' ﬁVet Friendl)/

CONSULTING

LEAN FOR VETS

Dr. Paolo Peppucci
paolopeppucci@gmail.com
+393471761697





















What are your goals

2 for these two days?

-

/

7

—







Lean
Methodology

It is a systematic and structured approach to
business management, designed to improve
efficiency and productivity through the
elimination of waste, the optimization of
processes and the promotion of a culture of
continuous improvement, with the goal of
creating more value for customers using fewer
resources.




Lean manufacturing (or lean production) is a
production philosophy that seeks to minimize waste
until it is completely eliminated.

Wikipedia
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Toyota Production System
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Lean Hospitals: Improving Quality, Patient
Safety, and Employee Engagement - Mark
Graban

Lean Six Sigma to mitigate medication
errors —
Case analysis in a Thai hospital

Mitigation and prevention of medical
errors (StatPearls /| NCBI)
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M.Graban et al.







Improving the quality of hospital

service and the satisfaction of
hospitalized patients through
Lean principles (Pune, India)

The impact of Lean
management implementation
on waiting time and patient
satisfaction (Graban)



"Lean Dance": The relationship
between commitment to continuous
Improvement and Lean techniques,
hospital performance and employee

well-being through autonomy, by
Robert van Kleeff

Staff perceptions of Lean, caring
for people, well-being, and
burnout:

A longitudinal study in primary
care conducted by Monica
Kaltenbrunne



The impact of Lean
implementation on the financial
performance of Sriram
Narayanan hospitals,
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Increase Improving patient
quality and safety.
Minimizing errors.

profitability

More committed
and better cared-
for staff

Improves customer
satisfaction






100 revenue - 88 total costs = 12 operating
margin




100 revenue - 88 total costs = 12 operating
margin

Which of these corrective measures
Increases the margin the most?

e +12% prices
e +100% of the turnover
e -13% costs
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e +100% of the turnover

- e -13% costs
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margin
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112 revenues - 88 total costs =
24 gross margin
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100 revenue - 88 total costs = 12 operating
margin

Costs

112 revenues - 88 total costs = 200 revenues - 166 total costs = 100 revenue - (88-13%) total costs = 24
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100 revenue - 88 total costs = 12 operating
margin

Costs
112 revenues - 88 total costs = 200 revenues - 166 total costs = 100 revenue - (88-13%) total costs = 24
24 gross margin 24 gross margin gross margin
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100 revenue - 88 total costs = 12 operating
margin

How much more could be earned if all waste were
eliminated in the clinic?



Waste contributes to 40% of a hospital's
operating costs.

Institute for
Healthcare
Improvement
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100 revenue - 88 total costs = 12 operating
margin
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53 production costs

100 revenue - 53 costs = 4/ operating margin




100 revenue - 88 total costs = 12 operating
margin

/J Sales Costs

112 revenues - 88 total costs = 200 revenues - 166 total costs =100 revenue - (88-13%) total costs = 24 gross margin

24 gross margin 24 gross margin




S It Interesting?
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What am | taking
home?

y



What am | taking ‘

home?




11:00-12:30 Value Stream Mapping (VSM): mapping the flow and identifying waste



5 principles of
Lean:
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5 principles of

Lean . 1. Define the value of a product or service from the
customer's point of view

2. Identify the value
stream and eliminate
waste

4. Adopt a customer-driven system:

» , " 3. Create a continuous flow whenever possible
Pull, don’t push



5 principles of

Lean . 1. Define the value of a product or service from the
customer's point of view

5. Strive for perfection through
continuous improvement

2. Identify the value
stream and eliminate
waste

4. Adopt a customer-driven system:
“Pull, don't push” 3. Create a continuous flow whenever possible



10
Defining the value of a product or service
from the customer's point of view



Defining the value of a product or
service
_ from the customer S pomt of view







Value



Value is what
customers are willing
to pay.



Value is what Everything that has
customers are willing no value is waste
to pay.



Value is what Everything that has It must be
customers are willing no value is waste eliminated!
to pay.



Value of medical care

The activity must transform the product to
align it with the patient's goal.




Value of medical care

You have to do it right the first time.

