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Goals For This Session

• Introduction to Standard Work as a Key to System Integration

• Discuss the Iterative Nature of Standardization

• Example Tools and Techniques from a Dosimetry Case Study
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“Without standards, there can be no 
improvement.”

-Taiichi Ohno
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Standard Work and System Integration

• One of the biggest challenges when combining teams is 
that teams do things “their way”

• True not just of system integration but teams large and 
small!

• Standard Work is a key tool to bring alignment and clear 
expectations to teams and staff during onboarding and as 
part of daily operations
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Standard Work and System Integration

• Big Feelings about “our way”

• Big Feelings about “their way”

• Two options:

• “This is the way”

• “Let’s build OUR way”
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Standard Work and System Integration

THE Way

Pros:

• Quick(er)

• Least variability

Cons:

• One size fits all

• May cause resentment

OUR Way

Pros:

• Enhanced engagement

• Recognize uniqueness

Cons:

• Can be slow-going

• Most facilitation needs
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Standard Work and System Integration

• There are opportunities for standard work all around us

• Real-world example of how Dartmouth Cancer Center built 
a single pool of dosimetry to support four locations using 
the “OUR Way” method

• Additional discussion of formal organizational steps to 
enact the standard work
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Case Study:

Dosimetry Harmonization
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Case Study: Background

• NCI-Designated Comprehensive 
Cancer Center with 5 RadOnc sites

• 3 sites all aligned with main 
campus

• 2 additional member sites that 
maintain separate tax IDs

• 1 member site brought into main 
campus team as part of this work
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Case Study: Background

Staffing Model

Main Campus +2 Member 1 Member 2

6.5 Dosi FTE

10 MDs

Dosi overseen by Physics

1.5 Dosi FTE

2 MDs

Dosi overseen by Physics

1 Dosi FTE

1 MDs

Dosi overseen by Physics
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Case Study: Background

• Work team assembled to discuss workflow differences & 
build “our way”

• Team:

• Main Campus: Chief of Physics, Admin Director, Chief 
Therapist

• Member: Physicist, Medical Director

• Shared: Dosimetrist
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Step One:

It Starts With A List
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Step One: It Starts With A List

• Shared dosimetrist between Main 
Campus and Member site built a 
list of all workflow differences 
between sites

• Made recommendations on 
preferences from dosi perspective

• Shared staff are best, but not 
required to build list

• Visualization tools can be helpful
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Step Two:

Iterate!
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Step Two: Iterate

• Series of workgroup meetings held to prioritize the areas of 

difference and make a plan for implementation

• Consistent reinforcement that we were “building the DCC 

way” helped to overcome Big Feelings

• Physician participation was critical to success
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Step Two: Iterate

• Iteration 1: The List moved to Excel to facilitate sizing (XS-

XL) and prioritization

• Consistent reinforcement that we were “building the DCC 

way” helped to overcome Big Feelings

• Resist the urge to fix things at this stage
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Step Two: Iterate

• Iteration 2: The List moved from Excel to groups of related 

stories in Word

• Owners identified → if XS or S can be addressed, do it!

• Scope exclusions identified

• Even more reinforcement that we were “building the DCC 

way” helped to overcome Big Feelings
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Step Two: Iterate

• Iteration 3: The List moved from Word groups of related 

stories to a Gantt chart to visualize overall project

• Items re-grouped into themes of dependency

• Items required prior to go-live identified

• Yet more reinforcement that we were “building the DCC 

way” helped to overcome Big Feelings
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Step Two: HR/Legal Engagement

• While workflow was under development, 
work began to move the FTEs from the 
Member to the Main Campus

• OSSA: Member pays for % of pool equal to 
volume (salary and fringe)

• Chief of Dosimetry position created → all 
dosimetrist supervision moved from 
respective physicists to Chief of Dosimetry
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Step Three: Implement (and Control)

• Project and implementation plans developed for anything 

outstanding

• Team meetings moved to quarterly to ensure forward 

progress and reduce backslide

• Gantt chart continues to be updated for accountability and 

to re-prioritize as needed
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Key Takeaways

• Calling out what you will NOT standardize is just as 

important as calling out what you will

• OUR Way isn’t the Easy Button

• Inertia to revert to old ways is strong

• Ongoing meeting are required to ensure accountability and 

address anything new you could not anticipate
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Questions and Discussion
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Thank you!

jennifer.willyard@hitchcock.org


