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Chapter 10
Integrating JI into the Culture to Sustain Results

Every organization is unique with its own quirks and culture that will have an impact on the application of any program it tries to implement and make its own. If the new program is not aligned with these unique aspects of the organization’s culture it may, in the end, be doomed to failure. Countless “flavors of the month” have come and gone as the strength of the culture ultimately won out over whatever enthusiasm and drive there was for the change. In Chapter 9 we learned that there is experience from the past that can help guide us in making a plan, starting with a good pilot project, to make TWI a lasting and integral part of any health organization’s culture. These lessons include:
· Start small

· Stay true to the method

· Advertise results

· Create pull for more training and follow that demand

TWI as a Common Language


Because every organization is structured differently, there is no single correct pathway to implementation. In fact, each implementation must find its own course while following basic guidelines, like those outlined in the last chapter. Still, we can learn from the experiences of other organizations when it comes to how to integrate a program into the organizational culture in order to sustain it. Much work is currently being done in healthcare in order to restructure how training is done. What we have found is that the key is to work within the existing structure. It may seem counter-intuitive, but in order to change a culture you have to work within it — from the inside. 
In many health care organizations, training is both centralized and decentralized as described in Part One. Jobs and tasks that are common to all areas and unique to a specifically licensed staff member, for example, a nurse, are taught centrally by a skilled instructor working for the clinical education department or the training department. Other jobs are learned “on the job” or at the place where patient care occurs, usually with the oversight of a trained peer or preceptor as a guide. Many organizations are now moving beyond this model of specific training departments and are seeking to integrate aspects of Human Resources and Organizational Talent Management into their training. These new departments incorporate traditional Organizational Development principles with the focus on Process Improvement and Human Resources’ Performance Management so that there is a broader focus on effectiveness and results. 
The objective of these new structure designs is to have effective teaching and training leading to effective and measurable patient outcomes and effective succession planning and retention of good people. All of these various departments, then, with their various missions and charters are now invested in the proper training of the organization’s people and play a role in the implementation of effective training programs. Therefore, for the TWI method to take hold it must become a familiar tool to all of these leaders in all of these related departments. There is an opportunity here for TWI to become the common language — the common method that crosses the natural barriers that tend to exist between multiple departments. Because the TWI method is so fundamental, by placing it inside this new organizational structure it can permeate the efforts of everyone involved and become the foundation for common modes of behavior that, in the end, make up what we call “culture.”
With these departments being separated and reporting to different managers and directors, perhaps a TWI Oversight Council or Advisory Group can guide the implementation and application priorities. In that way, communication is strengthened and there is assurance that each group is integrating the method into their training. An example of this type of integration might be found in the case of training a new leader. Using the Training Timetable in their orientation might be a perfect way to get a new leader to know his or her new department. By identifying the specific skilled jobs of their new staff and noting who has been trained for which job, the new leader can quickly assess the needs of the department. As discussed in Chapter 8, having a well thought out plan for who needs to be trained for which job and by when is an excellent antidote to “firefighting,” saving the new leader operational time that is better spent elsewhere.


This is only one vision of how TWI might be integrated into the daily work of an organization as it tries to improve its ability to provide perfect care for its constituents. When each organization looks at its own priorities and direction and captures clearly the role of effective training in reaching its goals, it may find other structures or avenues for how it can use the TWI instruction method in a way that it becomes part of the organization’s DNA. However, as we have stressed throughout, providing effective training that creates standard work in how things get done is the foundation of just about anything we must do to improve our current performance. So we must know our own organizations intimately and think long and hard about the best way to anchor TWI into the culture in a way that it grows organically and, little by little, begins to create the performance results we want and need.

Some of the key factors which need to be considered in integrating TWI into an organization’s culture would be:

· Identify all of the people/departments that are involved in training

· Invite key leaders of these areas to participate in JI training and encourage them to go on to become leaders in the implementation efforts

· Designate a “primary” home department for the purpose of providing logistical infrastructure (training classes, tracking results, manpower for coaching, etc.)

