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Program Background 
This Lean Black BeltLean Black BeltLean Black BeltLean Black Belt program, which is co-ordinated and offered by the Daniels College of 
Business at the University of Denver and the Leading Edge Group, aims to provide participants 
with a practical application of Lean tools and techniques within the healthcare sector, as well as 
developing the appropriate process improvement, leadership, and project management skills to 
drive the changes that are necessary for a successful Lean transformation. 
 
The program is aimed at doctors, consultants, nurses, administrators, allied health professionals, 
and other professionals in the healthcare sector who have responsibility for quality or continuous 
improvement within their organizations and also those who wish to develop knowledge and skills 
in the area of Lean Healthcare. 

Proposed Program Structure and Schedule 
The program consists of the following 4 modules and an in-house project: 

� Advanced Lean Tools and Practices 

� Managing Lean Projects 

� Lean Strategic Planning and Implementation 

� Leadership Change and Innovation Management  

Advanced Lean Tools and Practices 
This module aims to introduce the concept of Lean Thinking, and explain its associated principles 
and benefits as applied to the healthcare sector. The module will outline the differences between 
value-added and non-value-added/wasteful elements in healthcare processes, and how Lean can 
be used to identify and reduce/eliminate healthcare waste. In doing this, it will explain how to gain 
a thorough understanding on patient and staff perspectives in order to accurately define what is 
value in a healthcare process, and how Lean can then be used to deliver this value in the most 
efficient manner through optimizing process flow and capacity and improving workplace 
organization. 
 
Module Objectives:Module Objectives:Module Objectives:Module Objectives:    

1. Identify the principles and benefits of Lean Thinking as applied to healthcare 

2. Recognize value-add and non-value-added/wasteful elements in a healthcare process 

3. Collect relevant data to gain an understanding of what patients and staff perceive as 
value-added in a healthcare process 

4. Identify the causes and types of variation in healthcare processes 

5. Recognize the differences between demand, capacity, activity, and backlog in a 
healthcare process 

6. Use the appropriate Lean tools and practices to 1) understand and analyze healthcare 
value streams; 2) optimize healthcare process flow and capacity; and 3) improve 
workplace organization in a healthcare organization 
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Module Topics/Sub TopicsModule Topics/Sub TopicsModule Topics/Sub TopicsModule Topics/Sub Topics    

1. Introducing Lean 

a. Background and origins of Lean 

b. Lean and Healthcare 

c. Principles of Lean Healthcare 

d. Benefits of Lean Healthcare 

e. Value-add Vs Waste in Healthcare 

2. Understanding Patient Perspectives 

a. Patient Data Gathering and Analysis Techniques – Voice of Customer; Kano 
Analysis, Affinity Diagrams 

b. Developing Functional Requirements 

3. Understanding Healthcare Value Streams 

a. Process Mapping, SIPOC diagrams, Swim-lanes, Spaghetti diagrams 

b. Value Stream Mapping 

c. Mapping Extended/Multiple Value Streams 

4. Optimizing Process Flow 

a. Theory of Constraints 

b. Just In Time Systems 

c. Kanban Systems 

d. FIFO Lanes 

e. Triage Systems 

5. Optimizing Process Capacity 

a. Understanding and Reducing Variation 

b. Aligning Demand and Capacity 

c. Quick Changeovers 

d. Mistake Proofing 

e. Total Productive Maintenance 

f. Standard Work 

6. Workplace Organization 

a. 5S 

b. Visual Controls 
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Managing Lean Projects 
Managing Lean Projects is geared to expose the student to the fundamental concepts of project 
management and high performance teams, both of which are essential if any Lean transformation 
is to be successful. Project Management principles are designed to provide an overview of the 
project management discipline. Basic principles, tools, and techniques used in managing projects 
as well as the role of the project manager will be addressed. Important concepts in project 
planning and implementation are illustrated and participants practice project management 
planning. The Project Management Institute’s Project Management Body of Knowledge (PMBOK) 
serves as a guide for key project management terminology and process descriptions.  
 
