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Does this resonate?
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DOCTORS, NURSES, AND STAFF ALL HAVE JOBS 
TO DO...
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FIREFIGHTING CAN RESULT IN THIS…
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OR LOOK LIKE THIS…
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OR THIS…
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WE NEED TO BEGIN REMOVING OBSTACLES 
AND SIMPLIFYING PROCESSES…BUT HOW?
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We Need A System…
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Systems Start With 
Principles
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PILLARS OF IMPROVEMENT

Continuous Improvement Systemic Respect
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CONTINUOUS IMPROVEMENT
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CONTINUOUS IMPROVEMENT
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SYSTEMIC RESPECT
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SYSTEMIC RESPECT
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EXAMPLES OF SYSTEMIC DISRESPECT
• Processes change but procedural instructions aren’t updated
• Clinic regularly runs behind
• Staff are expected to be in two places at once
• Duties are added but workloads aren’t rebalanced
• Metrics are reported but not discussed 
• Suffering with worn-out equipment
• Entering duplicate information in multiple systems
• Collecting 80 lines of clinical info when only 8 are needed
• Staff are expected to memorize multiple provider methods
• Performing processes that are no longer needed
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PILLARS OF IMPROVEMENT

Systemic RespectContinuous Improvement 

Everybody, everyday 
experimenting with small             

tests of change

When the system performs in a 
way that makes it easy to deliver 

AND receive quality care correctly 
the first time
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People are 
frustrated

Start a new 
improveme
nt project

Design  
solution 

(symptom)

Train staffImplement 
the change

Unexpecte
d problems 

emerge

Feels like 
nothing 

improved

Design 
without 

user 
feedback

1. Verbal/email
2. Training may 

raise more 
questions

3. Insufficient 
reference 
materials

1. Inadequate 
Go live 
notice

2. Limited 
support to fix 
problems

3. Workarounds 
emerge

1. Without 
piloting 

2. Without 
additional 
training

Verbally 
discuss 

problem
VICIOUS CYCLE

Problem 
solve from 
behind a 

desk
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VICIOUS CYCLE People are 
frustrated

Start a new 
improveme
nt project

Design  
solution 

(symptom)

Train staffImplement 
the change

Unexpecte
d problems 

emerge

Feels like 
nothing 

improved

Experiment 
and design 

with user 
feedback

1. Go lives are 
scheduled with 
a “go/no go” 
meeting before 
launch

2. Full support 
available to fix 
problems

1. Improvements 
are piloted

2. Tweaks made 
before go live

Tie up loose 
ends   

(sutures not 
band aids)

Prioritize 
next 

problem

STOP
and

reflect

Go see. 
Ask why. 

Show 
respect.

See one, 
do one, 

teach one

Make 
problems 

visible
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People are 
frustrated

Start a new 
improveme
nt project

Design  
solution 

(symptom)

Train staffImplement 
the change

Unexpecte
d problems 

emerge

Feels like 
nothing 

improved

1. 
Go see. 
Ask why. 

Show 
respect.

4. 
See one, 
do one, 

teach one

VICIOUS CYCLE 2. 
Make 

problems 
visible

3. 
Experiment 
and design 

with user 
feedback
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Go See. Ask Why. 
Show Respect.
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People are 
frustrated

Start a new 
improveme
nt project

Design  
solution 
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Train staffImplement 
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d problems 

emerge
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nothing 

improved
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Go see. 
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Show 
respect.
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GO SEE
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GO SEE - DOWNTIME ACRONYM

- Defects
- Overproduction
- Waiting
- Not utilizing Talent
- Transportation
- Inventory
- Motion
- Excess Processing

D
O
W
N
T
I

M
E
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ASK WHY

Why in that sequence? 

Why for that duration? 

Why that supply or tool?

Why that way? 

Step 1 Step 2 Step 3Start End
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5 WHY EXAMPLE
The stone on the Jefferson Memorial was crumbling
1) Why was it crumbling?

Too frequent washings were causing the stone to crumble. 
2) Why was it washed so often?

