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Agenda for Session 3

Topic/Subject Duration Method
Welcome and sharing 5min Personal Sharing
Recognizing the Cost of Waste 25 min PowerPoint presentation

15 min Breakout Activity

Learning to Observe Processes 40 min PowerPoint presentation

Wrap-up and Next Steps 5 min PowerPoint presentation
Questions and Answers
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Recognizing the Cost of Waste



The Virginia Mason Quality Equation

¢ Quality
e— : Appropriateness
Qutcomes
W S:  Service

Waste: any task or item that does not add value
from the perspective of the customer.

> O

W: Waste

\‘ Virginia Mason®

INSTITUTE



Where do you see unevenness in
your processes? Hint: batching

Use the chat to share

' Virginia Masor E Reminder.: Unmute your micro.phon.es when
AWA Griture ¥ talking and mute when listening



Where do you see overburden in
your processes?

Hint: unreasonable expectations

Use the chat to share

\ Virginia Masor E Reminder.: Unmute your micro.phon.es when
A Y talking and mute when listening
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Taiichi Ohno’s Seven Wastes ¢

C
‘0
Q 5.5(\6 “6/},-

Waste: any task or item that does
not add value from the perspective
of the customer.

Taiichi Ohno’s
7 Wastes
Use the chat to share
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Sato’s Eight Wastes of
Information

Breakout session 10 minutes:

Discuss a few wastes of
information.

Give examples from your work.

Select someone to share with
the larger group
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Waiting

Reminder: Unmute your microphones when
talking and mute when listening

process Variatioy,

C\ Everyone sets their own
3 pace and does the
N work they choose

QO
< Duplicate work or
same information

kept in more than
one area

h 4

Information
must wait to
be delivered,
approved, verified
or completed

Information
Waste

o %

Complicated f

information being
sent or received

RN
04 Hidden or
Cox. incomplete
&,
O,) information
Invisibility
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Human error

Producing any
unnecessary

. documentation

and forms

Having to do it over
or repeating prior

work
N
o

"
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The Value-Added Test

A'A

3.

4.

. Does the task contribute to meeting

customer needs?

. Is the customer willing to pay for

the task?

Does the customer want or need the
transformation?

Is the task done right the first time?

If you answered no to any of these questions, the task is not value-added.
Tip: Don't confuse value-added with necessary. Regulatory agencies are never customers.

irginia Masonr
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Yes

No
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Practical Application
Waste Walk

Engage the team members

Share your knowledge about waste

Scavenger hunt for waste: Go and see!

Categorize: Some wastes fit into multiple categories

Use the 8 wastes of information as applicable

Share your results and reflections

\‘ Virginia Mason
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1. You must find seven of each.

Waste Walk Exercise Form

Using the technique of observation, find seven of each of the seven wastes.

2. Thisis an activity of observation, not sitting and thinking. Go see with your eyes!

Inventory Processing
1. 1.

2 2.

1. 1.

4. 4.

L. 5.

6. 6.

7 7
Overproduction Meotion
1.

2.

3.

4.

L.

.

7.

Transportation
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Learning to Observe Processes



VMPS® Flows of Medicine

How do each of these move through our system?

\‘ Virginia Mason’

Patients
° ° ° Flow of
Family and Relationships Patients
Flow of
Rela::iloﬁ;r\‘ips
Medications _
Supplies: (e.g., one-time use) W | vt
Information: (verbal, electronic, paper) Flow of
upplies
Equipment: (on wheels, transported by hand) Flow of

Information

Process Engineering: Where do we see sustained Flow of
improvements designed into the process? T

Flow of
Process

Engineering
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Standard Work Sheet
V22 seeeemmy 4

Standard Work Sheet

From Process Time available Date
To Cycle Demand Time
Area Operator title Takt time Completed by
Quality <> Safety EE::' O Flow OPatients DProviders DOSupplies
SWIP WIP : i sonchi ;
check check dtmiz] Etls:;me:i:n gfammg:ggr;::mgsms OMedications

VirginiaMasonlnstitute.org
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Examples

Standard Work Sheet Standard Work Sheet

F‘ (»;B(u aries
1

HER
{ ] ,f\
| AN [[Gwec [T T T 1T T 1]

Copyright © 2009 Virginia Mason Medical Canter
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When | say the word “time”, what
comes to mind?

