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What is a Community Health Center?

There Are ith Centers and
Allow Ther Communities ’}‘“%
> 043 Rural
4 i,
Patient-majority Comprehensive Open to all, regardiess Located in
governing set of of insurance status or high need
boards services ability to pay areas

Health Centers employ nearly 208, 000 people and provide a
comprehensive set of services
v U /
behavioral chronic disease  preventive enabling oral
health management services services health

Over 27 million patients served, including:

%V;{) 000 S;nearlﬂ .3 million overgsfsjooonf;ﬁ\} Health Centers Create Savings and Promote Economic Growth
2 “homeless patients migrant farmworkers . .
velpians B = $45.6 billion
== in total economic activity generated
Health Centers Reach the Nation's Most Vulnerable

000000 000 0090200 01 J$24 billion
EDNCALNCACALA e e ea) EACENCOCNEN I in savings to the entire health care system
1 in 6 Medicaid beneficaries 1 in 3 people below FPL 1in 5 uninsured persons
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A Need for Change

LCHC is located 10 miles from downtown Boston, in the
economically, culturally, and socially diverse city of Lynn.

It is a small but mighty healthcare center serving more
than 40,000 patients representing 113 countries

and 72 languages — of
which over 90 percent
live at or below 200
percent of the federal
poverty line.
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Communiry Mission - Comprehensive Health Care of the highest quality for
LU o\ eryone in the Greater Lynn community, regardless of ability to pay

Lynn

0O 0 O

“Health care is above all a moral
issue... at stake are not just the
details of policy,

but fundamental principles of
social justice and the character of
our country."

"We will - yes, we will - fulfill the
promise of health care in America
as a right and not a privilege.”

— Edward M. Kennedy

q
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The challenge
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Are we able to
serve our community?

q
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What prevents us from being

: » Customer experience

o — Long wait times for our patients
— Variable telephone wait time
— Inconsistent quality

» Staff overburden & experience

i Declining Productivity (# of patients per hour)

the

?
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My first 90 days...

o
o
o
CEO
. Chief Chief Chief Chief
?g'tefﬁ Bﬁgg}/t'ﬁf Cco0 Medical CFO HR Nursing
or sta Officer Officer Officer Officer

How can |
create a level
of stability?

Improvement| “\iedical || Medical |[ Medical || Medical || Medical
Director Director Director Director Director

R
Director

Director

-
Lean § Transformation
/\ it 201




4/4/18

My first 90 days...

‘Grasp the
situation’ with a
new lens

-
Lean y Transformation
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But how did we get

started?

.

= bynn,,.,
/\’ VALUE-DRIVEN PURPOSE health
o “How do we transform a whole community
o by transforming its biggest asset?”
o

}clp?,,

co-learning partners

Lynn Community Health Center Co-Learning Partnership

-
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declining for over 5 years

Volume is increasing
month after month but
visits per FTE have been \

'

/

0
@ We have a
productivity
problem!

Let’s go
faster!

? Who owns improvement?

VALUE-DRIVEN PURPOSE

“How do we transform a whole community
by transforming its biggest asset?”

patients?

How can we
learn quickly
together?

BASIC
THINKING

Lynn Community Health Center Co-Learning Partnership

Demand is high,
you are seeing less

Lynn

COMMUNITY

health

but

What is actually
happening in the

Who improves my work?

Focus on the WORK
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Evolution
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Build a habit PDCA Improvement &5 ocias s
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problem? Impact?
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Rapid cycle experiments
focused on learning
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Build a habit — Build confidence & capability

What is currently
happening?

Physical & Process Simulations —
Tested design alternatives through
scenarios considering:

A
‘ . Volume

. Patient Mix (different diagnoses)
. Provider Mix (specialties, role)
. System constraints (hours of

service, union rules)

. Variation (day of week, seasonality)

-~
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Directionally better...

