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WHY 
LEAN?



John Shook
Lean Enterprise Institute

What problem are we 
trying to solve? 



Clear Purpose �
ThedaCare True North Metrics�

Measuring the health of our organization
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Safety 
•  System Patient Safety 

Bundle 
•  D.A.R.T 

People 
•  Engagement Index 
•  Health Assessment Score 

Customer 
“Lori” 

 
 

 
 
•  Customer Loyalty Score 
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Financial Stewardship 
•  Operating Margin 
•  Productivity 

Quality 
•  Preventable Mortality 
•  30 Day Readmission 
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Philosophy

Human
Development

… An Integrated System



"It is of critical importance 
that if you start this 
journey, that it starts with 
the top, the administration. 
If you don't hardwire Lean 
thinking into your routine, 
then it will just become a 
'flavor of the month.’” Rebecca Smith, VP & COO

Caldwell UNC Health Care
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Don’t Accept Tradeoffs 

1 



Traditional Thinking

MORE
MORE
MORE

People
Space
Money

  



ThedaCare �
Coronary Bypass Patients
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Learn, But Don’t Copy
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“Thinking Production System”

“An environment where people have to 
think brings with it wisdom, and this wisdom 
brings with it kaizen… �

Perhaps the greatest strength of the Toyota 
Production System is the way it develops 
people.  �

This is why the T actually stands for 
‘Thinking’ as well as for ‘Toyota.’”

– Teruyuki Minoura, Toyota
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Dean Gruner, MD�
CEO of ThedaCare

“If we can’t do 
things safely, 
why should we 
be doing them 
in the first 
place?” 



Paul O’Neill
•  CEO of Alcoa
•  Pittsburgh Regional Health Initiative
•  U.S. Treasury Secretary

Goal: ZERO lost work time injuries

“People should not be hurt who 
work for Alcoa. It’s not a priority. 
It’s a precondition.”

•  1/20th of the national average
•  30x safer than hospitals





Lean Improves Safety

•  Virginia Mason Medical Center
– Cut the incidence of pressure ulcers to 2% from 

8%, preventing a projected 838 per year

– 75% fall in the number of litigation claims it 
received between 2004-05 and 2012-13

•  Seattle Children’s Hospital
– 66% reduction in TPN medication error rates
– 50% reduction in ICU bloodstream infections
– 20% fewer ventilator days for patients.
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Problems Are Treasure 
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“I looked at all this three years ago. I collected 
data. I was branded a ‘troublemaker.’”  
 

“I was told to just do my job and to quit wasting 
my time on that analysis stuff.” 
I was ‘creating a negative work environment.’ 
It said that in my performance review.”    

RN, 20 years experience 







“Patient Safety Alerts”
•  15,000 in 10 years
•  Reducing falls, DVT, chemo 

errors, sentinel events
•  Professional liability 

insurance fell 26%, then 
12% more

Gary Kaplan, MD
Virginia Mason Medical Center



27 

Be Patient Focused 
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Dr. Jacob Caron, Orthopedic Surgeon 
Chairman of the medical staff 



Park Nicollet Frauenshuh 
Cancer Center

“Where care comes to you.”

“It’s kinda all about you.”



Don’t Rely On Layoffs 
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A Clear Comparison, 2011



“No Layoffs Due to Lean”



CEO-Level Plan, Do…

•  Old Mindset:
– NorthBay has “unfortunately 

had to deal with various 
cost crises by laying off 
staff” during his tenure

– Senior leaders sometimes 
“really have no choice” 
about layoffs.



CEO-Level Study, Adjust…

•  New Mindset:
–  “After a year or so, the employee 

count is back up and the savings 
evaporate,” adding, “There has to 
be a better, longer lasting and less 
traumatic way to deal with such 
fiscal situations.” 

–  Lean is a journey, not a 
destination.  It requires a long-
term time horizon and long-term 
commitment.



Lack of Time for Kaizen?

“Mikki Gremp, RN, left 
one hospital because a 
number of policies, 
including its practice of 
'flexing down,' left her 
feeling that nurses 
weren't valued.”

AJN Report: The Other Side of Mandatory Overtime 
Roxanne Nelson BSN, RN  
Maureen Shawn Kennedy MA, RN, editorial director  
 
AJN, American Journal of Nursing 
April 2008, Volume 108 Number 4, Pages 23 - 24 
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Stop Overburdening 
People 
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Overburden (“Muri”)

•  Overburden isn’t respectful

•  Two types:
– Too much work
– Work too difficult

•  Work is uneven (mura)



Nursing Unit Analysis
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“Which 20 minutes of �
work are you going to �
skip in an hour?”



Systemic Global “Waste”

What % of time do “med/surg” unit RNs spend �
directly with patients?

A: 21%

B: 33%
C: 50%

D: 65%

New Zealand 33%
Virginia Mason 32%
NHS England 34%
Illinois 31%
Cinci Children’s 29%

It is possible to double this time with patients
More time to do the “right things”



Focus 8 



How Many Top Priorities?

Management on the Mend, John Toussaint, MD (2015)



Strategy Deployment

•  Encourages focus
• What key measures?
• What key initiatives?

Karen Martin, The Outstanding Organization
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Break Down Silos 
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ThedaCare “Door to Balloon”



Value Stream Mapping



“I know we’re 
not doing the 
right thing, but �
I have to hit my 
department 
budget.”
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Avoid Blame 
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“American management 
is quick to assign blame 

to an individual when 
the problem, is in fact, a 

fault in the system.”
W. Edwards Deming (1900-1993)



“When language 

skills develop, one of 

the first practical 

things that can be 

done with them is 

to blame others for 

one’s misdeeds.”





The Quaid Case �
Heparin/Hep-Lock

Hospital CMO:

“This was a preventable error, involving a 
failure to follow our standard policies and 
procedures, and there is no excuse for that to 
occur at Cedars-Sinai.”

Was this the first time the policies 
and procedures were not followed?
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End Command and Control 
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“You Can’t  
Make Anybody  
Do Anything” 



“The Power of Why”



Explaining “Why” to Patients

Source: Children’s Medical Center, Dallas



Go to the Gemba 
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Three Keys to Lean Leadership

• Go See
• Ask Why
• Show Respect

Toyota Chairman Fujio Cho

  



“Toyota managers 
should be 
sufficiently 
engaged on the 
factory floor that 
they have to wash 
their hands at least 
three times a 
day.”

Taiichi Ohno



“…Kaplan tours the 
hospital daily looking 
for problems and 
solutions. Everyone is 
encouraged to look for 
changes to make work 
more efficient.” 
    - Virginia Mason CEO Gary Kaplan, MD



Manage Visually 
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Not Just Charts on the Wall



Managing a Best Practice Solution

“Hourly Rounding”



Problem statements:
– Length of stay is too long
– Too many patients fall and get injured
– Patient satisfaction scores are too low



Are We Managing the System?

√ √ √ √ √ √ √ √ √ 
√ √ √ √ √ √ 



Are We Managing the System?



Are We Managing the System?



Involve Everybody 
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“everybody �
improving, �
everywhere, �
and every day”
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.
We are Here

100% of employees 
are problem 

solvers improving 
something every 

day!!!
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Q&A / Contact Info

•  President, Constancy, Inc.
–  www.MarkGraban.com 

•  Founder, LeanBlog.org
–  mark@leanblog.org

•  Twitter @MarkGraban


