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Agenda  

VA-CASE 2 

• About the Veterans  Engineering Resource Centers 

(VERCs)  

• Overview of Lean  

• Lean Enterprise Deployment  

• Lean Transformation Results  

• Embracing Continuous  Improvement: Integrated 

Operational Planning  (IOP) in  the VHA Homeless 

Programs  



Overview of the Veterans Engineering 

Resource Centers (VERCs)  

• Mission: To propose, develop, and facilitate innovative solutions 

to challenges within VHA healthcare  delivery through the  
VA-intCASEegr ation of systems engineering principles.  



Lean Introduction/Background  

• What is Lean?   
• US  translation/adaptation of  the  Toyota Production System (TPS)  

• Management  strategy with a focus on creating value to the  
customer  through identifying and removing waste from  within 
processes and system  
 

The enterprise-level adoption of Lean has been  recommended 
in  order to transform healthcare delivery  organizations.  
• Success rates for enterprise-level Lean Deployment are reported at  

~10%  

• Deployment timelines 6-10+ years  
 

Multiple healthcare organizations have been  successful in  
enterprise-wise adoption of Lean strategies.  
• Theda Care  

• Denver Health  

• Virginia  Mason  VA-CASE 

• 

• 



  

 

 
 

  

 

  

 

 

 

 

 

 

The “Continuous Improvement”  

Culture Challenge  

• Going from “proof of concept” i.e. project 
level success stories to wide-scale adoption of 

QI/CI methods  

  

Planning QI Tools/ 

Methods/ 

Staff 

Sustaining 

Individual 

Projects 

Continuous 

Improvement 

Culture 

Hagg, Woodbridge 2008 VA-CASE 
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Lean Enterprise Transformation  

• For the healthcare  organizations that have  been 

successful in Lean transformation at the enterprise 

level: ThedaCare, Virginia Mason, Denver 

Health, etc:  

 

• What were the specific methods and deployment 

strategies used by these organizations?  

• How to translate the available evidence  based into  a 

VHA Lean Enterprise Transformation  strategy?  



 

 

 VA-CASE 

• True  North Metrics  

A3 Thinking  

Transformational Plan of Care (TPOC) 

Value Stream Analysis (VSA)  

Rapid Improvement Events (RIEs)  

Lean  Management System  

Continuous Daily Improvement  

• 

• 

• 

• 

• 

• 

Primary Lean Enterprise 

Transformation Methods  
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-

• “True North”  the ideal state for our organization  

True North can only be achieved if all  parts of the 

organization work to provide the highest levels of:  
• Quality/Safety:  High quality, safe reliable patient care  

• People:  Employee Safety and Satisfaction  

• Service: Access to care, Patient  Satisfaction   

• Stewardship: Responsible  use of provided resources  

• 

• True North Metrics are   

used to measure  the  

progress in achieving  

this ideal state  

True North Metrics  

Trusted Choice for Veterans 



 

 A3 Thinking
 
• Standard Approach to Problem Solving used 

throughout the organization:  
• Strategic Planning (TPOC/TVSA)  

• Value Stream/Rapid Improvement Events  

• Unit Based Problem Solving/Decision Making  

 Step by step direction  to problem solving   
• Addresses continuous  improvement opportunities  

 Clear concise one page  overview  
• Consolidates large amounts of  information in understandable  

format using visual  display  
1/16/201A3 5shou ld  become the default way  of making improvement   9 VA-CASE 

•

•
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“9-box” A3 



  

• Transformational Plan of Care (TPOC)  
 

• Annual Strategic Planning  Event used to create the 

vision, goals and high-level implementation plan for 

the upcoming year.  

• True North Metrics defined  

• Value Streams selected  

  

• Insures strategic alignment throughout the 

organization  

Transformational Plan of Care 

(TPOC)  

11VA-CASE 
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Strategic Alignment  

through the Organization  



 VA-CASE 

What does a Value Stream 

Improvement Look like?  
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Approaches to  

Rapid Improvement Events (RIEs)  

• PDSA/A3  

• Within a clinical  
microsystem  

• Microsystem  is  capable  
 

Deep Dive  

• 1 Day Event  

• Defined charter  

• Little analysis required  

• Motivated team  

• 

• Rapid Process 

Improvement Workshop 

(RPIW)  

• 1 Week Event  

• Defined charter  

• Many PDSAs  

 

100 Day Project  

• 8 Week Project/4  Week 

Pilot Cycle  

• Analysis required  

• Ambiguous  charter  

• 

5 RCC 

PDSA
Fast Start RPIW

100 Day 

Project

Increasing Complexity

PDSA/ 

A3 

Deep 

Dive 



 VA-CASE 

Value Stream Implementation  
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VA-CASE 

Lean Management  System  

• Facilitating Continuous Daily Improvement  
• Daily Status Meetings (Stat Sheets)  