Use the chat to share

\' Ve e E Reminder.: Unmute your micro.phon.es when
AW A NeniTuTE 4 talking and mute when listening 16



Observing and Time Studies °

Process improvement methods rely heavily on the measurement and calculation of

time
* Total Lead Time
i £ b 5 - " o
A EA R K NE A E AR KA K B KR E el & o
I EE AR I E N EA R EA A B B A A L =
= L © & a B85
\ _J

he

Day of Service Lead Time

Cycle Time 2 Cycle Time 4

e

Wait
Wait
Wait
Wait
Testing

-E ﬂ
\' Virginia Mason W_} W_J
A W A InsTiITUTE T

Cycle Time 1 Cycle Time 3 Cycle Time 5

17



Time Observation Form

irginia Masonr
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Process Boundaries

Time Observation Form

From Process Time available Date
To Cycle Demand Time
Area Operator title Takt time Completed by
5t =
=3 Description of 1 2 3 4 5 6 7 8 9 10 11 12 Mode Notes
no. operation {or median)

Time for one observation

Minus walk and wait times

= Processing time

2016 Virginia Mason Institute
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Example

V
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A INSTITUTE

L@Time Observation Form

Cent5hie

P/larmao/ video

From Al Ve, Process "Hregn phua Till [Time available 210 Date 12.2 |
To | A el (implete Cycle N(w - 1 (it |Demand 290 Time Qdut
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/ : Running time I:] Cycle time
s’:p m‘;“ 1 2 3,| o 5 6 7 8 ° 10 1 | 12 (orm“) Notes
00 160 foo Joo oo lop | 1 | .1 1.1 ... lus wius
' /J/Wd"} 03 133 o;( 0 103 83 | 04 3 (unter
My ° ; 04 10% 104 T AT T I O T I I dR
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Takt Time

Takt time is the pace of customer
demand.

Takt time = Time available

Demand

If work is performed to takt time,
customer demand will be met.

V Virginia Mason’
A A INSTITUTE
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Takt Time Practice

The operating rooms currently can perform surgery on 60 patients each

day, there is along bac
About 48 patients are
next step after schedu

Klog of 3-4 weeks, with 700 patients in the queue.
nooked for surgery each day by the schedulers. The

Ing is prior authorization.

The prior authorization department is open from 8 a.m.to 5 p.m. and
closes for 1 hour at lunchtime.

What is takt time?

What does this mean?

TTTTTTTTT
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Standard Work Combination Sheet

EZ? C‘%’i""“,"'r-"ﬂ' gijzsze ‘i;a‘:‘,:”j :{%}E‘eﬂw'e .'_;'.:D; ©o EO;EDMGG by} s ‘! n a IyS i S TOO I S

e I s

* T Here are other tools that help us analyze

- T | the cycles of work that each operator does.
Sttt L AR Standard Work Combination Sheet:

R AT

Shows the combination of manual and

Percent Load Chart machine work for one person against takt

From | Roolk .t ST AT Process Fa Ly pib o Dotor o | Time avallable 70 Date 03 foz
To CoNef 16D e it =t e tanrti A1 >t |Damand \n Time ELES °
Area (4 Operatortitle | o vt [ Takt time 610 7 trmo |Compleed by | o tl me
L]
Sum totalof cocRC VSR MES. . ey )
l Takt time 1620 [awus) = I Dletatots eeded “"5 "
vy 1620
10
15
e I °
fin 'Y °
7 o
£ -
S

» Visually depicts all the worker’s cycle time
against takt time in order to balance the
work across the process.

‘Operator: VM AR
ICycle time: 120418 15419 22
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Value Stream Maps

KX
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Process Boundaries

From: O Current state
To: O Future state
1

CT CT CT

PT PT PT

co co co

VA VA

NVA NVA NVA

% VA % VA
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VA

% VA

Value Stream for:

CT CT CT
PT PT PT
CO CO CcO
VA VA VA
NVA NVA NVA
% VA % VA % VA

Author:
Date prepared:

CT CT
PT PT
CO CO
VA VA
NVA NVA
% VA % VA

Lead time (LT)

Processing time (PT)

Changeover (CO) time

Takt time = Available time
Demand

Value-added (VA) time

Non-value-added (NVA) time

% VA

% NVA




Ambulatory Revenue Cycle Value Stream (High level)

Ambulatory Revenue Cycle - Mistake Proofing and Payment Integrity 9-2040

From: Patient Calls To: AJ/R at 80

It takes a villaie tuiei paid.

