
Crystal Glass 
BS,CT (ASCP)

Lean, Six Sigma, and Culture Change at 
Oklahoma University: Three Steps to a 

“Best Practice” Histology Lab 

Bigger is not always better



Three Steps to a Best Practice 
Histology Lab

• LEAN practices

• Specimen Tracking

– from point of collection

– Archival

– AND every step between
• Automation

– H&E workcell

– IHC throughput

– Continuous processing

– VR Transcription

– Document control
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Pathologis t

 

1.0 Receiving

Total C/T = 1 minutes
Value Add: 0 seconds
NVA = 50 seconds

2

10.0 Case 
Assembly

Total C/T = 1.8 minutes
Value Add: 0 seconds
NVA = 80 seconds

1

Meditech

 

Hospitals  and 
Clinics

 

Pending Slides for 
Review and Results

 

1 minutes 5 minutes 4.6 minutes 5 minutes 0.417 minutes 150 minutes

5.25 minutes

25 minutes 240 minutes 5 minutes 360 minutes 1.2 minutes
30

 minutes

1.00 minutes

4.6 minutes
150

 minutes

10.00 minutes

18.6 minutes
2610

 minutes

15.00 minutes

30 minutes 1 minutes

1.00 minutes

3.33 minutes 120 minutes 1.8 minutes Lead Time = 3767 minutes

VA / T = 32.25 minutes

NVA = 29.13 minutes

Total C/T = 95.55 minutes

4.0 Grossing

Total C/T = 25 minutes
Value Add: 5.25 minutes
NVA = 10 minutes

5
5 minutes

2.0 
Accessioning

Total C/T = 4.6 minutes
Value Add: 0 seconds
NVA = 3.54 minutes

2

5.0 Tissue 
Processing

Total C/T = 5 minutes
Value Add: 0 minutes
NVA = 1 minutes

23.5 hours

7.0 
Embedding

Total C/T = 4.6 minutes
Value Add: 1 minutes
NVA = 3.22 minutes

36 hours

8.0 
Microtomy

Total C/T = 18.6 minutes
Value Add: 10 minutes
NVA = 5.84 minutes

52.5 hours

9.0 H&E 
Staining

Total C/T = 30 minutes
Value Add: 15 minutes
NVA = 15 seconds

31 hours

12.0 Recuts, 
SS, IHC

Total C/T = 200 seconds
Value Add: 60 seconds
NVA = 100 seconds

2

1 minutes

90 minutes

2 hours

11.0 Review 
& Archival
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Order 
Information

 

Pending Slides 
for Rev iew
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Takt Time  2.61 m.

Total
NVA

Customer Demand:
500 slides per day

(Takt Time 2.61 minutes per slide)

7:00AM - First 
Shipment Out

5 minutes

2 days

There are:
Outside Consult(US) 
Technical Consult(TC)

12 blocks/patient case
12 slides/patient case

3.0 Cassette 
Marking

Total C/T = 25 seconds
Value Add: 0 seconds
NVA = 15 seconds

2 2.5 hours

6.0 Create 
Slides

Total C/T = 72 seconds
Value Add: 0 seconds
NVA = 72 seconds

1

4 hours 30 minutes

Current State Value Stream Map

= Area of Opportunity

Bottleneck > Takt Time

V = VANTAGE Impact
S = SYMPHONY Impact
P = Process Improvement Opportunity

P V, P V, P V, P V, P

P

V, P

V, P

V, S, P V, P

V

V

Absorbed into 
other processes 
via VANTAGE



5

OU Current State Floor Plan
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Embedding

Coverslipping Special Stains

H&E Staining

IH
C

Tissue Processing

TP

TP
TP

TP

Pathologists’ Room

Step Dist.

