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OBJECTIVES

1. What is Process Improvement

2. Understand Common Improvement Methodologies

3. What is Lean and Why Lean

4. What is a Lean Project

5. Who is doing Lean

6. Common lean terms: muda, gemba, kaizen, yokoten

7. 8 Basic Improvement Tools

8. Understand the roles and responsibilities of the 

members on a project team

9. Know how to select a project and identify your project 

stakeholders

10.Understand the importance of teaming
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12 BREAKTHROUGH PRIORITIES

Increase Access to Health Care

Veteran facing VA internal facing

Implement Care in the Community

Deliver a Unified Veterans Experience

Improve the Comp & Pension exam

Improve the Veteran Experience

Modernize our Contact Centers 
(to include Veterans Crisis Line)

Develop a simplified Appeals process

Continue to reduce Veteran 

homelessness

Staff critical positions

Transform OIT

Improve Employee Experience
(to include leadership development) 

Transform Supply Chain
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WHAT IS PROCESS IMPROVEMENT (PI)?

Definition:

It is the proactive task of identifying, analyzing 

and improving upon existing processes within 

an organization for elimination of causes of 

poor quality, process variation, and non-value-

adding activities for optimization and to meet 

new metrics or standards of quality.
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TYPES OF PROCESS IMPROVEMENT

Process Improvement Projects Come in Different Sizes:

ÅProcess Reengineering involves wiping out the current 

process and creating a brand new one from the ground up. 

ÅProcess Redesign projects are a little smaller in scope and

involve maintaining the basic framework of the process while 

improving significant components. Sometimes, there is a fine 

line between process redesign and reengineering projects. 

Stellar results are possible in a process redesign project. This 

basic methodology, with a few modifications, can be used to 

improve processes of various sizes and scopes, from the 

largest reengineering project to a small quick-hit fix.
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Å Healthcare/System Redesign involves 

making systematic changes to practices 

and health systems to improve the quality, 

efficiency, and effectiveness of patient care

Å Goal: To improve healthcare quality, 

reliability and access to care for Veterans

SYSTEM REDESIGN
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WHAT IS LEAN?
What is Lean?

ÅContinued focus on providing customer value 

ÅDrive continuous incremental improvement

ÅtǊƻǾƛŘŜ ǘƘŜ ŎǳǎǘƻƳŜǊ ŜȄŀŎǘƭȅ ǿƘŀǘΩǎ ƴŜŜŘŜŘ ŀǘ ǘƘŜ ǊƛƎƘǘ ǘƛƳŜ

ÅDaily focus to eliminate all forms of waste  

ÅLong term vision out weighs short term gain

ÅSpeeding up the operation by eliminating idle time created by paperwork and 
bureaucracy

ÅA way of thinking

ά[9!b ǇǊƻǾƛŘŜǎ ŀ ǿŀȅ ǘƻ ǎǇŜŎƛŦȅ ǾŀƭǳŜΣ ƭƛƴŜ ǳǇ ǾŀƭǳŜ ŎǊŜŀǘƛƴƎ ŀŎǘƛƻƴǎ ƛƴ ǘƘŜ 
best sequence, conduct these activities without interruption whenever 
ǎƻƳŜƻƴŜ ǊŜǉǳŜǎǘǎ ǘƘŜƳΣ ŀƴŘ ǇŜǊŦƻǊƳ ǘƘŜƳ ƳƻǊŜ ŀƴŘ ƳƻǊŜ ŜŦŦŜŎǘƛǾŜƭȅΦέ 

by James Womack and Daniel Jones (1996)
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Changing the Way We Do Business
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Why LEAN?

ÅThere is an urgent need for business, process and cultural transformation.  System 

redesign and itôs LEAN components have been chosen to achieve this goal. 

LEAN has proven to:

ÅEffectively reduce organizational costs

ÅIncrease process efficiency

ÅImprove customer value

Lean is:

ÅCommitting to not accepting defects, not creating defects, & not passing defects on

ÅNever forgetting why we are here

ÅCommitting to making a positive difference!



CUSTOMERôS PERSPECTIVE
Every step in the process should be  perceived as adding 
value (no waste):  ñIt does what I require and expect it to do, 
when and where I want it done.ò

The perfect process: 
ÅCreates value for the patient 
ÅProduces a good result every time
ÅDoes not cause delay
ÅIs flexible
ÅIs linked by continuous flow
ÅIs satisfying 
Åfor staff to perform
Åfor managers to manage
Åfor patients to experience
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The ñleanò perspective is the 

customerôs perspective.

Your project reflects your 

understanding of the customer, 

their circumstances, and their 

perception of value.



LEAN PERSPECTIVE ABOUT PROCESSES
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LEAN is a methodology that shortens the time between start and finish of 

any given process by eliminating  unnecessary and non-value adding 

sources of waste.
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HOW LEAN IS DONE?

