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1. Grasp the Situation

(Reason for Action)





Go-SEE (Gemba) is NOT...

• Walking around without a purpose

• An opportunity to find fault in others

• A time for solving problems and making changes

• One place that is NOT “Go-SEE” is a desk. 



Why do Go-SEE Walk

• See what is happening

• Instill discipline (e.g. standard work practice)

• A chance to talk with staff, to hear what problems are not 
getting solved

• A chance to emphasize quality and safety



GEMBA WALK   Steps…
• 1. Prepare for the walk

• Purpose

• Building understanding and trust/ Coach the participants before the walk (why)

• Plan

• Seek to understand barriers and interruptions (process not people)

• What are you going to ask? (Document findings)

• What do I want to learn?

• 2. Do the Walk
• Ask What, then Why (by observation, not action)

• Show Respect (share follow up)

• 3. Debrief the Walk
• How effectively was the purpose of the walk accomplished?

• What improvement opportunities or action commitments were made during the walk?

• Actual-VS-Expected (Identifying the Gaps?)





A3 Problem Solving

1. Grasp the Situation
2. Gap Analysis

3. Plan, Experiment, create or modify SW 
and institutionalized process.

4. Monitor and Reflect

5. Share Successful Practices/Processes 

1. Grasp 
the 

Situation

1. Gap Analysis
2. ID Countermeasures
3. Implement 

Countermeasures
4. Monitor and Reflect
5. Share Success









Gap Analysis "5 Why’s"

• The 5 Why’s is a question-asking technique used to explore the 
cause-and-effect relationship underlying a particular problem. 

• The primary goal of the technique is to determine the root 
cause of a defect or problem. 

• (The “5” is the number of iterations typically required to 
resolve a problem).





Gap Analysis 5 Why’s

•Example

• The vehicle will not start (the problem)



The vehicle will 

not start 

Example



The battery is dead 

The vehicle will 

not start 

Example



The alternator is 

not functioning

The battery is dead 

The vehicle will 

not start 

Example



The alternator 

belt has broken 

The alternator is 

not functioning

The battery is dead 

The vehicle will 

not start 

Example



The alternator belt was 

well beyond its useful 

service life and not 

replaced

The alternator 

belt has broken 

The alternator is 

not functioning

The battery is dead 

The vehicle will 

not start 

Example



The alternator belt was 

well beyond its useful 

service life and not 

replaced

The alternator 

belt has broken 

The alternator is 

not functioning

The battery is dead 

The vehicle was not maintained 

according to the recommended 

service schedule (root cause)

The vehicle will 

not start 

Example



Gap Analysis 5 Why’s

• Five Whys Jefferson Memorial Example

https://www.youtube.com/watch?v=BEQvq99PZwo
https://www.youtube.com/watch?v=BEQvq99PZwo




Gap Analisys







A3 Problem Solving
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Purpose: To solve problems using a structured method

1. Grasp the Situation

Perceived Problem

• Of all the problems to solve, why this one?

• Why is solving this problem important to staff, patients, Scripps, 

community?

• Why does this problem matter now?

Target Condition

• What does the customer want?

• What does good look like? (Safety, Quality, Connectedness, Cost)

• What are our quantitative and qualitative goals/targets?

Current Condition

• Go see and observe the actual place, actual process, and actual people

• What are the processes that create this condition?

• What facts do you know about the process?

• What? Where? When? Who? How many? How (method)? 

Consequence?

Problem Statement

• What problem are you trying to solve?

• Summarize the perceived problem given what you now know about the 

target condition and current condition

2. Gap Analysis

• What are the obstacles/barriers keeping you from reaching the target?

• Analyze obstacles/barriers objectively to define potential cause (80/20, 5 whys, fishbone 

diagram)

• What are the top 1-3 obstacles to focus on next?

3. Identify and Test Countermeasures 

(Rapid Learning Experiments)

• What ideas do you have for addressing 

potential causes?

• Push for strong countermeasures

• What adjustments to the process will 

prevent this problem from occurring 

(mistake-proof)?

• Design small-scope experiments with 

measurable objectives

• Conduct experiment cycle

• Analyze results

• Adjust and repeat

5. Monitor and Reflect

• How will you monitor the process within 

the management system and for how 

long?

• What is actual performance vs. target?

• Have you sustained process stability for a 

defined length of time?

• What are your top barriers, learnings and 

adjustments?

• What is your next step?

4. Implement Countermeasures

• How do you implement the successful 

experiments?

• Who needs to do what? By when?

• Develop implementation plan (how, who, 

when will you train, communicate?)

• How will you incorporate process 

changes into operations?

6. Share Successful Practices

• How will you share learnings so others 

may learn from you and adapt/adopt if 

needed?

Title: Coach: Problem Solver: Date Initiated: Estimated Completion: Revision:

Stakeholders:

Value by Design A3 Problem Solving Standard v2 11/5/19 
Summarized from Managing to Learn by John Shook, Four Types of Problems by Art Smalley, and Toyota Kata by Mike Rother



3. Identify and Test Countermeasures (Rapid Learning Experiments)

• What ideas do you have for addressing potential causes?

• Push for strong countermeasures

• What adjustments to the process will prevent this problem from occurring (mistake-proof)?

• Design small-scope experiments with measurable objectives

• Conduct experiment cycle & Analyze results

• Adjust and repeat



Gaps / Countermeasures



A3 Problem Solving
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Purpose: To solve problems using a structured method

1. Grasp the Situation

Perceived Problem

• Of all the problems to solve, why this one?

• Why is solving this problem important to staff, patients, Scripps, 

community?