Receiving
Accessioning 9 ft
Cassette Marking 32 ft
Grossing 38 ft
Tissue Processing 88 ft
Create Slides 22 ft
Embedding 18 ft
Microtomy 42 ft
H&E Staining 32 ft
Case Assembly 126 ft
Review & Archival 270 ft
Recuts, SS, IHC 96 ft
Total 773 ft

To Slide Archival

48 Movements

773 ft of movement per case

50 cases per day x 773 ft = 38,000 ft per day 

~ 7.9 miles per day 

~ 2,000 miles each year

6

5S Opportunities at all workstations
5S Opportunities

SSort, ort, SShine, hine, SStandardize, tandardize, SSimplify, implify, SStoretore
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VA vs. NVA Breakdown Summary

After an initial pass through, 219 out of 283 steps are business‐
or non‐value add that can be reduced

Process Step Breakdown

64, 23%

84, 30%

135, 47%

VA BVA NVA
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Process Time Breakdown (in Minutes)

43.60, 3%

19.42, 1%

 32.54, 2%

857, 66%

360, 28%

VA BVA NVA Wait Processing

VA vs. NVA Breakdown Summary

94% of the Lead Time is Attributed to Inventory Wait Time ‐ The 
Low‐Hanging Fruit

The top 3 wait times are between 
Accessioning and Grossing, Grossing and 
TP, and Embedding and Microtomy
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3.0 Cassette Marking

Lab 
Assistant

Create
Cassettes

Start
2.0 

Accessioning

Large children’s 
specimen?

Children’s bx?

STAT bx?

Cell block?

Child autopsy ? Adult autopsy ?

Yellow 
cassette(s)

Aqua 
cassette(s)

Aqua 
cassette(s)

Tan 
cassette(s)

Green 
cassette(s)

Blue 
cassette(s)

White 
cassette(s)

Should only  hav e adult 
specimens that are NOT 
STAT bx’s or autopsies 
lef t as white cassettes

Study  cases?

Medispectra 
study ?

Red 
cassette(s)

Zy co study ? Purple 
cassette(s)

Succeed study ?

No

Yes

No

Yes

No

Yes

No

Yes

NoYes Yes

No

No

Yes

Yes

No

Yes

No

Yes Orange 
cassette(s)

If  new study , coordinate 
cassette color with 

Histology  Superv isor

No

4.0 Grossing

 

Transport copy  of  requisition 
f orm, specimen container and 

cassettes to appropriate grossing 
station f or each case

Post LEAN Process Flow (create cassettes)

Eliminated
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6.0 Create Slides

Histotech/
Lab 

Assistant

Start
4.0 Grossing

Create
Slides

Laboratory Assistant uses 
Daily  Tissue Logs to hand 

write slides with accession # 
& block identifier

HIST-T.P7.3

Breast needle 
core bx?

Bladder bx?

Bone marrow?

GYN bx?

X3 H&E, X3 
Unstained

X2 H&E

X3 H&E

X3 H&E / Cervical 
Cone X2 H&E

GI bx?

X3 H&E

Children’s 
Hirschprung’s 

dieease?
X6 H&E

Mast cell? X3 H&E, X1 Mas t 
Cell

Liver bx?
(for non-tumor)

X3 H&E, X1 PAS,  X1 
PAS w/ D, X1 Trichrome, 

X1 Iron, X1 Retic, X2 
Unstained

Liver bx? (tumor) X3 H&E

Adult Heart bx?
X3 H&E, X1 MGP, X1 

Modified Trichrome, X1 
Unstained

Head & neck? X3 H&E

Lung bx?
X3 H&E, X3 
Unstained

Needle bx ’s from 
Radiology?

X3 intermitting H&E, X7 
Unstained on charge 

slides

Opthalmological? X3 H&E

Prostate needle 
bx?

X3 H&E, X6 
Unstained

Renal bx? (non-
tumor)

X3 H&E, X2 PAS, 
X2 Trichrome, X2 

Jones

Jones cut at 1 micron, 
others cut at 3 microns

Skin bx?
(punch or small 

excision bx)
X3 H&E

Skinning 
Vulvectomy?