Stability

Heijunka

Standardization

Just in Time
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Step 1

“The job of management is
to maintain working

Sta b i I it conditions before trying to
y improve them”

— Jim Lancaster

“Kaizen on chaos only
creates more chaos”

— Jim Womack

Chaos

-
Lean Transformaltoq

Step 1 (first 4 months) Patient Visit Time

Before After

Focus on time,

Mean = 96 min Mean = 60 min

-
not cost
| = = g Statistically
Pull based learning a I I z Significant A
£ P-Value =
1 model £ 0.0000565
Everyone, (engagement)
1 i
Everyday sl mm .
Pull based improvement 0 30 60 90 120150 180210 240270 030 60 90 120150 180 210 240 270
Minutes Minutes

(adoption & spread)
Break vague

problems down
(measurement — Make problems ugly

Giving authority for o) "100s or even 1000s of little
actions added up to some

astounding results”

C h a OS — Jim Lancaster

-
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Results for 1 Model Clinic

For patients 8 8,514 hours of patient

Imagine the
potential...

O 0 0O

wait time reduced per year

SIFNGIEIM 1,355 more patients e
staff seen per year B

For the $182,956 increased
organ ization revenue per year

Just in Time

Directionally better...

Level volume & mix of g i 1
schedules within teamlet i o
0 ] | | -
Level volume & mix of gt i i
B
schedules for 1 Doctor 2 Hig 18 :; &
First level heijunka — =8 o
Level physician capacity . o o] B [Rse )
across the week Heuunka e R 5
C§° e
Flow to connect dept B8 ey
] Cites
Flow throughout clinic - -
Flow within teamlet
(2MDs/1 /2 M Assstants)
First level pull - Flow for 1Doctor

wion | Standardization
agrees to

adopt new
work into
org-wide
standard

Focus on time,
Everyone solving. not cost
problems at the pull based learning | Stability
appropriate model (engagement)
level
Break vague
problems down
(measurement — Make problems visible
Giving authority for (Visual management - Teach
own problems) people to see)

Pull based improvement
(adoption & spread)
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At the same time...
“-lllliii-r ——

How do we better
understand our
work?

-
Lean N Transformation

Are we solving
problems at the
appropriate

mid
level?

© 2018 Lean Enterprise Institute. All rights reserved

Team

Strategy &
System Level
- Improvement — -

Process

Improvement
Blue Team

e >

26
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What are we working on?

What are our priorities?

X -
~¥— Lean N Transformation

Were we able to
focus on the vital
few?

—3— e
—¥— Lean N Transformation
/\ it 2016
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What are we actually
doing to the front line?

q -
Lean N Transformation

' What is the front
Rose _Trmri | line actually
" Pedi. Protibes working on?

\

QB Paotities Yeom—>
' Unien \wialin  Tramay/
~ =
e e
=
=
==
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Senio’ Strategy &
(PP System Level
- Improvement — -

Are we solving
problems at the
appropriate

level?

Process

Improvement
BT

s b

As we learned, we continued
to ask the next question...

...to find the next gap

...to gain clarity

mm) Build a Habit

16



4/4/18

Deepen Learning through Cross-fertilization

...Within ! ¢
industry / ..within the
community

: ...througi;
questions

& \y ...across

...through { _Mm\\
research \wammm o ’ f the globe
-~ ..through S04 —
conferences A= el -across
& courses ..through |ndustr|gs

. . hat i
Learning through Personal Reflection different than

We have a yesterday?
new problem

1 Iy

0O 0 O

a\ Trar%sformational
O
\“\ Leader
Looks like | need to o“a“r’
N productivity
target to make our
numbers
- e Workot Guided Book Club:
anagemem . . .
2 . A (== — | “Learning about the organization

e and my colleagues is helping me

learn about myself”
Traditional Leader ————

=
Leany~ Transformation
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What did we learn?

* Visualize the work so we can problem solve (private and public)
* We all need a coach

* Focus on stability

* Build problem solving thinking

+ Same approach at the front and top

 Shift from “I” to “we” and “them” to “us”

» Personal transformation happens in different ways

+ Its about transforming ourselves!

-
Lean N Transformation

Learning through Personal Reflection

-
Lean N Transformation
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Questions?

q
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