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Introduction to lean 

Presenter
Presentation Notes
How many of you have faced this issue in your workplace? This cart works, it accomplishes the task it was made to do. But does it do it in the most efficient manner? Another question that could be asked would be why do the workers not fix the problem? The solution is pretty evident to all of us right?(Ask if the audience has an idea why)



Topics for today 

• Lean definition and theory 

• Examples of lean waste 

• Lean tools and examples 

• Implementing lean  
 



Lean definition and theory 

• What Lean is not: 
–A program 
–A set of tools 
–A quick fix 
–A one time project  
 



Lean definition and theory 

• Lean is:  
–Customer centric 
–Continuous  
–Proven to work 
–A commitment 
–Empowering 

 

 

 

Presenter
Presentation Notes
We define lean in healthcare as “an organization’s cultural commitment to applying the scientific method to designing, performing, and continuously improving the work delivered by teams of people, leading to measurably better value for patients and other stakeholders”. (Toussaint MD & Berry PhD. “The Promise of Lean in Health Care”)- The true purpose of lean is to empower staff at the frontlines to not be afraid of making changes that they feel would increase their productivity. Once empowered, staff can make any changes to their processes without any fear of repercussions. 



Examples of lean waste 

 

Presenter
Presentation Notes
ExamplesDefects: Coding and documentation errors. Incorrect patient demographic information. Overproduction: 4 check-in staff with only 2 staff rooming patients, Double booking appointmentsWaiting: Self explanatory. But having only one functioning scale or measuring board, having only one audiometry room, etc. Non-Utilized Talent: Are staff working to the full scope of their titles? Transportation: Moving materials into an exam room after the provider requests them, not having necessary materials available to perform a function, etcInventory: Too many materials in the exam room, not properly categorized in order to facilitate tracking.Motion: Moving the patient too many times in order to process them, staff movement to printer, fax machine, etc. Extra-Processing: Usually seen with practices not looking at their workflow, and they end up documenting more than they need in the patient’s chart. Anybody else have examples they would like to share?



Easy to use lean tools 



Gemba walk and Kaizen  

• What is it? 

• To what areas can I apply it? 

• What’s its purpose? 

• Examples 

Presenter
Presentation Notes
Gemba walk is a nomenclature 



Lean process mapping 

• What is it? 

• To what areas can I apply it? 

• What’s its purpose? 

• Examples 

Presenter
Presentation Notes
Process mapping is a tool that helps you represent in a visual format the steps required to perform a specific action or set of actionsAny process that has a defined set of steps and outcomes can be process mapped. You can even process map out how to get to a specific medical diagnosis!To visually spread out your process and facilitating the analysis of the steps that are currently part of the process to look for potential areas where waste can be identified.�



Lean process mapping 

Presenter
Presentation Notes
Here we have the initial process map of our clinics family planning workflow. We traced the workflow from the moment the patient checked in, all the way to when the patient checked out. We then attached specific average times to these work instances using data we had previously collected. All these processes had to occur within a 15 minute window, since that was the appointment time allotted. As depicted, even in the best of circumstances where the patient required no labs and could be immediately checked out, the process from check-in to check-out would be 23 minutes on average (not counting provider time with the patient). 



Lean process mapping 

Presenter
Presentation Notes
By creating an alternate process pathway (pink post-its) we created a process that sought to consolidate certain steps In the process, we went from 7 steps (we did not include the provider) to 5 steps. We identified various areas of lean waste and eliminated wasteful workflows. Our main concern was that the provider got to the patient as fast as possible after seeing a previous patient. This was limited because patients had to wait in the room for a lab draw, for their after visit summary and for their appointment to be made. We shifted all these functions to a different area, freed up our exam rooms and shifted responsibilities to a new position.



Lean fishbone diagrams 

• What is it? 

• To what areas can I apply it? 

• What’s its purpose? 

• Examples 

Presenter
Presentation Notes
A Cause and Effect Diagram is structured brainstorming tool designed to assist an improvement team in listing potential causes of a specific effect. It is also known as an Ishikawa Diagram, for its creator, or a Fishbone Diagram, for its resemblance to the bones of a fishCauses are often grouped into major categories, which are classically defined as the 6 Ms: Man/Mind Power (people), Methods (processes), Machines (technology), Materials (raw materials, information, consumables), Measurements (inspection), and Milieu/Mother Nature (environment). An additional 2 Ms are also sometimes used: Management/Money Power and Maintenance.