· Enforce a strong auditing process, for both the trainers (how they instruct) and the trainees (how they perform the standard work)

· Capture experiences and consolidate expertise

· Have a method for improving the process

The goal here is to make TWI the “common language” by which everyone communicates when it comes to passing on and developing skills. You’ll know this cultural change is occurring when you hear people, when they run into a problem, say things like, “Do we have a job breakdown on this task?” or “What’s the Key Point here to doing this correctly?” Instead of blaming someone when something goes wrong, the first question should be, “How was the training?” When we have a common language for analyzing our work and a sure method for teaching it, we can zero in on the real culprit to our problems: our ability to perform the work correctly and safely each time it is done.
In this book, we have tried to show how creating and maintaining standard work is the foundation for what we need to do to make healthcare better. Having a sure and dependable method of instructing people on these standards is a requirement. TWI’s Job Instruction method gives us that common language around which we can embed the discipline into our culture in order to ensure continuing results long after the pilot project is finished and people understand its value.

Using the Tools of Lean with TWI
If you are fortunate enough to work with an organization that has adopted Lean Principles as the method for improving processes, then the matching of TWI will come as very natural. “Lean” is the name that has come to be associated with a school of principles and practices that seeks to find continuous improvement by eliminating waste in the process — thus the name “lean.”
 More and more works are coming out to show how these principles and practices can be applied in the healthcare industry such as Mark Graban’s Lean Hospitals (CRC Press, 2009) and Transforming Health Care: Virginia Mason Medical Center’s Pursuit of the Perfect Patient Experience by Charles Kenney (CRC Press, 2010), but what is significant to note here is how the TWI methods formed the foundation for these Lean tools that came after it. Just as you need to know how to do basic math and algebra before you can do calculus, you need to have the basic TWI skills before you can succeed in doing Lean. This makes sense because the Lean tools were developed, for the most part, in Japan directly from and based on TWI and other programs that were introduced there after WWII. 
Hospitals and healthcare facilities across the country and around the world are today discovering how Lean can improve quality, patient safety, and employee satisfaction just as it did for our manufacturing counterparts over the last few decades. Just think about any product that you own today and, in almost every case, it will be of better quality and cheaper than the same thing you owned many years ago. Computers and cell phones are good examples. These results came from the use of Lean principles and we are all better off for it. The same thing can be done in healthcare.

Up and above the basic need for having good training and creating Standard Work, which has been the central theme this book, when this fundamental skill is used in the broader context of continuous improvement, it can further become a foundation of how an organization gets things done — the culture of excellence. In other words, because the TWI Job Instruction skill is an essential element to the success of the Lean tools, an organization applying Lean will more readily see the value of the method and be able to get strong and immediate results from its use. On the other hand, most organizations trying to apply Lean struggle to “sustain the gains” they initially get from their efforts because they do not have a strong instruction method like JI in place. Without proper instruction, improvements they make are not securely planted in the organization because they haven’t been “learned” correctly and thus fall away as people slip back to their old ways. So the combination of TWI and Lean make for an unbeatable program of culture change that can give continuing results. 
Typically, Lean concepts are taught through one department by a small number of staff so that the rigor of the implementation remains intact. In the same way, the TWI material could also be taught centrally by a small number of people, then applied broadly. Our suggestion of finding a primary home department for JI applies here so expertise can be consolidated for JI training, coaching can be provided for job breakdown skill development, and guidance given on effective rollout strategies. This group could then inform the Lean advisory group regarding which staff should be selected to attend training and what type of successes and setbacks are being discovered. By having this “home base,” the probability that the method will become embedded in the culture can be raised.
The opportunity to combine Lean Tools with TWI enhances any effort at improvement and can takes advantage of the organization’s new “common language” around its processes. The tools of Lean such as Standard Work Sheets, Standard Work, PDSA Cycles, Target Sheets, Cycle Time, Takt Time and Root Cause Analysis can all be integrated seamlessly. Here, let’s take a quick look at some of these tools to see how they can be applied with TWI Job Instruction to enhance our work in healthcare:
Standard Work Sheet