Participants learn the classic project management framework and will be able to plan and manage 
projects more effectively and with more confidence. While understanding the fundamentals of 
project management is essential, this needs to be coupled with a team that can perform at a high 
level, likely beyond what its participants have accomplished in the past. In a stepwise fashion, the 
student will be taught how to build a high performance team to execute their Lean transformation.  
Students will learn how to build a collaborative team that is founded on trust and understands how 
to deal with conflict. Additionally, the concept of leadership is introduced to establish an effective 
mechanism for setting team goals and priorities and to understand how to interact with executives 
responsible for the Lean implementation. 
 
Module Objectives (High Level)Module Objectives (High Level)Module Objectives (High Level)Module Objectives (High Level)    –––– Managing Lean Projects Managing Lean Projects Managing Lean Projects Managing Lean Projects    

1. Apply project management concepts, processes, and tools to plan and implement 
healthcare projects 

2. Schedule work and identify dependencies in a project plan 

3. Create appropriate project budgets  

4. Track and analyze project progress 

5. Communicate project progress to meet the specific needs of stakeholders. 

6. Construct a basic project plan for a project  

7. Develop skills in building and leading high performance teams 
    
Module Topics/Sub TopicsModule Topics/Sub TopicsModule Topics/Sub TopicsModule Topics/Sub Topics    –––– Project Management Project Management Project Management Project Management    

1. Project Manager Success in Healthcare 

a. Discipline of Project Management  

b. Creating Project Success - LOC  

2. Project Charters in Healthcare 

3. Project Integration 

a. Change Management Systems 

4. Scope Management 

a. Scope Statement and Deliverables 

b. Work Breakdown Structure 
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5. Project Schedule and Budget 

a. Dependencies and Sequencing 

b. Critical Path Method 

c. Estimating Time and Costs 

6. Communication Management 

a. Project Information Flows - Keeping Stakeholders Informed 

b. Assessing and Monitoring Project Performance 

7. Quality and Risk Management 

a. Quality Planning, Assurance, and Control 

b. Risk Analysis and Management 

8. Human Resource Management 

a. Project Accountability Chart 

b. Responsibility Matrix 
 

Module Topics/Sub Topics Module Topics/Sub Topics Module Topics/Sub Topics Module Topics/Sub Topics ––––    High Performance TeamsHigh Performance TeamsHigh Performance TeamsHigh Performance Teams    

1. Introducing High Performance Teams (HPTs) 

a. Team Best Exercise 

b. Distinction between a ‘Group’ and a ‘Team’ 

c. Definition of HPT 

d. Stages of Team Development 

e. Balance of Tasks and Relationships 

f. Introduce HPT Model 

2. Collaborative Team Member 

a. Criticality of having Collaborative Team Members 

b. Assessment and Action 

3. Team Relationships 

a. Building Trust and Respect in Teams 

b. Insights Discovery and Teams 

c. Dealing with Conflict/Disagreement 

4. Team Leadership 

a. Setting and Focusing on Goals 

b. Ensuring a Collaborative Climate 

c. Building Team Confidence 

d. Setting Priorities 
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5. Ensuring Success in the Organization 

a. Executive Sponsorship 

b. Steering Committees 

Lean Strategic Planning and Implementation 
This module aims to outline and explain the steps involved in developing a strategic plan for a 
Lean implementation in a healthcare organization using the Hoshin Kanri planning methodology. 
It also explains the role of Rapid Improvement Events in implementing Lean solutions and gaining 
the quick wins that are vital in promoting an overall Lean transformation. The module explains 
how to prepare for these Events and how they should be implemented to ensure optimal success. 
It also explores appropriate techniques for quantifying and measuring the success of Lean 
implementation projects. Finally, the module outlines and explains how to sustain early successes 
and ensure that Lean becomes embedded as part of the overall culture of the organization. 
 
