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1O commandments to avoid	
YAKA (Il n’y a qu’à….) 

YAVEKA (Il n’y avait qu’à….) 

YORAKA (Il n’y aurait qu’à….) 

YANAPA (Il n’y en a pas) 

YZONKA (Ils ont qu’à…) 
YFOKON (Il faut qu’on…) 
YFOLEFERFER (il faut le faire 
faire…)	

YRESKA (il ne reste qu’à faire…) 

YAPUKA (Il n’y a plus qu’à…) 

YAKAPA (Il n’y a qu’à pas…)	

2	



DefiniSon	
•  A3 : named derived from A3 paper sheet 
dimensions	

•  It is an Aid	
–  for any problem solving approach	
–  (and/or) for process improvement	

•  A smart alternaSve to minutes meeSng	
•  far too long	
•  seldomly read	



template	



The steps	
1.  IdenSfy/define problem/need	
2.  Understand the situaSon	
3.  Proceed to root cause analysis	
4.  Brainstorm to find soluSons	
5.  Implement the soluSon selected	
6.  Check the results/effects	
7.  Update SOP	

P	

A	

C	

D	



Hôpital Clamart	
• 
• 

• 

Wednesday 27th of september 2016	

At 9 :30 am, Dr Belami calls you to complain about the pharmacy. « We can not get the drugs we need. It ogen happens and it creates criScal 

clinical situaSons »	
• 

• 

The Pharmacist (André) : what happened exactly ?	

Dr Belami : « last night, we needed insulin to lower blood glucose level of paSent Mr Zidane at 11 :15 pm. Ager the drug order was done, the nurse 

went to our drug cabinet. There was no insulin leg. We had to call the pharmacy to get some. It took us at least 45 minutes to call the pharmacist 

on duty, to send him the order and get it delivered. It is a lot of Sme wasted for my staff and could be hazardous for paSent. »	

• « Today, talking to my head nurse, she told me that she had ordered insulin on the day before (Monday 26th of september 2016) to the pharmacy 

when she was informed that we were almost running out of stock around 5 p.m. She quickly reacted and asked the nurse assistant to go and 

directly place the insulin order at the pharmacy level. Could you tell me why it takes 48 hours to get insulin in our hospital ?	
• 

• 

• 

André : « OK, I got it. It is normal, I must admit. Let me analyse what happened and I will get back to you asap 

». André went and met his Senior technician officer Vanessa to ask her to describe what happened.	

Vanessa told André that the insulin order was found agerward  on Wednesday 27th. In fact, It had been placed by the assistant nurse in the special	

« Night box deposit » which is where all the order must be put by the clinical ward from 5 p.m Sll 8 a.m the next day. The pharmacist resident who 

is on call must regularly check the « Drug Order Night box deposit ». Actually, asking them, they told us that most of clinical wards keep placing 

even at night, drug orders in their nominaSve « day cupboard deposit ». Therefore,  not all the pharmacist on call are regularly check the  « « Drug 

Order Night box deposit ». That is why we did not delivered on Monday 25th the insulin.	



Problem solving using visual aids	
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A.	





Which of the following communica/ on tools are 
“simple, accessible for everyone and understandable to 

run improvement project”?	

Minutes mee/ ng 

Email	

 
Obeya board	

Wri<en notes 

Visual flyers	



Visual communicaSon: when did it 
start?	



Visual communicaSon: when did it 
start?	



Visual communicaSon: the 
TradiSons	



Visual communicaSon: the 
TradiSons	



Visual communicaSon: the 
TradiSons	



TradiSons	



What do we need?	
•  ?	
•  ?	
•  ?	
•  ?	



What do we need?	
•  local	
•  front line	
•  responsive	
•  communicaSon based on	

–  listening	
– dialogue	



Encouraging communicaSon	



Which type?	
•  simple	
•  accessible for everyone	
•  understandable	
 

– Make your staff more efficient	



CharacterisScs of informaSon	
•  Not only picture or photos	
•  Organize access to informaSon	

– visible	
– objecSve	
–  real	
– shared	



Address it to a group	
•  The group is wide opened	

–  those who works there	
–  those who just pass through	



Why using visual aids?	

