
80% Rule  

Admission beds 

required on  

Unit 1 = 27 

80% Rule 

Admission Beds 

Required 

Unit 2 = 27 

Total required admission beds when units separate = 54 ( 27+27 )  

Pooling the two units reduces variation and subsequently the 80% line. 

80% Rule. 

Admission beds 

required on  

Unit 1 = 27 

80% Rule. 

Admission Beds 

Required 

Unit 2 = 27 

80% Rule. 

Admission Beds 

Required 

Combined Unit = 49, 

5 beds less 

Pooling is a method of resource management, it is the action of collating  

resources to maximise advantage and minimise variation. 

The basic principle behind pooling is that variation of two systems will cancel 

each other out ( to some extent ) . If variation reduces the 80% rule reduces 

allowing the same amount work with less resources to be done. 

This only works when you are combining the demand for two processes that 

are the same.  Combining queues for different processes my increase  

variation and waste 

Example of how pooling works:- two separate admissions units combining 
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Variation and Queue Theory 

‘A one page book’ 

“ I f  I had to reduce my message for management to just a few words, I ’ d say it all had to 

do with reducing variation.”   

 
 

By reducing variation in a process, it is possible to improve the predictability or reliability.  

Greater reliability allows improved planning of systems requirements and ability to reduce 

waste. 

 

This one page book will focus on variation and how manage it to avoid waiting and waste. 

It is helpful in addition to read and understand the accompanying One Page Booklets —  

Run Charts and Statistical Process Control Charts. 

 

Statistical Process Control Chart —Types of Variation  

Common Cause vari-

ation 

Variation caused by 

chance causes, by 

random variation in 

the system,  

resulting from many 

small factors 

Special Cause  

Variation 

Variation caused by 

special  

circumstances or  

assignable cause not 

inherent to the  

system. 

The figure to the left 

explains the correct 

process to respond to 

variation.  If special 

cause variation is 

present this should 

always be identified, 

understood and  

eliminated first before 

common cause  

variation. 

Responding to Variation  

W. Edwards Deming    

Process with 

common cause 

variation

Reduce variation: 

make the process even more reliable

Not satisfied with result: 

redesign process to get a better result

Process with 

special cause 

variation

Identify the cause:

if positive then can it be replicated or 

standardised. If negative then cause 

needs to be eliminated

Special Cause Variation 

Common Cause Variation 

1 



 

 

Waste:  Use or expend carelessly, extravagantly, or to no purpose.  

Oxford University Press Dictionaries 2014 

Max = 23 

Min = 7 

Special Cause Variation 

 

The 80% Rule is used to plan the amount of time needed to schedule work in order to 

balance waiting and waste to maximise efficiency.  In this example, waste is  

represented by the area below the red line but above the trend line. 

Notewaste is reduced when at 80% compared to 100%. 

Calculating the 80% 

Rule 

 

Exclude any special 

cause variation. 

Variation =  Max-Min 

  

Variation    

   100 

X  80 + Min 

X 80 + 7 = 19.8 ( approx 20 )  
 16 

 
In this example:   Variation = 23-7 = 16        

100 3 

Role 
Cycle Time 

at 80% 

Lung Function 15m 

Weight & Nurse 10m 

Dietician 20m 

Dr 20m 

Others 15m 
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Deliberately organising the order of 

events / cycles can improve  

efficiency. 

If possible order from least variable 

to most variable.  The clinical  

implications of ordering cycles do  

however have to be taken into  

account and might prevent this being 

possible. 

Visual representation of this technique using a Gantt Chart allows a series of cycle 

times to be seen as a whole process.  This allows planning of work to be done 

based on the 80% Rule. 

It is worth noting that reducing 

the common cause variation by 

redesign and standardisation will 

lower the 80% line and therefore 

lower the planned time for the 

CF Doctor cycle time in this  

example.   

80% = 21mins

3hrs = 8 Patients

80% = 18mins

3hrs = 10 Patients

80% = 14mins

3hrs = 12 Patients


