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Virginia Mason Medical Center  
ÅIntegrated health care system 
Å501(c)3 not-for-profit 
Å336-bed hospital 
ÅNine locations 
Å500 physicians 

Å5,500 employees 
ÅGraduate Medical Education 
ÅResearch Institute 
ÅFoundation 
ÅVirginia Mason Institute  
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  Sense of Urgency:  
Health Care Challenges  

 
ÅPoor quality health care = 3% defect rate and  

    costs the U.S. billions of dollars 
 

ÅHealth care is unaffordable and unavailable to 

millions of people 
 

ÅHealth care workers are negatively impacted by 

unreliable systems   

ÅVMMC financial loss for two successive years 

                        

 

 

 



Virginia Mason Medical Center 

Strategic Plan 

Shared Vision  
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Q:   
A:   
O:   
S: 
W: 

Q = A Ҏ (O + S)  
              W 

The VMMC Quality Equation: 

Quality 
Appropriateness 
Outcomes 
Service  
Waste 



 

Å Provider First 

Å Waiting is Good  

Å Errors are to be Expected 

Å Diffuse Accountability 

Å Add Resources 

Å Reduce Cost 

Å Retrospective Quality Assurance 

Å Management Oversight 

Å We Have Time 

 

Å Patient First 

Å Waiting is Bad 

Å Defect-free Medicine 

Å Rigorous Accountability 

Å No New Resources 

Å Reduce Waste 

Å Real-time Quality Assurance 

Å Management On Site 

Å We Have No Time 

FROM  TO 

Transforming Healthcareé 



Physician 

Compact Aligned 
Expectations  

Board 

Compact 

Leader 

Compact 



Visible & Committed Leadership 

Dr. Kaplan reviewing the flow of the process with Drs. Jacobs and Glenn 



Sense of 
Urgency  

Visible & 
Committed 
Leadership 

Aligned 
Expectations 

Improvement 
Method 

 Technical & 
Human 

Dimensions  
of Change  

Requirements for Transformation 

  Shared Vision 



The Virginia Mason Production System  

1. The patient is always first 

2. Focus on the highest quality and 

safety 

3. Engage all employees 

4. Strive for the highest satisfaction 

5. Maintain a successful economic 

enterprise 

We adopted the Toyota Production System key philosophies 

and applied them to healthcare 



1. The Patient is Always  First  

ÅThe patient is at the top 

of our strategic plan 

ÅValue is defined by the 

patient 

ÅPatientôs voice is 

embedded in our 

improvement activities 



2. Focus on Highest Quality & Safety  

ÅEmbedding mistake 

proofing into 

everything we do 

ÅPatient Safety Alert 

(PSA) 

Å5S across VMMC 

ÅStandard Work 



Stopping the line  
Organization -wide Involvement  

1. Staff report issues 

using the Patient Safety 

Alert System 

2. Leadership investigates 

and resolves issues 

3. Board Quality 

Committee review/ 

approve closure of 

high-severity issues 



40,000 th  PSA Reported  

End of January 2014: 43,615 



This is a good 

question.  He must 

have read the 

materials before the 

meeting. 



ñGood Catch! ò Safety Award  
 



Patient Safety Alerts Newsletter  



2011 Mary McClinton Safety 
Award Medication Reconciliation  
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Effectiveness of Patient Safety Program:  
Total Number of Claims and PSAs Reported  

Total number of claims excludes claims closed with no payment 
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Reduction of Hospital Professional Liability 
Premiums  
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04
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Report Published December 2010 



VMMC Quality Awards  

http://www.npsf.org/
http://www.leapfroggroup.org/news/leapfrog_news/4784721


Safety Culture Question  
Staff Speak Up Freely*  
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*Question: Staff will speak up freely if they see something that may negatively affect patient safety 



 
 

Respect for People  
refers to how we treat  
each other as we work  
together to create the  

perfect patient experience. 





Surgical Attestation Video 



3. Engage all Employees  

ÅEmployees trained in 
VMPS 

ÅInvolve employees in 
improving their own 
work with ELI 

Å RPIW/Kaizen 

 

 

 



Defect by product 
grouping 

Defect by Root 
Cause (Process 
Accountable) 

Defect by Risk to the 
Patient (Red, Orange, 

Yellow) 

Employee Engagement: Sterile Processing  



#4 Strive for Highest Satisfaction 
Levels  
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Virginia Mason Annual HCAHPS ñTop Boxò Performance Trend 



VMMC Staff Partnership Results  
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5. Maintain a Successful Economic Enterprise  
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Leadership Requirements  

Needed to Sustain VMPS 

1. Set priorities that align with the 

vision 

2. Use VMPS tools & methods 

3. Lead change  

4. Allocate resources to VMPS  

5. Require accountability 

6. Implement standard work for 

leaders 

 



Annual Goals 

Long Term Vision 

KPO Priorities 

Clinic Priorities 

Section Priorities 

ω 5ŜǾŜƭƻǇ ŀƴŘ ƛƳǇƭŜƳŜƴǘ ŀ Ϧƪƴƻǿ ȅƻǳϦ ǘŜƳǇƭŀǘŜ ƛƴ ƻǳǊ ŜƭŜŎǘǊƻƴƛŎ 

medical record (EMR) 