• 15 Minute  Stand-ups (Daily Huddles)  

• Standard Work Audit/Review  

 

Enabling Sustained  Strategic Deployment  
• Leader  Standard Work  

• Dashboards/Scorecards  

• Monthly Performance  Review Meetings  

• Area/SR Improvement Centers  

• 



 

  

  

  

  

 

 

  

 

 

  

  

 

 

 

  

   

 

VA-CASE 

Area Improvement  

Visual Boards  

• Used to display  current

 status of a project or  

 initiative at the unit  

 level   

 

• Can be setup to follow  

 the  A3 framework  

Used in  conjunction  

with 15 minute  

stand-ups  

• 

Implementation/ 

Control Plans 

Data 

‘True North’ Drivers 
directly impacted by 

Improvement Initiative 
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Three Primary Lean Enterprise 

Transformation Strategies  

• Lean Deployment strategies drive “pull” for the 
transformational program  within the organization  
 

• Respect  for People:  front  line staff  are the  primary problem  
solvers within these organizations…ensures internal capacity and 
capability is developed at  staff, facilitation and leadership levels  
 

• Strategic Alignment: provides transparency throughout the  
organization with respect to organizational goals and metrics as 
well  as a balanced project  portfolio  
 

• Strategic Deployment:   ensures that the  transformational 
initiatives are tangible and relevant to the front-line staff and  that  
management systems are aligned.  This is often achieved through 
the  integration of  a Lean Management  System.  



  

 

 

VA-CASE 

How are these strategies deployed?  

• All three strategies –  Strategic Alignment, Strategic 

Deployment (Lean Management System)and  Respect 

for People are critical to  maintaining “pull” for the 
transformational program  
 

Leadership Capability  drives all three key strategies  
 

Transformation is a dynamic process…Transitional 

phases within  transformation efforts  are  indicative of  

leadership identifying  and resolving issues with program  

outcomes in order to  maintain “pull”  

• 

• 
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Lean Enterprise Deployment Strategy 



 

 

 

 

 

 

 

VA-CASE 

Design  of VHA Lean Enterprise 

Transformation Framework  

• Primary consideration: How to overcome the 

leadership capability barrier?  

• Framework  for enterprise-level Lean deployment that 

integrates transitional phases proactively  

• On-site expert  consultant “Lean Sensei” support  

• Develop more resilient  and “systems thinking” 
capable leadership  teams that are able to navigate  

dynamic deployment approaches  



 

 

Lean Enterprise Transformation

Phase I (Building  Capability)
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Lean Enterprise Transformation

Phase II (Strategic Alignment)
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Phase III (Strategic  Deployment)  
-
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• Partnered  QUERI Evaluation Center  
 

1. Mixed methods (qualitative and quantitative data 

collection, analysis)  

2. Multi-level perspective (groups:  senior leadership, 

mid-level leadership, front line staff, SR, VA-CASE 

sensei) via sampled, targeted interviews  

3. Characterization  of LMS elements  

4. Assessment of implementation outcomes  

Lean Deployment Evaluation  

25VA-CASE 



  

 Lean Transformation Results YR1-3 

VA-CASE 26 
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Lean Transformation Results  YR1-3  

27 
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All Employee Survey FY13 –  Site #1  

Average  AES Score by Service  

Services engaged with 

Lean Enterprise deployment 

(N=13) 

Services not involved in 

Lean Enterprise deployment 

(N=25) 
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Lean Enterprise AES Results YR1-2,
Site #1 Unit #1

 
 

- 29 



 

 

 

Polling  Question  

VA-CASE 

In your opinion, what are the key barriers  within VA to  

adoption of Continuous Improvement principles from 

Lean or other frameworks?  
 

• Identifying priorities for improvement  

• Engaging employees  

• Fostering collaboration among stakeholders  

• Finding the  right tools  

• Other  

30 



 

 

 

INTEGRATING CONTINUOUS IMPROVEMENT: 

INTEGRATED OPERATIONAL  PLANNING (IOP)  IN 

VHA HOMELESS PROGRAMS OPERATIONS  

VA-CASE 31 



 

 

• An integrated, continuous  improvement approach to  

operations management adopted nationally  by  the VHA 

Homeless Programs in FY14  

Utilizes principles from  successful frameworks 

including Lean which were selected for  

• Organizational  fit  

• Adoption speed  

• Ability to scale  

Deployed at scale and  enhanced continuously by VHA 

Homeless Programs National Office and the VA-Center 

for App  VAlied S-CASE ystems Engineering (VA-CASE)  32 

• 

• 

VHA Homeless Programs: 
Integrated Operational Planning  (IOP)  



VA CASE  

  

 -

Overview of Programs  and  Services 

for Homeless Veterans  

33 

VHA Homeless Programs is a complex adaptive 

system that shares a common purpose 



 