€) ERROR




Value of medical care

Value is what customers
are willing to pay.

The activity must transform
the product to align it with the
patient's goal.

You have to do it right the first
time.
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How can customer value be understood?



How can customer value be understood?

Asking!



Let's find the right questions to understand what Is important when:

e Vaccinating your pet




How can customer value be understood?
Asking!

What is the most important aspect for you when vaccinating your pet?



How can customer value be understood?
Asking!

What is the most important aspect for you when vaccinating your pet?

Is there anything you would like us to improve in this service?



How can customer value be understood?

King!
Asking!
What is the most important aspect for you when vaccinating your pet?

Is there anything you would like us to improve in this service?

What would make this service perfect for you?






If you don't understand the
value, in the end you'll only
talk about the price.




5 principles of
Lean:

1. Define the value of a product or service from the
customer's point of view
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5 principles of
Lean:

1. Define the value of a product or service from the
customer's point of view
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Questions?

What should | take
note of?

What do | want to




5 principles of
Lean:

1. Define the value of a product or service from the

Ty

customer's point of view

2. Identify the

value stream

and eliminate
waste




Let's Play...



Seat layout

Doctor Blood laboratory

Register

Workflow
manager

Download Urine laboratory




Instructions

e Script:
Patients come to the clinic to have urine and blood tests. The process they follow is as follows:
e Register
o Assign each patient a sequential number (their ID).
o Note the arrival time (using a stopwatch or your phone's timer).
e Waiting room
o Patients wait until Reception calls them.
« Workflow manager
o Only Workflow manager can send patients from the waiting room to:
= Laboratory 1 for urine analysis.
= Laboratory 2 for blood analysis.
= The doctor after both tests have been performed.
e Doctor
o Check the results of both tests:
= |f both tests are correct = The patient is discharged.
» If any test fails = The patient is sent back to the waiting room
e Discharge
o Collect the patient's data (progressive number and number of tests performed) and close the process.



Player Rules

e Only the Workflow Manager decides the flow of patients from
the waiting room to the laboratories or the doctor.

e The doctor is the only one who can approve the test results or
send patients back.

 No one, except Reception and the Doctor, can decide where
patients go next.



Patients




Register

Progressive number Check-in
time
00:00




First round
5 minutes




Question

 What problems did you see?

 How did the patients feel?

e How did the staff feel?

« Which steps added value for
the customer? Which ones
were wasteful?
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Activitiee without value that
cannot be eliminated
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We removed It!







Now the exercise Is: to create a value
stream mapping of the clinic workflow
using green, red, and yellow post-it.




Questions?

What should | take
note of?

What do | want to




13:30-14:30 Push vs Pull: how to create flow and reduce chaos
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1. Define the value of a product or service from the
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5 principles of

Lean . 1. Define the value of a product or service from the

Ty

customer's point of view

2. Identify the value
stream and eliminate
waste

3. Create a continuous flow whenever possible



SMALL LOTS VS. LARGE LOTS
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Process A: 10 minutes Process B: 10 minutes Process C: 10 minutes
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ONE PIECE FLOW



ONE PIECE FLOW

where can we apply this principle in our clinic?







FIFO

where can we apply this principle in our clinic?






'B5S LEAN WORKPLACE

o

1. SORT 2. SET IN ORDER 3. SHINE 4. STANDARDIZE 5. SUSTAIN
Keeping only what is Arranging and Keeping everything The state that Making a habit of
necessary and discard labeling only swept and clean for exists when the properly maintaining
everything else. necessary items inspection for safety || first three pillars correct procedures.
When in doubt, for easy use and and preventative or "S's” are properly
throw it out. return by anyone. maintenance of maintained.

equipment.















Variety (Seiri)

Three

1 day days

7 days



7 days




7 days




7 days










Order

Everything in its place and every place with its things.




Order

Everything in its place and every place with its things.










Where do we store
all the things we
rarely use?




DERMATOLOGIA










5 principles of
Lean:

1. Define the value of a product or service from the
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customer's point of view

2. Identify the

value stream

and eliminate
waste

3. Create a continuous flow whenever possible



Questions?

What should | take
note of?