To remove bird droppings
3) Why were so many birds at the building? 

There is an abundant food supply: hundreds of little spiders
4) Why are there so many spiders?

Spiders were attracted to the midges.
5) Why were there so many midges?

Every evening at dusk they emerge in a mating frenzy. At the same time 
the Park Service turns on its powerful spotlights. The midges are then 
attracted to the lights.

Solution: Delay the daily lighting to one hour after sunset. Midge 
population is down 90%, they have broken the food chain and 
there are less frequent washings.

HOW MANY OF US WOULD HAVE STOPPED TOO EARLY AND SOLVED A 
SYMPTOM RATHER THAN FINDING THE ROOT CAUSE? Example provided by Juran Institute
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SHOW RESPECT
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BURN CLINIC – LONG PATIENT WAIT TIMES

CLS
Enters with 

HCA

O
SS

HC
A

Pr
ov

id
er

Th
er

ap
y

C
hi

ld
 Li

fe
 /

 S
W

Take 
Photo

Rooms 
pt

Takedown 
wound(s)

Assess 
pt

Apply 
new 

dressing

Verify AVS 
is 

complete

Assess 
wound(s)

Determin
e plan of 

care

Check 
range 

of 
motion

Prov ide 
instruction

Prov ide 
supplies

Prov ide 
education

Sign off 
that all 
Therapy 

needs are 
met

Initial 
wound(s) 

assessment
(2 min)

Referral/
*consult?

Fill out
Rx 

and/or 
release 
forms

Type up AVS

Schedule 
follow up 
and give 

pt AVS

SW
Assessment

(5 min)
SW

Assessment
(full)

PROCESS MAP

Check in pt

Complete EPIC 
charting/ notes

Exam 2

Exam 1

Exam 3

Exam 4

Exam 5

1) Surgeons enter
2) THEN Social Worker enters
3) THEN Physical Therapist enters
4) THEN APC enters 
(EVERYONE IS STILL IN THE ROOM)

Flow increased, waiting (waste) decreased, and turnaround time decreased

1) Therapy enters
2) APC enters

Patient
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Make Problems 
Visible
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People are 
frustrated

Start a new 
improveme
nt project

Design  
solution 

(symptom)

Train staffImplement 
the change

Unexpecte
d problems 
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Feels like 
nothing 

improved

1. 
Go see. 
Ask why. 

Show 
respect.

2. 
Make 

problems 
visible
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TAKE PICTURES (BIKE)
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TAKE PICTURES (BIKE)
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TAKE PICTURES (BIKE)
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TAKE SCREENSHOTS (CLINIC)

Clinic 1 Clinic 2
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Clinic 1

TAKE SCREENSHOTS (CLINIC)

Clinic 1

15 visits Up to 24 visits
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TAKE PICTURES AND DRAW
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TAKE PICTURES AND DRAW
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PROCESS MAP - DRAFT 1
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PROCESS MAP - DRAFT 2
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PROCESS MAP - DRAFT 3
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PROCESS MAP - DRAFT 4
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PROCESS MAP - DRAFT 5

Draft 5: 4/29/2021 1. Staff added patients 
to tracker at 
different points

2. Not all staff were 
setup to have 
patient responses 
route to a pool
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“ROCKS IN THE SHOES”
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“ROCKS IN THE SHOES”
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“ROCKS IN THE SHOES”
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VISUAL FLOOR PLAN LAYOUTS
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TEAM METRICS
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TEAM METRICS
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INDIVIDUAL BENCHMARKING
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SYSTEM BENCHMARKING



C O N F I D E N T I A L

INDIVIDUAL METRICS
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Experiment and 
Design with User 

Feedback



C O N F I D E N T I A L

People are 
frustrated

Start a new 
improveme
nt project

Design  
solution 

(symptom)

Train staffImplement 
the change

Unexpecte
d problems 

emerge

Feels like 
nothing 
changed 

1. Go see. 
Ask why. 

Show 
respect.

