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Standardize What Makes Sense… 
Then Engage Everybody in 

Improving What You Standardized
Slides & More: http://www.markgraban.com/qualitycafe



Free Chapter Download

• Chapter 5: 
Standardized Work as 
a Foundation of Lean

http://www.markgraban.com/qualitycafe



The Webinar's Key Points

• Neither of these are meant to be forced on people:
– Standardized Work
– Kaizen (Continuous Improvement)

• It's up to leaders to engage & involve people



• What to standardize?
• For what purpose?
• To what degree?
• With what flexibility?
• By whom?

Key Questions



Lean



Beneficial Standardization

• University of Kansas hospital 
learned they had 171 different 
registration forms related to 
ambulatory care

• Standardized on SIX forms

https://www.bizjournals.com/kansascity/news/2015/08/14/ku-hospital-toyota-lean-management.html



People Ask, "Should We…"
• Standardize the A3 form that is used?
• Standardize the huddle boards?
• Standardize our crash carts?
• Standardize the treatment received by a patient 

who presents with chest pain?
• Standardize the length of patient appointments?



¯\_(ツ)_/¯



"But Lean says 
we should 

standardize…"



Lean does not 
replace thinking 
and judgment



Beneficial Standardized Work
ThedaCare OR Turnover

Before

After



91

65
52

37 37
42 45 40

0
10
20
30
40
50
60
70
80
90

100

2005 2006 2007 2008 2009 2010 2011 2012

ThedaCare “Door to Balloon” Time



Even More Beneficial

http://www.leanblog.org/2010/11/collected-quality-and-patient-safety-statistics-lean-healthcare/



One Definition of 
Standardized Work

“The current one best way to safely 
complete an activity with the proper 
outcome and the highest quality... 
written by the people who do the work."



"When creating Standard Work, it will be difficult to 
establish a standard if you are trying to achieve “the 
best way.” This is a big mistake. Document exactly 
what you are doing now. lf you make it better than 
now, it is kaizen. lf not, and you establish the best 

possible way, the motivation for kaizen will be gone.

Taiichi Ohno



Types of Standardized Work
• Who does what?

– Are all 6 clinic nurses responsible for "everything?" 

• When do you do it?
– When does a unit send specimens to the lab?

• How do you do it?
– How do we greet and register a patient?



Primary Care Form

Source: Group Health Cooperative



Warning: This is Myth…
Standardized work 
“should allow virtually 
anyone to perform 
the work without any 
variance in the 
desired output.” 

https://www.isixsigma.com/dictionary/standard-work/



Lean?



http://www.leanblog.org/2016/01/doctors-bash-taylorism-and-toyota-lean-in-the-new-england-journal-of-medicine/



They're Upset…

"Advocates lecture clinicians about 
Toyota’s “Lean” practices, arguing that 

patient care should follow 
standardized systems 
like those deployed in 

manufacturing automobiles."



"Patients are 
not cars"





"They're 
being resistant 

to Lean?"



I Would Be Too…
"Colleagues have told us, for example, that 
managers with stopwatches have been placed in 
their clinics and emergency departments to 
measure the duration of patient visits. 
Their aim is to determine the optimal time for 
patient–doctor interactions so that they can be 
standardized."



They're 
being resistant 
to something.



Is This Really Lean?
"One of our patients recently told us that when she 
came in for a yearly “wellness visit,” she had jotted 
down a few questions so she wouldn’t forget to ask 
them. 
She was upset and frustrated when she didn’t get 
the chance: her physician told her 
• there was no time for her questions because a 

standardized list had to be addressed —
• she’d need to schedule a separate visit to discuss 

her concerns."



Was this forced 
on the doctors?



But, Toyota Would Say…
• "…standardized work was 

never intended by Toyota to be 
a management tool to be 
imposed coercively on the 
work force. 

• …standardized work is the basis 
for empowering workers and 
innovation in the work place."



Are people 
"resistant to 

change?"



"People don’t resist 
change, they resist 
being changed." 

– Peter Scholtes (1938-2009)

Resistance to ______?



"… a term that seems to 
treat a normal part of the 
change process as 
abnormal or pathological…
without recognizing how 
we, as leaders, maybe 
contributing to the issue."

"Resistance" is a Normal Step

Learn more: https://www.markgraban.com/motivational-interviewing/



“Equally Important Pillars”



Direct from Taiichi Ohno
" Standards should not 

be forced down from 
above but rather set by 
production workers 
themselves."



Start With Why



Direct from Taiichi Ohno
"For a production person 
to be able to write a 
standard work sheet that 
other workers can 
understand, he or she 
must be convinced of its 
importance."



Standard, not Robotic
• “Mindless conformity and the 

thoughtful setting of standards 
should never be confused.”