Sight 
Hearing 

Smell 

Touch 
Taste	



Obeya	

•  Def : « large room » or « war room »	

•  To speed communicaSon and decisionpmaking	

•  A team spirit improvement tool	



Obeya: in pracSce	

EFFICIENT MEETING	



Obeya: objecSves	

•  Share informaSon	
•  Improve/develop collaboraSve pracSce	
•  Solve problems and make decisions	
•  Simplify « reports/minutes » producSon	
•  Plan future acSons item	
•  Know current acSons	





Completed 
ac. ons	

Coming ac.ons	

Sp1	 S31  S+1	 S+2	 S+3	 S≥4	

Obeya content	



Obeya content	



Obeya content	
10	

9	

8	

7	

6	

5	

4	

3	

2	

1	

0	
S1  S2  S3  S4  S5  S6  S7  S8  S9  S10  S11  S12	

Bons d'urgence hors 
dotaSon	

Bons d'urgence en 
dotaSon	



Obeya	



IllustraSon	



IllustraSon	



Let’s do it:	



Let’s do it!	



AnimaSon	



MACRO PLANNING	

MICRO PLANNING	

PHYSICIANS	 INFIRMIERES / 
AIDEpSOIGNANTES	

PHARMACY	 EXTRApMEDICAL/	
ASSISTANTE MEDICOpADMINISTRATIVE	

1     D 1     M 1     V 1     D 

2      L 2     M 2     S 2      L 

3     M 3      J 3     D 3     M 

4     M 4     V 4      L 4     M 

5      J 5     S 5     M 5      J 

6     V 6     D 6     M 6     V 

7     S 7      L 7      J 7     S 

8     D 8     M 8     V 8     D 

9      L 9     M 9     S 9      L 

10   M 10    J 

16    L 16   M 16   S 16    L 

17   M 17    J 17   D 17   M 

18   M 18   V 18    L 18   M 

19    J 19   S 19   M 19    J 

20   V 20   D 20   M 20   V 

21   S 21    L 21    J 21   S 

22   D 22   M 22   V 22   D 

23    L 23   M 23   S 23    L 

24   M 24    J 24   D 24   M 

25   M 25   V 25    L 25   M 

26    J 26   S 26   M 26    J 

27   V 27   D 27   M 27   V 

28   S 28    L 28    J 28   S 

29   D 29   M 29   V 29   D 

30    L 30   M 30   S 30    L 

31    J 31   M 

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 5	

OBEYA MEETING     10   D 10   M 

11   M 11   V 11    L 11   M 

12    J 12   S 12   M 12    J 

13   V 13   D 13   M 13   V 

14   S 14    L 14    J 14   S 

15   D 15   M 15   V 15   D 

Décembre Septembre Octobre  Novembre 

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 30	

Flash 30	

Flash 30	

Flash 30	

Flash 30	

Projet OBS2	

Projet OBS1	

OBEYA MEETING	

Flash 30	

Flash 30 special	



ObjecSves	



OBJECTIVES	 STAKEHOLDER	 DEAD LINE	

OB1    Mise en place du quesSonnaire infirmier	 11 déc	

OB2	 SignaléSque des locaux de l’HDJM	 22 Nov	

OB3	 100 % des prescripSons informaSsées	
15 Mars	

OB4	

OB5	

OBJECTIVES	

MACRO PLANNING	

PHYSICIANS	 INFIRMIERES / 
AIDEpSOIGNANTES	

PHARMACY	 EXTRApMEDICAL/	
ASSISTANTE MEDICOpADMINISTRATIVE	

Karima	

1     D 1     M 1     V 1     D 

2      L 2     M 2     S 2      L 

3     M 3      J 3     D 3     M 

4     M 4     V 4      L 4     M 

5      J 5     S 5     M 5      J 

6     V 6     D 6     M 6     V 

7     S 7      L 7      J 7     S 

8     D 8     M 8     V 8     D 

9      L 9     M 9     S 9      L 

