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When staff members begin their employment at Columbus Community Hospital, they are introduced to Lean  
Healthcare, an improvement methodology that focuses on eliminating waste to add value for patients.

The attributes of Lean are all about the functions of the entire organization. Continuous improvement, customer 
value and respect should be present and exercised by each staff member, service line and department.

During general orientation, new employees learn about some of the basics of Lean. Topics include value versus 
waste, the importance of continuous improvement and observation. Hands-on activities are included to understand 
how to improve processes. Whether that staff member works directly with patients or not, their commitment to  
recognizing ways to improve is for the organization’s betterment.

CCH started using Lean in 2016. Since then, Lean initiatives have led to improvements throughout the hospital. This 
annual report highlights the progress made during the Lean fiscal year 2020-2021. These improvements are laying 
the groundwork for the future, as the essential point of Lean is that hospital staff should continuously work to serve 
patients using the best possible methods. 

Through the Lean journey, Columbus Community Hospital understands that system enhancement circulates through 
the organization and becomes a vital component of the culture, management and improvement methodology.
CCH is committed to providing opportunities for staff to learn and grow in improvement. Empowerment is crucial, 
and staff engagement is part of the hospital’s success. The work done today to serve patients better will be reflected 
in the future.

May 1, 2020 – April 30, 2021



Bill Elton
Lean Facilitator

The year 2020 was challenging, to say the least.

As the COVID-19 pandemic surged across the country, the health care industry was  
under a lot of stress. Staffing, scheduling and safety were, and continue to be, top  
priorities. When we think about how our staff and organization responded to the past 
year’s changes and challenges, the words “resiliency” and “excellence” come to mind. 

While daily challenges arose, many situations gave us an opportunity to look at ways we 
could serve our community best. The pandemic alerted many to the vital role of Lean 
Healthcare at Columbus Community Hospital.

Lean adds value by reducing waste, streamlining processes and improving patient care. 
That methodology is still very relevant — even during uncertain times.

• Continuous Improvement 
• Adding Patient Value by Eliminating 
 Process Waste
• Engagement, Empowerment and 
 Respect for Everyone

Three Components 
of Lean at CCH:

Lean implementation usually takes an organization five years, and based 
on that timeline, CCH still is in the beginning stages of its Lean journey.

CCH started using Lean in late 2016, and in 2017, 12 individuals from 
across the organization completed specialized training in the process. 
These individuals now make up the core CCH Lean team. 
From there, the CCH Lean team worked with senior leaders and directors 
to develop specific goals for Lean Healthcare going forward. Staff engage-
ment and Lean education were among those goals, as were a variety of 
process improvements throughout the hospital.

Since its introduction at CCH, Lean has led to increases in patient  
satisfaction and safety, improved communication and staff and physician 
satisfaction, and it has achieved measurable results. As of January 2021, 
Lean improvements have provided the organization with increased Lean 
engagement, daily improvement strategies, training, increased value and 
cost savings.

What is Lean?

Notes from the Facilitator 

Looking for ways to be better and become more effective didn’t stop at Columbus Community Hospital because of the  
pandemic. We implemented several improvements during the past 12 months, such as developing centralized scheduling as 
a resource for patients and creating an employee labor pool to ensure continuity of care.

Individual departments also have made changes that are delivering a difference for patient care. Even if those changes are 
on a smaller scale, they provide value when the results improve patients’ service and create less waste.

Even during the most challenging of times, minor improvements made today will lead to long-lasting results, which will benefit 
Columbus Community Hospital for years to come.

Thank you for your dedication to improving as we create the most valuable and best hospital for our patients.



What is Lean?

Notes from the Facilitator 
Centralized Scheduling

Centralized scheduling began as a strategic Lean project in 2019.  Right 
now, centralized scheduling is used or being established in ancillary  
departments, including radiology, respiratory, laboratory and infusion.

When CCH started the program, its initial focus was on understanding 
how workflow was occurring in each department, studying call volume  
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 Centralized Scheduling

and observing the communication process.

To develop the process further, CCH named 
Bill Elton as service line coordinator for  
centralized scheduling last year and hired 
Sandra Garcia as a scheduler.