Front Deck / Reception
Clinical Department

Data Conirol
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xample: Patient Refund Checks (petailed)

Praparsd by: Rhonds Stewart

GE/Oracle Refund Check Kaizen Event
Current Stats 32711

From Refund Request in GE to Check Cutin Oracle

GE - Requast - ; i : Oracis - Change
Wk Credit Belance & sum il redurds and AA Dy regort of Rems Approve neleciions in Meiminiain 2 fles of |Crange Vendor per
ancl recuamnt refund 1o crmute o report toaend i) ot fied in Cradeer work queve. emndor reect and [FEnaeagms |
et o it o kel = e |Rermneeding aporoval | me e e |Work rejection report | e e e [mEsEnds - - - -
wsananine Track rejections log and reverze
refured posied o GE.
& & =l =] =] b= =y
TA00:00 T:00:00 5000 0:00:00 2:00:00 3:00:00

1:00:00
02348 1:00:00

T L
| ik e

Time= 450 = 125"
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Sensei Sato’s 5 Ways to Improve a Process

« Step 1: Can steps be eliminated?
« Step 2: Can steps be consolidated?

>rocess Boundaries or: KBY Sporvec Team « WLeon Team
« Step 3: Can you change the S e SR ) o

Value Stream for: tp 0nd ¥nee Dokient Towrney

sequence of steps?

« Step 4: Can the work method be
changed?

Chenr Wu\\m,q A=
* oweones Jor 10 -hosp! 7
mm%e&. Mobilizadion Lo

Proctdure. \n-polest ﬂﬁ D/ & E/u
™ odemiled, Wp v¥nee Discharae

Adven o 04, | /D g}w D [eswoides | N\
: Aure )2 Nowied Abar, rospunced|

LR

B

e Step 5: If the above can not be
done, simplify the steps.
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Seven Levels of Change

A

irginia Masonr
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Level 2

Level 4

Level 6

Adapted from R. Smith, The Seven Levels of Change: Different Thinking for Different Results, 3™ ed.

Doing the right things.

Effectiveness, focus and working on priorities.

Doing things right.

Efficiency, standards and variation reduction.

Doing things better.

Improving, thinking logically about what we are doing, listening to suggestions.

Doing away with things.

Cutting, asking why we do this, simplifying and stopping what doesn'’t really matter.

Doing things other people are doing.

Observing, copying, and seeking out best practices.

Doing things no one else is doing.

Being really different, combining existing concepts, asking “why not?”

Doing things that cannot be done.

Doing what is commonly thought to be impossible, questioning basic assumptions,
breaking the rules, being a little crazy.

27



Practical Application



Project Charter

B. Key Activities and Milestones / Action Plan

shade intensity of work: [ (it 6w

Focus Area

Activity List activities in support of the focus areas.

Responsibility

Wk
1-2

Wk
3-4

Wk
5-6

Wk
7-B

Completion

Engaging the Team
Fl i

Aszessing Current State
Observations/Baseline Data

Assessing Current State
Root Cause Analysis

Executing Improvemeants
Test of Change

Sustaining Chnage
Analyze Results / Embed standards

\‘ Virginia Mason

INSTITUTE
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Practical Application
Waste Walk and Observations

Your Tasks:

« Complete a waste walk of the area of your project

* Observe and try out one of the new tools such as documenting
the flows of medicine or doing a time study.

* Bonus: Try out the pharmacy video and other analysis tools.

Products:

 Waste walk and reflection

« Standard Work Sheet or Time Study

Deadlines: Estimated time for completion 120 minutes
* Document story on the Assignment Presentation_Name
template and prepare to be selected to share at an upcoming

huddle
\‘ Virginia Mason-
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Waste Walk Exercise Form

Using the technique of observation, find seven of each of the seven wastes.

1. You must find seven of each.

2. Thisisan activity of ebservation, not sitting and thinking. Go see with your eyes!

Inventory Processing

=
rgwp\\.ﬂ\h‘:-’!ﬂr
-3

Nownpwn

= Nomp W
E S Wk
F
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Questions?

TTTTTTTTT
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