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developed using blueprints of the
surgical department.

Among anticipated changes are
the ways information and patients
flow through the area. The
increased size of the new surgical
In December 2012, Presbyterian
area would pose a challenge for
Intercommunity Hospital (PIH)
communication between staff. A
will move certain services into
their new Plaza Tower. Preparing large central area seemed to lend
itself to the development of a core
for such a move is always a
challenge requiring planning and “team” to help streamline the flow.
Consisting of an RN, tech,
training right up to move-in day.
The expansion of surgical services orderlies, environmental services,
and a case coordinator, this team
and changes in the way they
currently admit patients presented will be the eyes and ears for the
OR charge nurse and will be
the opportunity to design new
responsible for maintaining the
processes as well as standardize
flow of patients in and out of
the old ones incorporating Lean
operating room suites. (Figures 1
methods to decrease waste and
and 1a.)
improve patient flow throughout
the entire surgical experience.
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impacted by the new surgical area.
In the current flow, patients are
admitted into a short-stay unit
A Lean surgical team, led by a
before surgery or on the medicalLean facilitator, was formed to
surgical floors if admitted after
work for six months on process
surgery. In the new process
mapping, appropriate utilization of (Figures 2 and 2a), patients will be
existing staff, metrics and standadmitted directly to an admissions
ardization of work processes. Work area in the surgical department.
and patient flow processes were
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surgery and taken directly to the surgical suite for
their procedure.
Timely surgical procedures are critical to the flow of
the operating room. When a patient arrives with
incomplete orders, it delays the admission process and
creates late start times for the operating room. To help
ensure they are ready for the procedure, patients are
required to visit a pre-admissions nurse. The nurse
checks physician orders for all required tests and
documents, and provides valuable education for the
patient. If the patient needs tests, the lab, radiology
and EKG departments are readily available. A
standardized workflow map for this admission area
identifies who does what and when so that the patient
is ready on time for their surgical procedure.

“Ultimately by using Lean
methods, our staff’s workflow
was streamlined resulting in
more efficient, seamless and
high-quality care for
patients.” —
PIH President and Chief
Executive Officer Jim West

Adding Value through Standardization
Any high-risk environment can benefit from standard
operating procedures (SOPs) and the consistency of
quality that can come from eliminating variation.
While commonly applied to complex tasks in the
military, airline and nuclear power industries,
standardization can also be applied to even the most
basic tasks. Using the 5S method (Sort, Straighten,
Shine, Standardize, Sustain), the Lean team can sort
old equipment, streamline instrument trays and case
cards, and determine what items will be moved to the
new tower and what will be donated or discarded.
There are many more everyday examples of SOPs:
recipes, how-to instructions and even the simple
instructions shown in Figure 3. Consistency in

training new staff is another value-added benefit of
SOPs. The SOPs created by the PIH staff will be excellent
references when they move into their new work areas.
SOPs, handoff tools, checklists, algorithms, etc., can be
created for current procedures and modified for the
new future state. Each SOP will go through a Plan,
Do, Check, Act (PDCA) process to ensure they work as
intended. Training and implementing SOPs before the
move provides staff with a standardized frame from
which to work and will make the process easier in the
new environment.
One month prior to opening the new tower, the
surgery department staff will simulate the new
workflows to gather time and efficiency data. Any
necessary adjustments to processes can be made to
ensure everything works smoothly on opening day.
PIH has committed to continuous daily improvement
and will further enhance the processes as they
acclimate to their new environment.
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Effective Lean implementation allows the various stakeholders to agree on a documented workflow.
These figures offer examples of workflow charts and standard operating procedures (SOPs).

Figure 1: OR Core Workflow

Figure 1a: Close-up of OR Core Workflow
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Figure 2: Admissions Workflow

Figure 2a: Close-up of
Admissions Workflow
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Figure 3: Example of a Standard Operating Procedure