Hospital leaders still are developing  
centralized scheduling at CCH, and Elton 
said it will be an advantage for both patients 
and hospital staff when it is fully functional. It will provide a direct hub of 
information and scheduling resources for patients. It will also allow for the 
coordination of multiple appointments for different tests and procedures.

“We all have our job role, and some of the professionals in those  
departments didn’t seek out their field to spend extra time on the phone 
scheduling,” Elton said. “Their passion is with the patients. That is where 
we come in. We help free up their time and give them support so that they 
can spend more time with their patients.”

Department directors agree.

“The benefit to radiology will be that centralized scheduling will do all of 
the prior authorizations for CT scans and MRI exams,” said Denise Tomek, 
director of radiology.

Eventually, centralized scheduling will operate out of one office with one 
telephone number that patients and providers can call to make appoint-
ments. Until then, Garcia has worked out of the radiology and respiratory 
departments, helping to schedule patients and prior authorization. She 
also is assisting in developing scheduling processes in lab and infusion.

Garcia has worked as a scheduler at CCH since August and thinks  
centralized scheduling is a helpful tool. “It will benefit employees and  
pa tients, as well,” she said. “They will have one number to call to get their 
appointments scheduled.”

It also provides a central source for patients to ask questions.

“Just recently, I answered a call from a lady who said her husband had 
a doctor’s appointment, and he was told that he had to have blood work 
first,” Garcia said. “She asked where he should go and if that had to be 
scheduled. Having centralized scheduling will eliminate that confusion.”

Centralized scheduling is continuing to grow. With the number of calls the 
departments are receiving, a second scheduler soon will be added.

Elton hopes that centralized scheduling will be completely operational in 
the four departments this summer.

Continued on back



Each year, CCH’s Lean Healthcare plan follows the steps in this pyramid: 

Events are Lean improvements

Development refers to training, communication and staff engagement. 
• Providing Lean training and support to directors and front-line staff
• Providing general orientation or “Lean Basics” training
• Sharing Lean resources and educational materials on the intranet 

page
• Sharing Lean updates and education on the main floor bulletin 

board

Alignment refers to Lean improvements that are aligned with CCH’s  
strategic goals. 

Ongoing projects in this area include: 
• 5S Improvements:  Education, centralized scheduling, HR, Rehab  

Services, radiology, housekeeping, CCH storage and medical 
records

• Process maps:  Laboratory, infusion, radiology, respiratory,  
centralized scheduling, COVID-19 protocols & testing processes, 
plant ops and patient flow

• Staff satisfaction:  Pull scheduling for departments who were  
moving, HR application process, communication improvements 
and process reference spreadsheets

• Patient satisfaction: Centralized scheduling, OR, pre-admissions, 
general surgery, pharmacy, ER and house supervisors

 

 

Lean implementation follows a four-part 
timeline, as detailed below:

Step 1: Educate on Lean Concepts
• Make small process changes
• Build relationships
• Engage staff
• Introduce Lean through orientation

Step 2: Focus on Lean Strategic Planning
• Continue Lean education
• Provide Lean training to directors and  
 key staff to impact 30 to 40% of the  
 organization
• Identify Lean leaders (anyone who has a  
 passion for Lean)
• Implement three to four big projects, two  
 mid-sized projects and several minor  
 process improvements
• Communicate progress

Step 3: Develop Culture of Lean Thinking 
(Problem-Solving)
• Set improvements to impact 60 to 80%  
 of the organization
• Implement three to four big projects, three  
 to four mid-sized projects and several  
 minor process improvements

Step 4: Foster Idea That Process Change is 
Normal and Natural
• Communicate that Lean isn’t just an  
 idea — it’s the way we do things
• Continue Lean improvements with more  
 significant value streams until 100% of  
 the organization is impacted

Lean Implementation 
Timeline

Columbus Community Hospital 
Lean Strategic Planning

Events:  
Lean improvements

Development:  
Training, communication and  

staff engagement

Alignment:  
Lean improvements aligned with CCH strategic goals

FY 2020-2021 Strategic Plan: 
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  Pull Scheduling - Education Department May 2020

Moving to a new location using pull scheduling is an efficient  
way to move departments during the CCH expansion. Pull 
scheduling is a technique that works from the end and  
schedules backward by date.

