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About me 

• Software developer in the 1980s and consultant  
today 

• Insurance, healthcare, telecommunications,  
finance and IT 

• AKT, PMP, Six Sigma MBB, Lean Sensei 

• Telecommute from Jacksonville, Florida 

 

Jeanine.mcguire@optum.com 

@qualitate13 on twitter 
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Session outline 

 Background Information 

 Change Management Approach 

 Kanban Case Studies 

 Lessons Learned 

© 2018 Optum, Inc. All rights reserved. 3 



Our mission 
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$201.2B 

FY17 revenue 

Ranked 6th  

of the Fortune 500 

Health Benefits Health Services 

A diversified enterprise with 

complementary but distinct 

business platforms 

Integrity Compassion Relationships Innovation Performance 

OUR VALUES 

Helping people live healthier lives and helping make the health system work better for everyone 

OUR MISSION 
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Powering intelligence across the health care system 
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CARE  

MANAGEMENT  

PHARMACY  

CARE SERVICES 

REVENUE CYCL E  

MANAG EMENT  

PERFORMANCE  

ANALYTICS 

PAYMENT  

INTEGRITY 

222M+ consumers, 

~190M lives of claims data and  

100M lives of clinical data 

~25K analytics experts,  

spanning clinical, financial, actuarial  

and technology domains 

20 of the top 25  

U.S. health plans  
 leverage Optum analytics 

25+ research partners  

collaboratively researching and 

innovating with OptumLabs 

HEALTH CARE INTELLIGENCE 
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United Health Group employee locations 
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The growth challenge 
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New Employees 
Help Desk Calls 

Projects 

Software Supported 

Employees Supported 

Data 

Pace 

Contractors 

Locations Supported 

Vendors Supported 

Teams Supported 

Desktop Apps 

Natural Disasters 

Printing Demand 

Organizational Change 

Technical Complexity 



Act With 

Courage 

Encourage 

Growth 

Redefine 

Quality 

Drive 

Change 
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The Apex Program 

6 LearnSource 

Modules 

• Fundamentals 

• Performance  

Management 

• Work In Progress 

Management 

• Optimization 

• End-to-End 

Process 

Management 

• Change 

Management 

SharePoint 

Resources 

A SharePoint 

repository provides 

tools, templates and 

additional learning 

resources while 

encouraging 

collaboration 

Adoption 

Activities 

Activities in 

LearnSource require 

usage of the tools 

introduced for 

the training 

Expert Guidance 

& Support 

Workshops and group 

discussion activities 

to support you as 

you use the tools 

and processes 
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Program Highlights 
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Apex Program 
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​Apex is about reaching the apex or pinnacle of performance through the use of best 
practices in Lean, Business Process Management and Kanban.  

Six 

WBT 

courses 

 

30 – 45 

minutes 

each 



Hub Connect: ongoing support 

© 2018 Optum, Inc. All rights reserved. 12 



Example Huddle Agenda 

• Review Kanban board and key metrics (5 minutes) 
̶ Project backlog 

̶ Project exceptions 

̶ Expedited work 

̶ Cycle time 

̶ Blocked work 

 

̶ Identify obstacles (5 minutes) 
̶ Data? 

̶ Resources? 

̶ Change Leadership? 

̶ Communication? 

̶ Process? 

 

• Take Action (5 minutes) 
̶ Shift resources 

̶ Leadership action to resolved blocked work 

̶ Make process changes 

 

Track action taken, who is responsible and when. 
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Virtual Huddle Process 

Step Action 

1 At least once per month, send an email to your team and ask that each team 
member send to you their top five issues or pain points that impede the 
team’s ability to achieve performance targets. Your question can be focused 
on any metric that is below goal or on your specific process.  
 

2  Collect the responses and cluster those that are similar.  

 Count the number of responses within each cluster as a way to weight 
them. 

 

3  Write a brief summary statement for each pain or waste cluster. 
 

 Start another virtual brainstorm session by emailing the highest weighted 
pain point to your team and asking them for solution ideas. 

 

 Summarize the solutions that you receive from your team. You can use a 
spreadsheet to create a grid that identifies the pain point and solutions. 
Assigning a number to each solution will help with the next step in this 
process. 

 

4  Send the solution grid to your team members and inform them that they 
have 20 virtual dollars to “buy” their favorite solutions. They can spend 
the dollars on any number of solutions, but cannot spend more than $5 
on any one solution, so will need to consider multiple solutions.  

 Ask team members to return the grid to you showing how they want to 
spend their dollars. 

 Create a slide with all of the solution numbers from your grid to tally the 
dollars spent by your team members in order to see the results. 

5 Implement the ideas with the most dollars. 
 

© 2018 Optum, Inc. All rights reserved. 



Kanban Group: collaboration 
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Maturity Assessment 

• Leaders complete a maturity assessment and action plan for their organization. 
 

• Scoring ranges from 1 to 5 to reflect level of optimization and integration through value 
stream 
 

• Dimensions scored are: 

− Integration across the supply chain 

− Foundation in the form of process documentation, maps, SOPs etc. 

− Performance management facilitating data-based decision-making 

− Work in progress management including use of a Kanban system 

− Automation where possible and practical to increase quality and efficiency 

− Continuous improvement as a combination of innovation and incremental growth that improves delivery 
to the customer 
 

• Keys to success included: 

​ - MBO goal 

​ - Project manager oversight 

​ - 1.5 hour web-based workshops 
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​Building a vision and game plan for moving forward 



Maturity Snapshot  
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​The assessment resulted in a snapshot of maturity within the organization.  

