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Redefine Expert  
Engaging Frontline Staff in Lean 

Continuous Improvement 

Isaac B. Mitchell, Lean Coordinator 
(865) 541-8304   ibmitchell@etch.com 

mailto:ibmitchell@etch.com


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 155,000 patient 
visits a year 

• www.etch.com 
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What is Ideal Patient Care? 

GOAL: To provide care that achieves the best 
outcome and experience for every patient and 
family every time they are in our care. 

• Exactly what the patient needs, when and 
where they need it and defect free. 

• Customized to include each individual patient 
and family’s needs and preferences. 

• Immediate response to problems or changes. 

• Safe physically, emotionally, and 
professionally. 

• Waste Free 
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Who is the Expert? 
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Tools to Get you to Ideal Patient Care 
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1. Lean Basics 

2. Direct 
Observation 

3. Value Stream 
Mapping 

4. A3Problem 
Solving 

 



Goals of Lean Healthcare 

6 No Waste 

Zero Harm  Employee Engagement 

Patient & Family Focus 



The Power of Direct Observation 
• Deeply understand 

how work currently 
happens before trying 
to fix it. 

• Get the facts, not 
assumptions.  
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Value Stream Mapping (VSM) 
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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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A3 Problem Solving Template 
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Continuous Improvement Board 
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* Adapted From: Healthcare Kaizen by Mark 

Graban and Joseph E. Swartz 



Place Your Idea Cards on the Board 
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Ideal Patient Care Process 

  Idea cards turn into problem solving 
 projects 
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Ideal Patient Care Process 

 Celebrate and share 
project completions 
through the Wall of 
Fame 
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Example of a Wall of Fame Document 
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16 



Environment to Get to Ideal 

• Training Groups: 

–Frontline Training 

• Three Hour Course 

–Coach “LLT” Training 

• Two Day Offsite 

–Leadership Training 

• Four Part Lunch and Learn 

• Problem Solving Workshops 
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vs. 



Sample Coach “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., 
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: 



Manager/Leaders Expectation 

• 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 

• Set the expectation  
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Staff Expectation 

• Frontline Staff: 

– Identify opportunities for improvement 

– Participate in A3 problem solving 

• LLT: 

– Lead and teach staff in A3 problem solving 

– Initiate, create, and complete A3 problem 
solving projects 

– Act as a department liaison for projects 
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Monthly Metrics 
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Learn By Doing 

Learn By Doing 
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Practice!, Practice!, Practice! 