Module Objectives (High Level)Module Objectives (High Level)Module Objectives (High Level)Module Objectives (High Level)    

1. Identify the steps involved in developing Hoshin Kanri policy for Lean Healthcare strategic 
planning and implementation 

2. Identify the steps involved in planning and implementing Rapid Improvement Events 

3. Identify the tools used to develop Lean improvement metrics and measure the 
success/improvements achieved through Lean 

4. Suggest a suitable strategy for quantifying improvements and measuring the success of 
Lean in a healthcare process 

5. Specify an appropriate approach for planning and implementing a sustainable Lean 
transformation across a specific healthcare organization 

    
Module Topics/Sub TopicsModule Topics/Sub TopicsModule Topics/Sub TopicsModule Topics/Sub Topics    

1. Lean Strategic Planning 

a. Hoshin Kanri Policy Development and Deployment 

b. Selecting Appropriate Solutions to meet Project Goals - Deming’s PDCA Cycle; 
Cost Evaluation Techniques 

c. Developing a Lean Healthcare Roadmap 

2. Gaining Quick Wins 

a. Clinical Engagement 

b. Rapid Improvement Events (Kaizen and DMAIC) 

c. Optimizing Solutions – Pugh Matrix; Benchmarking; Controls Assessment; FMEA 
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3. Measuring Success 

a. Lean Metrics 

b. Developing Metrics for Success 

c. Balanced Scorecards 

d. Statistical Process Control (SPC) 

4. Sustaining a Lean Culture 

a. Developing Accountability and Discipline 

b. Visual Management throughout the Organization 

c. Developing a Management Cost System to support Lean Implementations 

Leadership Change and Innovation Management 
Leadership, change management, and innovation are combined in this module to give the student 
the ability to create a new vision of what “could be” and turn it into a plan that the organization can 
execute upon and make it a reality. The module provides a broad understanding of the key 
elements of leadership effectiveness and their impact on team/organizational performance. It also 
covers Leadership Intelligence — the ability to manage oneself as well as relationships with 
others. It also covers negotiation and influencing others in situations where no formal authority 
exists. These, combined with an effective change management plan, can help create the case for 
a new burning platform, and rally the organization to deliver solutions to address organizational 
needs. To get there we often need to think differently. The module offers students an opportunity 
to think differently and to build discipline from creativity to commercialization. The purpose of the 
innovation focus will reflect the spirit of New Product/Process Development, Creativity, and 
Entrepreneurship/Intrepreneurship. The material establishes a foundational learning path and 
gives students reality-based exposure to business development. It will challenge students to 
resolve business problems with tools and techniques that are creative and innovative.  
 
Module Objectives (High Level)Module Objectives (High Level)Module Objectives (High Level)Module Objectives (High Level)    –––– Leadership Change and Innovation Leadership Change and Innovation Leadership Change and Innovation Leadership Change and Innovation 

1. Understand a leader’s impact on organizational performance 

2. Understand the key elements of effective leaders 

3. Develop skills in building effective working relationships with others 

4. Be capable of leading others without having direct and formal authority over them 

5. Develop skills in effectively managing change 

6. Build problem identification, problem analysis, and critical thinking skills and use 
innovation to solve real healthcare problems presented through case analyses and 
program projects 

7. Create a learning environment that encourages openness, creativity, resourcefulness, 
and strategic thinking 

8. Provide a foundation of general innovation, creativity, and entrepreneurship frameworks 
for use in all aspects of the healthcare industry 

9. Learn and apply the tools and frameworks necessary to prepare an innovative plan for a 
product or business idea 
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10. Learn, appreciate, discuss, and articulate the history, psychology, and sociology of 
creative thinking; and apply these theories and ideas to relevant and meaningful business 
problems 

11. Identify and apply the product development steps (stage gate and others) and processes 

12. Learn and utilize innovation “techniques” to enhance business development 
 
Module Topics/Sub TopicsModule Topics/Sub TopicsModule Topics/Sub TopicsModule Topics/Sub Topics    –––– Leadership Leadership Leadership Leadership    

1. Introduce Leadership and Organizational Performance Frameworks 

a. Organizational Performance Framework 

b. Leadership Success Equation 

2. Leadership Intelligence 

a. Personal Leadership 

b. Interpersonal Leadership 

c. Team Leadership 

d. Leading Organizational Change 

3. Insights Discovery System 

a. Effective Communication 

4. Emotional Intelligence 

a. Leadership Styles 

5. Negotiation 

a. Influencing others 
    
Module Topics/Sub TopicsModule Topics/Sub TopicsModule Topics/Sub TopicsModule Topics/Sub Topics    –––– Change Management Change Management Change Management Change Management    

