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Enhanced Recovery



ER Team Set-up Plan

1. Determine the Why
2. Form the Team

– Punch tickets
– Meet weekly

3. Revise/Develop ordersets and pathways
4. Develop compliance metrics

– Measure and Report
5. Develop outcome metrics (PRO)

– Measure and Report
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Simon Sinek: Start with Why

“People do not buy WHAT you do, 
they buy WHY you do it.”

Team members don’t buy-in to the 
product or change they are working 
on, they buy-in to why the team is 

making the product or change.



I can’t tell you how to 
build an ER program 

unless you tell me why
you want to do ER



What Is Your ER Goal?

A. Reduce complications
– Enhanced Safety Program

B. Save the hospital money
– Enhanced Finance Program

C. Lower length of stay
– Enhanced Discharge Program

D. Make them to poop faster (see answer C.)
– Enhanced BM Program

E. Help patients recover faster
– Enhanced Recovery Program
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ERAS Plan

Reduce Anxiety, 
Narcotics, and 

Fluids

Return to Normal 
Function/IOT ASAP

Recovery

Manso/Aloia, JSO, 2017
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Patient Education and Engagement
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Enhanced Recovery

Kim/Aloia, JOGS, 2017

Strategy
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ERAS Plan

ERP 
Elements

Reduce Anxiety, 
Narcotics, and 

Fluids

Return to Normal 
Function/IOT ASAP

Recovery

Manso/Aloia, JSO, 2017



Ordersets and Pathways
Tactics
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ERAS Plan

ERP 
Elements

Reduce Anxiety, 
Narcotics, and 

Fluids

Return to Normal 
Function/IOT ASAP

Recovery

PROs: Symptom Interference

Manso/Aloia, JSO, 2017

Surgery – Nursing - Anesthesiology



ER Team Set-up Plan
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The Team

• Anesthesia/Surgery
• Nursing

– Clinic
– Periop
– Inpatient



The (Super) Team

• Anesthesia/Surgery
• Nursing

– Clinic
– Periop
– Inpatient

• Pharmacy
• Nutrition
• Patient Education
• PMNR
• Coordinator
• IT



Early vs. Late Adopters
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1. Promote a patient-centered and holistic approach
2. Facilitate pervasive and sustained change adoption
3. Embrace and expedite the process of change
4. Support the functioning and development of change teams
5. Assist in identifying and managing barriers to change
6. Assist in engaging and educating all staff members
7. Provide structure & support for responsible local adaptation
8. Build a structure for implementation of future change

–Margaret Luciano, PhD, MBA

Implementation Approach

19



Agenda/Challenges

• Program/HPB/Oncology
• Nursing
• Anesthesia
• Trainees
• Hospital Administration
• Reporting



People don't resist 
change. They 
resist being 

changed
-Peter Senge

Setting up an Enhanced Recovery Program
Elements, Buy-in, Hurdles, and Conflict Resolution

Rule #1:
It’s Not Personal, 

So Don’t Make It Personal



Anesthesia Keys

• Communication
– Separate from the case

• Premeds
• Regional blocks
• Fluids
• Narcotics

– Night before case
• Next day’s plan

– After the case
• Share successes



The Best Part of ERAS 
Implementation

• Bringing Together Surgery and Anesthesia
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Notes on Leadership
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• Herb Simon
–Optimizers

• Waits on the beach for the perfect 
conditions

• Few actions
• Only engages when all conditions are 

optimal

– Satisficers
• Takes action when a reasonable solution 

is available that will clearly improve the 
system
– Understand that many decisions/actions 

lead to success
– Remain aspirational

Optimizing vs Satisficing
WAITING ON THE PERFECT SOLUTION
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• Specific
•Measurable
• Assignable
• Realistic
• Time-Dependent

Set SMART goals

People who write 
down SMART goals 

are 97% more like to 
accomplish them



Leaders and Sandboxes
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Leaders and 
Sandboxes



Setting up an Enhanced Recovery Program
Elements, Buy-in, Hurdles, and Conflict Resolution

There are only two ways to 
influence human behavior: 
you can manipulate it or 

you can inspire it.

Patient-centered care is 
inspirational.
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change happens at 
the speed of trust

Pace of Change

38



VM-Many Thanks

@mdahpbaloia
taaloia@mdanderson.org

Team Sport
ERAS @ MDACC

Steven Swisher/Carin Hagberg

Vijay Gottumukkala/Thomas Rahlfs/Jean-Nicolas Vauthey

Brittany Kruse/John Calhoun

Clinical Teams
HPB Anesthesia/CRNAs

Surgical Oncology and HPB Surgery Fellows

Melissa Arvide/Sharon Fielder/Whitney Dewhurst/Leigh Samp/Liver APPs

Pharmacy/Nutrition Support

Research Teams
Margaret Luciano/Eduardo Salas/Charles Cleeland/Shelley Wang

Ryan Day, MD, Bradford Kim, MD, Nisha Narula, MD, Catherine Davis, MD

Rebecca Marcus, MD and Heather Lillemoe, MD