Maturity Categories Team 1 Team 2 Team 3 Team 4 Team 5 Team 6

Average 

Scores

Integration 2 2 2 2 3 3 2.4

Foundation 2 2 2 2 2 3 2.1

Performance Management 2 1 2 1 3 2 1.9

WIP Management 2 1 2 1 3 3 2.1

Automation 3 2 2 2 3 3 2.5

Continuous Improvement 3 2 2 2 3 2 2.3

Team Scores 2.3 1.6 2.0 1.9 2.8 2.7 2.2



Action Plans 
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​Leaders also were required to submit action plans as part of maturity assessment. 



Kanban Adoption 



Kanban Tools 
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​ Over 1800 licensed users, 
including: 

• IT Support Areas 

• Release Management 

• Business Areas 

​ Customizable by business process 

​ Lower cost, fully featured Kanban 
solution 

 

 

 

 

​ Used by software developers 
following Agile method 

​ Follows Agile work process 

​ Kanban board integrated with Agile 
suite of tools  

Swift 

Sync 

CA Agile 

© 2018 Optum, Inc. All rights reserved. 



21 

Apex Module 3 

• Introduces Kanban 
with hands-on 
exercise 

• On-demand 
availability 

Kanban Essentials 
and Design 
Workshop (KMP I) 

• 2-day session 

• Course and trainers 
certified by Lean 
Kanban University 

Tool-Specific 
Kanban Training 

• CA Agile Kanban 
training organization 

• Swift Kanban training 

Kanban Training Curriculum 

*KMP II available on 

request or 

recommendation.  
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Technology Services Case 
Study 

Responsible for workstation infrastructure 
support (i.e. OS, Citrix, connectivity)  



The Problem 

​We are missing our SLAs related to cycle time. 
 

• In this snapshot from 3/20/2016: 

​ All Queues: 2335 active incidents. 

​ 1189 assigned to staff (51%). 

2017 Snapshot: 

The 5 individuals with the most assigned incidents not updated in remote queues in the last 24 hours are 

also amongst those with the highest number of concurrent assigned tickets. 

25% over a week old 

Over 40% of all work has 

stopped (restored or waiting) 
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We Didn’t Invent This! 

Adoption of a 

foundational Kanban 

principle 
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Traffic Jams & Work In Progress 

High Demand – No Limits 

High Demand – Flow Control 

© 2018 Optum, Inc. All rights reserved. 



Benefits 

Limiting Work in Progress 

​Ensures staff covering PTO won’t be overloaded 

​Provides a better sense of accomplishment as work is completed instead of held 

​Can reduce overburdening when handing out escalations 

​Reduces stress from juggling too many items at once 

​Increases our flow as effort related to context switching is reduced 

​Improves our mean time to restore as cycle time per incident is reduce 

 

We have adopted this concept as a WIP guideline, which is a visual queue to take 
action to complete work that has been started before starting new work.   
 

Comparing pre-to-post WIP Guidelines in incident queues: 

​ Median Cycle time has decreased by one hour, or 18.5% 

​ Median Lead time has decreased by 5.4 hours, or 16% 

​ Average Effort has increased by 5.7 minutes 
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WIP Integration with Management Reporting (Part 1) 

© 2018 Optum, Inc. All rights reserved. 



WIP Integration with Management Reporting (Part 2) 
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Kanban Board for All Other Work 
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IT Engineering Example in 
SwiftKanban 



Kanban Board 
​Work is managed via Kanban board. 

Expedited 

Lane 

Standard 

Work 
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To Do List for Task Management 
​Template for each card automatically populates standard steps to be taken 
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Parent-Child relationships 
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​Cards for each client are tied together via a parent-child relationship 

Parent card 

for client 

Child 

cards: all 

work 

being 

done for 

that client 



Results 

Reduced 

administrative cost 

by $330,000 

annually since 

implementation of 

Kanban 
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Software Development Team 
in CA Agile Example 
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Development Team Example 

Key Practices 

• Agile work process 

• Agreements/SOPs for each column 

• Tagging of cards for reporting and analysis 
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Analytics Example 

Cycle Time Volume Flow 
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Strengths 

• You get what you pay for in training. Investment in professional WBT development and 
voice talent paid dividends. 

• Integration with existing channels – LearnSource, HubConnect helped spread the word. 

• Investment in internal AKTs has strengthened our organizational knowledge and ability to 
deliver.  

• Leadership buy-in helped drive change. 

 

Opportunities 

• Post-training there is a need for coaching. Without coaching, many teams fail to evolve 
from proto-Kanban. 

• Internal sharing of case studies enables learning from each other and advancing as a 
company. 

• Misperception exists that Kanban is an IT-only tool. 

• Tools, such as SwiftSync and plug-in modules, require awareness and training. Lunch and 
learns have fulfilled this need. 
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Lessons learned 
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Tackling the biggest challenges together 

I NNO VATING   

SO LUTIONS  

MANAG I NG  

Q UAL ITY  &  CO ST  

ENABL I NG   

CO LLABORATION  

DEL I VERI NG  

RESULT S  

ENHANCI NG  

VALUE  
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Thank you. 
Contact information: 

Jeanine M. McGuire 

jeanine.mcguire@optum.com 

@qualitate13 on Twitter 

mailto:jeanine.mcguire@optum.com

