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Housekeeping

Use the volume controls on your computer
to adjust sound

Enlarge slides with the console button
beneath them

Use the "ask a question" button on the left
side to submit questions
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Managing to Learn

Using the A5 management process to solve
problems, gain agreement, mentor, and lead




Our host for this conversation

John Shook

Lean Transformations Group
LEI Senior Advisor

A
v Hired by Toyota in 1983 to help manage the transfer of
the Toyota management system across the world.

v Learned the A3 process through being mentored as a
manager in Toyota City

v Co-author of Learning to See (Value Stream Mapping).

v" Now introducing the A3 management process to the global
lean community in his new book, Managing to Learn.
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The Lean Leader’s job is to...

Get the work done (design-build-ship-sell)
While developing people..at the same timel

Improvement

Improvement

Improvement Improvenent

lmprovement lmprovement
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Lynn Kelley is Vice President, Textron Six Sigma, a position she
was appointed to in May 2007. Kelley drives the ongoing
deployment of Textron Six Sigma and the continuous improvement
of its DMAIC, DFSS and Lean capabilities across all Textron
business units. She is a member of the Textron Transformation
Leadership Team, a Corporate Officer and a Textron Six Sigma
Master Black Belt.

Kelley began her Textron career at Textron Fastening Systems in
1999, where she held various positions, including Vice President,
Continuous Improvement and Acting Vice President of Strategic
Planning. Prior to joining Textron, she was Professor, Department
Chair, and Director of the Master’s Degree in Quality and
Operations Management at Madonna University. She also served
as Executive VP and COO for Doctors Hospital in Detroit, Michigan.

Kelley holds a Ph.D. from Wayne State University, an MBA from
Michigan State University Executive MBA Program, and a BBA,
Business Management from University of Detroit-Mercy. She has
published books in the fields of statistics and operational excellence.
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Eric Ethington is a Lean Implementation Manager in Textron Six
Sigma’s corporate lean organization, joining the group in the
spring of 2007. Eric’s role is one of driving change within Textron
through influencing and teaching others. Key internal customers
of Eric’s are Bell Helicopter, Jacobsen and the Textron Six Sigma
Council. Prior to joining the lean group, Eric spent eighteen month
in the corporate black belt program, obtaining his DFSS
certification in October of 2006.

Before joining Textron in 2005, Eric held various positions at
Delphi in a career spanning 22 years. A key accomplishment
during his Delphi career was his team’s development and
execution of Delphi’s internal Lean Enterprise College.
Additionally, Eric was mentored for 3.5 years by Yoshinobu
Yamada, former General Manager of Production Control for
NUMMI.

Eric earned a BS in in Industrial Engineering from General Motors
Institute (now Kettering University) and an MBA from the
University of Michigan at Flint.
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The Personal Impact of Using A3’s

- Leaders “facilitating learning” is a big change from
traditional leadership models

- Always preferred a direct approach, which felt more
efficient, but often was not

- A3’s make a lack of agreement/alignment visible

- Using A3’s has had many spillover effects on day-to-day
behavior e.g. keep reminding yourself as questions
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The Organizational Impact of
Using A3’s

- Organizational conflict often comes from different
perceptions of a problem/situation

- A3’s create a common process to agree (or fail to
agree) on a problem definition AND... to compare a
variety of potential solutions

- A3-based agreements work better than contracts/task
lists --- based on real understanding and agreement

- A3 use has grown organically, not mandated --- “Pull”
n_ot “PUSh”
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Leadership decision to focus continuous improvement activities in key
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V§1
Vs2
Vs3
VS10

Group Sensei, MBB & Bell Lean Support as dynamic leads: Sensei to support F2F lwlk/month minimum, assuming progress on core
projects

Begin with small core team to develop currentstate map and first-cut future state

B unmet need if single solution pursued Engage individuals as required in map development

Expand team appropriately during development and implementation of specific solutions: Allow future state to adjust based on
learnings.

* Recommend dual, staggered approach _‘ _

Leadwith Value Stream #1 to create quick results * 2Projectsworking concurrently +  Focus onkitting and front-end scheduling
* Beachhead +  Improve OTDfrom 75% to 90% +  Improve OTD and reduce inventory
»  Placeforothersto go see *  Scheduling and kitting *  Processissues associated with kitting
*  Quickwin + Internal material flow identified
* Followwith Value Stream #10 to have greatestimpacton the

» Imitiating scheduling projectin
V5#99 (feeder to #1)
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Group Sensei, MIBBE & Bell Lean Support as dynamic leads: Sensei to support F2F lwk/month minimum, assuming progress oncore
projects

Beginwith small core team to develop currentstate map and first-cut future state
Engage individuals as required in map development

Expand team appropriately during development and implementation of specific solutions: Allow furure state to adjust based on
learnings.

