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Benchmarking to
Workforce Design in
Medical Imaging
A Framework for Identifying Workforce Risk and Building

Sustainable Imaging Operations

Your department may be perfectly benchmarked — and still not built to last.

This briefing shows you why, and what to design instead. 

Dr. Onyeka Abengowe  |  InnovaSpark Consulting LLC



Why Benchmarking Is Insufficient

Counting heads was never the same as building capability.

Every imaging leader knows the ritual. A staffing benchmark arrives — from a vendor, a

consultant, or a national survey — and the department scrambles to compare its FTE-to-exam

ratio against "industry standard." If the number is close enough, leadership breathes easy.

Workforce planning, checked off for another year.

But a benchmark only ever answers one question: how many people does a department like

this typically have? It cannot answer the questions that actually determine whether an imaging

operation survives the next five years:

Do we have the right capabilities in the right places — not just the right count?

Is our expertise visible and deployable, or is it sitting untapped inside roles too narrowly

defined to use it?

What happens the day our most experienced technologists retire, relocate, or disengage?

A department can be fully benchmarked and still be one resignation away from crisis.

Sustainability is not a staffing ratio — it is a design decision. 

This briefing introduces the shift that separates departments that react to workforce shocks from

those that are engineered to withstand them: moving from benchmarking — a backward-

looking headcount comparison — to workforce design — a forward-looking architecture for

capability, resilience, and growth.

Across the next twelve pages, you'll walk through five frameworks that make this shift concrete

and actionable inside your own imaging department.

• 

• 

• 
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The Benchmark Illusion™

Why "on par with the industry" can still mean unsustainable.

The Benchmark Illusion™ is the false sense of security that comes from matching an external

number while ignoring the internal conditions that actually predict workforce failure.

Benchmarking tells you what is common. It says nothing

about what is sustainable.

Three assumptions quietly drive the illusion — and all three break down under real operating

pressure:

THE ASSUMPTION THE REALITY

"If our FTE count matches

the benchmark, we're staffed

correctly."

Benchmarks average across departments with very different

case mix, modality complexity, and coverage models. Matching

the average says nothing about matching your demand.

"A benchmark reflects our

department's actual risk."

Benchmarks measure quantity of labor, not distribution of

capability. Two departments with identical headcounts can have

opposite succession risk.

"External data is more

objective than internal

judgment."

External data is objective about the past. It cannot see who on

your team is disengaged, overextended, underutilized, or one

offer away from leaving.
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Where the Illusion Breaks Down

Consider two imaging departments, both benchmarked at 1.0 FTE per 1,800 annual exams —

identical on paper.

Department A

Cross-trained technologists,

documented workflows, two informal

successors identified for every senior

role, capability spread evenly across

shifts. 

Department B

Same headcount, but 60% of complex-

protocol expertise concentrated in two

people nearing retirement, no cross-

training, no documented workflow

ownership. 

Every external benchmark scores these two departments identically. Only one of them is

sustainable. The other is a single departure away from a capability collapse that no amount of

recruiting can fix quickly enough.

The takeaway: Benchmarking answers "are we average?" Workforce design answers "are

we resilient?" Departments need both — but too many stop at the first question and mistake

it for the second. 

This is the gap most workforce strategies never name. It's the subject of the next section.
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The Reality Gap™

The distance between what your data says and what your department can actually do.

The Reality Gap™ is the space between two very different pictures of your workforce:

The Reported Picture

Headcount, FTE ratios, turnover

percentages, time-to-fill metrics —

everything that shows up on a

workforce dashboard. 

The Operating Picture

Who can actually cover which modality,

who is quietly carrying the department,

who is disengaged, and how much

institutional knowledge exists in only

one person's head. 

Most workforce risk lives entirely in the Reality Gap™ — invisible to dashboards, invisible to

benchmarks, and therefore invisible to the leaders making staffing decisions from those tools

alone.

The most dangerous workforce risks rarely appear on your dashboard. They appear in the

hallway conversations, the "who do we call if she's out" moments, and the protocols only one

person truly understands. 
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Four Places the Gap Hides

GAP ZONE
WHAT THE

DASHBOARD SHOWS
WHAT'S ACTUALLY TRUE

Capability

Concentration

"Fully staffed" modality

coverage

One or two people hold the expertise the

whole schedule depends on

Engagement Low voluntary turnover

this quarter

High "quiet quitting" — present in body,

disengaged in contribution

Succession No open leadership

roles

Zero technologists being actively developed

toward those roles

Scope Utilization Roles filled per job

description

Advanced skills sitting unused because the

role was never redesigned around them

Closing the Reality Gap™ doesn't require more data — it requires a different diagnostic lens.

That lens is the Sustainability Pyramid™, introduced next.
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The Sustainability Pyramid™

Five layers that determine whether your imaging workforce can hold weight under pressure.

Sustainable imaging operations aren't built on headcount alone — they're built layer by layer, the

way any structure that has to bear real weight is built. The Sustainability Pyramid™ names the

five layers leaders need to assess, from the foundation up.

1

Foundation — Coverage

Do we have enough people, in the right modalities and shifts, to meet baseline demand?

(This is the layer benchmarking measures — necessary, but not sufficient.)

2

Capability Distribution

Is critical expertise spread across multiple people, or dangerously concentrated in one or

two?

3

Engagement & Utilization

Are technologists working at the top of their license and skill set, or underused relative to

what they're capable of?

4
Succession & Mobility

Is there a visible, active path for capability to transfer as people advance, shift, or exit?

