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Overview

•Description of the Veterans Health 
Administration
▫ The Nations largest health care network

•Transformation of the VA 1990 – 2006
•Role of Balanced Scorecards in this 
transformation
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The VA Health Care System

VA Hospital 156
VA Outpatient 
Clinics

877

NHCU/Domiciliary 179
Regions (VISNS) 21
Patients Treated 5.3 million
FTE 198,000
Budget 31 billion
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Early 1990’s VA Health Care 
System was in Trouble
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2003 New England Journal of 
Medicine
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Spring 2006…
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Spring 2006…

September 4, 2006

http://www.time.com/time/covers/0,16641,20060904,00.html
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How the VA Transformed Itself
• VISION: 
▫ 1995 Prescription, & Journey for Change – Ken Kizer MD, MPH

• STRUCTUAL CHANGE:
▫ Created strategic framework – “Domains of Value”
▫ 1996 - Created Performance Measurement System that 

emphasized Health Promotion / Disease Prevention / Continuity / 
Coordination of Care

• EXECUTION: 
▫ Explicit accountability for performance through performance 

contracts
▫ Systematization of quality through benchmarking
▫ Build quality into day-to-day operations through the Electronic 

Medical Record
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Begin with a Strategic Framework



Benchmarking in the Pursuit of Excellence 13

Indicator Selection

•Link strategic vision with measurement
▫ Selecting indicators that drive improvement 

within each domain – balanced approach

•Criteria for indicator selection:
▫ Evidence based – Clinically it is the right thing 

to do
▫ Political needs – VHA Mission
▫ Change needed – drive organizational change
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Examples of Indicators
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Benchmarks

•Within VHA
▫ Successful VA Facilities

•External to VHA

▫ HEDIS

▫ Healthy People 2010

▫ HCFA

▫ Private health organizations
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Veteran Satisfaction Scores



Benchmarking in the Pursuit of Excellence 18

Satisfaction Confidence Intervals
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Veteran Satisfaction Benchmarks

•Picker Institutes Satisfaction 
Survey 

•University of Michigan’s American 
Customer Satisfaction Index (ACSI)
▫ Survey patients on the quality of care 
received
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Customer Satisfaction 
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Setting Annual Targets

•Set at top 20% of achievers 
AND/OR

•Public health / accreditation goals
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Aggregation Strategies



Benchmarking in the Pursuit of Excellence 23

Quadrants

•Intended to show both improvement 
and performance

•Indicators for a specific area are 
normalized around 1
▫ Improvement = current score / past score
▫ Performance = current score / target

•Average normalized scores are 
graphed into quadrants
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Quadrant Display
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Quadrants Targets
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Example of a Performance Measure Dashboard

Facility 1 Fac
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Financial Index
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The Vital Signs Report

•The Vital Signs Report is a 
summarization tool that has been 
layered on top of 61 performance 
indicators

•Its purpose is to create a single 
composite score that tells how a 
VISN/Facility is performing relative 
those around it 
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Composite Score
• Uses Existing 5 Performance Domains
▫ Indicators scores are averaged within domains
▫ Equal weight for each indicator within a domain

• Assigns weights to each domain
▫ Access 30% (24 indicators)
▫ Functional Status 2.5% (2 indicators)
▫ Healthy Communities 2.5% (3 indicators)
▫ Quality 45% (30 indicators)
▫ Satisfaction 20% (2 indictors)

• Computes a weighted average across all domains
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Vital Signs Report (OQP)
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Building Quality Improvement into 
Day-to-Day Operations

•VA’s Electronic Medical Record is a 
powerful tool
▫Clinical Reminders facilitate the 
systematization of quality

•Scorecards / Dashboards with drill 
down help managers stay on top of 
performance
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2006 Electronic Medical Record
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VA’s Electronic Medical Record
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Clinical Reminders

Diabetes Patient Dialog for 
processing multiple reminders:
• Diabetic Foot Care Education
• Diabetic Foot Exam
• Diabetic Eye Exam
• Recommended Labs
• Other Health Activities

Acquisition of health data beyond 
care delivered exclusively through 
VHA

Standardized Data Elements
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Proclarity/Microsoft Dashboard
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Excel Percent Performing Report
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Micro Strategy Dashboard
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Quadrant Display
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Goal of VA’s Performance 
Measurement System

•Decrease variation in practice 
•Increase consistent outcomes of 
care across the organization

•Continuous Improvement 
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Questions & 
Comments
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