ω {ǘŀƴŘŀǊŘ ǘƻǳŎƘ Ǉƻƛƴǘ ōŜƘŀǾƛƻǊ όaƛƭƪǎƘŀƪŜύ ¢.5

ω /ƻƴǘǊƛōǳǘŜ ǘƻ Ƴȅ ǘŜŀƳϥǎ ŜȄŎŜƭƭŜƴǘ ǇƘƻƴŜ ǎŜǊǾƛŎŜ ǇŜǊŦƻǊƳŀƴŎŜ

ω ²ƻǊƪ ǘƻ ǊŜǎƻƭǾŜ ǇŀǘƛŜƴǘǎ ƴŜŜŘǎ ƛƴ ƻƴŜ Ŏŀƭƭ

ω aŜŀǎǳǊŜ ŀƴŘ ƛƳǇǊƻǾŜ ƳŜǎǎŀƎŜ ƭŜŀŘ ǘƛƳŜ

ω {ƛƳǇƭƛŦȅ ǎŎƘŜŘǳƭƛƴƎ ϦǊǳƭŜǎϦΣ ǎƘŀǊŜ ōŜǎǘ ǎŎƘŜŘǳƭƛƴƎ ǇǊŀŎǘƛŎŜǎΣ ŀƴŘ 

reduce appointment types

ω 5ŜǎƛƎƴ ŀƴŘ ǘŜǎǘ ƛƴƴƻǾŀǘƛǾŜ ŎŀǊŜ ŘŜƭƛǾŜǊȅ ƳƻŘŜƭǎ

ω LƴŎǊŜŀǎŜ ǇŀǘƛŜƴǘ ŜƴǊƻƭƭƳŜƴǘ ƛƴ aȅ±ƛǊƎƛƴƛŀaŀǎƻƴ

ω tƛƭƻǘ ǇŀǘƛŜƴǘ ŘƛǊŜŎǘ ǎŎƘŜŘǳƭƛƴƎ

ω LŘŜƴǘƛŦȅ ƴŜǿ ǿŀȅǎ ǘƻ ŜƴƎŀƎŜ ǇŀǘƛŜƴǘǎ ǘƻ ǳǎŜ ǘƘŜ ǇƻǊǘŀƭ

ω Yƴƻǿ ŀƴŘ ŜȄǇƭŀƛƴ Ƙƻǿ ±ƛǊƎƛƴƛŀ aŀǎƻƴ ƛǎ ǇǊŜǎŜƴǘ ŦƻǊ ǇŀǘƛŜƴǘǎ 

within my community 

ω {ŎƘŜŘǳƭŜ ǇŀǘƛŜƴǘǎ ŦƻǊ ŦƻƭƭƻǿπǳǇ ŀǇǇƻƛƴǘƳŜƴǘǎ ōŜŦƻǊŜ ǘƘŜȅ ƭŜŀǾŜ Ƴȅ 

clinic

ω {ǳŎŎŜǎǎŦǳƭƭȅ ƛƳǇƭŜƳŜƴǘ ƻǳǊ ŀƳōǳƭŀǘƻǊȅ ŎƻƳǇǳǘŜǊƛȊŜŘ ǇǊƻǾƛŘŜǊ 

order entry (ACPOE) system

ω DƛǾŜ ǇŀǘƛŜƴǘǎ ǘƘŜ ǎǇŜŎƛŦƛŎ ƛƴŦƻǊƳŀǘƛƻƴ ǘƘŜȅ ƴŜŜŘ ǘƻ ƴŀǾƛƎŀǘŜ ƴŜȄǘ 

steps in their care
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ω LƳǇƭŜƳŜƴǘ ƴŜǿ ǿƻǊƪŦƭƻǿǎ ǳǎƛƴƎ ƻǳǊ ŜƭŜŎǘǊƻƴƛŎ 

medical record (EMR)

ω Help us grow! Champion our locations, services 

and quality to provide our patients what they need

How do I contribute to 

these goals?

ω Treat every call, every message as our patient

Clinic Focus Areas: Our Work in 2014

B
E

 T
H

E
R

E

ω Be present with our patients; demonstrate that 

we know them and care

ω Engage patients in using MyVirginiaMason to 

improve their health and well-being

ω Just say yes! Offer patients care when, where and 

how it is desired

Aligning Vision with Resources  



VMPS 
Education  

 

 

Intro to VMPS 

 

VMPS 

General 

Education  

 

 

VMPS 

Leadership 

Training 

 

VMPS 

Certification 

 

VMPS 

Fellowship 



 The VMPS Structure        

ÅKaizen Promotion 
Office (KPO) is aligned 
with the operational 
executive leadership 

ÅExecutive sponsors 
have accountability for 
sustained results 

Å27 KPO staff 

 

 

 

CEO 

COO 

KPO 
    Hospital 

    Clinic 

    Corporate 

    Central 

Executives 



C O R P O R A T E 

H O S P I T A L 

C L I N I C 

C O R P O R A T E 

H O S P I T A L 

C L I N I C 

Kaizen 
Promotion 

Office 

Creating a Versatile Leadership Team  



Accountability: Tier Reporting  

PeopleLink Tier 3 Reporting:  
Managers report to department staff and Administrative Directors 