What do | want to




5 principles of

Lean . 1. Define the value of a product or service from the
customer's point of view

2. Identify the value
stream and eliminate
waste

4. Adopt a customer-driven system:
“Pull, don't push” 3. Create a continuous flow whenever possible



Minimum inventory




TAXI

° It is difficult to
predict demand
o Long waits
e The worst customer
service
Uber

e Thereis no need
for forecasts
e There's no need to
wait on the
sidewalk to take
taxis
e The best customer
service




What's
happening
In our
clinics?
Example?




Push vs pull

A story of Paolo and one of

his failures






In our warehouse, we never run out of
anything!

= 100 pcs
Hypodes e Kerdsa
~ MicroTip Urtra’

= MicroTip Utra®

-0




Two houre of waste per
order... we muet eliminate




soy el mas listo del mundo !!!



The clinic drew, and | came to believe that it
wae all thanke o me.
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Lean arrives, and Paolo, who wae co sure of himeelf...
cstarte to rethink everything
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5 principles of

Lean . 1. Define the value of a product or service from the
customer's point of view

2. Identify the value
stream and eliminate
waste

4. Adopt a customer-driven system:
“Pull, don't push” 3. Create a continuous flow whenever possible



5 principles of

Lean . 1. Define the value of a product or service from the
customer's point of view

2. Identify the value
stream and eliminate
waste

4. Adopt a customer-driven system:
“Pull, don't push” 3. Create a continuous flow whenever possible



Let's Play...



Seat layout

Doctor Blood laboratory

Register

Workflow
manager

Download Urine laboratory




Instructions

e Script:

Patients come to the clinic to have urine and bloog

e Register

o Assign each patient a

o Note the arrival time
e Waiting room

o Patients wait until Re
« Workflow manager

o Only Workflow manager ca

= Laboratory 1 for urine ana
» Laboratory 2 for blood anal
= The doctor after both testg

e Doctor
o Check the results of both tg
» If both tests are correg
» If any test fails — Thg

e Discharge
o Collect the patient's dz

The process they follow is as follows:

ential number (t

topwatch ¢ e's timer).

e

om the waiting room to:

ned.

patient is diS€
is sent back to thé

drting room

pgressive number and number of tests performed) and close the process.



Player Rules

des the flow of patients from
yries or the doctor.
O can approve the test results or

e Only the Workfl@w Manageg
the waiting rg ) the |c
e The doctor s o)
send patients ba®
e No one, except Rec®
patients go next.

and the Doctor, can decide where



Question

e What problems did you see?

 How did the patients feel?

e How did the staff feel?

e Which steps added value for
the customer? Which ones
were wasteful?




5 principles of
Lean: , ,
1. Define the value of a product or service from the
customer's point of view

2. Identify the

value stream

and eliminate
waste

4. Adopt a customer-driven system:
“Pull, don’t push”

3. Create a continuous flow whenever possible



anfiteatro



5 principles of

Lean: : :
1. Define the value of a product or service from the

customer's point of view

5. Strive for perfection through continu
iIimprovement

S

2. Identify the

value stream

and eliminate
waste

4. Adopt a customer-driven system:
“Pull, don’t push”

3. Create a continuous flow whenever possible



PLAN

Identify the
problem

Implement '
the best Dﬂ

colution Test possible
solutions

CHECK

Verify effectiveness







Do you want to
know what results
Kaizen leads to?
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Do you want to
know what results
Kaizen leads to?



Do you want to
know what results
Kaizen leads to?

(1.01)365 =

(1.00)3%5 = 1.00
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Do you want to
TN (1.01)°%>=37.78
Kaizen leads to?




How are problems
discovered?
So where do you begin?
















PLAN

Identify the
problem

ACT

Implement
the best
solution

CHECK

Verify effectiveness
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2. Identify the

value stream
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4. Adopt a customer-driven system:
“Pull, don’t push”

3. Create a continuous flow whenever possible



Questions?

What should | take
note of?

What do | want to




5 principles of

Lean: : :
1. Define the value of a product or service from the

customer's point of view

5. Strive for perfection through continu
iIimprovement

S

2. Identify the

value stream

and eliminate
waste

4. Adopt a customer-driven system:
“Pull, don’t push”

3. Create a continuous flow whenever possible



Let's Play...