X2 H&E

All others X1 H&E 
unless otherwise 
spec ified on Daily 

Tissue Log

No

Yes

No

Yes

No

Yes

No

Yes

No

Yes

Yes

No

Yes

No

Yes

No

Yes

No

Yes

No

Yes

No

Yes

No

Yes

No

Yes

No

Yes

No

Yes

No

Yes

No

Yes

No

This manual step will be 
eliminated by VANTAGE

Completed slides 
transferred to Microtomy 
(separate tub for each 

Daily Tissue Log)

7.0 Embedding

 

Elim
ina

ted

Post LEAN Process Flow
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9.0 H&E Staining

Histotech

H&E Staining

Start
8.0 Microtomy

Staining clips 
attached to slide 

rack

Is it Wednesday or 
Sunday?

Change all 
solutions on 

stainer prior to 
staining

Change 
hematoxylin, eosin, 

acetic acid & 
ammonia H2O

Rotate alcohol & 
xylenes

Place slide rack on 
stainer

Slides stained with 
current protocol
(XXX minutes)

Stainer beeps – 
staining complete – 

remove rack

Slide rack removed 
from stainer – 
staining clips 

removed

Slide rack transported 
to cover slipping 

station on paper towel 
or in xylene dish

Place slide rack on 
cover slipper & start

Wait at cover 
slipper to ensure 

does not jam

Remove slide rack 
from cover slipper 
once completed

Allow slides to air 
dry – 10 minutes 

Yes

No

Slides transported 
to case assembly 

work station

10.0 Case 
Assembly

 

12.0 Recuts, 
SS, IHC

 

9.0 H&E Staining Future

Histotech

8.0 Microtomy

H&E 
Staining

10.0 Case 
Assembly

 

Place H&E Slide 
into Symphony 

Tray still keeping 
cases together

 

Once case 
complete, load into 

Symphony and 
Press Run

 

Once run 
complete, send to 
Case Assembly 

 

H & E Post LEAN Process Flow
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10.0 Case Assembly

Histotech/ 
Lab 

Assistant

Case Assembly

Start
9.0 H&E 
Staining

Extra labels?

Write slide lev el 
designation on 

labels

Print additional 
slide labels

Conf irm blocks 
labeled correctly

Dispose of  
additional slide 

labelsWrite tech initials 
on labels f rom 

slides

Collate slides & 
paperwork on slide 

tray  by  Path

Distribute slide 
trays to Path slide 
boxes in Histology

Daily  Tissue Logs 
stored in Histology  

f ile

Yes

No

Yes

No

Daily  Tissue Logs 
shredded af ter one 

year

Blocks added at 
Gross?

Check Daily  Tissue 
Log to verif y  

additional blocks 
were added at 

grossing

Slides labeled with 
printed labels

Collated paperwork 
sorted by  

Pathologist

Labels missing?

Check Daily  Tissue 
Log to conf irm # 

blocks

Lab assistant puts 
requisition f orms in 

numerical order

Requisition f orms & 
printed reports 

collated & stapled 
by  case #

Lab assistant batch 
prints reports f or 

entire day ’s slides 
f or each pref ix

Lab assistant batch 
prints labels f or 

entire day ’s slides 
f or each pref ix

Slides remov ed 
f rom slide rack & 

placed in slide 
f olders

Yes

No

2.0 
Accessioning

 

End

 

End
11.0 Path 
Review

 

12.0 Recuts, 
SS, IHC

 

Dictation 
Complete?

