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Although several methods have
been proposed to help reduce inef-
ficiencies in healthcare, these may
be inaccessible or impractical for
leaders to implement given their
complexity. Leader Standard Work
(LSW) has been successfully utilized
in other industries to help improve
the efficiencies of leaders by providing
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individual, manageable concepts that
leaders can rapidly implement to ef-
fect change. This column provides a
brief overview of LSW and how it
may be used to leadership effective-
ness and, ultimately, healthcare.

To sustain improvements, organi-
zations need a strategy to engage
and standardize the work of front-
line managers. Leader Standard
Work (LSW) is a Lean concept that
ensures standard work processes
and practices are in place and consis-
tently followed.! This approach is a
driver for leadership success through
continuous process improvement
and is applicable to all leaders re-
gardless of their organizational
level. Standardizing a leader's work
allows for enhanced organizational
performance while creating time for
the leader to focus on important ac-
tivities. Standardization of work per-
mits a leader to spend their time more
efficiently. Leaders can devote time to
other tasks including coaching and
performance accountability, thereby
raising the performance of their team.

Healthcare organizations are
often challenged with improving
processes to be more efficient with
a goal of improving the quality of
patient care to meet benchmarks

without increasing costs. When pro-
cess variations are removed, waste is
reduced, efficiency is improved, and
teams can deliver safer care with im-
proved patient experiences.” Lean
principles, adopted from the Toyota
Motor Company, have been suc-
cessfully used by healthcare leaders
to change culture and sustain im-
provements.”>” Healthcare leaders
have also used other processes in-
cluding the Deming cycle (Plan,
Do, Check, Act), which are often
short, time-limited cycles to keep
departments involved in continu-
ous process improvement.® LSW
supports leaders in increasing their
impact by adjusting the way they
think and manage, thus building
performance consistency. To effec-
tively transform an organization's
culture and gain process sustainabil-
ity, 3 key LSW components should
be incorporated into leadership train-
ing: calendar alignment, visual man-
agement tools, and leader walks.

LSW Step 1—Calendar
Alignment

Calendar alignment ensures a
leader has enough time built into
their schedule to be a leader and
complete other LSW components
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such as leader walks, known as
Gemba Walks.” Grouping of required
reoccurring meetings to specific days
and times creates added capacity to al-
low focus on other things in the
leader's view.® When this concept is
introduced, many leaders feel this is
not necessary as there is a perception
that calendar alignment takes time
away from other activities. Providing
a thorough explanation of the step
of calendar alignment including ex-
amples of a balanced, aligned sched-
ule will help identify the benefits and
support buy-in. Grouping meetings
and administration duties to specific
times and days promotes work-life
balance with increased job satisfac-
tion. When leaders have a repeti-
tious, consistent schedule, frontline
staff become accustomed to this
and learn to expect it, allowing
them the opportunity to regularly
engage with their leaders.

LSW Step 2—Visual
Management Tools

Leaders need visual management tools
such as checklists or flow diagrams
when identifying areas for improve-
ment and when conducting their
leader walks (Supplemental Digital
Content 1, http://links.lww.com/
JONA/A911, and Supplemental Digi-
tal Content 2, http:/links.lww.com/
JONA/A912). These checklists or
diagrams contain detailed steps of
a process and are an important ref-
erence tool for a leader when con-
ducting observations, coaching, and
holding people accountable to follow
a designed process.

LSW Step 3—Leader Walk

A leader walk is time set aside in 1- to
2-hour blocks each week by nurses
and physicians and other leaders. It
is often helpful for the medical direc-
tor and nursing director walk together
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in a care setting, providing them the
opportunity to make the same ob-
servations but from different per-
spectives.” Leader walks also pro-
vide leaders an opportunity to have
an in-depth knowledge of process
details. During the leader walk, time
is spent observing any process spe-
cific to the department, watching
for variability, obtaining feedback
from staff on how to improve, and
coaching staff on expectations.

Case Study

An example of how these steps have
successfully been implemented to
drive change, along with details of the
implementation and methodology, is
available in Supplemental Digital Con-
tent 3 (http:/links.lww.com/JONA/
A913). In this emergency depart-
ment (ED) example, median door-to-
provider times improved, left without
treatment rates dropped, and overall
median length of stay decreased.

Discussion

The adoption of LSW principles in
the ED in this organization resulted
in rapid and sustained change in
patient care metrics. While many
departments may have initiated
processes to effect change, the re-
sults are not often sustained. LSW
in this organization has resulted
in cultural change that has led to
sustained results across the entity.
For example, leadership presence
during leader walks has empowered
nursing staff and providers to be an
active part of the changes and pro-
vide valuable input. These techniques
have been essential during the pan-
demic and ensuing leadership chal-
lenges. Through leadership presence
and the incorporation of LSW, the
culture of a department and hospital
can be changed and begin to embrace
process improvement.'® Adopting

LSW principles can be a powerful
method for shifting culture toward
consistent processes improvement
and sustaining change. Leaders must
be willing to dedicate time to be edu-
cated and understand existing pro-
cesses and the changes needed from
their perspective.

Implications for
Nursing Leaders

These tools can be integrated into
existing workflows and can be uti-
lized by all levels of nursing leaders.
This can improve team dynamics
and may positively influence other
aspects of patient care. Engaging all
levels of frontline providers for input
into process changes through LSW
can increase staff satisfaction, improve
efficiency, and patient throughput, as
well as impact patient satisfaction.'!
Including leader walks as a consistent
leadership behavior offers increased
presence and gives frontline staff an
increased sense of support.

Conclusion

LSW represents a framework for
helping leaders and organizations
implement sustainable change to
improve efficiencies, leadership ef-
fectiveness, and ultimately patient
care. Through the 3 key concepts
of LSW, calendar alignment, visual
management tools, and leaders walks,
leaders can rapidly implement dra-
matic and sustainable change at all
levels. Hospitals and nursing leaders
should consider LSW as a tool for
implementing change and positively
affecting culture and outcomes.
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