2. Make 
problems 

visible

3. 
Experiment 
and design 

with user 
feedback
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What is on the other 
side of the ridge?

www.Katatogrow.com
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A is a 
structured routine 
you deliberately 
practice at the 
start, to develop a 
habit leaving you 
with new skills
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EXAMPLES
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THE IMPROVEMENT KATA
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THE IMPROVEMENT KATA

Think Big, 
Act Small
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THE IMPROVEMENT KATA

Think Big, 
Act Small
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THE IMPROVEMENT KATA
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STEP 1: CHALLENGE

www.Katatogrow.com
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STEP 2: CURRENT CONDITION

www.Katatogrow.com
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STEP 3: TARGET CONDITION

www.Katatogrow.com
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STEP 4: EXPERIMENT

www.Katatogrow.com
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STEP 4: EXPERIMENT
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STEP 4: EXPERIMENT

Plan StudyDO

Act
Plan DO Study

Act
Plan DO Study

Act

PDSA CYCLES RECORD

www.Katatogrow.com
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STEP 4: EXPERIMENT

www.Katatogrow.com
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STEP 4: EXPERIMENT

www.Katatogrow.com
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STEP 4: EXPERIMENT

www.Katatogrow.com
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WHAT CAN WE IMPROVE VS WHAT DO WE 
NEED TO IMPROVE
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REPEAT STEP 2: CURRENT CONDITION

www.Katatogrow.com
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REPEAT STEP 3: TARGET CONDITION

www.Katatogrow.com
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SOLUTION DESIGN
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STOP DECORATING THE FISH

https://www.stopdecoratingthefish.com/

More Technology More Data More Strategy

More Money

More Training

More Communication More Reorganization More Accountability &
Assigning Blame 

https://www.stopdecoratingthefish.com/


C O N F I D E N T I A L

LET’S MOVE FROM THIS…

TO THIS
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See One, Do One,
Teach One

See 3 
Do and 
Teach 

4
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People are 
frustrated

Start a new 
improveme
nt project

Design  
solution 

(symptom)

Train staffImplement 
the change

Unexpecte
d problems 

emerge

Feels like 
nothing 
changed 

1. 
Go see. 
Ask why. 

Show 
respect.

4. 
See one, 
do one, 

teach one

4. See 3 
Do and 
Teach 

4

2. 
Make 

problems 
visible

3. 
Experiment 
and design 

with user 
feedback
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DO THESE METHODS LOOK FAMILIAR?

Sink or Swim

Death by Meeting

Read and Sign

Buddy System



C O N F I D E N T I A L

SEE 3 DO AND TEACH 4
Important Steps Key Points Reasons

1 Break down the task Document important steps, key points, and reasons

Set worker up to 
perform safely and 

correctly

2 See 3
(Teacher performs;
Learner observes)

1. Perform task and verbally walk through important steps

2. Perform task and verbally walk through important steps and key points

3. Perform task and verbally walk through important steps, key points, and 
reasons

3 Do and Teach 4
(Learner performs; 
Teacher observes)

1. Perform task silently

2. Perform task and verbally recite important steps

3. Perform task and verbally recite important steps and key points

4. Perform task and verbally recite important steps, key points, and reasons
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SEE 3 DO AND TEACH 4
Important Steps Key Points Reasons

1 Break down the task Document important steps, key points, and reasons

Set worker up to 
perform safely and 

correctly

2 See 3
(Teacher performs;
Learner observes)

1. Perform task and verbally walk through important steps

2. Perform task and verbally walk through important steps and key points

3. Perform task and verbally walk through important steps, key points, and 
reasons

3 Do and Teach 4
(Learner performs; 
Teacher observes)

1. Perform task silently

2. Perform task and verbally recite important steps

3. Perform task and verbally recite important steps and key points

4. Perform task and verbally recite important steps, key points, and reasons
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BREAK DOWN THE TASK

