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Background
- Timely access to cancer care is a barrier to many newly 

diagnosed breast cancer patients.

- Studies have shown that breast cancer patients can wait up to 4 

months before receiving a diagnosis or being seen by an 

oncology provider.1

- Treatment delays can result in worse overall survival in patients 

with breast cancer.2

- Longer time intervals between diagnosis and treatment initiation is 

associated with greater psychological distress.3

Aim
- This quality improvement project aimed to reduce time from 

referral to initial provider visit to <72 hours through the 

implementation of a Rapid Access (RA) Program. 

Methods
- A multidisciplinary working group utilized A3 Problem Solving to 

develop a RA process map. 

- Referrals for newly diagnosed stage I-III breast cancer and high-

risk breast lesions were considered RA-eligible.

- Other types of new referrals including those with metastatic 

disease and transfer of care were considered RA-ineligible.

- A dedicated referral nurse navigator had first contact with 

patients. 

- Surgical oncology advanced practice providers conducted RA 

intake visits, with subsequent multi-disciplinary consultation. 

- Navigation, turnaround, schedule to service, and cycle times were 

assessed monthly after implementation of this program.  

 

Take Home Points:
- A rapid access program for new breast cancer referrals was successfully developed using A3 Problem Solving.   

- Referral turnaround time, schedule to service, and cycle time were improved for rapid-access eligible patients.  

- Referral turnaround time lengthened for rapid-access ineligible patients.

A3 Problem Solving using Lean Principles
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Referral turnaround time: time in days from order entry to encounter scheduled

Schedule to service time: average number of days from the date a new patient 

appointment is scheduled and the date of the appointment

Referral cycle: time in days from order entry to date of service

Navigation time: average number of days from encounter scheduled to referral nurse 

navigator phone screening

Table 1: Breast Rapid Access Program Results 

Conclusion
- Participants in the RA program had improved access to timely 

oncologic care that was durable over one year compared to 

pre-intervention programmatic baseline. 

- Timeliness of care for RA-excluded showed minimal 

improvement over a one-year period.

- Whether resource concentration on RA patients or other 

temporal factors such as workforce changes or increased 

referral volume, were the drivers of lack of robust improvement 

in timeliness for RA-excluded patients will be further evaluated.  

Metric
(mean days)

Pre-
Intervention

Target
Month #1 

RA-eligible
(n=19)

Months     

#1-12 

RA-eligible
(n=326)

Months   

#1-12

RA-ineligible
(n=1887)

Navigation
Time

N/A < 1.0 .61 .98 N/A

Turnaround 
Time

2.9 < 1.0
.79

(-73%)
.64

(-78%)
3.93

(+36%)

Schedule to 
Service

11.7 < 3.0
2.21

(-81%)
2.09

(-82%)
10.49
(-10%)

Cycle
Time

14.5 < 3.0
3.0

(-79%)
2.73

(-81%)
14.46
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