A Standard Work Sheet is a simple grid tool used to diagram out the flow of a process, usually depicting the physical layout of the place where the work is done. Figure 10-1 is a Standard Work Sheet that was utilized in the creation of the Job Instruction breakdown for hourly rounding (see Chapter 7) to support the identification of the right sequence of steps as the staff member moves through the room. Figure 10-2 is the same Standard Work Sheet tool, this time being utilized to support the two preparatory elements of JI: Get Everything Ready, and Arrange the Worksite. This tool depicts how equipment and people are best positioned to optimize the learning for the High Risk Medication Double Check job.

Insert Figures 10-1 and 10-2 near here.

PDSA (Plan-Do-Study-Act) Cycles

PDSA Cycles are plans for testing interventions or counter-measures for improvement purposes. Using this method, we carefully observe a process and identify possible solutions that we think might lead to an improvement. We make a plan to roll out the new process and then study the results. If the expected good results are not what we see in actuality, we assume that the idea or intervention was flawed. This is where a common problem occurs, though. The idea or intervention might actually have been brilliant but it was the rollout that was flawed, and by flawed we mean incomplete. Instead of moving directly to studying the results, we suggest studying the rollout: was everyone fully trained in the new process and was the process in place long enough to give us good data to review? If yes, then you can move on to study and take action upon the results or the identified outcome metrics. TWI’s sure and effective method of training is a perfect fit with the PDSA Cycle, right after Plan and Do, and right before Study and Act. If you wish to improve a process, your intervention trial should be stable so that you can rely upon the results. In order to achieve that stability, you have to effectively train staff.
Standard Work

Standard Work is developed once the intervention or idea has proven itself to be a reliable improvement to the previous way of working. Training is needed again at this point to assure that every single worker is trained in the new process and that there is a means by which future staff will be trained upon their arrival. A Standard Work Document differs from a Job Instruction breakdown in that the Standard Work Document is intended to give full and specific instructions in the steps of a job as it relates to time — the time it takes to perform each step is noted and assigned based on time available and demand. Often posted at the location of the work, a Standard Work Document is a reference for the worker of the entire process. A Job Instruction breakdown, on the other hand, is a document created to assist the instructor — brief notes identifying the Important Steps and the Key Points of how to do a particular job (see Chapter 6) — and not meant to be used or reviewed by the worker.
Target Progress Reports

Target Progress Reports are utilized to track progress in any number of metrics. They show the current state or baseline being measured, the goal that is set to be reached, and the actual observed and measured results over time. A Target Progress Report is a great tool to track the results you get applying TWI to processes. Figure 10-3 depicts one such document used during a project to reduce the rate of hemolysis of samples obtained from the staff of one emergency department. Training for the actual process of collecting the blood specimen was the focus of the improvement effort. When the JI method was utilized, they could know for sure that there was real improvement because the correct metrics had been identified to signify the health of the process and they had a baseline measure. Once the new training was put into place, they were able to quickly identify results because the volume of lab draws was high and they could show reliability that the new process was working.
Insert Figure 10-3 near here.

Cycle Time

Cycle Time is the actual time it takes to complete one step in a process. This is extremely useful in planning a training rollout of any kind. First, time yourself or another trainer giving the training to a real learner. Do this several times to establish a fair representation of multiple learners and identify how long the training takes to complete. Next, time the follow-up of the training in the same way. Identify the number of people to be trained and you will have a good idea of the amount of resources needed to complete the training rollout.
Takt Time

Takt Time is a formula for describing the pace of the work needed to meet the demand at any given time. It is calculated by identifying the amount of time available and dividing it by the demand. This is another helpful tool in planning a successful training rollout and staying on a projected timeline. Let’s review a practical example:

