
Boston University Slideshow Title Goes Here
Video conference access ïPRE-REGISTER
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Housekeeping & Hellos

Å This call is being recorded 

Å Make sure to mute your phone when you are not speaking 

o Press the ñmuteò button on your handheld or press *6 to mute 

and *6 again to unmute

Å Please do not put us on hold 

Å Please do not use speaker phone if at all possible

Å Participation is essential

Å Chat box

Å If using phone audio, please take a minute now to link your 

phone with your computer

Welcome



If you join by computer AFTER calling in via phone: 

You can enter the Participant ID to bind your phone and 

computer session together by entering #Participant ID# on 

your phone.  Your participant ID usually pops up for easy 

access on the webinar platform, but you can find it under "join 

audio" if it does not.



Å Describe the components of an Observation/Gemba 

walk

Å Discuss how completing a gemba walk can help propel 

your teamôs work forward

Å Choose a process in your project that you will observe 

by ñgoing to the gembaò

Å Review prework for the onsite learning collaborative 

meeting

Å Discuss next steps and project updates

Welcome

Webinar Objectives



Going to the Gemba

Mary Webster, MSN, RN, CCM, CPHQ

Senior Program Director,

Population Health Improvement Partners

Kerri Deloso, MHA, CLSSBB

Program Director,

Population Health Improvement Partners
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ÅFocus Area Selection
ÅValue Driven Decision Making
ÅPrioritization Matrix

ÅTeam selection matrix
ÅTeam building activities
ÅRoles and Responsibilities
ÅSubcommittee structures
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ÅAim statements
ÅCharters

ÅCommon measures
ÅIndividual measures
ÅQIDA

ÅForce field analysis
Å5Rs
ÅFishbone diagrams
ÅAlternative payment 

models
ÅKI interviews
ÅFocus Groups
ÅLiterature & research
ÅGemba walks

ÅPDSA Cycles
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ÅUnderstand your current 
process 

ÅIdentify opportunities for 
improvement

ÅIdentify the root causes of 
observed problems

ÅIdentify change ideas/solutions

ÅPrioritize change ideas for 
testing



ÅWhat is it?
ïAn observational walk that helps you understand how your current process 

works
ïTypically a person or thing your follow
ïAllows you to observe the process first hand

ÅWhy is observing the process first hand important?
ïSee how the process is actuallyperformed versus how we think it is 

performed
ïUnderstand the process through the eyes of the patient/family
ïSystem level view
ïSee different perspectives
ïSee variation 

ÅWhat are drawbacks to observing the process first hand?
ïTakes time
ï{ǘŀŦŦ ŀƴŘ ǇŀǘƛŜƴǘǎ ŘƻƴΩǘ ŀƭǿŀȅǎ ƭƛƪŜ ǘƻ ōŜ ƻōǎŜǊǾŜŘ
ïBehavior can change when being observed

Gemba Walk



ÅDetermine what process you will observe

Å²ƘŀǘΩǎ ƛǘǎ ǎŎƻǇŜ όŦǊƻƳ ψψψψψψ ǘƻ ψψψψψψψύ

ÅIƻǿ ǿƛƭƭ ȅƻǳ ƻōǎŜǊǾŜ ƛǘ άǊŜŀƭ ǘƛƳŜέΚ 

ÅWho do you need to get permission from? 

ÅAssemble your team to observe the actual process

ÅWho from your team should attend? 

ÅGo to the gemba! While observing:
ÅList steps & decisions that occur in the process

ÅDocument details of each step in the process

ÅCollect data on the process (e.g. total time, delays, etc.)

ÅNote any areas for improvement 

How to Complete a Gemba Walk



Å Frequency:  How often does each process step occur? When?

Å Cycle Time:  How long does it take to complete each process step?

Å Wait Time: Where does waiting occur? How long?

Å Staffing:  How many staff are involved in each process step? Where do 
hand-offs occur? 

Å Error Rates: How often do mistakes occur? 

Å Gaps: What gaps between the current care and evidence based care do you 
see?

Å Qualitative comments: What do you hear from staff and customers 

Donôt Forget To Collect Data!



GEMBA DATA COLLECTION FORM

Step 

No.
Process Step Name

What specific activities occur during this 

step?
Delays/Waits

Observed Time 

(min.)
Observed Waste Improvement Ideas

1

Willingness to 

Return Home 

Assessment

*Coordinator reviews potential discharge 

criteria

*Asks family about ability to meet criteria, 

comfort level, and desired timing 

10 minute wait 

becaue had to 

pause for provider 

rounding

30 minutes

*Had to repeat 

portion of 

conversation as dad 

was returning from 

the cafeteria

*Have script to help coordinator set 

the stage for discussion

*Set up time to discuss beforehand 

to ensure all family members are 

present

2
Identify Discharge 

Team

*Coordinator identifies who should be 

involved on the care team by reviewing 

medical records and notes from family 

interview

*sends e-mail to administrative assistant 

asking for meeting w/ discharge team

4 hours (other 

interviews to 

conduct)

15 minutes

*Can team composition be 

developed before readiness 

assessment and then presented to 

family for additions? 

3
Discharge Team 

Meeting

*Reviews initally discussed discharge 

criteria and adds to/modifies

*Pools resources for returning home

*Discuss any lingering concerns about 

home care / timing

2 days to schedule 

call
45 minutes

*Additional criteria 

identified that will 

have to be 

reevaluated with 

family

*Is there a way to involve family in 

some of these discussions? 