Seat layout

Doctor Blood laboratory

Register

Workflow
manager

Download Urine laboratory




Instructions

e Script:
Patients come to the clinic tr - 1e process they follow is as follows:
e Register
o Assign each |
o Note the arrivi
e Waiting room
o Patients wait ui
« Workflow managet
o Only Workflow n
= Laboratory 11
» Laboratory 2 f
» The doctor afte
e Doctor
o Check the results o

m If i‘;‘h--l-k"t_@ﬁlﬁ_gre (

mer).

oom to:

..a number of tests performed) and close the process.



Player Rules

e Only the’ s the flow of patients from
r the doctor.
yprove the test results or

e NO Oone, exc
patients go

the waitin
e The docto. N
send patiel KA\ Z

/ or, can decide where




Question

e What problems did you see?

 How did the patients feel?

e How did the staff feel?

e Which steps added value for
the customer? Which ones
were wasteful?




16:30-18:00 Cocktail and open discussion: participant problems, Q&A, and peer discussion



09:30-11:00 Hoshin Kanri: focus, priorities, and alignment









5 principles of

Lean . 1. Define the value of a product or service from the
customer's point of view

5. Strive for perfection through
continuous improvement

2. Identify the value
stream and eliminate
waste

4. Adopt a customer-driven system:
“Pull, don't push” 3. Create a continuous flow whenever possible
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100 revenue - 88 total costs = 12 operating
margin

/J Sales Costs

112 revenues - 88 total costs = 200 revenues - 166 total costs =100 revenue - (88-13%) total costs = 24 gross margin

24 gross margin 24 gross margin










WHAT PROBLEM
DO | START

WITH?




Alice, the owner of a
clinic

FOR VET




Alice, the owner of a
clinic, decides to increase
the prices of her

services:
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15%

Price increase
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Alice, the owner of a
clinic, decides to increase
the prices of her

services:

15%

Price increase The agenda is
starting to
empty ,_

- FOR VET




Alice, the owner of a
clinic, decides to increase
the prices of her

services:

0,
15%
Price increase The agenda IS Regular
starting to
customers
empty

FOR VET



How would you solve
the problem?

» D) 4

Eus
INESS

FOR VET
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How would you solve the problem?
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How would you solve the problem?

0

reducing costs of consultotions
and vaccinations

=+ Ed prvanician

0

By offenng special dscounts to
loyal chants

0

| donit care, [l kaap going like this

0

By lounching a marksting
campaigr

S Mentimeter




IS IT REALLY A |
PROBLEM?

Eﬁ’s
INESS

FOR VET



~
15%

Price increase The agenda is Regular
starting to customers
empty

Eﬁ’s
INESS

FOR VET




Alice, the owner of a
clinic, decides to increase
the prices of her

services:

~
15% 9%

.

The agenda is
starting to
empty

Price increase

- FOR VET




Alicia, the owner of a
clinic, decides to increase
the prices of her

services:

~N o ™~

15% 9% 20%

The agenda is
starting to Regular
empty customers

Price increase




Alicia, the owner of a Eﬁ’s
clinic, decides to increase INESS

the prices of her FOR V1
services:
\ -y -y

15% 9% 20%

The agenda is
starting to Regular
empty customers

+4.6% Revenue

Price increase

FOR VET




Alicia, the owner of a Eﬁ’s
clinic, decides to increase INESS

the prices of her FOR VLI

services:
\ -y \
15% 9% 20%

The agenda is
starting to
empty

+4.6% Revenue +106% Profit

Price increase Regular

customers




IS IT REALLY A §
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/4 FOR VET



yes or no ?




It depends on
the goal!
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What problems am | starting
with?




Bill o ° @
Constantine '

The issue Is genuine and must be
addressed when it obstructs the
attainment of the objective.




The issue Is genuine and must be
addressed when it obstructs the
attainment of the objective.



If everything depends
on the goal!




If everything depends
on the goal!