Source: Training Within Industry

What How Why
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BREAK DOWN THE TASK (EXAMPLE 1)
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BREAK DOWN THE TASK (EXAMPLE 1)
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BREAK DOWN THE TASK (EXAMPLE 2)
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BREAK DOWN THE TASK

https://www.buckingham.ac.uk/wp-content/uploads/2016/09/130916-Keynote-13.45-14.30-Patrick-Graupp-TWI-Institute-USA.pdf
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SEE 3 (TEACHER PERFORMS; LEARNER OBSERVES)

1. Perform task and verbally 
walk through important steps



C O N F I D E N T I A L

SEE 3 (TEACHER PERFORMS; LEARNER OBSERVES)

1. Perform task and verbally 
walk through important steps

2. Perform task and verbally 
walk through important steps 
and key points
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SEE 3 (TEACHER PERFORMS; LEARNER OBSERVES)

1. Perform task and verbally 
walk through important steps

2. Perform task and verbally 
walk through important steps 
and key points

3. Perform task and verbally 
walk through important 
steps, key points, and reasons
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DO AND TEACH 4 (LEARNER PERFORMS; TEACHER OBSERVES)

1. Perform task silently
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DO AND TEACH 4 (LEARNER PERFORMS; TEACHER OBSERVES)

1. Perform task silently

2. Perform task and verbally 
recite important steps
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DO AND TEACH 4 (LEARNER PERFORMS; TEACHER OBSERVES)

1. Perform task silently

2. Perform task and verbally 
recite important steps

3. Perform task and verbally 
recite important steps and 
key points
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DO AND TEACH 4 (LEARNER PERFORMS; TEACHER OBSERVES)

1. Perform task silently

2. Perform task and verbally 
recite important steps

3. Perform task and verbally 
recite important steps and 
key points

4. Perform task and verbally 
recite important steps, key 
points, and reasons
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People are 
frustrated

Start a new 
improveme
nt project

Design  
solution 

(symptom)

Train staffImplement 
the change

Unexpecte
d problems 

emerge

Feels like 
nothing 

improved

Experiment 
and design 

with user 
feedback

1. Go lives are 
scheduled with 
a “go/no go” 
meeting before 
launch

2. Full support 
available to fix 
problems

1. Improvements 
are piloted

2. Tweaks made 
before go live

1. Tie up 
loose ends 
(sutures 
not 
stitches)

Prioritize 
next 

problem

STOP

Go see. 
Ask why. 

Show 
respect.

See one, 
do one, 

teach one

See 3 
Do and 
Teach 

4

Make 
problems 

visible
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People are 
engaged

Start a new 
improveme
nt project

Design  
solution   

(root cause)

Trained 
staff

Implement 
an 

improveme
nt

Problems 
are solved 

and the 
work is 
easier

Feels like 
progress

Experiment 
and design 

with user 
feedback

1. Go lives are 
scheduled with 
a “go/no go” 
meeting before 
launch

2. Full support 
available to fix 
problems

1. Improvements 
are piloted

2. Tweaks made 
before go live

1. Tie up 
loose ends 
(sutures 
not 
stitches)

Prioritize 
next 

problem

STOP

Go see. 
Ask why. 

Show 
respect.

See one, 
do one, 

teach one

See 3 
Do and 
Teach 

4

Make 
problems 

visible
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NO THANKS.
WE’RE TOO BUSY.



C O N F I D E N T I A L

THANKS!
WE’D LOVE SOME HELP
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ADDITIONAL RESOURCES TO EXPLORE

Links
TWI Institute - https://www.twi-institute.com/
Kata Handbook - http://www-personal.umich.edu/~mrother/Handbook/Full_IK_Handbook_v32.0.pdf
Shingo Institute - https://shingo.org/shingo-model/

Dane Falkner | dane.falkner@hsc.utah.edu | https://www.linkedin.com/in/danevfalkner/

https://www.twi-institute.com/
http://www-personal.umich.edu/%7Emrother/Handbook/Full_IK_Handbook_v32.0.pdf
https://shingo.org/shingo-model/
mailto:dane.falkner@hsc.utah.edu
https://www.linkedin.com/in/danevfalkner/
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Questions?
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