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[ Abstract] With follow-up on the entire process of CT and MRI examination
services in large public hospitals, by using the present value Flow chart (SIPOC), the various
steps involved in the process were analyzed in detail. By utilizing scientific management tools
such as on-site interviews, flowcharts, and root cause analysis, the reasons for low efficiency
(real operation time/total process time, PCE) of CT and MRI examination services were
identified. By integrating human and equipment resources to improve the utilization rate of
human and equipment resources, the assessment plan for key efficiency indicators of CT and
MRI examinations was formulated and implemented. In addition, with the improvement of
the performance evaluation system, the positive incentive effect of performance was exerted
to enhance the work enthusiasm of personnel. The development of the "inter diagnosis
settlement" function, as well as the launch and use of the "panoramic appointment service"
system and the "imaging cloud" system, have strengthened the hospital's information
construction, reflected the level of smart hospitals, and improved the patient's CT and MRI
examination service experience. In this project, various lean management measures were
taken to comprehensively optimize the CT and MRI examination service processes and
treatment routes, eliminate non value processes in the CT and MRI examination service
processes, shorten the waiting time for patient CT and MRI examination appointments and
film retrieval, increase the efficiency of CT and MRI examination services from 1.57% to 6.22%,
improve the quality of CT and MRI examination services, facilitate patient medical treatment,
and reflect the hospital's "patient—centered" service purpose.

[ Key words] Lean management; Current value process; Value flow; Non-value
process; Check service efficiency
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