1. Introducing Change Management 

a. Processes versus Projects 

b. Criticality of Change Management for Project Success 

c. Elements of Change Management 

2. Framing the Case for Change 

a. Strategic Context 

b. Why Status Quo is Unacceptable 

c. Vision of New State 

d. Logical First Steps 

3. Building Commitment 

a. Communicating the Vision 

b. Involvement with the “How’s” 

c. Developing Accountability 
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4. Building Momentum 

a. Successfully Meet Key Milestone 

b. Celebrate Success 

c. Recognize Team 

d. Do It Again! 
 
Module Topics/Sub TopicsModule Topics/Sub TopicsModule Topics/Sub TopicsModule Topics/Sub Topics    –––– Innovation Innovation Innovation Innovation    

1. Personal Innovation 

a. Work Smarter, More Efficiently, More Strategically 

b. Individual V Organizational 

2. Stage Gate 

a. Process and Best Practices 

3. Business Model Innovation 

a. Changing the Way Business is Done in Terms of Capturing Value 

4. Marketing Innovation 

a. New Marketing Methods 

b. Customer Communication. 

5. Organizational Innovation 

a. Creating or Altering Internal Business Structures 

6. Process Innovation 

a. Implementation of New or Significantly Improved Production or Delivery Methods 

7. Product Innovation 

a. Introducing a Good or Service That is New or Substantially Improved   

8. Service Innovation 

a. Customer Intimacy Tools and Techniques 

b. Improvement in Service Function 
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In-house Project 
Program completion requires the submission of an industry-based project*. The project will 
require the application of the concepts covered in the program. It will need to result in a 
measurable benefit to the organization of a minimum 100,000 US Dollars, and will need to be 
validated by the Financial Controller or other appropriate company representative. 
 
In developing and completing the project, students will be assigned a Project Mentor and will be 
required to nominate a Supervisor/Sponsor from within their organization to co-ordinate progress 
and sign off on the final submission. The student, Mentor, and company will agree the success 
metric for the project as part of the topic selection process. 
 
Examples of success metrics could include:  

� The improvement of a specified performance indicator by an agreed amount 

� The quantifiable addition of value to process or service which was the focus of the 
project 

 
* Students should be advised that the project requirements should be brought to their 
organization’s notice when applying for this program.    

Program Material and Delivery Modes 

Program Material 
Core material for each module consists of the following: 

1. Module notes 

2. Module case study material 

3. Core textbook(s) 

4. Recommended reading list containing suitable references to books, presentations, white 
papers, URLs, and case studies 

Delivery Modes 
The program is delivered through a hybrid of traditional distance education and on-line learning. 
Instructor-led cohorts will also be scheduled throughout the year. 

Distance Learning 
Module notes and case studies are accessed and downloaded via an on-line Learning 
Management System (LMS) portal. Some of the resources in the reading list will also be 
accessible here. The portal will also host podcasts for program and module induction. The LMS 
will have the facility to link to Webinars.  
 
Finally, the LMS will also host the Lean Healthcare Black Belt discussion forum where peer-to-
peer discussions for each module can take place. These will be moderated by Module Leaders 
who will also assess individual student participation on each. 
 
The distance learning option is available from June 2008. 
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Classroom Cohort 
Participants can register for an instructor-led cohort of the program whereby content is delivered 
via the aforementioned distance learning medium as well as 10 classroom days over a 5 month 
period. The 2008 instructor-led cohort will take place at the Daniels College of Business at the 
University of Denver, commencing in June of this year. 

Program Assessment 

Module Assessment 
Each module will be assessed in the following manner: 

� Module on-line discussion participation - 5% of module grade 

� Module project/assignment - 40% of module grade 

� End of semester module on-line exam - 40% of module grade 

� Module topic review question submissions – 15% of module grade 

The pass mark for the module is 40% aggregate across all the assessment components, whereby 
a minimum standard of 40% in the project/assignment and module on-line exam is required. 