 

Yes

Set aside report 
and wait

 

No

Receiv e Sy mphony  
tray  on a case by  

case basis

 Scan case and 
slide on VANTAGE 
Management Suite

 
Note any  

outstanding slides

 

10.0 Case Assembly Future

Histotech/ 
Lab 

Assistant

Case Assembly

Start
9.0 H&E 
Staining

Collate slides & 
paperwork on slide 

tray  by  Path

Distribute slide 
tray s to Path slide 
boxes in Histology

End
11.0 Path 
Review

 

12.0 Recuts, 
SS, IHC

 

Receiv e Sy mphony  
tray  on a case by  

case basis

 

Scan case and 
slide on VANTAGE 
Management Suite

 

Note any  
outstanding slides

 

Lab assistant puts 
requisition f orms in 

numerical order

2.0 
Accessioning

 

Before

After

Post LEAN Process Flow

Case Assembly
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Future State Floor Plan

Symphony Symphony

Step Dist. Lean Op. Final

Receiving
Accessioning 9 ft 3 ft 6 ft
Cassette Marking 32 ft 16 ft 16 ft
Grossing 38 ft 0 ft 0 ft
Tissue Processing 88 ft 0 ft 88 ft
Create Slides 22 ft 4 ft 18 ft
Embedding 18 ft 5 ft 13 ft
Microtomy 42 ft 14 ft 28 ft
H&E Staining 32 ft 20 ft 12 ft
Case Assembly 126 ft 100 ft 26 ft
Review & Archival 270 ft  120 ft 150 ft
Recuts, SS, IHC 96 ft 55 ft 41 ft
Total 773 ft 337 ft 436 ft

Microtomy

19'-0"

12'-0"

34'-3/4"12'-0"

15'-0"

12'-0"

Dumbwaiter

Symphony

Microtomy Special Stains

Symphony

IHC Room

TP

Pathologists’ Room

Microtomy
XT XT

Here are the additional power and data needs for 
each station:

Receiving and Accessioning (2 Workstations): 4 
Power Outlets (for the touch screen and barcode 
scanner) and 2 Data Drop (for the thin client)

Grossing (5 Workstations): 10 Power Outlets and 5 
Data Drop (for the thin client)

Tissue Processing (5 workstations): 10 Outlets and 5 
Drops

Embedding (2 Workstations): 4 Outlets and 2 Drops

Microtomy (5 Workstations): 15 Outlets (for the touch 
screen, barcode scanner, and labeler) and 5 Drops

This new flow will save 337 ft per case 
which will save 3.5 miles of walking each 

day from end‐to‐end!

TP’s here

IHC’s here
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Microtomy
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Here are the additional power and data needs for 
each station:

Receiving and Accessioning (2 Workstations): 4 
Power Outlets (for the touch screen and barcode 
scanner) and 2 Data Drop (for the thin client)

Grossing (5 Workstations): 10 Power Outlets and 5 
Data Drop (for the thin client)

Tissue Processing (5 workstations): 10 Outlets and 5 
Drops

Embedding (2 Workstations): 4 Outlets and 2 Drops

Microtomy (5 Workstations): 15 Outlets (for the touch 
screen, barcode scanner, and labeler) and 5 Drops

Step Dist. Lean Op. Final

Receiving
Accessioning 9 ft 3 ft 6 ft
Cassette Marking 32 ft 16 ft 16 ft
Grossing 38 ft 0 ft 0 ft
Tissue Processing 88 ft 0 ft 88 ft
Create Slides 22 ft 4 ft 18 ft
Embedding 18 ft 5 ft 13 ft
Microtomy 42 ft 14 ft 28 ft
H&E Staining 32 ft 20 ft 12 ft
Case Assembly 126 ft 100 ft 26 ft
Review & Archival 270 ft  120 ft 150 ft
Recuts, SS, IHC 96 ft 55 ft 41 ft
Total 773 ft 337 ft 436 ft

Future State Floor Plan
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Let’s re-visit the Original Floor Plan
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H&E Staining
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Tissue Processing
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TP
TP

TP

Pathologists’ Room

Step Dist.

