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PURPOSE

Why this study? EMHC had to contract radiology
services on a part-time basis from late 2022 until
early 2025, due to vacancies. Despite the
challenges, medical staff continued with patient
care by using external radiology services. Solutions
included nurses upskilling, providers referring
patients to other health facilities for radiology
exams, and IT support for radiology image
transmission through the clinic’s Electronic Health
Record (EHR).

These workarounds had their own unique issues.
Incompatible Picture Archiving and Communication
System (PACS) caused delays in providers’ ability
to retrieve radiology results. Providers often
received those results up to seven business
days. Radiology referrals required patients to
travel up to 3 hours away. Patient satisfaction
dipped due to:

1. Inconveniencing the patient with extra commute,
2. Delays in receiving exam results, and
3. Delays in their treatment plan.

Problem: Inconsistent in-house radiology exams
stalled providers’ progress on diagnosis and kept
patients from receiving their treatment options in a
timely manner.
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GOAL

Performance Improvement Goal: Improve the
speed of transmission of radiology images from
contractors and returning image results to be within
3 business days.

DATA ANALYSIS
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Identifying Performance Gaps:
« Staffing shortages
> Vacant positions: Radiology Manager,
Receptionist, Mammography positions
> Contract radiology technicians were
unfamiliar with the process of uploading
images into the HER for provider review.
* Incompatible technology
> The PAC System at EMHC didn’t correlate
with the contractor’'s PAC System, which led
to time lost on manual image input.
« Lack of procedural awareness
» More than 200 images (40 images could be
from one patient) investigated for:
< Missed technical steps in the HER system
to transfer radiology orders to neighboring
health facilities

< Missed readings
+» Delayed readings
< After radiology images were received,
there was a backlog due to the clinical
applications coordinator being the sole
staff member with authorization to upload
them.

Backlog Volume

OCTOBER 2024

More than 200 images needed to be
reviewed and evaluated.

CORRECTIVE ACTIONS

Interventions to Address Root Causes:

Rebuilt capacity

> Patient Services assumed the role of
scheduling patients for contracted radiology
exams.

> Aradiology manager, radiology receptionist,
and temporary radiology technician started
their roles in February 2025 and were trained
on existing processes.

IT-programmed solutions

> Clinical Applications Coordinator has been
correcting the PAC System to match the
receiving PAC System orders.

> In the meantime, the Director of Nursing and
the Clinical Applications Coordinator assisted
with manually uploading radiology images.

Built procedural awareness

> Providers advised on precise radiology image
order procedure.

> The Clinical Applications Coordinator
developed a tracking system that logged
incoming and outgoing radiology images, and
trained newly hired radiology staff members
on established workflow.

RE-MEASUREMENT AND
SUSTAINMENT
Numbers of business days to submit and receive
radiology images

Standard Goal
(Oct. 2024) (Sept. 2024)

May 2025

Image orders are submitted, returned, and
uploaded within one business day.

Backlog Volume Completion
MARCH 2025 MAY 2025
60% completed 100% completed

« The radiology manager reports no missing
orders or exams pending submission.

 If reading is delayed for more than a day, follow
up is conducted to resolve the issue, for
example, transmitting errors.

COMMUNICATION

« Radiology team meetings

* EMHC Administration Office and Compliance

» EMHC’s governing body: Tribal Health
Committee

» All employees at a General Staff Meeting