10   M 10    J OBEYA MEETING     10   D 10   M 

11   M 11   V 11    L 11   M 

12    J 12   S 12   M 12    J 

13   V 13   D 13   M 13   V 

14   S 14    L 14    J 14   S 

15   D 15   M 15   V 15   D 

16    L 16   M 16   S 16    L 

17   M 17    J 17   D 17   M 

18   M 18   V 18    L 18   M 

19    J 19   S 19   M 19    J 

20   V 20   D 20   M 20   V 

21   S 21    L 21    J 21   S 

22   D 22   M 22   V 22   D 

23    L 23   M 23   S 23    L 

24   M 24    J 24   D 24   M 

25   M 25   V 25    L 25   M 

26    J 26   S 26   M 26    J 

27   V 27   D 27   M 27   V 

28   S 28    L 28    J 28   S 

29   D 29   M 29   V 29   D 

30    L 30   M 30   S 30    L 

31    J 31   M 

Décembre Septembre Octobre  Novembre 

Léa	

Philippe	

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 30	

Flash 30	

Flash 30	

Flash 30	

Flash 30	

Projet OBS2	

Projet OBS1	

OBEYA MEETING	

Flash 30	

MICRO PLANNING	

Nicolas	Paola	

Flash 30 special	

W 40 (3 to 7/10)	 W 41 (10 to 15/10)	 W 42 (10 to 14/10)	 W 43R44 (17 to 28/10)	W 45R46 (7 to 14/11)	

A faire	 A faire	 A faire	 A faire	 A faire	
OB1	

OB2	

OB3	 aoa	

OB4	

OB5	



Define project’s steps	



OBJECTIVES	 STAKEHOLDER	 DEAD LINE	

OB1     OrganizaSonal chart with photo gallery	
 
 
OB2	

OB3	

OB4	

OB5	

OBJECTIVES	

MACRO PLANNING	

MICRO PLANNING	

PHYSICIANS	 INFIRMIERES / 
AIDEpSOIGNANTES	

PHARMACY	 EXTRApMEDICAL/	
ASSISTANTE MEDICOpADMINISTRATIVE	

1     D 1     M 1     V 1     D 

2      L 2     M 2     S 2      L 

3     M 3      J 3     D 3     M 

4     M 4     V 4      L 4     M 

5      J 5     S 5     M 5      J 

6     V 6     D 6     M 6     V 

7     S 7      L 7      J 7     S 

8     D 8     M 8     V 8     D 

9      L 9     M 9     S 9      L 

10   M 10    J OBEYA MEETING     10   D 10   M 

11   M 11   V 11    L 11   M 

12    J 12   S 12   M 12    J 

13   V 13   D 13   M 13   V 

14   S 14    L 14    J 14   S 

15   D 15   M 15   V 15   D 

16    L 16   M 16   S 16    L 

17   M 17    J 17   D 17   M 

18   M 18   V 18    L 18   M 

19    J 19   S 19   M 19    J 

20   V 20   D 20   M 20   V 

21   S 21    L 21    J 21   S 

22   D 22   M 22   V 22   D 

23    L 23   M 23   S 23    L 

24   M 24    J 24   D 24   M 

25   M 25   V 25    L 25   M 

26    J 26   S 26   M 26    J 

27   V 27   D 27   M 27   V 

28   S 28    L 28    J 28   S 

29   D 29   M 29   V 29   D 

30    L 30   M 30   S 30    L 

31    J 31   M 

Décembre Septembre Octobre  Novembre 

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 30	

Flash 30	

Flash 30	

Flash 30	

Flash 30	

Projet OBS2	

Projet OBS1	

OBEYA MEETING	

Flash 30	

Flash 30 special	

Afficher un 
trombinoscope 
HDJMpPharmaci
e	

Sophie 29/10/13	

W 40 (3 to 7/10)	 W 41 (10 to 15/10)	 W 42 (10 to 14/10)	 W 43R44 (17 to 28/10)	W 45R46 (7 to 14/11)	

To be done	 To be done	 To be done	 To be done	 To be done	
OB1	 why do we need an 

organizaSonal chart	
 
 