• Why does this problem matter now?

Target Condition

• What does the customer want?

• What does good look like? (Safety, Quality, Connectedness, Cost)

• What are our quantitative and qualitative goals/targets?

Current Condition

• Go see and observe the actual place, actual process, and actual 

people

• What are the processes that create this condition?

• What facts do you know about the process?

• What? Where? When? Who? How many? How (method)? 

Consequence?

Problem Statement

• What problem are you trying to solve?

• Summarize the perceived problem given what you now know about 

the target condition and current condition

2. Gap Analysis
• What are the obstacles/barriers keeping you from reaching the target?

• Analyze obstacles/barriers objectively to define potential cause (80/20, 5 whys, 

fishbone diagram)

• What are the top 1-3 obstacles to focus on next?

3. Identify and Test Countermeasures 

(Rapid Learning Experiments)
• What ideas do you have for addressing 

potential causes?

• Push for strong countermeasures

• What adjustments to the process will 

prevent this problem from occurring 

(mistake-proof)?

• Design small-scope experiments with 

measurable objectives

• Conduct experiment cycle

• Analyze results

• Adjust and repeat

Title: Coach: Problem Solver: Date Initiated: Estimated Completion: Revision:

Stakeholders:

Value by Design A3 Problem Solving Standard v2 11/5/19 
Summarized from Managing to Learn by John Shook, Four Types of Problems by Art Smalley, and Toyota Kata by Mike Rother





• INPUT INFO HERE

Largest milestones 
achieved in last 30 
days

• INPUT INFO HERE

Largest milestones 
planned for next 30 
days

• INPUT INFO HERE

Barriers/Obstacles

• INPUT INFO HERE

Next actions to 
mitigate barriers

Issue/Opportunity: Who’s Driving:

Target State:

Performance Data
(graphs, charts, tables)













5. Share Successful Practices
• Standard Work 

o WHO owns the process (Leader, Staff, Provider) 

o CLEAR expectations – WHO does WHAT, in what SEQUENCE.  

o HOW long, WHEN it is needed and expected outcomes. 

o WHAT resources are required. 

▪ Example… (Oxygen Documentation and Billing)



Leadership Standard Work



My Hospital (Scripps Mercy Hospital)  

2018 2019

90 RCP’s

2020

125 RCP’c

2021

135 RCP’s

2022

140 RCP”s87 RCP’s





Back to Basics!

O2 
management

Rt Eval & Treat

Rt Navigator 

Personalized Patient 

Care.





Coaching for Development Principles

COACHING FOR DEVELOPMENT 



What is Coaching?



What is Coaching?

• The Principle of Coaching relies upon the staff experience and actions.

• The GREAT VALUE OF COACHING is to enhance staff's vision,                        
ie: The Search for Answers;

• To  do so, the coach needs to ask powerful questions
oHow do you want it to be (Target condition)

oWhat can you do to make the change? (What actions can be taken)

oWhat concrete actions? (Initiate those actions on specific plans)

oWhen Will you start? (Set dates for the first step)



Coaching for Development
know these 5 Principles…



1. Effective coaching occurs when both giver and receiver 
are ready

• Know oneself—aspire toward personal mastery

• Don’t be offended when your efforts to help are not well received. (Take 

ownership).

• Show respect; offer to come back if the problem solver isn’t ready

Coaching for Development Principles



Coaching for Development Principles

a) Minimize inappropriate corrections 
• Let problem solver catch their own 

mistake if possible; builds their esteem; 

• don’t “steal their learning”; can be 
demeaning if coach is always correcting

• Let them think; let them try

b) With feedback, be descriptive and 
avoid judgement

2.     Effective coaching occurs when the coach is in 
the right role



Coaching for Development Principles

a) Always start with some 
version of pure inquiry

b) Seek to understand
• Actually, listen to the answer; stay 

curious

• “Access your ignorance”

3. Effective coaching starts with pure inquiry



Coaching for Development Principles

c) Use the phrase “for you” in your questions: 
“What’s the real challenge here for you?”
• Compels the person to wrestle with their own struggle and what 

they need to figure out

• Forces self-reflection and personal insight

d) Stick to questions starting with “what” or “how” 
and avoid “why”
• “Why” puts people on the defensive

4. Everything you say or do is an intervention that 
determines the future of the relationship



Coaching for Development Principles

a) Ask one question at a time; wait for the 
answer

b) Get comfortable with silence
• Silence is a measure of success when coaching

4. Everything you say or do is an intervention that 
determines the future of the relationship



Coaching for Development Principles

5. The problem solver is who owns the 
problem

• No matter how similar a problem is to the one you feel you 
know all about, it is the other person’s problem, not yours



One More thing...  Create a Coaching Habit

The habit of “coaching for development” is embedded in your daily 
routine

• Organize your coaching practice and build into your calendar and leader standard 
work so it’s predictable

• Proceed systematically…

Coaching for Development Principles





The Scripps Management System



Conclusion...



Thank you.

one more thing…

Quick shout out to…

                      

Miguel A Moreno, BSRT, RCP, RRT-NPS/ACCS

.



Mi Hospital (Scripps Mercy Hospital)  

2019

90 RCP’s

2020

125 RCP’c

2021

135 RCP’s

2022

140 RCP’s

2026

155 RCP’s



Scripps Mercy Respiratory 
Therapy

FY2026

• Productivity: >100%

• Measured outcomes: 
• Hospital Stay: Down by 1.2 

days & 
• Readmission rates: Down <16%

• Engagement >80%

• Community leadership: 
• Protocols & Navigator Role
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