Receiving
Accessioning 9 ft
Cassette Marking 32 ft
Grossing 38 ft
Tissue Processing 88 ft
Create Slides 22 ft
Embedding 18 ft
Microtomy 42 ft
H&E Staining 32 ft
Case Assembly 126 ft
Review & Archival 270 ft
Recuts, SS, IHC 96 ft
Total 773 ft

To Slide Archival

48 Movements

773 ft of movement per case

50 cases per day x 773 ft = 38,000 ft per day 

~ 7.9 miles per day 

~ 2,000 miles each year
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Pathologist

 

1.0 Receiving

Total C/T = 1 minutes
Value Add: 0 seconds
NVA = 50 seconds

2

10.0 Case 
Assembly

Total C/T = 1.8 minutes
Value Add: 0 seconds
NVA = 80 seconds

1

Meditech

 

Hospitals and 
Clinics

 

Pending Slides for 
Review and Results

 

1 minutes 5 minutes 4.6 minutes 5 minutes 0.417 minutes 150 minutes

5.25 minutes

25 minutes 240 minutes 5 minutes 360 minutes 1.2 minutes
30

 minutes

1.00 minutes

4.6 minutes
150

 minutes

10.00 minutes

18.6 minutes
2610

 minutes

15.00 minutes

30 minutes 1 minutes

1.00 minutes

3.33 minutes 120 minutes 1.8 minutes Lead Time = 3767 minutes

VA / T = 32.25 minutes

NVA = 29.13 minutes

Total C/T = 95.55 minutes

4.0 Grossing

Total C/T = 25 minutes
Value Add: 5.25 minutes
NVA = 10 minutes

5
5 minutes

2.0 
Accessioning

Total C/T = 4.6 minutes
Value Add: 0 seconds
NVA = 3.54 minutes

2

5.0 Tissue 
Processing

Total C/T = 5 minutes
Value Add: 0 minutes
NVA = 1 minutes

23.5 hours

7.0 
Embedding

Total C/T = 4.6 minutes
Value Add: 1 minutes
NVA = 3.22 minutes

36 hours

8.0 
Microtomy

Total C/T = 18.6 minutes
Value Add: 10 minutes
NVA = 5.84 minutes

52.5 hours

9.0 H&E 
Staining

Total C/T = 30 minutes
Value Add: 15 minutes
NVA = 15 sec onds

31 hours

12.0 Recuts, 
SS, IHC

Total C/T = 200 seconds
Value Add: 60 seconds
NVA = 100 seconds

2

1 minutes

90 minutes

2 hours

11.0 Review 
& Archival
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Order 
Information

 

Pending Slides 
for Review

 

 

 

W ork Balancing

0.5 m.
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Takt Time  2.61 m.

Total
NVA

Customer Demand:
500 slides per day

(Takt Time 2.61 minutes per slide)

7:00AM - First 
Shipment Out

5 minutes

2 days

There are:
Outside Consult(US) 
Technic al Consult(TC)

12 bloc ks/patient case
12 slides/patient case

3.0 Cassette 
Marking

Total C/T = 25 seconds
Value Add: 0 seconds
NVA = 15 sec onds

2 2.5 hours

6.0 Create 
Slides

Total C/T = 72 seconds
Value Add: 0 seconds
NVA = 72 seconds

1

4 hours 30 minutes

OU Post LEAN Value Stream Map

OU VSM

Pathologist

 

1.0 Receiving

Total C/T = 1 minutes
Value Add: 0 seconds
NVA = 50 seconds

2

Meditech

 

Hospitals and 
Clinics

 

Pending Slides  for 
Rev iew and Results

 

