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Promoting nurse empowerment 
and collaboration to increase 
throughput and efficiency
Astrid Sobotka MSNL, RN, LSSGB

Denise Brown MS, BSN, RN, CPN, NE-BC

P R O P R I E T A R Y  A N D  C O N F I D E N T I A L

Top pediatric health system

Strong performance
More than 110-year history of 
providing care exclusively to 

children from birth to adulthood

Leading experts
Two award-winning pediatric 

hospitals with 700 total licensed 
beds and 60 locations provide 

primary, specialty and 
subspecialty care

Magnet Designated
4 times Magnet designated, 
first achieved in 2009, with 

redesignations in 2013, 2018, 
and 2023 

Dedicated team
More than 3200 nurses and 

11,000 team members provide 
care to more than 369,000 

children annually

Academic affiliation 
Multiple academic research 
partners and joint pediatric 

enterprise affiliation to 
UT Southwestern Medical Center 
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Background/Problem
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Purpose
Reduce ED to IP 

time to < 60 
minutes

Provide the right 
care at the right 
time and place

Reduce ED Left 
Without Being 

Seen rates

Create Standard 
Work for each 
unit and role

Project Team
Toyota Systems 
Support Center 

(TSSC)

Leaders and 
FRONT LINE 

TEAM MEMBERS

Inpatient 
Services (ACS)

Emergency 
Services (ED)

Clinical Resource 
Team

House 
Supervisors

Environmental 
Services (EVS)

Epic analyst

Methods & Process

Baseline data

Workflow/process maps

GEMBA walks & the Shop Floor

Identifying variability

Identify areas of stagnation/delay

Don’t boil the ocean!

Look for low hanging fruit – quick PDSA cycles

It’s a marathon, not a sprint
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Our timeline

Project Kick
off

July 2023 8/31/2023

New Bed 
Storage  
Process

Status
Board trial

9/13/2023 11/2023

EMR Chat 
started

4/9/2024

“blue arrows” 
In Epic

10/13/2023

Standard 
Work Sheets

Improving Bed Availability

Standardized bed and crib storage

Partnered with EVS for restock process

Reduced delays in room set up

Increased efficiency in patient transfers

A Process, Not People Issue
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Background: Communication Before 
the Process Change

VARIABILITY IN THE 
COMMUNICATION

DEDICATED TEAMS 
OPERATING WITHOUT A 

SHARED WORKFLOW

COMMUNICATION GAPS 
IMPACTED EFFICIENCY AND 

SAFETY

What We 
Did: 

Defining 
Readiness

Created a shared definition 
of readiness by defining 
three critical steps

Implemented a real-time 
status board

Improved visibility, reduced 
calls, prevented premature 
transfers

Clear Signals, Safer Transfers
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Closing the Communication
Gaps

Standard Work 
Built by the 
Teams Who Do 
the Work

Ongoing Stakeholder Engagement

Began chart 
audits to closely 

evaluate the 
transfer process

Helped identify 
trends, delays 

and opportunities 
for improvement

Insights and data 
shared with 

frontline staff 
regularly
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Recognizing and Celebrating Success

Improvement is 
driven by people, not 

just processes

Recognized teams 
demonstrating 

strong collaboration 
and safe, timely 

transfers

Celebrated success 
with wearable pins 

as visible recognition

Reinforced desired 
behaviors, boosted 
engagement, and 

sustained 
momentum

Results

Results
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Key Takeaways

• Including frontline staff is crucial to project success

• Multidisciplinary team

• Standard Work

• PDSA, PDSA, PDSA…

• Celebrate & Recognize

• Not just for the ED or Inpatient setting

Key Takeaways

• Don’t give up, Keep Moving Forward

References & Contact 
Information

Ahline, P., Almstrom, P. & Wanstrom, C. When patients get stuck: A systematic literature review on 
throughput barriers in hospital-wide patient processes. Health Policy. 2022;126(2): 87-98

https://doi.org/10.1016/j.healthpol.2021.12.002

Hammer, C., DePrez, B., White, J., et al; Enhancing Hospital-Wide Patient Flow to Reduce Emergency 
Department Crowding and Boarding. Journal of Emergency Nursing. 2022;48(5): 603-609 

https://doi.org/10.1016/j.jen.2022.06.002

Mangum, C., Andam-Mejia, R., Hale, L., et al; Use of Lean Healthcare to Improve Hospital Throughput and 
Reduce LOS. Pediatric Quality and Safety. 2021;6(5): 473

https://doi.org/10.1097/pq9.0000000000000473

Astrid Sobotka  astrid.sobotka@childrens.com

Denise Brown   denise.brown@childrens.com

22

23

24



4/14/2026

9

Q&A
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