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• Understand how following FOCUS-PDCA 

using an A3 tool establishes a common 

language and approach to improvement. 

• Learn how an A3 is used to collaborate 

and share improvement work. 

• Learn how following the A3 structure 

facilitates effective problem-solving. 

Objectives 



1. What is A3 thinking? (10 min) 

2. UW Health’s Experience with A3 (15 min) 

3. Group Activity (20 min) 

4. Application of the A3 (15 min) 

Agenda 



Write down a problem you had to solve in 

the last 6 months 
 

 

Discussion 

 Did you get off track? 

 Did you have the right team members? 

 Did you bite off more than you could chew? 

 Did you jump to a solution that turned out to 

be ineffective at solving the real problem? 
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Basic A3 Structure 

Identify problem or need 

Define current condition 

Target condition 

Root cause analysis 

Countermeasures and 
Implementation plan 

 

Visual display of data 

Follow-up plan 



Basic A3 Structure 

Lawn is dying 

Current Condition: 
• Grass is dry (brown) 
• No rainfall in the last 20 days 
• Average high temperature for 

the month is 90*F 

Target Condition:  

Green, lush lawn 

Root Causes: 
• No time to water lawn 
• Watering lawn takes up resources 
• Dry spell 
• Didn’t fertilize in spring 
• Tree died and isn’t providing shade 

Countermeasures: 
• Buy rain barrels to water lawn with 

rainwater during dry spells 
• Ensure lawn is watered once per week 
 
 
 
 
 
 
 
 
 
 
 
 
 

• Prevent recurrence next year by fertilizing in 
Fall and Spring 

• Communicate plan to family members to 
participate  

• Notify neighbors to help keep accountable 

1 Brown

2 Light Brown

3 Yellow

4 Light Green

5 Dark Green

Color Scale



UW Health’s A3 Approach 

Identify problem or need 

Define current condition 

Define target condition 

Root cause analysis 

Countermeasures 

Implementation Plan 

Visual display of data 

Follow-up plan 



 





Activity 

How would you use A3 thinking to solve 

the problem you stated earlier?  

(15 mins, 5 min report out) 

 

Report Out:  

How did the A3 help you through the 

process? Would your results have been any 

different? 

 



Common Hang-Ups 

Hang-Up Remedy 

Attempt to solve too 
large of a problem 

1. Do not move past the “current condition” until there is a 
very clear understanding of the issue at hand, defined by 
data if possible. 

2. Utilize the “root causes” step to dig deep into the true 
underlying conditions. Make this an iterative process if 
needed. 

3. Narrow  your focus through a well defined specific aim 
statement.  

Change ideas are too 
large to implement 

1. Choose only one or two root causes to address. 

2. Choose improvements that can be tested and measured on a 
small scale, within a few weeks. 

Improvement does 
not achieve the target 
condition 

1. Investigate the root causes of the poor impact. 

2. Revisit the original root cause analysis to determine if the 
correct root cause was chosen. 

3. Test a different countermeasure to the root cause. 



• Working document 

– Revisions are okay! 

– Not always a linear process 

– Not just a form filled in after the fact 

• Collaborative tool  

– Interdisciplinary teams  

• Communication tool 

– Visible location 

 

Remember the A3 is a… 



Steps for Using the A3 

• Before Using the A3: 

– Identify the initial team to work on the 

improvements  

– Provide initial introductory process improvement 

education 

– Print a large copy of the A3 and designate a 

visible place to keep the tool 

 

 



Steps for Using the A3 

• During the Improvement 

Process: 

– Consistently use the A3 tool to 

keep the team on track 

– Don’t jump to solutions 

– Stay focused on your team’s aim 

– Align improvement ideas with your 

root causes 

– Focus on small tests of change 

– Keep the A3 visible 

 

 

 



Steps for Using the A3 

• After the Improvement Project: 

– Standardize the improved process 

– Monitor data until the new process has become 

“business as usual” 

– Use the A3 to communicate and spread findings 

– Keep an electronic version for reference/training  
 



Communicating with an A3 

MAKE IT CLEAR 

In 3 minutes or less… 

• Big picture overview 

• Goals/Measures 

• Who was involved 

• Problem/needs analysis 

• Objective/data 

• Changes implemented 

• Outcome assessment 

• Next Steps 

MAKE THEM CARE 

• Images > Words 

• Highlight key points 

– Simple 

– Concrete 

– Credible 

– Stories 

 



UW Health A3 Sharing 



• Keep the A3 visible 

• A3 format changes – user friendliness 

• Beauty vs. functionality – electronic 

formatting  

• Valuable reference tool to help inform 

future projects 

• Needs to be searchable and accessible 

after completion 

Lessons Learned 
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