The education department was instrumental in using pull 
scheduling. First, members of the department met to develop 
a strategy of moving and prioritizing what equipment needed to 
be moved first. The department looked at which items should 
be moved last and, from there, coordinated the move into its 
new space. Staff noted it was a straightforward approach to 
moving and saved time. The strategy reduced confusion, stress 
and anxiety because a clear plan was in place. 

“When it was time for the education department to move to 

“Developing a new centralized scheduling program is a  
methodical process, but the time commitment is worth it,” he 
said. “When implemented correctly, centralized scheduling is 
a win all around. It reduces stress for front-of-office staff and 
allows physicians, clinics and patients to have easier access to 
scheduling. It also increases volume and revenues.”

  Flow of medication administration  - September 2020

Emergency, registration, acute care, pharmacy and house  
supervisors came together to make improvements for patients 
who were administered medications in the emergency depart-
ment and then admitted to the floor, where they might receive 
additional medications. The team discussed how inefficient 
communication and confusion were hindering how the teams 
functioned. 

During a Lean session, the team members — comprised of  
representatives from each department — mapped out the 
current process and highlighted areas that caused confu-
sion. Next, the team looked at potential root causes of staff  
confusion and explored ways of improving the flow, with the 
patient first in mind. During the session, the team was able to 
put forward an SBAR and recommendations to move forward. 
A 30- and 60-day review found improved communication and 
more clarity.

its new location, organization of multiple simulations and office 
supplies was essential,” said Dustin Hill, service line coordinator 
in educational services. “The guidance from Bill and his Lean 
recommendations made a move to our current location much 
smoother than we had anticipated.” 

Lean Team member in Action: Lee Moser, radiology
Lee Moser, a radiology technician, is a Lean certified Green Belt 
and has been on the Lean team since February 2017. Moser 
used 5S in his department to solve the issue of having too many 
lead aprons. He followed the steps of 5S and used “red tags” to 
track and identify how many aprons were not used. While using 
the red tags, Lee effectively communicated to co-workers about 
the project. Lean is beneficial in helping employees determine 
the right amount of supplies that are needed. Moser was able 
to eliminate the older lead aprons and provide his co-workers 
with a Lean 5S space.



Housekeeping: 
Improvements and adapting to change 
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Cheryl Griffiths, director of environmental services, started 
using Lean methods in May 2020 to increase staff engage-
ment during the CCH expansion and help her team adapt to 
COVID-19. Griffiths implemented a question and idea board, 
on which staff placed sticky notes to ask questions or share 
ideas for improvement. Implementing the board was a huge 
success for the department, because it allowed everyone to 
be engaged in the improvement process and work together to 
solve issues. It also helped members of the department de-
velop better communication, not only with each other, but also 
with patients. Griffiths, Courtney Smith and Ronda Schum-
acher worked with staff on the importance of using AIDET to 
ensure communication was happening with patients.

A big issue for the department was working to make use of 
its storage space. Griffiths and her team held a couple of 
brainstorming sessions and were able to find solutions for the 
space issues. Receiving scrubs into the department on carts 
took up a lot of available space, so the department discussed 
ways of keeping a well-organized area. The team worked with 

Quotes from our staff:

” The medical record document process maps are very  
 user-friendly and have made it possible for anyone  
 to follow the steps to ensure document completion  
 by physicians promptly.” 
     ~ Shari Stahl, director, health 

information management

“ Using daily huddles and visual process maps has  
 helped me to improve my work each day.”
 ~ Sandra Garcia, scheduler, 

centralized scheduling

“ This improvement will save countless hours each year  
 in manual updating, as well as save us money by  
 helping us charge the correct amounts for each  
 supply.” 

~ Kari Brock, Home Health & Hospice 
administrative assistant

“ As far as the LEAN (5S) projects went, in general, it’s  
 simply a timesaver to be organized, which in turn  
 decreases stress.” 

~ Doug Janssen PT, DPT, 
director of Rehab Services

Contact Information: 
To learn more about Lean and how you can become 
involved, reach out to a Lean team member or contact  
Elton at 402-562-4793 or wselton@columbushosp.org.  
Information is also available on the Lean page on the 
CCH intranet.

the maintenance depart-
ment to build shelving for 
scrubs that would free up 
most of the space used.

“Lean helped us learn 
how to spend time talking 
through ideas,” Griffiths 
said. “Having everyone  
engaged helped to solve 
the issue effectively.”