• “What solid SOP’s do is nip common 
problems in the bud so that staff can 
focus instead on solving 
un-common problems…”

– Bill Marriott, The Spirit to Serve Marriott’s Way 



And in Healthcare
• "Standard Work is about 

creating reliability in the 
process and stability in the 
overall delivery of care. 

• It is about making routine the 
elements of care that we know 
to be beneficial so that we can 
create capacity for critical 
thinking and deduction 
where it is most needed."



A Spectrum of Standardization



Lack of Standardized Work Hurts 



A Spectrum of Standardization



Cookbook
Medicine?



https://mobile-cuisine.com/culinary-lessons/taste-your-food/

"Cooking without 
tasting would be like 

painting a picture 
without looking at it."





http://www.nytimes.com/2007/05/17/business/17quality.html

Standardization in Surgery



The "Before" Condition
• 7 different surgeons, 7 different ways

– “We realized there were seven ways to do something,” 
• Dr. Alfred Casale, Director of Cardiothoracic Surgery



Standardization Approach
• Surgeon-driven effort

• Identified 40 key steps that should 
ALWAYS happen, including:
– Screen for risk of stroke
– Antibiotics at proper time before surgery
– Giving beta blockers after surgery
– Starting patient on daily aspirin regimen on discharge



It's About Better Results
• Fears of “inferior, cookbook medicine”

– “It’s not that we were a uniquely compliant group of 
personalities,” said Dr. Charles H. Benoit, a cardiac 
surgeon. 

• Standard was initially followed 59% 
– Started canceling procedures if a single pre-op step 

was missed
– Perfect record for next seven months



Flexibility and Kaizen
• MD’s can choose to not follow standard if 

necessary for a particular patient 

• Steps can be changed (kaizen) with 
medical evidence



The Results
• Better outcomes

– 67% reduction in inpatient mortality
– 76% reduction in deep sternal wound infections

• Shorter Length of Stay
– Less likely to return to intensive care
– More likely to return to own homes

• Expansion of "ProvenCare" approach



A Toyota Guidebook Says…

• “Kaizen is the Lifeblood 
of Standard Work”

• “Standard Work is the 
Basis for Kaizen”

Adapted from Toyota

Kaizen
Standardized 

Work



"There is something called ‘Standard Work,’ 
but standards should be changing constantly. 

lf you think of the standard as the best you 
can do, it’s all over. The standard is only a 

baseline for doing further kaizen."

Taiichi Ohno



Toyota Learned from Henry Ford
• "Today's standardization … is the 

necessary foundation on which 
tomorrow's improvement will be 
based. 

• If you think of "standardization" as 
the best you know today, but which 
is to be improved tomorrow—you 
get somewhere. 

• But if you think of standards as 
confining, then progress stops"



“everybody 
improving, 
everywhere, and 
every day”

Kaizen:



"The Japanese call it kaizen – the 
continuous search for opportunities for 
all processes to get better.11

An epigram captures this spirit: 
'Every defect is a treasure.'"



Franciscan St. Francis Health
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“The culture here is staff input into everything.  
They want staff figuring out how to fix things. 
What can we do to make our job easier? 
They allow us to implement things to see if it will work.”



The Webinar's Key Points

• Neither of these are meant to be forced on people:
– Standardized Work
– Kaizen (Continuous Improvement)

• It's up to leaders to engage & involve people



Q&A / Contact Info

• Slides, Free Book Chapter & More:
http://www.markgraban.com/qualitycafe

• Email: Mark@MarkGraban.com
• Website: www.MarkGraban.com
• Blog:   www.LeanBlog.org
• Twitter: www.twitter.com/MarkGraban



Bonus Slides



“If you schedule 20-minute 
appointments, Toyota would 

tell you to kick the patient 
out of the room at 19:59 

because you have to keep 
on takt time.”

A Professor Said…

http://www.leanblog.org/2013/06/cant-always-believe-toyota-would-tell-you-to/



What is TPS?

Jamie	Bonini
Toyota



TPS Philosophy
• Customer first

– Provide customers with what they want, when they 
want it, and in the amount they want it

• People are the most valuable resource
– Deeply respect, engage, and develop people

• Continuous improvement (kaizen)
– Engage everyone each and every day

• Shop floor (gemba) focus
– Go to where the work is done to find & solve problems



Origins of Standardized Work
• Toyota learned Standardized Work after WWII from an American war 

program called “Training Within Industry”

Foundations





We have to be careful…
"We learned some people had 
interpreted that Lean was all 
about Standard Work. There 
became a point when people 
stopped thinking. In reality, we 
pay people to think and learn. 
We had gotten away from that."
• Dean Gruner, MD 

Former CEO of ThedaCare