*Can team meet before to get input 

on criteria?

*Can we create standard criteria for 

different patient types?

4
Discharge Care Plan 

Created

5 Finalize Discharge

6
Schedule follow-up 

visits

Data Collection Form



ǒ Value added:  activities that the client/community deems necessary, 
at the right time and cost (e.g., services, testing, etc.)

ǒ Non-value added but necessary:  activities that are necessary to 
support the client/community today but are not considered of value by 
the client/community (e.g., regulations, etc.)

ǒ Non-value added:  activities that the client/community deems 
unnecessary or are unwilling to pay for (e.g., waiting, errors, etc.) E

Reduce

Eliminate

Understanding Value and Waste



Lack of Efficiency

Å Defects

Å Overproduction

Å Waiting

Å Non-value added processing

Å Transportation

Å Inventory

Å Motion

Å Employee Underutilization

Lack of Effectiveness

Å Lack of adherence to:
o Evidence-based practices and 

strategies

o Guidelines and 
Recommendations

Where Do You See Waste?



Å What have you observed? (Think of clinical, administrative, or 
personal examples)

Å What about:

o Waiting in line for food at a ball game?

o Checking in at your medical practice for a yearly exam?

o Car wash?

o Getting a check cashed at the bank?

o Signing up for a health fair?

Team Sharing



Å The basketball passing video

https://www.youtube.com/watch?v=vJG698U2Mvo

Observation Example

https://www.youtube.com/watch?v=vJG698U2Mvo


ÅWhat was the process?

ÅHow many people were involved in the process?

ÅHow many steps?

ÅAny steps unclear? (areas of improvement?)

Å!ƴȅ άǿŀǎǘŜέ ƻǊ άǾŀƭǳŜέ ǎŜŜƴΚ

What Did You See? 



Å Can you observe a portion of the process?

Å Can you simulate the process?

Å Can you use focus groups or key stakeholder interviews to 
άŦƛƭƭ ƛƴ ǘƘŜ ƎŀǇǎέΚ 

Å Could you learn from a home visit? 

Å Could you benefit from following a family for a day 
(consider an empathy tour)? 

o /ƻǳƭŘ ǎǘŀǊǘ ŀǘ ǘƘŜ ŦŀƳƛƭȅΩǎ ƘƻƳŜ ŀƴŘ ǿŀǘŎƘ Ƙƻǿ ǘƘŜȅ 
ǇǊŜǇŀǊŜ ŦƻǊ ǘƘŜƛǊ ŘƻŎǘƻǊΩǎ ŀǇǇƻƛƴǘƳŜƴǘΣ ǿƘŀǘ ǘƘŜƛǊ 
transportation looks like, etc.

o Helps you observe otherwise unknown barriers

What If You Canôt Observe Your Process ñReal Timeò?



Å What observations has your team already completed? 

Å How can this help your team now?

Å What process could your team observe before the onsite?

This Photoby Unknown Author is licensed under CC BY-SA-NC

Group Discussion!

http://mel-melica.blogspot.com/2008_03_01_archive.html
https://creativecommons.org/licenses/by-nc-sa/3.0/


Gemba Examples

Å Registration for new patients 

Å Patient flow through the clinic from check- in to check- out

Å Lab draw in the clinic (the process of)

Å Registering patients for a procedure

Å Intake process for provider to provider referrals

Å A group teaching visit for young mothers of children with g-tubes

Å Care conference start to finish

Å Transferring a patient from one unit to another

Å Process for making appointments 



Å Decide on the process you will observe

o ²ƘŀǘΩǎ ǘƘŜ ǎǘŀǊǘκŜƴŘ ƻŦ ǘƘŜ ǇǊƻŎŜǎǎΚ

o Reach out to your coach if you have questions about 
what or how to observe 

Å Decide how you will observe the process?

o Can you observe it first hand or do you need to 
simulate? 

Å Schedule a time to go to gemba

o Make sure you ok your observations with the staff 
ȅƻǳΩƭƭ ōŜ ƻōǎŜǊǾƛƴƎ

Your Assignment



ÅObserve as a team, but take notes as individuals (can use the data 
collection form)

ÅStay focused on what the process looks like today

ÅKeep observing ςdo not correct those doing the process

ÅMaintain an open mind and ask lots of open-ended questions

ÅValidate assumptions to clearly understand

ÅObserve in a variety of conditions to get a complete picture

Å5ƻƴΩǘ ŦƻǊƎŜǘ ǘƻ ƻōǎŜǊǾŜ ŀƴŘ ǊŜŎƻǊŘ actualdata (both quantitative 
and qualitative)

ÅBe respectful of those you are observing!

Tips For Observation Success



Bring Your Observations With You to the On-Site 



Questions?



A world where all individuals 
enjoy optimal health and well-

being

Getting Involved

Greg Randolph, grandolph@improvepartners.org
Kerri Deloso, kdeloso@improvepartners.org
Mary Webster, mwebster@improvepartners.org
Sherry Leonard, sleonard@improvepartners.org

Meet the Team

IMPLEMENTATION 

SCIENCE

PARTNERSHIP 

DEVELOPMENT

QUALITY 

IMPROVEMENT

Economic 

Impact 

Change 

Management 

Collaboration

Evidence-Based 

Interventions
Adaptive Leadership

Culture 
Change

Collective Impact

Return on Investment

Our Approach

Our Vision Proudest Moments

Storyboard Assignment
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