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Veterans Health Administration:
• 9.1M Veterans Enrolled in VA Health Care
• 172 VA Medical Centers
• ~1,200 Outpatient Clinics
• ~ 300 Vet Centers
• ~75% of all Nurses and Medical Providers trained at the VA
• ~340k employees. 
• FY21 Budget Request, $~92b for Medical Care

Additionally, the Benefits and Cemetery Administrations: 
• 56 VA Benefits Offices
• 136 VA Cemeteries
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Department of Veterans Affairs
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�

THE VA PATIENT EXPERIENCE TRANSFORMATION JOURNEY

�

�
Patient Journey Mapping

VEO produces tools to highlight important
moments Veterans experience during their
journeys. It also identifies measurement
opportunities to assess how Veterans
experience VA healthcare service delivery.

Customer Service Prime Directive
SecVA Wilke announces customer service as the #1 Prime Directive.
The first ever VA PX Symposium took place to build the capacity to
establish a uniformed, foundational patient experience across VA.

MyVA Transformation
SecVA McDonald launches the MyVA Transformation to
rebuild trust with Veterans, their families and survivors
and the American people. The Veterans Experience
Office is established.

PX Foundational Toolkits
VEO deploys the PX foundational
Toolkits across 147 healthcare
systems.

VA PX Roadmap to 
ExcellenceVEO provides tools, data, and technology

to support VA’s Patient Experience
Roadmap to Excellence.

2015

2016

2017

2018

2019

2020

PX Directive and PXO 
PD

The Directive serves as the national
VHA policy on Veteran Patient
Experience and provides a framework
for comprehensive, standardized PX
practices across the system.

PX Consultation and 
Self Assessment

PXU and Inpatient Solutions
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Phase 1 FY17: Build  

Phase 2 FY18: Deploy

Phase 3 FY19- 21: Mature 

Goal - Ensure Consistent Exceptional Experience Across VHA

Leadership 
Engagement

Employee 
Engagement

Orchestrated 
Touchpoints

Assess Facility 
Needs & PX 

Maturity
PX Culture Accountability & 

Outcomes

Define PX Design PX for 
VHA

Gain Trust & Pilot 
Toolkits
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Phase 1: Build through Journey Mapping
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Identifying PX Moments that Matter
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Thinking about PX as a paradigm…
“Patient Experience isn’t a program. It’s the organizational 
alignment of people, processes, and culture towards the common 
goal of improving patient experience at a health care system.”

Jennifer Purdy
Executive Director of VA PX

People - Refers to the individual employees’ behaviors, skills and abilities, and roles 
that impact the Veterans’ patient experience.

Processes - To improve the experience means the innovative and improvement 
platforms for creating structures and systems that address the needs of employees 
and Veterans, their families, caregivers, and survivors to achieve positive outcomes.

Culture - Represents the values, beliefs, attitudes, and behaviors that make up the 
overall atmosphere in the facility to effectively deliver quality healthcare services in 
a safe environment or reliable setting. When staff shares a culture of excellence, it 
drives consistent behaviors in the delivery of care, improving the overall Veteran and 
employee experience.
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Designing a PX Framework 

The Patient Experience framework was developed 
by VHA and VEO to align PX campaigns, initiatives, 
and programs. 

The framework consists of seven interconnected 
and interdependent domains. PX tools can target 
one or many of the domains.

The center of the framework displays how the 
employee experience and Veteran experience are 
complementary.
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Phase 2: Design PX Initiatives and Tools

1. Engage 
Leaders

2. Engage 
Employees

3. Establish 
Visible PX

Deployment Strategy:
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OTM In Action
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Red Coats in Action
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Phase 3: Coach and Mature PX in VHA
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Step 1: 
Create SES 
Performance 
Plan to Prioritize 
PX work

Step 2:
Facilities 
Complete the PX 
Self-Assessment 

Step 3:  
Facilities 
Develop PX 
Action Plans

Step 4:
Use PX  
Guidebook to 
assist in 
Improvement 

15

Steps for PX Maturity
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Inpatient Hospitalization Journey Map
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Inpatient Discharge Journey Map
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All PX Toolkits
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How Do We Measure Success?