* 2Projects working concurrently * Focutonlkitting and front-end scheduling
Improve OTD from 75% to 90% * Improve OTDand reduce inventory
*  Scheduling and kitting Process issues associated with kitting
* Intéernal material flow identified

Initiating scheduling projectin
V5499 (feederto#1)
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A3 Advice

- Don’t underestimate the power of the alignment and
mentoring aspects of the A3 --- it’s not just a problem-
solving format

- Mentoring is independent of position --- you can mentor up
or down or with colleagues

- Try it with your boss... What boss would reasonably
object to being presented a concise, clear story?

- Be prepared to be changed and how you listen and interact
with people in general
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Jack Billi, M.D., is professor of Internal Medicine and Medical
Education, and associate vice president for Medical Affairs of the
University of Michigan.

Dr. Billi, also leads the Michigan Quality System (MQS) at the
University of Michigan Health System (UMHS). MQS, drawing
from GM’s Global Manufacturing System and the Toyota Way, uses
lean principles to build on continuous improvement methods to
improve quality, safety, efficiency, appropriateness, and service in
healthcare. MQS also works with regional physician groups and
hospitals.

Dr Billi directs courses for introducing lean thinking in healthcare,
including a joint educational program with the University of
Michigan’s College of Engineering. From 1997 to 2005, he led
UMHS’s development and implementation of innovative health
programs that were used in insurance pilots with Ford, GM, and
currently are being used by several insurance companies. Dr. Billi
IS active in statewide, regional, and professional initiatives affecting
quality of care and physician practice issues, especially the use of
community consortia to support quality improvement.
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“imis Improving Patient Flow by Reducing Hospital Readmissions through Patient Involvement

