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PROMEDICA HEALTH SYSTEM 

We serve 27 counties in northwest Ohio and southeast 
Michigan with 12 hospitals, numerous health care 
centers, and an extensive array of specialties.  

2 

 
  
 
  



GETTING STARTED – THE LEAN WAY  

ProMedica Labs started our LEAN 
journey back in 2004, before it was 
popular in the laboratory. 
– Team approach, each team learned one 

of the LEAN Tools 
– Bench Level techs were included and 

empowered, they know the work 
– Not just another new fad 
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NO REAL OWNER– THE STORE ROOM STORY 

• The main lab storeroom was used by 
all but “owned” by none 

• Our first project that was employee 
led without our LEAN Trainer 

• Our project story was published in 
CAP Today in May 2006 
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THE STOREROOM STORY 
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CAP Today – May 2006 

• Cleared 20% of the 
space 

• Found items that were 
ordered in duplicate 

• Found unused & 
expired items 

• Placement that made 
sense 

• The 30 second rule 
 



CONTINUOUS PROCESS IMPROVEMENT 

• ProMedica Labs now utilizes Process 
Engineers to incorporate LEAN training 
and tools into all of our projects 

• “Boots on the ground” - all employees 
have an understanding of value added, 
RCA, quality and process improvement. 

• This has become part of all we do! 
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INTRO TO ISO 15189 
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• The next step was ISO 15189 certification 
• This was not easy and was not initially 

embraced 
• Once the improvements and processes 

were in place, the value became evident 
• We were the 13th lab to achieve this 

certification – a point of pride 



WHAT IS NEXT – ISO 15189 PROGRESS 
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• Gap Analysis 
• Internal 

Audits 

North Campus 
Lab 2011 

• Gap Analysis 
• Internal 

Audits 

Toledo Hospital 
Lab 2014 • Gap Analysis 

• Internal 
Audits 

Flower and Bay 
Park Labs 2017 

• Gap Analysis 
• Internal 

Audits 

2-3 More Labs 
2020 



STANDARDIZATION 

– How can you turn a diverse group of hospitals & labs 
into a cohesive group?  It is NOT always a happy 
“marriage” 
 

– The Lab formed FOCUS GROUPS for each discipline 
• Subject matter experts from each lab came together once a month to work 

toward standard practices and procedures and solve problems 
• Everyone had an equal say, not just the “big house” calling the shots 
• Familiarity and friendship created cooperative teams, no longer us vs. them 

 

– Standardized equipment increased support and 
troubleshooting experience 
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WORKING SMARTER NOT HARDER 

– No matter how hard we worked and how much we 
improved, there were still some laborious tasks that 
had to be done.  

– There were still some items that were found to be 
deficient by inspectors. 

– A checklist to remind you to do your 
checklist???????? 

 

There had to be a better way! 
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WHAT CAN TECHNOLOGY DO FOR US? 

– Technology now is so advanced from what it 
was when we started (no matter when that 
was!) 
 

– What kind of things could lend themselves to 
technology? 

 
– How can we save time, money and do things 

that help with a green initiative? 
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THEN THERE WAS AN IDEA! 
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INSPECTION READY & BETTER OUTCOMES 

• Electronic CAP Survey storage and approval 
routing 

• Electronic monthly QC storage and routing 
• Electronic LJ charts & detail for QC values 
• Electronic Service reports & recalls 
• ProMedica Innovations + KapiosHealth = Lab 

Assured Compliance Solution 
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CAP SURVEY STORAGE 
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ELECTRONIC CAP SURVEY STORAGE 
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• Survey data & Participant Summaries are all 
stored in one common location – no more paper 
and books to go from desk to desk, easy 
overview & comparison 

 
• Reports are uploaded to our Document Control 

system to follow our approval procedure 



QC RECORD STORAGE 
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ELECTRONIC QC 
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Everything can be done and viewed 
remotely from anywhere – no more 

waiting for papers to travel from 
place to place – easy overview 

Captured in 
real time 



ELECTRONIC SERVICE REPORTS 

One place to look for your 
instrument records - 
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Easily spot trends and issues 



MICROSOFT VIDEO - LACS 
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MICROSOFT CASE STUDY - LACS 
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LACS - LABORATORY ASSURED COMPLIANCE 
SOLUTION – WHAT IT CAN DO 
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• BOOSTS THE PRODUCTIVITY OF THE LAB 
TECHNOLOGISTS AND TECHNICIANS 

• MAINTAINS THE INTEGRITY OF THE 
DOCUMENTATION 

• REPLACES COMPLIANCE DEFICIENCIES 
AND PERFORMANCE FAILURES 

 

WITH SIMPLE, FAST AND SUCCESSFUL 
AUDITS AND INSPECTIONS 

 
 



LACS– WHAT IT CAN DO - DASHBOARD 
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LACS– WHAT IT CAN DO – CALENDAR VIEW 
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LACS– WHAT IT CAN DO – PENDING REVIEW 
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LACS– WHAT IT CAN DO – VIEW FORMS 
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LACS– WHAT IT CAN DO – TEMPERATURES 
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LACS– WHAT IT CAN DO – TEMPERATURES 
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• One page for easy movement 
from fridge to fridge 

 
• Allowable temps coded into 

form 
 
• Easy slide bar adjustment – no 

typing 
 
• If out of acceptable range, bar 

turns red and forces a 
corrective action entry 



LACS– WHAT IT CAN DO – FORM BUILDER 
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LACS– WHAT IT CAN DO – DEFINE USERS 
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LACS– WHAT IT CAN DO – REAGENT LOGGING 

30 



ROI FOR LACS FOR JUST ONE DEPARTMENT 

So many ways to save and go green – 
• Supervisor Time savings 
• Tech 3 Time savings 
• Paper Cost 
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• Copier / toner costs 
• Storage Costs 
• Inspection Ready  
 Everyday! 
 

Think of what an 
ENTIRE Lab could 
Save each year ! 



HOW DO WE KNOW HOW WE ARE DOING? 

METRICS & Daily Management 
• Monitor crucial TAT 
• Monitor instrument downtime 
• Monitor defects (wrong orders, hemolyzed, labelling…) 
• Monitor & measure specific pain points 
 

• Improve in small steps immediately 
rather than waiting for the perfect 
solution 
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SPREAD THE WORD - SUCCESS 

We take every opportunity to celebrate 
our successes ! 

 
• Lab Week Activities 
• Project Closeouts 
• ISO Awareness Week 
• 5S Competition 
• Toledo Hospital Disaster Olympics 
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LESSONS LEARNED 
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• Make sure you have the 
correct data for your metrics 
 

• You need to have the correct 
tools available to your techs 
 

• COMMUNICATION –better 
to have MORE than less– we 
under communicate by a 
factor of 10 
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Questions? 
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Todd Borowski - Sales 

Todd.Borowski@kapioshealth.com 
 

www.kapioshealth.com 

mailto:Todd.Borowski@kapioshealth.com
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