2020

VSignals
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Hospital Consumer Assessment of Healthcare Providers and Systems (HCAHPS)
• 127 VA Health Care Systems participate in HCAHPS
• 67% (85) of VA Health Care Systems have improved in their HCAHPS

Consumer Assessment of Healthcare Providers and Systems (CAHPS)
• All (144) VA Health Care Systems participate in CAHPS for Primary Care
• 76% (109) of VA Health Care Systems have improved in CAHPS 

VHA PX Improvements FY17Q1-FY19Q4
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Phase 4: Alignment and PX Next Steps
Deepening PX Culture by:
• Implement PX Behaviors for all VHA employees (WECARE Behaviors)
• Embed PX into performance standards
• Develop Patient Experience University (PXU) and Simulation Labs
• Ensure Own the Moment sustainment
• Deploy inpatient hospitalization and discharge tools
• Develop additional journey maps (Emergency Medicine, Telehealth, Community Care, 

etc.)
• Host FY20 PX Symposium (Virtually)

Recognized as the best health care experience anywhere!  
Anyone can go to a hospital, but only Veterans can go to a VA!
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PX University 

Ø Basic Course (PX- Pro 1)
Ø Advanced Course (PX-

Pro 2)
Ø Clinical Course (PX 

Clinical Pro)
Ø Leadership Course (PX 

Leader Pro)

Ø Best Practices
Ø Research Arm driving new MTK, 

Curriculum Revision
Ø PXU Project 

Management/Mentorship
Ø Monitoring Surveys
Ø Measurement

Ø Monthly COP Calls focused on 
PX updates, CPXP topics and 
sharing best 
practices/barriers, Guest 
Speakers

Ø Specialty Track: OTM/ToD
Ø WECARE Behaviors/Awards
Ø Webinars/Sparkol Videos

On Site 
Learning

Hardwiring PX into Veterans Health Administration

COLLABORATION: PXU Advisory Board, COP Calls, PXU Awards

Continuous 
Learning

Innovation 
and 

Research

Tactical HRO 
Alignment

Application

DRAFT- PRE DECISIONAL
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SHEP data and the literature show that Communication is the key driver of PX.

Development of WECARE Behaviors 

Discipline Specific Behaviors:
MSA, Police, Call Centers, Outpatient Clinical, Inpatient Clinical, EMS, Community Care, Food Service, Leadership, All Employee/Generic

Apr-Jun 2020: 
Deploy

• Preview at PX 
Symposium

• Soft Launch
• Add to FY21 

performance 
evaluations

Jan-May 2020: 
Prototype 

Pilot

• Pilot at Jackson and 
Shreveport VAMC

• Build training videos 
Education tools

• Negotiate with Labor

Sep-Nov 2019:  
Field 

Development

ü09/10 - Wilmington
ü09/18 - VEO Call 

Center, Lexington  
ü09/27 - Columbia 
ü10/02 - Dallas 
ü10/08 - Chillicothe 
ü10/09 - Sacramento 
ü10/22 - San Diego 
ü10/23 - Omaha  
ü10/25 - Miami 
ü10/29 - Prescott 
ü10/30 - San Antonio 
ü11/05 - Des Moines
• 11/19 - Salisbury

Aug 2019: 
Focus 

Groups

• Initial Testing of 
Concept:  Phoenix 
PACT retreat

• Conducted WECARE 
Focus Groups
ü08/13 - Indianapolis
ü08/28 - Long Beach
ü08/29 - Pittsburgh

Feb 2019:  
PX 

Symposium

• Call for Field 
Collaboration:  
100 VAMC Directors 
distributed to 
workforce, data refined 
into 10 discipline 
specific WECARE 
Behaviors 
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Q&A with Dr. Calvin Chou and 
Michelle Hayes
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Questions?

michael.renfrow@va.gov
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