Lean fishbone diagrams 

Presenter
Presentation Notes
5 Why’s explanation:



Pareto charts 

• What is it? 

• To what areas can I apply it? 

• What’s its purpose? 

• Examples 

Presenter
Presentation Notes
A pareto chart is used to graphically summarize and display the relative importance of the differences between groups of data. 2) It helps with answering the following questions?What are the largest issues facing our team or business?What 20 percent of sources are causing 80 percent of the problems (80/20 Rule)?Where should we focus our efforts to achieve the greatest improvements?3) The data that we used for our pareto charts is confidential, but we can give some online examples!



Pareto charts 

 

Presenter
Presentation Notes
1) How many total times was the person late?2) Why are they late the majority of the time?3) How do we solve the problem? A pareto chart is used to graphically summarize and display the relative importance of the differences between groups of data. 2) It helps with answering the following questions?What are the largest issues facing our team or business?What 20 percent of sources are causing 80 percent of the problems (80/20 Rule)?Where should we focus our efforts to achieve the greatest improvements?3) The data that we used for our pareto charts is confidential, but we can give some online examples!



5S 

• What is it? 

• To what areas can I apply it? 

• What’s its purpose? 

• Examples 

Presenter
Presentation Notes
* 5S is the name of a workplace organization method that uses a list of five Japanese words: seiri, seiton, seiso, seiketsu, and shitsuke.In English, these words mean: "sort", "straighten", "shine", "standardize", and "sustain". It can be applied to any area where materials are stored, in our examples we applied it directly to consultation rooms 1) To gather a list of materials that are really needed in an exam room2) To organize the materials so that they are accessible, they are able to be used in a structured format (Most used items on the bottom) and so that there is a daily control and monitoring of the materials so that they never run out during a business day and create waste.



5S 

 

Presenter
Presentation Notes
We held a Kaizen event at our Grapevine site. We had all MA’s and leadership staff working side by side to organize all the examination rooms to fit a model that was identified to be the most useful for our Medical Assistants. We also labeled everything in the cabinet and took a picture of how it was supposed to look. That picture is located on the inside of the cabinets, so that new MA’s can immediately pick up on the 5S model. 



 

Presenter
Presentation Notes
MA’s came up with this idea, to label the outside of their workstation in order to identify rapidly what materials are located inside. This helps with new MA’s so that they don’t waste valuable time looking for materials, it also facilitates the re-stocking process!



How to implement lean in 
your clinic 



Implementation made easy 

1. Secure executive team involvement and 
company commitment 

 

2. Form a diverse lean team and identify the 
team lead 

 

3. Identifying and define the problem(s) 
 

Presenter
Presentation Notes
2) Remember that the frontline staff are the true experts of the process, they are the ones that will continue the process improvement once the initial phase of the project is finished. Lean is all about empowering staff to make change. Staff that can make decisions and that actually do the work are the best staff to useLook at some of the tools given today



Implementation made easy 

4. Collect and organize your data 

 
5.  Communicate lean actions with all 

company staff 

 
6. A lean project is never finished!  

Presenter
Presentation Notes
Use Pareto charts, histograms, tally sheetsDevelop a newsletter or a company lean sitAssign oversight of the project to a manager trained in lean, continue to have updates on the project and communicate changes to staff and leadership



Barriers to lean implementation 

• Lack of knowledge/buy-in 

• Resistance to change 

• Lack of patience 

• Lack of funding 

• Lack of staffing 
 

Presenter
Presentation Notes
Results may not be as expected, but that does not mean the project is a failure.Lean is also a lengthy process, so if your company is looking for quick results, then Lean might not be the right fit for you.



Questions? 



Resources 

• Bongers, Jooster, Janssen. Application of lean thinking to health 
care: issues and observations. International Journal for Quality in 
Healthcare 2009. Volume 21. Number 5: pp 341-347 

• Going Lean in Healthcare. Institute for Healthcare Improvement, 
2005. 

• Implementation of Lean in a Community Health Center: A Case 
Study. American Institutes for Research. July 2012. 

• Successfully deploying Lean in healthcare. Phillips Consulting, 
2011. 

• Toussaint, MD. Berry, PhD. The Promise of Lean in Health Care. 
Mayo Clinic Special Article, 88(1):74-82. January 2013 

• . 
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