5

Strategic Alignment

Does the workforce structure connect to where the department and organization are headed

— not just where they've been?
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Reading the Pyramid

Each layer of the Sustainability Pyramid™ depends on the one beneath it. A department can

look strong at the foundation and still be fragile two layers up — and it's usually the middle

layers, not the base, where sustainability quietly fails.

Layer 1 (Coverage) is where most workforce conversations stop. It's also the layer external

benchmarks are built to measure — which is precisely why it creates the Benchmark

Illusion™ described earlier. 

Layers 2–3 (Capability Distribution, Engagement & Utilization) are where the Reality

Gap™ lives. This is where advanced expertise goes unused, where "fully staffed" schedules

hide single points of failure, and where retention risk is highest — because talented

technologists disengage when their full capability isn't seen or used. 

Layers 4–5 (Succession & Mobility, Strategic Alignment) are what separate a

department that survives a shock from one that grows through it. Few imaging departments

manage these layers intentionally — which is exactly why they represent the greatest

competitive opportunity for the departments that do. 

A useful diagnostic question for any imaging leader: "If our two most experienced technologists

left tomorrow, which layer of this pyramid would collapse first?" The honest answer usually

reveals more than any benchmark report.
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Applying the Pyramid to Your Department

Use the Sustainability Pyramid™ as a working lens, not a one-time audit. In practice, that means

asking these five layer-specific questions at every workforce planning cycle — not only when a

benchmark or budget review forces the conversation:

Coverage: Where are we thinnest relative to actual demand, not average demand?

Capability Distribution: Which skills exist in only one or two people?

Engagement & Utilization: Who on the team is capable of more than their current role

allows?

Succession & Mobility: Who is being actively developed right now, and toward what?

Strategic Alignment: Does this workforce structure support where imaging services are

heading in 18–36 months?

Departments that revisit all five layers regularly stop reacting to workforce shocks and start

designing around them. The next section turns this lens into a structured self-assessment

you can run this quarter. 

• 

• 

• 

• 

• 
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The Sustainability Assessment™

A structured self-check across all five layers of the Pyramid.

Work through the statements below honestly, department by department if needed. This is a

diagnostic, not a scorecard to defend — its only job is to show you where reality and reporting

diverge.

Coverage — We staff to actual seasonal and case-mix demand, not just an annual average

FTE target.

Capability Distribution — No single modality or complex protocol depends on only one or two

people.

Engagement & Utilization — Our technologists are working at the top of their training,

credentials, and demonstrated skill.

Succession & Mobility — We can name, today, who is being developed toward every senior

or lead role in the department.

Strategic Alignment — Our workforce plan is built around where imaging services are going,

not only where staffing has historically sat.

How to read your results: Every unchecked item marks a layer where your department is

exposed — regardless of how favorably you benchmark externally. That exposure is where

workforce design work should begin. 
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What Your Pattern of Gaps Reveals

IF GAPS CLUSTER AT... THE LIKELY STORY IS...

Coverage & Capability

Distribution (lower layers)

An acute risk profile. The department is exposed to near-term

disruption — a single departure could create an immediate coverage

crisis.

Engagement & Utilization

(middle layer)

A retention risk profile. Skilled technologists are being underused,

which quietly erodes morale and increases flight risk long before

turnover data shows it.

Succession & Strategic

Alignment (upper layers)

A growth-ceiling profile. The department may be stable today but

structurally unable to scale, adapt, or absorb organizational change

tomorrow.

Most departments carry gaps in more than one zone at once. That's normal — and it's precisely

what the next framework, the Workforce Design Framework™, is built to address.
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The Workforce Design Framework™

From diagnosis to a workforce built on purpose, not default.

Where benchmarking asks "how do we compare," the Workforce Design Framework™ asks

"how should this be built." It converts the gaps surfaced in your Sustainability Assessment™ into

a four-part design process.

STEP 1

Map Capability, Not Just Headcount

Inventory who actually holds which skills, credentials, and institutional knowledge — separate

from what job titles suggest.

STEP 2

Redesign Roles Around Capability

Restructure responsibilities so advanced skills are used and visible, rather than boxed inside job

descriptions built for a different era of the department.

STEP 3

Build Deliberate Succession Paths

Name successors, cross-train intentionally, and document the knowledge currently held by only

one or two people.

STEP 4

Align Design to Strategic Direction

Revisit the workforce structure whenever service lines, volumes, or organizational strategy shift

— not only during annual budget cycles.
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What Changes When You Design Instead of

Benchmark

BENCHMARKING

MINDSET
WORKFORCE DESIGN MINDSET

Core question Are we staffed like our

peers?

Are we built to withstand disruption

and grow?

Time horizon This year's ratio The next 3–5 years of capability

Unit of analysis Headcount Capability distribution

Risk visibility Dashboard metrics The full Reality Gap™

Outcome Compliance with a

comparison

A department engineered to hold

weight

Workforce design doesn't discard benchmarking — it puts it in its proper place: one input

into a much larger architecture, not the architecture itself. 
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Build the Department That Can Hold Weight

If workforce sustainability is a strategic priority for your imaging department,

the frameworks in this briefing — the Benchmark Illusion™, the Reality

Gap™, the Sustainability Pyramid™, the Sustainability Assessment™, and

the Workforce Design Framework™ — provide a structured starting point for

redesigning how workforce decisions are made.

You don't need another benchmark report. You need a workforce built on

purpose. 

Let's design what's next for your department.

InnovaSpark Consulting LLC partners with imaging leaders and healthcare

organizations to apply this framework inside real departments — from capability

mapping through succession design.

Schedule a Workforce Sustainability Consultation →

InnovaSpark Consulting LLC  |  Dr. Onyeka Abengowe  |  Beyond The Imaging Room™
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