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• Integrated health care system

• 501(c)3 not-for-profit

• Two hospitals

– Virginia Mason Medical Center, Seattle

– Virginia Mason Memorial, Yakima

• 40+ medical clinics

• Graduate Medical Education

• 1,100+ physicians

• 8,400+ employees

• Two philanthropic foundations

• Bailey-Boushay House

• Benaroya Research Institute

• Virginia Mason Institute 

Virginia Mason Health System
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Our Innovation Journey

- Implemented 
strategic plan 
with patient at 
the top & four 
Strategic Pillars 

- Declared VMPS 
as our 
management 
method

- Paul Plsek 
becomes 
VM Chair of 
Innovation

- Began 
Culture of 
Innovation 
work and 
executive 
training

- Defined 
creativity and 
innovation

- Innovation 
training began

- Moonshine 
Laboratory 
established

- Innovation target 
setting & “Voice 
of the Future” in 
goal development 
process

- Formation of 
Innovation 
Leadership Team 
(ILT)

- Began 
implementing 
Experience-
Based Design

- Formalized 
Moonshine 
process

- Promoting 
Innovation 
added to leader 
curriculum

- Concerted 
efforts to 
integrate 
innovation into 
VMPS

- Created 
Innovation 
Competency 
Guide

- Innovation 
Grant 
Program

-Experience-
Based Design 
improvement 
and training
- Co-design 

events and 
focus 
groups

- “Know Me” work 
begins

- Moonshine 
Challenge

- Implementation 
Effectiveness A3

- Therapy Car 
created

- Patient-family 
Partner 
Program 
established

- Healthcare 
Marketplace 
Collaborative

- Idea Central 
created

- First 
Innovation 
Expo

- Engaging 
Frontline 
Staff with 
VMPS RPIW

- Virginia 
Mason 
Memorial 
team 
exhibits at 
Innovation 
Expo

- Patient/
Family 
Partners 
required 
for all 
RPIWs

2018-
2020

-Measuring 
Innovation Culture 
dimensions
-Innovation 
training for VMPS 
Certified Leaders

-Lean Idea 
System 
launched
-Efforts to 
recognize staff 
and spread 
ideas

A 
History 
of 
Firsts..
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Paul Plsek
Chair of Innovation, VMMC
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Consultant, Author 
and Developer of 

DirectedCreativity™

Shingo Prize for Research in
Operational Excellence, 2014



Virginia Mason 
Innovation Definition:

Directed Creativity 
Implemented
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Innovation and Kaizen (Continuous Improvement)
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Innovation
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Dimensions of a Culture of Innovation

Plsek P, Maher L. Creating The Culture For Innovation. 10th European 
Forum on Quality Improvement in Health Care; 2005 Apr 13-15; London.

*The wider the opening, the better.
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Staff Idea System
Develop Idea Pipeline
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Seven Levels of Change

10
Adapted from R. Smith, The Seven Levels of Change: Different Thinking for Different Results, 3rd ed.
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A VM-led idea or unique adaptation in healthcare that:

1. Breaks mental models (achieving level 5 “doing things 
other people are doing” if adapted from outside health 
care, level 6 “doing something no one else is doing” or 
level 7 “doing something that can’t be done” of the Seven 
Levels of Change) AND 

2. Has the potential to make a significant impact or change 
to an important goal in an urgent time
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Breakthrough Innovation
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Innovation
Creative thinking concepts and tools

Plsek PE. Creativity, Innovation and Quality, ASQ Quality Press, 1997.
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Creative Thinking Involves

Attention Escape Movement
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“Hey! You! …No cutting in!”
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Directed Creativity Cycle
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© Paul E. Plsek & Associates, Inc., www.DirectedCreativity.com
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Example Innovation Tools

• 3P / Innovation / Visioning Sessions

• Experience–based design
Co-design

• Other tools for use as a part of VMPS

• 7 Ways

• Word Play

• Six Thinking Hats TM

• Be Someone Else
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The 7 Ways
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Wordplay
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Creativity and innovation
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• Become an organization that routinely listens to 
and deeply understands customers’ experiences

• Co-design better services through an active 
partnership with patients, family and staff

Breakthrough Innovation:
The Vision of Customer Involvement 

(Professor Paul Bate, UCL  2007)

Don’t listen 
very much 

to our users 
and we do 

the 
designing

Design and 
improve, 
then ask 
our users 
what they 

think

Listen to 
our users, 
then go off 
and do the 
designing

Listen to 
our users 
and go off 
with them 
to do the 
designing

Move from this
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to this
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Co-Design =
Side by Side = Shoulder to Shoulder

Group Discussion
Idea Generation

Negotiating 
Priorities
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The Impact of Co-Design
Patients and Families are Making a Difference Across Virginia Mason 

Co-design product examples

• “Know Me” form and focus
• Delirium alert card
• Peer Partners rounding Informed 

consent process
• Hospitalist info sheet given to new 

patient admissions 
• Provider training on delivering bad 

news
• Exercise visuals for inpatient
• Stay safe huddle plan of care
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Moonshine
(aka: bootleg, skunkworks, prototyping) 

• A fast and inexpensive way of testing a 
concept or trialing an idea before 
purchasing. 

• We use moonshine and prototyping 
when a supply or piece of equipment 
doesn’t exist that meets our unique 
needs or if it is not cost effective
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Innovation Expos, Challenges
Recognition and relationships

Goals: 

• Provide increased exposure and recognition to 
Virginia Mason innovators and their projects. 

•Uncover innovations happening around the 
organization, including projects with high 
potential for adoption in other VM locations. 

Annual Innovation Expo Moonshine Challenge
23
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2019 Innovation Expo
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Free Download
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For a free download, visit: 
www.virginiamasoninstitute.org/creativity-cards