1 minutes 5 minutes 4.6 minutes 60 minutes

5.25 minutes

18 minutes 120 minutes 3 minutes 360 minutes

1.00 minutes

3.6 minutes 5 minutes

10.00 minutes

20 minutes 1958 minutes

1.00 minutes

3.33 minutes

5.00 minutes

60 minutes 1.8 minutes Lead Time = 2628 minutes

VA / T = 22.25 minutes

NVA = 23.09 minutes

Total C/T = 60.33 minutes

4.0 Grossing

Total C/T = 18 minutes
Value Add: 5.25 minutes
NVA = 10 minutes

5
5 minutes

2.0 
Accessioning

Total C/T = 4.6 minutes
Value Add: 0 seconds
NVA = 3.54 minutes

2

5.0 Tissue 
Processing

Total C/T = 3 minutes
Value Add: 0 minutes
NVA = 1 minutes

22 hours

7.0 
Embedding

Total C/T = 3.6 minutes
Value Add: 1 minutes
NVA = 1.22 minutes

36 hours

8.0 
Microtomy

Total C/T = 20 minutes
Value Add: 10 minutes
NVA = 3.5 minutes

75 minutes 15 minutes

12.0 Recuts, 
SS, IHC

Total C/T = 200 seconds
Value Add: 60 seconds
NVA = 100 seconds

2

11.0 Review 
& Archival
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Order 
Information

 

Pending Slides 
for Rev iew
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Takt Time  2.61 m.

Total
NVA

Customer Demand:
500 slides per day

(Takt Time 2.61 minutes per slide)

7:00AM - Firs t 
Shipment Out

1 hours

1.5 days

There are:
Outside Consult(US) 
Technical Consult(TC)

12 blocks /patient case
12 s lides /patient case

10.0 Case 
Assembly

Total C/T = 1.8 minutes
Value Add: 0 seconds
NVA = 80 seconds

1

1 hours

9.0 H&E 
Staining

Total C/T = 5 minutes
Value Add: 5 minutes
NVA = 0 seconds

4 20 minutes

Before

After

What’s Next?
• A lot of the opportunity lies reducing the tremendous wait times between steps

– Cassette Marking to Grossing (2.5 hours)
– Grossing to Tissue Processing (3.5 hours)

– Embedding to Microtomy (2.5 hours)

– Microtomy to H&E Staining (1 hour)
– H&E Staining to Case Assembly (1.5 hours)

Simply by cutting these wait times in 
half, we will save 5.5 hours from the 

TAT!

Measurement Pre-Lean Post-Lean
Gains/ 

Savings
Percent 

Improvement
Total Lead Time (in Minutes) 3767 2628 1139 30.24%
Turnaround Time (in Minutes) 1217 685 532 43.71%
Total Cycle Time (in Minutes) 95.55 60.33 35.22 36.86%

Total Number of NVA and BVA Steps 219 140 79 36.07%
Total Distance Traveled (in Feet) 773 337 436 56.40%

Benefits of Lean Six Sigma



Specimen Tracking
It’s like keeping up with children…

Tracking from the point of Collection
• Is this possible?

– Electronic order entry

– Barcoded requisitions with associated stickers for 
specimen containers.





Grossing Station





Management Reports and 
Accountability

Management reports



Must Haves in Specimen Tracking
•Interface with the LIS
•Allow for single piece throughput
•Have an archiving function
•Allow for flexibility (addition and subtraction of slides 
and blocks)
•Have managements reports for accountability

Nice but not necessary in 
Lab Tracking systems

•On time and late flags (constantly competing with self)
•Staff has access to their own data (NOT BIG BROTHER)
•Hardware purchasing power from your own vendors



Automation
If you are going to LEAN a lab, doesn’t it 
make since to also automate where 

automation is possible?



9.0 H&E Staining

Histotech

H&E Staining

Start
8.0 Microtomy

Staining clips 
attached to slide 

rack

2s

Is it Wednesday or 
Sunday?

