Units

$500K

• Annual 
Operating Cost 
Savings



The world changed overnight, and so did we.



Sunk Cost Fallacy: Focus on the right problem to solve.



Lesson Three: Visual 
Management: Avoid 
“rules for thee, not for 
me”. Practice what you 
preach! 



What are some Lean Visual Management Tools and Examples?

Kanban

A3

Spaghetti 
Diagram

Level Loading

6S



Ballad Health



Visual Management Best Practice

1 second

•  Are we winning or losing?

• What’s the score?

3 second

• What’s happening?

• How are we trending? 

10 second

• Next Steps?

• What are the drivers of the problem?

• What are we doing to fix the problem?



Level One: 

Executive



Level Two: 

Management and 

Business Owner



Level Three: 

Project Team and 

Front-line



Level Four: 

A3



Advocate and 
market your 
team!



Hurricane Helene – Aligning Resources to Demand



Real Time Project Status



Transparency drives trust, accountability, and collaboration.



FEMA Funding and Recovering



The Power of Team and Mission



Celebrating our team and mission.



Focus on the 
Patient

People, 
Process, AND  
Technology

Practice what 
you preach! 



Hansei: The Power of Self-Reflection

What is the 
one thing you 
will start on 

Monday 
Morning as a 
result of our 

time together?



Daruma Doll Stages

1) Set Your 
Intention

2) Display 
with Purpose

3) Celebrate 
Achievement

4) Honor the 
Cycle



Golden Opportunities for Authentic Growth

Celebrate imperfections rather 
than hiding them. 

• Kintsugi is the art of repairing 
broken pottery with gold. 

• Wabi-sabi is finding beauty in 

imperfection and change over 
time



Questions?



Lifelong Learner Through Community and Kaizen

www.LeanBook.Club 

www.LeanCoffee.Club 

http://www.leanbook.club/
http://www.leancoffee.club/


SURVEY
QR CODE

PLACEHOLDER

Isaac B. Mitchell
Isaac.mitchell@balladhealth.org

1-865-228-7429

www.isaacbmitchell.com
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