Aurélie	

establish staff list 
and funcSon	

Niccolo	

get/take	
niccolo	

photo	
Aurélie	

design the chart	
Parisa	

print the chart	
Gaelle	

OB2	

OB3	

OB4	

OB5	



OBJECTIVES	 STAKEHOLDER	 DEAD LINE	

OB1     OrganizaSonal chart with photo gallery	
 
 
OB2	

OB3	

OB4	

OB5	

OBJECTIVES	

MACRO PLANNING	

MICRO PLANNING	

PHYSICIANS	 INFIRMIERES / 
AIDEpSOIGNANTES	

PHARMACY	 EXTRApMEDICAL/	
ASSISTANTE MEDICOpADMINISTRATIVE	

1     D 1     M 1     V 1     D 

2      L 2     M 2     S 2      L 

3     M 3      J 3     D 3     M 

4     M 4     V 4      L 4     M 

5      J 5     S 5     M 5      J 

6     V 6     D 6     M 6     V 

7     S 7      L 7      J 7     S 

8     D 8     M 8     V 8     D 

9      L 9     M 9     S 9      L 

10   M 10    J OBEYA MEETING     10   D 10   M 

11   M 11   V 11    L 11   M 

12    J 12   S 12   M 12    J 

13   V 13   D 13   M 13   V 

14   S 14    L 14    J 14   S 

15   D 15   M 15   V 15   D 

16    L 16   M 16   S 16    L 

17   M 17    J 17   D 17   M 

18   M 18   V 18    L 18   M 

19    J 19   S 19   M 19    J 

20   V 20   D 20   M 20   V 

21   S 21    L 21    J 21   S 

22   D 22   M 22   V 22   D 

23    L 23   M 23   S 23    L 

24   M 24    J 24   D 24   M 

25   M 25   V 25    L 25   M 

26    J 26   S 26   M 26    J 

27   V 27   D 27   M 27   V 

28   S 28    L 28    J 28   S 

29   D 29   M 29   V 29   D 

30    L 30   M 30   S 30    L 

31    J 31   M 

Décembre Septembre Octobre  Novembre 

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 30	

Flash 30	

Flash 30	

Flash 30	

Flash 30	

Projet OBS2	

Projet OBS1	

OBEYA MEETING	

Flash 30	

Flash 30 special	

Afficher un 
trombinoscope 
HDJMpPharmaci
e	

Sophie 29/10/13	

W 40 (3 to 7/10)	 W 41 (10 to 15/10)	 W 42 (10 to 14/10)	 W 43R44 (17 to 28/10)	W 45R46 (7 to 14/11)	

To be done	 To be done	 To be done	 To be done	 To be done	
OB1	 why do we need an 

organizaSonal chart	
 
 