Change all 
solutions on 

stainer prior to 
staining

5m

Change 
hematoxylin, eosin, 

acetic acid & 
ammonia H2O

4m

Rotate alcohol & 
xylenes

1m

Place slide rack on 
stainer

2s
Slides stained with 

current protocol
(XXX minutes)

40m

Stainer beeps – 
staining complete – 

remove rack

1s
Slide rack removed 

from stainer – 
staining clips 

removed

5s
Slide rack transported 

to cover slipping 
station on paper towel 

or in xylene dish

6s

Place slide rack on 
cover slipper & start

2s

Wait at cover 
slipper to ensure 

does not jam

1m

Remove slide rack 
from cover slipper 
once completed

2s

Allow slides to air 
dry – 10 minutes 

Yes

No

Slides transported 
to case assembly 

work station

10.0 Case 
Assembly

 

12.0 Recuts, 
SS, IHC

 

Automation of the H & E workcell

Automation at Embedding?
Not for OU….not YET



Increase throughput wherever possible
BenchMark ULTRA

•35 reagent carousel compatible with all Ventana
dispensers
•30 independent slide drawers
intra-run bulk reagent handling and monitoring
•automated waste capture and monitoring system

Dual Chambers and increased surface 
area allow for rapid conventional 

processing.

The Leica PELORIS cuts processing time, 
streamlines laboratory workflow, and 
support better patient care through same-
day diagnosis. 
Providing speed, flexibility and high-
quality results the Leica Peloris is the 
cornerstone of Lean Histology.



Voice Recognition Transcription
Automation in Transcription???

•Is it possible to have true document control?

•What if we could automate document control?

Document Control



Document control doesn’
have to be a misnomer.
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Benefits of Compliance 360⁰

• Central location for storing     
policies/procedures/documents 
and regulations

• Powerful search tool

• Timely Review

• Consistent process to revise, 
review and approve

• Audit trail of all actions including 
revisions, edits and archiving

• Policy linkage to Compliance 
Regulations and Standards

• Gap Analysis Capabilities

Compliance 360 ⁰
Compliance Workspace

OUMC Pathology Section Directors & Residents 42

FACT, CAP, AABB, 
ASHI Standards & 
Checklists: with this 
application policies and 
procedures are linked 
to the requirements.



Compliance 360 ⁰
C360 Home Page (configurable)

43OUMC Pathology Section Directors & Residents

2. To Do List: this will give 
you a list of surveys, 
policies to approve, etc.

1. Policy Search: this will 
allow you to search 
polices and procedures.

Manual Step Elimination in H&E Manual Step Elimination in H&E workcellworkcell
◦◦ 37 steps eliminated as a result of the Lean initiatives with 37 steps eliminated as a result of the Lean initiatives with 
improvements that have been madeimprovements that have been made

◦◦ 40 steps will be eliminated upon Go40 steps will be eliminated upon Go‐‐Live of VANTAGELive of VANTAGE
◦◦ 24 steps eliminated specifically from the lab redesign and 24 steps eliminated specifically from the lab redesign and 
Symphony install Symphony install 

Travel distance in H&E decreased 42%

OUMC Results to dateOUMC Results to date



OUMC Results OUMC Results concon’’tt..
Quality and safety metrics show progressQuality and safety metrics show progress

TAT to signTAT to sign‐‐out improved; delay outliers out improved; delay outliers 
especially decreasedespecially decreased

Resident review time increasedResident review time increased‐‐ 17% of 17% of 
cases available for review  at 5 pm the cases available for review  at 5 pm the 
night before signnight before sign‐‐out, additional 40% by out, additional 40% by 
7 am the following am7 am the following am

ProductivityProductivity‐‐ improved    improved    

slides/case reducedslides/case reduced

Things we did right!
•DO complete a current state analysis
•DO get buy in from process engineers in the hospital
•DO LEAN where possible before you automate
•DO find a tracking system tailored for Histology
•DO explore opportunities up stream from the lab
•DO Purchase auxiliary equipment that is 

ALREADY interfaced
•DO have the stars aligned.



Can I request a RE‐DO?
•DON’T try to do this without a TAT

(transition assessment team)
•DON’T buy hardware that is not 

interfaced
•DON’T assume anything 

(involve IT, facilities, safety)

•DON’T give up 

Histology, We can have our cake 
and eat it too!



Questions?   Comments!   
Confusion? Bewilderment??????
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