 

 VA-CASE 

VHA Homeless Programs: 
IOP Objectives  

34 



  

 

 
 

 

 

 

  

  

 

 

 

VA-CASE 

An integrated approach  

across the Enterprise  

Deployed at scale using 

a suite of tools 
•	 Excel based tools for 

prototyping and rapid 

development 

•	 Web based tools to reach 

scale and support 

continuous deployment 

•	 Advanced tools such as 

simulation applications to 

target specific high value 

problems 

35 
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Key Integrated Operational Planning  

(IOP) capabilities that enable  scale  

Continuously updated 

model used every quarter 

to complete Gap Analysis 

Gap Analysis Tool 

Identify gaps in PH 

placements needed to end 

Veteran homelessness 

Identify strategies to close 

gaps 

Develop monthly facility 

targets for PH Placements 

A planning tool used every 

month to turn strategies into 

action 

Op Plan Tool 

Develop and update plans to 

maintain or improve Scorecard 

measures & resource utilization 

Develop and update plans to 

implement strategies 

Develop and update plans to 

meet monthly PH Placement 

Targets 

A metrics dashboard 

reviewed every month to 

track progress 

Homeless Scorecard 

Measure and compare 

operational metrics to 

national targets 

Operational 

Planning 

Hub 

Organize iterative analysis 

and planning activities 

Share strategies and best 

practices with other 

VA Medical Centers 

Gain situational awareness 

of community partnerships 

and operational 

improvements 
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Gap Analysis Tool Capabilities  

37 

Estimate 

Current and 
Future Needs 

Identify 

Assets to 

Meet Need 

Assess 
Gaps 

Close Gaps: 
Operational 

Improvements 

Close Gaps: 
Community 

Partnerships 

Each VAMC uses the Gap Analysis Tool on a quarterly basis to assess 

gaps and develop strategies to close gaps. The tool provides calculators 

and is pre-populated with available data. 



  

Gap Analysis Activities  

1. Each VAMC is provided with a customized Gap Analysis Tool 

which includes several calculators pre-populated with the 

VAMC’s need and asset  data  

VAMCs   

• Validate  asset  and need data in partnership with HUD  

Continuums of  Care (CoCs)  

• Assess  gaps overall and in each need category  

• Work closely with Community Partners on strategies to close 

gaps  

• Develop Operational Improvement strategies to close gaps  

2. 

38VA-CASE 
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Op Plan Tool Capabilities  

Strategies Goals Timelines Teams 
Status 

Updates 

Each VAMC use the Op Plan Tool monthly  to develop, track and 

continuously update plans to maximally  leverage VA assets and 

community  partnerships towards  ending Veteran  homelessness.  



  

Operational Planning  Activities  

1. Each VAMC develops  plans to implement operational improvement and  

community partnership strategies identified in the Gap An alysis  

 

Plans are shared  across all VAMCs through the Operational  Planning Hub to 

promote spread  of  innovation and  strong practices  

 

VAMCs update  plans monthly  to reflect actual implementation  progress  and  

respond to changes in situation on  the ground  

 

VACO, VISN  and  VAMCs conduct  joint quarterly reviews of  efforts  and  

VACO responds  to cross-cutting issues identified by VAMCs  

2. 

3. 

4. 

40VA-CASE 



  

Operational Planning  Hub  

• Organizes and  relates capabilities 

across all elements of  Integrated  

Operational  Planning   

 

One stop  shop  for access to data, 

directives, tools and  other 

important artifacts.  

 

Encourages adoption, learning  

and  dissemination  of  best 

practices across the system  

• 

• 

41VA-CASE 



  VA-CASE 

VHA Homeless Programs:  

First Year with Integrated Operational Planning  

42 

Every  VA  Medical  Center  has  efforts underway  to maximally  leverage VA  assets  

and  close gaps  through  operational improvements and  community  partnerships  
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VHA Homeless Programs:  

First Year with Integrated Operational Planning  

43 

12 
Monthly 

Planning 

Iterations 

4 
Quarterly 

Gap Analysis 

Iterations 

2 
Quarterly 

VACO-VISN-

VAMC Joint 

Review 

300 
VAMC 

Planning 

Leads 

1300 
VA and 

Community 

Strategies 

1100 
Structured 

Operational 

Plans 

17,000 
Potential Permanent 

Housing Placements 

generated by the end of 

2015 through operational 

improvement and 

community partnership 

strategies 



  

Road Ahead  

• Enhancing and supporting IOP capabilities 

for VHA Homeless Programs  

Refactoring IOP tool suite to support Lean  

Deployment  

Seeking  partnerships with other national 

Program Offices interested  in deploying 

similar frameworks at scale  

• 

• 

44VA-CASE 
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Office  

Director,  VA  Center for Applied Systems  
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Midh Mulpuri  
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