Do you have clear
objectives?




write the goal of your clinic




write the goal of your clinic




It depends on
the goal!

e do you have clear objectives?
e What are the problems that prevent
you from achieving your goal?




identify in the Gemba the
main problem




Close your eyes and immagine
Alexander Nevsky Cathedral in your
mind.
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St. Alexander Nevsky Cathedral, Sofia
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In theory thereis no
difference between

theory and practice, but
in practice thereis.

Yegi Dora




establish a resolution plan






Make a deployment



How do you write a manual for
a standard work?






11:15-12:30 Standard Work and Visual Management for teams



Visual management
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LEAN CLINIC GOAL '

Prevent Surgical Infejctions

Our clinic is doing a good job preventing
surgical’infections.

Objective | 8t =1 -1 -3

-4 -3 -2 -1
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13:30-15:00 Leadership through The New Shop Floor: daily management in practice



Klyoshl Suzakl

EMPOWERING PEOPLE FOR
CONTINUOUS IMPROVEMENT




1.Basic Stability

2.Jidoka
3.Respect and involve people







e

Medical
eguipment



1. Basic Stablility:No stabllity, no improvement.

Medical Medical products
eguipment



1. Basic Stablility:No stabllity, no improvement.

Medical Medical Medical
eguipment products Team



1. Basic Stablility:No stabllity, no improvement.

Medical Medical products  Medical Team Minimum standards
eguipment



1. Basic Stability: No stability, no improvement.

% -9 P

Medical Medical products ~ Medical Team  Minimum standards
eguipment




1.Basic Stabllity




1.Basic Stability &




1.Basic Stability ¥
2.Jidoka







It means ‘autonomation’,

a Lean principle that gives people
the power to stop a clinical process
as soon as they see an error or

something abnormal.




Immediately detect
abnormalities or errors.



Immediately detect Stop production
abnormalities or errors.



Immediately detect Stop production Quickly solve the problem
abnormalities or errors.



Immediately detect Stop production Quickly solve the Prevent it from happening again
abnormalities or errors. problem



Prevent it from happening
again

% 7 ldentify the root
e causes



BEREAKCOWN
THE FPROBLEM

UNCERSTANDG
THE WiRK

FPOIRT OF
OCCURENCE

i
Wity

Wity
WY/

WHY 7




Problem:
Doctors don’t call the owners of
hospitalized patients



WHY ?

WHY ?

WHY ?
WHY ?
WHY ?




WHy 9 We are too busy

WHY ?

WHY ?
WHY ?
WHY ?




WHy 9 We are too busy

WH,V 9 they had to shave a dog

WHY ?
WHY ?
WHY ?




WHY ?

WHY ?

WHY ?

We are too busy

they had to shave a dog

the clipper wasn’t cutting



WHy 9 We are too busy

W/—/,V 9 they had to shave a dog

WHY 2 the clipper wasn't cutting

WH.V 2 there were no replacement blades available

WHY ?




WHy 9 We are too busy

W/—/,V 9 they had to shave a dog

WHY 2 the clipper wasn't cutting

WH.V 2 there were no replacement blades available

WH.VD Make a proper blade supply plan
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Respect for
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Respect for Make good use
people of their talent



Respecting talent means valuing people's minds.

If you don’t, it’s the greatest waste of all.

Talichi Ohno



Paper aeroplane

/




Respect for  Make good use Let them

people of their talent solve it on
their own



Traditional Qrganization

Skill
Level

I Number of People |

Small number of people

possess skills, and they
direct low-skilled people

People's potential is not
well utilized



Traditional Organization Progressive Organization

Skill
Level

I Number of People | | Number of People l

Small number of people Large number of peaple
possess skills, and they possess skills.
direct low-skilled people

'hey are self-controlled,

People's potential is not salf-thinking, and
well utilized self-motivated



Respect for  Make good use Let them Turn the

people of their talent solve It on experience n_1to
their own shared learning

and celebration
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After 15:00 Coffee, discussions, and farewell to participants
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DR. PAOLO PEPPUCCI

Telephone
+393471761697

J ¢

Y E
Paolopeppucci@gmail.com

Website

www.vetfriendlyconsulting.com

@

Vet Friendl)/

CONSULTING