Through:
ÅTeam work

ÅCritical thinking

ÅTransparency

ÅCourage

ÅCommitting to having a roadmap for each project and using it

ÅContinuous learning

ÅCommitting to not accepting defects, not creating defects & 

passing defects on to other steps in the process

ÅCommitting to making a positive difference!
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We canõt solve problems by using the same kind of 

thinking we used when we created them.  - Albert Einstein

Can you solve: 

https://www.youtube.com/watch?v=vKA4w2O61Xo

https://www.youtube.com/watch?v=vKA4w2O61Xo


WHAT IS A LEAN PROJECT
A Lean project is any effort that embraces Lean thinking and adheres to a 
methodology.  There are  six core VISN2 South Lean methodologies:  

1. A3 Problem-Solving (9 steps or boxes) for process improvements where 
barriers or muda are evident.

2. 5S / 6S for disorganized work spaces (sort, set in order, safety, shine/simplify, 
standardized, and sustain.

3. Lean (pull systems, flow, 5S / 6S, value stream mapping) for cycle time and 
wait time issues

4. The scientific method for improving processes when causes of problems are 
simply not known.

5. Six Sigma DMAIC which mirrors the scientific method, and used where 
unacceptable variation or defects exist, or root causes of problems or issues are 
unknown or not well understood.  Teams proceed through Define, Measure, 
Analyze, Improve, and Control phases.

6. Project Management for implementing and managing projects and changes.  

7. Others
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METHODOLOGY CROSS WALK

VA-TAMMCS

VISION

ANALYSIS

TEAM

AIM

MAP

MEASURE

CHANGE

SUSTAIN

SIX SIGMA

DMAIC

DEFINE

MEASURE

ANALYZE

IMPROVE

CONTROL

PDSA

PLAN

DO

STUDY

ACT

PROJECT 

MANAGEMENT

INITIATE

PLAN

EXECUTE

MONITOR & 

CONTROL

CLOSE

             A3 9BOX

1. REASON FOR ACTION

2. INITIAL STATE

3. TARGET STATE

4. GAP ANALYSIS

5. SOLUTION APPROACH

6. RAPID EXPERIMENTS

7.IMPLEMENTATION/ 

COMPLETION PLANS

8. CONFIRMED STATE

9. INSIGHTS 14



Define Measure Analyze Improve Control 

DMAIC

ÅBrainstorming

ÅVOC/Interviews

ÅStakeholder  

Analysis

ÅPareto Analysis

ÅCause and Effect

ÅProcess 

Documentation

ÅProcess Map

ÅSIPOC

ÅFMEA/FMECA

ÅPOA&M

ÅDefine Project 

statement

ÅVOC/Interviews

ÅSpecifications

ÅRequirements

ÅProcess/Product 

Data Collection

ÅProcess Maps

ÅControl Chart

ÅMSA

ÅFMEA/FMECA

ÅDefect and 

Defective 

Product/Process

ÅFirst past Yield 

(FPY)

ÅDescriptive 

Statistics

ÅDescriptive 

Analysis

ÅSIPOC

ÅRASCI

ÅPareto Chart

ÅCause & Effect 

Diagram

ÅAffinity Diagram

ÅProcess Map

ÅFMEA/FMECA

ÅCapability 

Analysis

ÅProcess/Product 

Analysis

Å5 Whys

ÅProcess Map

ÅBrainstorming

ÅFMEA/FMECA 

update

ÅPDSA

ÅPareto Analysis

ÅSolution 

selection matrix

ÅMSA

ÅProcess 

Capability 

Analysis

Å Implementation 

Plan

ÅFinal Process Map

ÅFinal 

FMEA/FMECA

Å Implementation 

Plan

ÅControl Plan

ÅSIPOC

ÅRASCI

ÅSPC Plan

ÅAudit Plan

ÅTraining/transition 

plan

ÅProject Notebook

Well Defined

Project Scope 

& Metric

PDSA

of Improved

Process

List of Proposed

Improvements

to Process

Measure of

Process/Product

Effectiveness

More

Effective

Process
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PLAN, DO, STUDY, ACT (PDSA)
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A3 9BOX METHODOLOGY 

What is the A3 problem-solving process?  

What are the 9 steps?
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CORE IDEAS OF LEAN
Pull vs. Push: Let the patient pull the product or service

No delay versus delay (eliminate delays)

Parallel versus sequential process flow (do more things in parallel)

No action versus action (eliminate unnecessary processing)

No movement versus movement (eliminate unnecessary movement)

Determine value using the VOC (what does the veteran want?)

Use the ñpullò system to avoid overproduction (batching of  lab tests)

One-piece flow make the process flow with out interruptions or wasted time

Level out the workload to the rate of customer demand

Stop and fix problems immediately when they appear

Standardize processes to support improvement

Use visual control so no problem remain hidden

Only use reliable technology that supports the people and the process

From Lean Six Sigma for Hospitals by. J Arthur
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WHO IS DOING LEAN

20Mayo Clinic CEO John Noseworthy: 

https://www.youtube.com/watch?v=nO_7HyQ1X2k

https://www.youtube.com/watch?v=nO_7HyQ1X2k


WHAT IS ñLEANò THINKING?

ÅThe Toyota Production System (TPS)

ÅThe Toyota Way ïJeffrey Liker

Outlines 14 principles of the Toyota Way; i.e., ñLEAN Thinkingò

ÅPhilosophy

ÅProcess

ÅPeople and Partners

ÅProblem Solving
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