Project Assessment 
The project carries a higher weighting than individual modules, and is assessed as follows: 

� Presentation quality of material – 5% 

� Interaction with Project Mentor – 5% 

� Demonstrated comprehension and application of Lean Healthcare tools and practices – 
50% 

� Demonstrated application of project management best practice – 20% 

� Demonstrated application of change leadership and management – 20% 
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Program Awards 
Non Credit OptionNon Credit OptionNon Credit OptionNon Credit Option    

A Certificate of Completion from the Daniels College of Business will be issued for all students 
completing a program. 
 
Credit OptionCredit OptionCredit OptionCredit Option * * * *    

Students who successfully complete the program will receive a Certificate of Completion from the 
Daniels College of Business as well as: 

� 8 graduate level credits from the Daniels College of Business 

� 20 Continuing Education Units (CEUs) 

� Continuing Professional Education (CPE) Credits (Code B units) upon request 

 

* Students wishing to receive college credit for Black Belt course work need to complete a For 
Credit application form in addition to the standard registration form. 

Program Entry Requirements 
Applicants should satisfy the following 2 entry criteria of: 

1)1)1)1) Qualifications Qualifications Qualifications Qualifications: 

Candidates should possess some or all of the following qualifications: 

� Advanced college degree, such as a Masters degree and >1 year of relevant 
experience 

o Higher level 1st or 2nd Class undergraduate degree – NonNonNonNon----US degreesUS degreesUS degreesUS degrees    

or or or or     

� Bachelors degree and >3 years of relevant experience 

o Ordinary Level 3rd Class undergraduate degree  – NonNonNonNon----US degreesUS degreesUS degreesUS degrees    

andandandand    

� A portfolio of evidence containing: 

o Prior qualification(s) in the Quality Management area such as credits attained 
through the Lean Healthcare Green Belt Certification program 

o Application of learning or competence such as Green Belt/Black Belt project 
reports, reflective papers or journals 

o Two references: Testimonials of learning or competence through sign-off by 
an appropriate signatory within the candidate’s organization can be accepted 
as evidence 
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2) Relevant Industrial E2) Relevant Industrial E2) Relevant Industrial E2) Relevant Industrial Experiencexperiencexperiencexperience    

Applicants must ideally be in a position to affect organizational change. Those applicants not 
yet in such a position, but with 3 or more years relevant experience, can also be considered. 
The candidates will be expected to provide documented/demonstrated awareness and 
knowledge of the following areas: 

� Quality Management and Continuous/Service/Process Improvement tools 

� Lean Thinking and its tools and practices 

 
If the applicant is unsure of his/her suitability they should contact the appropriate parties and seek 

advice on their suitability for the program. 
    

For further details on the program or to receive a registration form, please call For further details on the program or to receive a registration form, please call For further details on the program or to receive a registration form, please call For further details on the program or to receive a registration form, please call Irl +Irl +Irl +Irl +353 21 353 21 353 21 353 21 
4855863 4855863 4855863 4855863 or eor eor eor e----mail mail mail mail info@leainfo@leainfo@leainfo@leannnnscmscmscmscm....comcomcomcom. . . .     
    
A rA rA rA registration formegistration formegistration formegistration form    can also be accescan also be accescan also be accescan also be accessed from the following locationsed from the following locationsed from the following locationsed from the following locations:s:s:s:    
    
http://www.leanscm.com/leanblackbelthealthcare.htmhttp://www.leanscm.com/leanblackbelthealthcare.htmhttp://www.leanscm.com/leanblackbelthealthcare.htmhttp://www.leanscm.com/leanblackbelthealthcare.htm    
    
http://www.leanhealthcareservices.com/leanblackbelta.htmlhttp://www.leanhealthcareservices.com/leanblackbelta.htmlhttp://www.leanhealthcareservices.com/leanblackbelta.htmlhttp://www.leanhealthcareservices.com/leanblackbelta.html    
    
    
    
    