Aurélie	

establish staff list 
and funcSon	

Niccolo	

get/take	
niccolo	

photo	
Aurélie	

design the chart	
Parisa	

print the chart	
Gaelle	

OB2	

OB3	

OB4	

OB5	



OBJECTIVES	

MACRO PLANNING	

MICRO PLANNING	

PHYSICIANS	 INFIRMIERES / 
AIDEpSOIGNANTES	

PHARMACY	 EXTRApMEDICAL/	
ASSISTANTE MEDICOpADMINISTRATIVE	

SUGGESTION BOX	

Karima	

1     D 1     M 

Octobre  Novembre 
1     V 1     D 

2      L 2     M 2     S 2      L 

3     M 3      J 3     D 3     M 

4     M 4     V 4      L 4     M 

5      J 5     S 5     M 5      J 

6     V 6     D 6     M 6     V 

7     S 7      L 7      J 7     S 

8     D 8     M 8     V 8     D 

9      L 9     M 9     S 9      L 

10   M 10    J OBEYA MEETING     10   D 10   M 

11   M 11   V 11    L 11   M 

12    J 12   S 12   M 12    J 

13   V 13   D 13   M 13   V 

14   S 14    L 14    J 14   S 

15   D 15   M 15   V 15   D 

16    L 16   M 16   S 16    L 

17   M 17    J 17   D 17   M 

18   M 18   V 18    L 18   M 

19    J 19   S 19   M 19    J 

20   V 20   D 20   M 20   V 

21   S 21    L 21    J 21   S 

22   D 22   M 22   V 22   D 

23    L 23   M 23   S 23    L 

24   M 24    J 24   D 24   M 

25   M 25   V 25    L 25   M 

26    J 26   S 26   M 26    J 

27   V 27   D 27   M 27   V 

28   S 28    L 28    J 28   S 

29   D 29   M 29   V 29   D 

30    L 30   M 30   S 30    L 

31    J 31   M 

Décembre Septembre 

Léa	

Philippe	

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 5	

Flash 30	

Flash 30	

Flash 30	

Flash 30	

Flash 30	

Projet OBS2	

Projet OBS1	

OBEYA MEETING	

Flash 30	

Nicolas	Paola	

Ecart  à la cible	

R1 %	

ACTITIVY LOG	

Flash 30 special	

Afficher un 
trombinoscope 
HDJMpPharmaci
e	

Sophie 29/10/13	

OBJECTIVES	 STAKEHOLDER	 DEAD LINE	

OB1     OrganizaSonal chart with photo gallery	

OB2	

OB3	

OB4	

OB5	

W 40 (3 to 7/10)	 W 41 (10 to 15/10)	 W 42 (10 to 14/10)	 W 43R44 (17 to 28/10)	W 45R46 (7 to 14/11)	

A faire	 A faire	 A faire	 A faire	 A faire	
OB1	 Définir le sens /intérêt du quesSonnaire 

et valider le contenu	
 
 
 
 
 
 

Karima	

Réaliser le contenu de la formaSon à 
desSnaSon infirmières et médecins	

 
 

Léa	

Planifier et réaliser les formaSons	

Infirmières  Léa 

Médecins	
Karima	

Organiser la mise à disposiSon du 
quesSonnaire pour les opérateurs 

(reprographie, intranet)	
 

Jérémy	

Communiquer sur la date de mise en 
place	

 
Gaelle	

OB2	 Valider les appellaSons de chaque pièce 
lors avec un Flash 30 special	

 
 
 

Philippe  Gaelle	

Adresser la commandes des  plaquezes 
plasSfiées avec les noms au service 

reprographie	
 
 

Gaelle	

Apposer les plaquezes plasSfiées avec 
les noms sur les pièces ad hoc	

 
 

Gaelle	

OB3	 Organiser réunion pour lister étapes 
préalables à la mise en place	

 
 

Paola  Nicolas	

OB4	

OB5	



TENDANCES DES INDICATEURS PROJETS	

PROJECT INDICATORS	

LIST OF COMPLETED PROJECTS	

SUIVI DES PROJETS EN COURS	

ÉTAPES	 DATE EFFECTIVE	 RESPONSABLE	

OB1	

Définir le sens /intérêt du quesSonnaire et valider le contenu	 6 novembre	 Léa /Karima	

Communiquer sur la date de mise en place	

OB2	

Valider les appellaSons de chaque pièce lors avec un Flash 30 special	

OB3	

Organiser réunion pour lister étapes préalables à la mise en place	

OB4	

OB5	

Pourcentage OK Chimio 
Octobre 2013	

 

		
 
 
 
 
 

0 %	

Réaliser le contenu de la formaSon à desSnaSon infirmières et médecins	

Planifier et réaliser les formaSons	

Organiser la mise à disposiSon du quesSonnaire pour les opérateurs	

Adresser la commandes des  plaquezes plasSfiées avec les noms au service reprographie	

Apposer les plaquezes plasSfiées avec les noms sur les pièces ad hoc	

Elaborer le diagramme de Ganz	

DATE 
DÉBUT	

DATE 
FIN	

OBJECTIFS	
EVOLUTION DE L’INDICATEUR 

AVANT  APRES	
Avril 2013	 Sept 2O13	 Planifier et réparSr les Rendezpvous des paSents sur les 6 boxes avec binôme 

médecinpinfirmière à Jp7	
18 %	 93 %	



Obeya: Chemos	





Ideas / Problems / Archives	





Current objec.ves	



Microplanning	


