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Course Overview

Engaging The Team

Creating Project 
Charter

Developing a 
communication plan

Selecting team 
engagement activities 

Modeling behaviors for 
success

Assessing Current State

Tracking and trending 
data

Selecting baseline 
metrics

Setting stretch targets

Recognizing the cost of 
waste

Learning to observe 
processes

Executing Improvements

Organizing physical or 
virtual workspaces

Using PDSA for small 
tests of change

Creating a safety 
culture: failing forward 
fast

Designing efficiency 
into workflows

Sustaining Change

Monitoring 
Performance

Auditing and assessing

Practicing daily routines 
to sustain change

Operationalizing 
improvements
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Agenda for Session 5
Topic/Subject Duration Method

Welcome and sharing 10 min Personal Sharing

Creating a Safety Culture: Failing Forward Fast 30 min PowerPoint presentation
Group Discussion

Mistake-Proofing 45 min PowerPoint presentation
Group Discussion

Wrap-up and Next Steps 5 min PowerPoint presentation
Questions and Answers



Creating a safety culture: failing 

forward fast
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What are some of the attributes 

of a safety culture?
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Reminder: Unmute your microphones when 
talking and mute when listening

Use the chat to share



Improving Quality
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Engaging Our Team Members

Big Ears, Big Eyes, Small 
Mouth

Go and See 
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Transforming Health Care

Patient First

• Waiting is bad
• Defect-free medicine
• Rigorous accountability
• No new resources
• Reduce waste
• Real-time quality 

assurance
• Management on site

From To

Provider First

• Waiting is good
• Errors are to be expected
• Diffuse accountability
• Add resources
• Reduce cost
• Retrospective quality 

assurance
• Management oversight
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Focus on the Highest Quality and Safety

• Everyone is a safety inspector

• Patient Safety Alert (PSA) and response system

• Embedding Root Cause Analysis and mistake-

proofing into everyone’s work

• Using failure to improve
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Good Catch! Safety Award





Defects

Defects are mistakes that go uncorrected.

The purpose of VMPS® is to ensure zero 

defects.

Zero defects is the only acceptable 

amount!

But how do we get there when people are 

not perfect?
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Defects



What is Good Enough?

When it comes to zero defects

Imagine 96% quality at Virginia Mason…
600 defective surgeries per year
40,000 medication administration errors per year
68,000 defective bills sent per year 
5,000 defective paychecks per year

Now, imagine 99.9% quality at Virginia Mason…
15 defective surgeries per year
1,000 medication administration errors per year
17,000 defective bills sent per year
125 defective paychecks per year

Why isn’t this good enough?
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• Engaging team members

• Safe to speak up without punishment

• Empowered to stop the line for the 

patient

• Environment to suggest ideas and be 

heard

• Time to perform PDSAs and test changes

• Venue to share accomplishments

Continuous 
Improvement Culture



Mistake-proofing
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What are some mistakes-prone 

situations in your work?
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Reminder: Unmute your microphones when 
talking and mute when listening

Use the chat to share



Mistake-Proofing

The basic elements of mistake-proofing:

• Inspection

▪ checking work to ensure it was completed correctly, comparison to a known standard

• Standard work

▪ is an agreed upon, repeatable sequence of work assigned to a single operator at a pace that meets 
customer demand

• Visual control

▪ are methods, devices, or mechanisms to visually manage operations

• Devices

▪ Mistake-proofing devices that make it very hard to make a mistake, or they prevent mistakes 
from occurring
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Mistake-Proofing: Levels of Inspection



Mistake-Proofing: Inspection 
methods are everywhere
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
Spell Check
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Mistake-Proofing: Benefits of standard work

• Allows work to be done in the best way, every time

• Assures highest-quality output

• Allows us to see waste

• Is the foundation for improvements

• Ensures improvements are held

• Stimulates more improvement

• Assists with training and coverage

• Specifies responsibility and expected time for completion
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Mistake-Proofing: Standard Work Documentation



Leader Standard 
Work
Patient Financial Services Example:

➢ Daily dashboards 

➢ Weekly production calendars 

➢ Issues board

➢ Electronic production board

➢ Daily supervisor and manager checklists 
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“We started our journey with 
the rigor of leader standard 

work”
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Standard Work Algorithm
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Mistake-Proofing: Standard work
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Visual Control Cards and Standard Work

Details the task

Details the date and priority

Details the cycle time
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Mistake-Proofing: Visual control methods are 
everywhere

Color signals Resource Board

Shadow Board Templates
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Mistake-Proofing: Device Examples

Hard stops in computer programs that don’t 
allow you to bypass

Medical gas hoses in the operating room are 
visually controlled with color, and their 

unique connectors ensure that they will be 
connected only to the appropriate gases.
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Jidoka

A method to increase productivity by implementing 

intelligent automation and defect elimination 

strategies.



What elements of mistake-

proofing could help with your 

project? 

(Hint: Inspection, Standard Work, Visual Controls, Devices)
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Reminder: Unmute your microphones when 
talking and mute when listening

Use the chat to share



Practical Application
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Project Charter



Practical Application 
Mistake-Proofing
Your Tasks: Take a walk through the area (in person or virtually)!

• Describe the definitions of mistake-proofing to your team

• Take a walk and identify mistake-proofing countermeasures in place, mistake-

prone situations and defects

• Take pictures or capture screen shots to document 

• Things to consider: What signals us that there is a problem? How do we track 

and trend  problems? How do we solve problems?

Apply your learning to your PDSA: How can you apply the elements of mistake-

proofing to the ideas generated for your PDSA?

Products: Pictures of mistake-proofing elements and mistake-prone situations

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
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Questions?
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