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Learning Objectives

• Discuss interventions to provide tangible guidance to operational 
leaders on how to improve their ED experience. 

• Explain the roles of process improvements, accountability structures 
and process engineering and the impact each of them has on 
outcomes.
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Houston Methodist Entities
Houston Methodist Hospital Houston Methodist The 

Woodlands
Houston Methodist Baytown

Houston Methodist Cypress Houston Methodist Deer Park 
ECC

Houston Methodist Sugar Land

Houston Methodist Willowbrook

Houston Methodist West Houston Methodist Clear Lake

Houston Methodist Pearland 
ECC

Houston Methodist Sienna 
ECC

Houston Methodist League City 
ECC

Houston Methodist Kirby ECC Houston Methodist Voss ECC

Houston Methodist Magnolia 
ECC

Houston Methodist Cinco Ranch 
ECC

Houston Methodist Cypress ECC Houston Methodist Spring ECC

Houston Methodist The 
Woodlands ECC



Houston Methodist By the Numbers

*2023 Year End

508,541
Emergency 
Room Visits*

11
Emergency Care 
Centers

3 
ENA Lantern Awards

368ER
Beds

218 ER 
Physicians

84,289
EMS Arrivals

Certified ER Nurses
657

8
Emergency Rooms

84 
ER APCs



Ascension Texas: By the Numbers
The Organization Today

*represent the 10-year annual average from Fy12-Fy21 as the most current approved State of Texas data



Ascension Texas Services & Demographics

13 Acute Care Facilities

• Academic medical affiliation

• 2 level 1 trauma facilities

• 2 stand alone children’s hospitals

• 2 critical access hospitals



Background

EDs are struggling post-pandemic with high patient acuity, 
increasing volumes, long admission holds (boarders), increased 
testing, and staffing issues. Patient experience scores have also 
fallen to an all time low. 



Four Deliberate Steps

Built new accountability structures across EDs (longitudinal cascade) from 
executive to the staff level (horizontal cascade)

Developed timely data-driven reports and distributed them to all teams interacting 
with the ED 

Process engineers developed a LEAN-based process improvement structure and 
led workshops with staff to pilot, test, and refine ED workflows

Patient Experience leaders deployed a new evidence-based communication 
framework



Outcomes

• System ED patient experience scores were 43% in 
January 2023 and increased to 76.4% in June 2024 

• Average 30% reduction in left-without-being-seen
 

• Average 50 minute reduction in ED DC LOS

• Maintained 120 min ED boarder hours across all 
sites; 70 min less than the national median. 



Ascension Texas: Steps

ED Clinical Care 
Council

• Aligned goals
• Transparently review 

results with all 
stakeholders

• Share across 
Ascension

Multidisciplinary 
Throughput Focus

• Shift resources to 
front and focus on 
movement

• Inpatient hallway 
boarding and/or 
faster report and 
movement

New Listening 
Customer System

• Survey closer to visit 
and measures end-
to-end customer 
journey  

• Richer data insights 
and comments used 
for action plans

• Survey responses 
prompt immediate 
outreach to patients 
for service recovery

ED Experience 
Framework

• ED arrival service 
coaching tips

• Better inform 
patients of wait time 
expectations

• Every Moment 
Matters service 
training

• Clinician and nurse 
interaction



Ascension Texas: Outcomes

Key Performance Indicator Goal Year 1
2022-2023

Year 2 
2023-2024

Left Without Being Seen (LWBS) 1.5% 3.13% 1.48%

Door to Provider (min) 14 min 12 min 11 min

Length of Stay Discharge Patients (min) 164 min 181 min 160 min

Consumer Experience Net Promoter Score (NPS) 54.8 54.4 
(**Mar 23 – Jun 23)

56.9

** Year 1: Ascension changed consumer experience surveys Mar 2023 



What caused the 
performance 

improvements?



Measuring Success



All hospitals engaged in process improvements 
using taskforces

ED Redesign Task 
Force

Remodel current workflows 
and develop new processes  

60-90 days to Design, 
Educate and Implement.

Multidisciplinary 
team 

Physicians, lean team, guest 
relations, front line ED 

representatives, and ad hoc 
every department that impacts 

the ED (radiology, lab, 
transport, Inpatient etc.,).

Ensure front line engagement 
occurred early for early 

adoption and sustainability.

Using Data and 
Innovation to guide 

the new design.

Visit and collaborate with 
sister facilities.

Using data analytics to drive 
process designs.

Slide from HMWB ED team



Common Lean Changes Across Most EDs

Within 10 minutes of patient 
arrival, every patient is seen by 

a physician: Meaningful 
Encounter

Split the ED into three phase of 
care
• Patients with LOS < 3HRS
• Patients with LOS > 3 HRS
• Patients Critical and/or admitted

Added recliner space and 
hallway capacity; created 

lounges; enhanced EVS and 
FNS rotations

Slide from HMWB ED team



Communication Framework

• Highlight and refine behaviors through regular clinician feedback.
• Share 2-3 focused areas and specific strategies at each monthly ED 

physician meeting, based on data insights.
• Utilize individual physician scorecards, incorporating patient 

comments for performance improvement.



Individual physician scorecards



Lessons Learned: Both Hospitals

• Shifting resources to front and focusing on movement put patients in front of providers, 
started workups on arrival and improved arrival experience

• Extremely important to involve interdisciplinary teams - registration, imaging, internal 
medicine, environmental services

• Shift in culture required to put patients where they could receive appropriate care, 
instead of every patient to a bed - including inpatient hall boarding or expedited 
movement

• Communication is key – explaining wait times, movement, plan of care is essential from 
all staff

• Engage Frontline Staff Continuously:
‒ Involve all disciplines and departments that interact with the ED early and regularly
‒ Avoid “tokenistic” involvement and ensure their input actively shapes and implements decisions
‒ Consider significant changes over incremental pilots for more impactful improvements



Key Takeaways: Both Hospitals

• Aligned goals with strategic priority

• Lead with quality and safety

• Review results transparently

• Collaborate on improvements

• Share across health system

• Deliver a deeply personalized and frictionless consumer experience



Questions?

Contact:
Jason Knight, MD jknight@houstonmethodist.org
Courtenay Bruce, crbruce@houstonmethodist.org
Erica Richardson, erichardson@houstonmethodist.org  
Amanda Bacque, abacque@ascension.org 
Tatiana Guertin, tatiana.guertin@ascension.org 

mailto:jknight@houstonmethodist.org
mailto:crbruce@houstonmethodist.org
mailto:erichardson@houstonmethodist.org
mailto:abacque@ascension.org
mailto:tatiana.guertin@ascension.org
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