Name of Project or Theme: LTEAN Discharge Follow up Appomntment Process Where Are We in the Project Cyecle? Full rollout to MEFH Service - October 2007
Brief Hiztory
MmmUmmﬂmmmm)mmMm 1 putpatients, provades at least 36,000 hospital visits, conducts
Iumdreds of scientific research projects and edocates the of mediral pr 1. UMHS has experienced high ocompancy for the past 12
manihs with an average sccupancy of 93%. mmmmmmmﬂwmdmmahmmmmcmm:nmﬂymw
discharge process on a piot unit. The time after discharge &5 considered high risk for patient care, often marked in our patients by re-admissions and'or repeat
ER.visits. The follow-up appeintment from discharge is hypothesized to be the comerstone of continuity of care to prevent re-admits/ER. visits.
In 2006, prior to an intervention, 48 954 discharge follvw-up gopointments were schedulad primariby after the patient was discharged Approwimetely 50%: of
patients arrived to their appointment, 15% were no-shows and 25% cancellad. A 1 intervention on the Medical Faculty Hospitalist Service (MFH) was
piloted, scheduling appointments prior to discharge Due io process issues, this change did net significantly affect the rate of po-shows and cancellations. INTERVENTIONS
A szparate ER pilot had been implemented to inprove follow-up appointments from ER. discharges. For the 2* intervention, this process was adapted to v
inchade the patient in scheduling discharpe appomments and online appaintment request ool was developed and piloted. 1
Pre-Intervention Follow up Appointment Process | ol i )
L tvteuetas
A e
Prreceives a list of all firre appits a
Discharge already made for pt in UMHS A
Pt ready for Navizaor follow system (if in EWS), whether = smiii g
discharge M | up appe fislds —* | related tn cument hospimlization or =
filled out by ot '
clinician or aute- Pi's follow up appt request sant
/ poputated if appt Pt informed he/she will recsive 1 to central area where appt
. made prios in = | follow up appt in mail request is then faxed phoned to -
pm—mdendlsc?rge sent o patients
ollaw up appt, if scheduled Pt informed he/she will be called
i abaut an appt
" Mk oy .
Pt piven a follow up appt time and
Pr's appe location by the discharge schedulsr
rchediled (on Discharge Navigate). Appointment Outcome | Beaamizsion Rate < 14 davs
Pre-ntervention
220081 1130/2005) Pre-intervention 11.81%
Prinstructed m call for their own Sehieduled AppEs. g(mm'
1 4 J
appt (especially trae if nan-UMHS o B (15 MFH Full Rollout  7.20%
cliniciaz). Fi==|| canceted 100 {25%)
Future State Goals: Ensure that patients have a communicated follow up appointment(s) at the time of the discharpe from the hospital, to promate a smooth
transition of care to the outpatient setting. AmwﬁmmmmENMWmmmmwmn MEH Full Rollout <
impartant as related to this hospitalization. An anticipated outcome was that emergency room visits and for readmissions would decrssse. €s9«'5~'2|:m—1lﬂmlig‘ig Belumto ED < 3 davs
= Appointment made prios to patient leaving, at least 24 brs prior to discharge Amived 178 (T2%) Pre-intervention 3.96%
= Appointment made with patient/family imeolvement No Show 20 (8%)
- U of M Attening Physician is notifisd that appointment & mads Canceted §1 [20%§ MFH Full Rallout 0.75%
= Mursing inchsdes follow up appeintment infonmation during discharge instroctions
Who I= Involved? (Major stakeholders and players) Lessoms Learned:
Lean Process Owners: Robert Chanz, MD and Danna McClish, BN Lean Coaches: Eate Bombach and Christopher Eim, MD), Public Relafions and . Mnhﬂmaph-ryummmgnfpkym xmrses, discharge planming, information technology, public relticns designed an application that was very usar
‘Communications: Josk and Laura Bowland climics Patients and Families
Countermeasure [mplemented to Date -hwwmdhhwm&dmmM1mﬂmﬂny&nﬂmmﬂhmm:hwm
+ A wh sits was devalopad b allouw phrysicians to placs mequasts for dischargs follow-tmp appointmant, for patiants on the, 7B ispatiant unit. {Sea attchmant 1) .ﬁ'malgmm s _d"“"""“ e e iom of individhnals Som o Tochmalony is sussatial
+ Tha worifiow procass for ischargs fnllow-mp sppeintments was standardired (Sea atachmant ¥) » Froqnant, focused and succinct communicaion was key: This inclndod saliciting fuedback from the faculty and s
@ L- ppmci complman Wk T 40 eques & Sichargs Slow-op SROIRITAR! Wi athar the patems PP o apacilin » Enohrement of pationts and famibies was essantial.
& A dechuge sppintrent coriaior e the rgen © & wark qome. Tha cooslneior comc the pasenr discty, whils il i the boptal, s rrverws £ dachargs ersctons far mosmdad * Sondwdived raming for the physicians is swsentil In andar to be effective, the fmining nesds i bs foczsed and bands oo
[T — Sp———) » Mukipl round: of testing halpod o fush ont probilam: and sar infrfaca design
& Thachang T PLP 1 oifhoa ar gpacaly SERic iy SRS 1 Echaduls & F300%-35 RFRSROTNT Hitan the Mg e A,
+ Tha procass allowsd the nurss to meview dhe onling discharge appodmtments in Discharps Navigssor. . m:h it
& Aupart of fhe dischargs procam, the mi mne i e Futars whacklad » Firming up talkt time: nembar of calls the scheduler cam kandle per day and how long sach call ke
+ An sasy calina procsss for tracking the appointment eutcoms was devaloped for the T-M plyicin » Discussion of sapantion afier stwss et is ove and sbove steps commpluted
& Thedischunge oaicme i the [achargs Pollow-Lp Appoisimes: Wb spplication, r fha'U-M physicis o ack = Hospital-wide — will lock at other warvicss (Le. sergery often schedules their £ appoizmment in clinic pricr to admisdon)
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A3 Application Examples at UMHS

Proposals
- Major clinical expansion in a geographic region

- Capital project review ($61M in requests v. $26M
available)

- Requests for central lean coaching resources

- Creation of a claims data warehouse for Michigan
physician organizations

- Proposal to health system’s senior leadership to use A3s
to track progress on top 24 objectives

Status Reports

- Health system’s senior leadership tracks progress on top
20 objectives (e.g., Discharge Appointments)
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A3 Observations from the Gemba

We are just starting to learn:

Beware A3s without the conversations

Not enough gemba — debates on hear-say

Too many words, not enough graphs, charts, maps, facts
Not presenting the whole A3

The waste of over-processing
For some A3 is “required”, not driven by owner need
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Read the Author Q & A
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Now at Lean.org

New Website Feature:

John Shook's

Lean
Management
Column

lean.org/shook
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