580 people need to be trained in a particular job within the next two months. The clinic offices are open on weekdays only, giving you Monday through Friday to train. Our original two months is now calculated out to be eight weeks, or, more precisely, 40 days. To calculate the takt time for training, reverse the formula and divide 580 (demand) by the 40 days (time available). Now we know that to meet the deadline we must set a pace of training of 14.5 people per day. If you have already established that the cycle time for teaching one job is 12 minutes, you can get a sense of the number of trainers you might need to carry this plan forward. Further building on our case study, if three weeks (15 days) go by and we have trained 160 staff, what is the new pace, or takt time, for training if we still intend to keep to the timeline? 160 subtracted from the original staff number of 580 is 420. 420 divided by the 25 remaining training days equals 16.8, or 17 people who need to be trained every day. Therefore, we must increase our efforts by adding more time to the trainer’s schedule or provide more trainers.
Root Cause Analysis (RCA)

Root Cause Analysis will be the last example we will look at, but there are others. RCA is the process of attempting to sort out the true cause(s) contributing to poor results. Without understanding the true cause of a problem, you will have great difficulty identifying appropriate interventions — it would be no better than guessing. Therefore, a great deal of effort should be put forth to identify the root or true cause of the poor results that you are seeing. This review is done in a variety of ways. One method is to continue to ask “why” repeatedly for each answer to the previous “why” and diagram out the answers until the trail of information is exhausted. Another method for discovering root cause is to categorize the types of errors or reasons for the errors and the frequency which they occur. Once identified, they can be displayed in a pareto chart such as the one in Figure 10-4. This chart depicts the frequency and type of errors and near errors for a medication process. It also shows where in the process an error occurred. By understanding these reasons, appropriate counter-measures can be put into place. In this case, one counter-measure was to provide training for the actual process. Once a reliable sequence and process was agreed upon, Job Instruction was utilized to train those involved in the new process. But an important lesson from this case is that not every single cause can be mitigated by the new process and the training. Other counter-measures would need to be implemented to achieve zero defects.
Insert Figure 10-4 near here.

The key for integration of Lean and TWI is to engineer the fit into the organizational structure by involving the right people in the process as stakeholders. For that, you need to create shared, matrixed accountability. Any opportunity to utilize the tools of Lean will only enhance your efforts by making your intention and progress clear and visible in the shared language of process improvement. In this way, you can share your good results. And, in the meantime, the Job Instruction method becomes a fundamental part of how things get done. In other words, it becomes part of the culture.
Sustaining Improvement
The key to sustaining improvement over the long term is to lock in standard work practices that can then be improved upon and, in turn, locked in as higher level standards. Like climbing up a hill, you have to make sure that your footing is secure before you take the next step or you may find yourself tumbling back down to the bottom. Without a solid foundation of standard work in our daily performance, anything we try to improve or change will just be, as we stated earlier, one more way of many, many ways things get done. We won’t be able to assure that the “best practice” gets performed each and every time and, therefore, we won’t be able to lock in the improvement and sustain the best results possible. We have seen how TWI’s Job Instruction method gives us a skill that we can utilize in locking in these best practices so that we can sustain high performance and achieve outstanding results. We can’t expect things to get better on their own — we have to apply ourselves using proven skills that get the job done.

Because the need for good training seems so straight-forward and logical, don’t assume that your organization will immediately embrace a method like TWI wholeheartedly. Any time we put an additional burden on an already harried workforce, there will naturally be strong resistance. In the end, the only real way to get people to want to use a tool is to have them see for themselves the benefits they will get when it is used properly. That is the path each organization must find for itself based on its own unique history and structure. How we get them to see and experience those benefits is the secret to effective change. Moving a culture is no easy thing, but it is not impossible. And if we don’t change the people, nothing else will change.

In order to sustain the results of a TWI introduction, then, it is imperative that it become part of the culture. We defined culture as being “the way most of the people behave most of the time.” When they get to know and feel, and enjoy, what it’s like being a well-trained workforce performing consistently at high levels, they will begin behaving in those ways on a regular basis. Getting them to that stage is a heavy lift, but well worth the effort.

� Many have found the name “lean” to be unfortunate because it gives the impression that its purpose is simply to reduce people. This is not the case. The goal is to create added value in the work that people do.





PAGE  