ά{ǘŀƴŘ ¦Ǉέ Tier 2 Reporting:  
Vice Presidents, KPO and Administrative Directors report updates on key 

metrics to the Chief Executive Officer 

Tier 1 Reporting:  
Senior Executive Leadership reports updates on key metrics to the Board 

of Directors  



PeopleLink Board Example 
 



Accountability: Genba  Walks  

Go to the place, look 

at the process, talk 

with the people 
 

 



VMMC Leaders Have Two Jobs  

1. RUN their business 

2. IMPROVE their business 



Daily Team Huddle Board  
 

Courtesy of Christin Gordanier, Hospital Level 9 (Tele) 

Standing Topics for 

each huddle appear 

FIRST 

New items added to 

reflect current issues 

Wipe board pulls off 

of wall to use during 

huddle, then goes 

back up 



Standard Work for Leaders  

Key activities are 

segregated by time 

(daily, weekly, 

monthly) 

Used by all leaders 

on Level 9 

(Director, ANMôs, 

etc.) 

Very little is 

ñpermanentò on the 

board 

Courtesy of Christin Gordanier, Hospital Level 9 (Tele) 



FIVE Principle Elements of Daily Management  

(Standard Work for Leaders)  
1. Visual 
Controls 

Create linked 
visual systems 

that drive action 

2. Daily 
Accountability 

Process 

Establish 
rounding process 

at all levels 

3. Leader 
Standard Work 

Leaders routinely 
complete key 

activities necessary 
to run and improve 

their business 

4. Root Cause 
Analysis  

AǎƪƛƴƎ άǿƘȅέ 
and using data 
and analysis to 

attack problems 

5. Discipline 
Leaders 

consistently 
verify the health 
of processes and 

systems 



VMPS Methods and Tools  

 

Cost Reduction Through The Elimination of Muda (Waste or Non-Value Added) 

Leveled Production (Heijunka) 

Just in time 

 
Operate with the 

minimum resource 

required to reliably 

deliver  

ÅJust what is needed. 

ÅIn just the required 

amount. 

ÅJust where it is needed. 

ÅJust when it is needed. 

Jidoka 

 One-by-one confirmation 
to detect abnormalities. 

Stop and respond to 
every abnormality. 

Separate machine work 
from human work.  

Enable machines to 
detect abnormalities and 
stop autonomously. 

Pull System 
Production 

One Piece Flow 
Production 

Supermarket 
System 

Takt Time 

Production 

Andon 

Operational 

Availability 

Standard Work 
in Process 

Kanban 

Standard 

Work 

Materials 

Machines 

People 

The Virginia Mason 

Production System 
To Make things the Right Way 



Deeper understanding  
of current state 

VMPS Improvement Pathways  

Kaizen: 
Continuous 

Improvement of your 
current state 

Kaikaku: 
Reinvent your services 

and/or products 

Understand your 
current state 

RPIW 
Kaizen 
Events 

3P 

RPIW 
Kaizen 
Events 

Everyday Lean Ideas 

Everyday Lean Ideas 



Waste: 
Any task or item 

that does not add 

value from the 

perspective of the 

customer. 

Processing 

Inventory 

Time 

Defects 

Motion 

Transportation 

Over- 
production 



Just in Time (JIT)  

Definition: 

Producingé  

ÅJust what is needed 

ÅJust the amount needed 

ÅJust when it is needed 

Using theé 

ÅMinimum number of people 

ÅMinimum materials 

ÅMinimum equipment 

ÅMinimum space 



3P: Build -To-Order (BTO)  

Focus Results 
Support Respect for People by reducing 
the burden of work: 
Å SPD staff 
Å Distribution team 
Å OR Turnover team 
Å Scrub Techs 

Achievable vision and timeline has been 
established 

Support OR turnover by reducing set-up 
time for each case 

Creation of a BTO guiding team to move 
this work forward 

Guiding principle of Just-in-Time: to give 
the surgical team only what the specific 
provider needs for their specific case 



Build To 
Order Results  

EVENT OLD NEW 

Craniotomy 

       SPD Set Up =  34:00 min         SPD Set Up =    18:27 min 

      OR Set Up  =  24:09 min         OR Set Up =  2:34 min 

Laminectomy 

      SPD Set Up =  34:00 min         SPD Set Up =    20:15 min 

      OR Set Up  =  24:09 min          OR Set Up =  2:29 min 

Minor Set 
 
      OR Set Up  =  19:21 min 

 
        OR Set Up =  0:20 sec 



Setup  
  

is the time spent 

preparing to provide 

the next product or 

service.  

 

Setup reduction is a 

method to reduce or 

eliminate setup time to 

increase capacity and 

flexibility. 

 



 

Typical setup activities:  

Å gathering 

Å transporting  

Å opening  

Å removing from packaging 

Å assembling 

Å installing 

Å adjusting 

Å presenting 

Å disassembling 

Å cleaning 


