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Virginia Mason Health System

• Integrated 
health care 
system

• 501(c)3 not-
for-profit

• 2 hospitals

• Graduate 
Medical 
Education

• Research 
Institute

• 2 Foundations

• Virginia 
Mason 
Institute

Virginia Mason (Seattle)
5,000 Team Members
550 Employed Physicians
336 Hospital Beds
9 locations

Virginia Mason Memorial 
(Yakima)

2,700 Team Members
130 Employed Physicians

226 Hospital Beds
30 locations
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The VMMC Quality Equation
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Our Journey: Selecting a 
Management Method
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Sense of Urgency (2000): 
Health Care Challenges

• Poor quality health care = 3% defect rate 

and costs the U.S. billions of dollars

• Health care is unaffordable and unavailable 

to millions of people

• Health care workers are negatively 

impacted by unreliable systems  

• Virginia Mason financial loss for two 

successive years
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A New Management Method
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Our VMPS Journey

2002
2003

2004
2005

2006
2007

2008
2009

2010
2011

2012

2013

2014

2015

2016

2017

-Implemented Strategic 

Plan with Patient at the 

top

-Declared VMPS as our 

management method

-Executives to Japan

-Implemented PSA 

system

-49 RPIWs, 3 3Ps

-Executives & KPO 

first to be VMPS 

Certified

-7 KPO Staff 

Members

-Mrs. McClinton

-All Execs & Admin 

Directors Certified

-110 RPIWs, 4 3Ps

-Kaizen Fellowship 

program

-KPO rotational leader 

position created

-24 KPO staff members

-One organizational goal 

of Quality

-KPO Goals instituted

-Tuesday Standup begins

-HealthGrades

Distinguished hospital 

award

-Integrated VMPS 

efforts with supplier 

partners

-VMPS training for 

managers

-44 RPIWs, 1 3P, 51 

Kaizen Events

-Defined standards for 

a Model Line

-Improved VMPS 

curriculum for all 

supervisors and above

-25 KPO staff 

members

-Virginia Mason Institute 

formed

-Large integrated value 

streams

-3P Certification

-VMPS for Leaders 

prerequisite for 

Certification

-31 KPO staff members

-Super-flow RPIWs

-Study & apply 

Toyota Talent (TWI) 

training methods

-66 RPIWs, 6 3Ps, 

119 Kaizen Events

-Top Hospital of the 

Decade 

-World Class 

Management system

-Standard Work for 

Leaders

-Experience Based 

Design training

-82 RPIWs, 8 3Ps, 

238 Kaizen Events

-26 KPO staff 

members

-Respect for People 

Training

-Continuing 

education for VMPS 

Certified leaders

-Innovation Events

-Patients as partners 

with our improvements

-VMPS for Leaders 

training becomes “fit 

for duty” requirement 

of all admin and 

physician leaders

-One KPO

-First daily 

management 

assessment org-

wide

-Introduced daily 

kaizen

-VMPS Priorities 

focused on 

improving the 

patient, family 

and staff 

member 

experience

-First Advanced 

VMPS Cohort

- Memorial 

partnership & 

training

-Patient Co-

Design next 

steps

-Patient/Family 

Partners 

required for all 

RPIWs

2018

-

2020
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Key Decisions

1. Language

• Production System

• Japanese words

2. Defects

• Transparency

3. Distributed

• All leaders expected to lead with VMPS

4. Mandatory

• Job expectation

5. Integrated

• Strategic initiatives
10



Benefits
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Alignment: Leading with VMPS
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Creating a Versatile Leadership Team

C O R P O R A T E

H O S P I T A L

C L I N I C

C O R P O R A T E

H O S P I T A L

C L I N I C

Kaizen 
Promotion 

Office
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Outcomes
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http://www.npsf.org/
http://www.leapfroggroup.org/news/leapfrog_news/4784721
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Recruiting

“One of the key reasons I was 
interested in matching with Virginia 
Mason was because of your reputation 
for quality improvement work and 
process improvement.”

-Virginia Mason Resident
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Return on Investment
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• What’s the ROI of… 

• Culture change?

• Leadership development?

• The ability to quickly adapt?

• Alignment across the system?

• Problem-solving approach?

• Resilience?
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Hope
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Integrated Strategies
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VMPS Evolution:
Virginia Mason Production System House
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Patients 

as Partners

Accelerate 

the Impact

Engage 

Individuals 

and Teams

Quality 

Leader
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Health Care

Respect for People Continuous Improvement

BUILD A STRONG FOUNDATION

Safe and Respectful Environment Increase Reliability and Effectiveness

Virginia Mason Production System

World Class Management

VMPS Principles, Tools and Methods
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VMPS Evolution:
Virginia Mason Production System House

Patients 
as Partners
• Patient/family 

partners

• Experience 

Based Design

• Co-design

Accelerate 
the Impact
• Speed and agility

• Innovation

• Plan-Do-Study-

Act (continuously 

evaluate and 

improve)

World Class Management
Management by Policy, Cross Functional Management, Daily Management 

Engage 
Individuals 
and Teams
• Organizational 

compacts

• Personal growth 

& recognition

• Leader 

competencies

Quality 
Leader
• Q = A * (O+S)

W
Q: Quality
A: Appropriateness
O: Outcomes
S: Service 
W: Waste

• Patient Safety 

Alert & Response 

System
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VMPS Principles, Tools and Methods
5S, Standard Work, Visual Control, PDSA, Innovation, Just in Time, Mistake Proof (Jidoka), Leveled Production (Heijunka) 

Improving the Flows of 

Health Care

Respect for People Continuous Improvement

BUILD A STRONG FOUNDATION

Safe and Respectful Environment Increase Reliability and Effectiveness

Virginia Mason Production System
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Flows of Health Care

People are not cars… what makes health care unique?  
• People caring for people to improve their health and well-being.
• Patients have individual emotions and values and are an equal partner in designing their 

care processes.

• Plans of care can change at each step in the journey as the information available changes.
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Integrated Management System

• Innovation

• Respect for People

• Patient-Family Partners

• Talent Reviews

2222

People Quality Service Innovation

Talent 

Development
Reliability

Customer 

Integration
Evolution & 

Speed

Virginia Mason Production System

Respect for People

Aligned priorities
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Innovation
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“Directed creativity, implemented.”
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Respect for People
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“We believe in a culture where 
everyone experiences respect.”
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Patient-Family Partners

25



© 2017 Virginia Mason Medical Center

CEO President

CNO

Hospital 
Administrator

Senior VP for 
patient care

CMO

Clinic 
Administrator

Chiefs

CFO

Talent Development

• Talent reviews
• Succession planning
• Staff and clinician 

engagement
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Opportunities VMPS has 
afforded
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Opportunities VMPS Has Afforded
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What’s Next?
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What’s Next?
What do I as a senior leader think about?

• New employees – “thick” culture

• New ways of doing things 

• Faster

• Reduce cost of production

• Reliability and evolution

• Creating a nimble organization
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“If you are dreaming about it…
you can do it.”

Sensei Chihiro Nakao

“Without standards, there can 
be no improvement.”

Taiichi Ohno

Founder of the Toyota Production System
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