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In September 2011 two Quick Changeover 
Kaizen events were conducted by Leonardo 
Group Americas and sponsored by AORN, the 
Association for periOperative  Registered 
Nurses. This document reports on the highlights 
of these two events, the process that was 
followed, and the benefits that were achieved.  
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GOALS: 
 
¶ Improve quality and reduce 

defects in case turnover process 
 
¶ Streamline the case turnover 

process and eliminate waste. 
 
¶ Reduce the case turnover time 
 
¶ Sustain quality and reliability 

through standard work 
 
¶ Improve perioperative teamwork 
 
¶ Reduce staff stress 

GOALS FOR THE QUICK CHANGEOVER EVENT 

While reducing OR suite changeover time is typically mentioned as a primary goal, the 
teams at the two hospitals made time reduction a result of doing quality work and 
eliminating waste (non-value-adding steps) from the process. The outcome was a 
reduction in time as well as a reduction in staff stress. 
 
The sourcebook for this event was Quick Changeover in the OR, a recent publication by 
Gerard Leone and Richard Rahn. 
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DOCUMENTING THE CURRENT STATE 

The current changeover procedure was videotaped multiple times, using inexpensive hand
-held video cameras. The videos were then viewed multiple times, and the discrete work 
steps captured in an Excel spreadsheet. 
 
Numerous improvements to the current process were identified simply by completing this 
work. 
 
The ease of capturing the work on video also led the teams to decide to document the 
new changeover process on video, and use this as a training tool. 
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APPLY THE QUICK CHANGEOVER METHODOLOGY 

vǳƛŎƪ /ƘŀƴƎŜƻǾŜǊ ƛǎ ƴƻǘ ǎƛƳǇƭȅ ŀ ƳŀǘǘŜǊ ƻŦ άōŜƛƴƎ ǎƳŀǊǘέ ƻǊ Ƨǳǎǘ ŀǇǇƭȅƛƴƎ ŎƻƳƳƻƴ 
sense. Quick Changeover is a well-defined and proven series of steps that are 
learned and then completed during the Kaizen event. Once the team has 
documented the current state, they apply the Quick Changeover methodology in 
order to:  
1) Separate out any tasks that could be done ahead of time,  
2) Change existing work procedures in order to allow the task to be done either 

ahead of time or after the OR suite is ready, and  
3) Streamline and complete the remaining steps in the most efficient manner 

possible.  
The end result will be an optimized Quick Changeover process, with improved 
quality, reduced time and ultimately happier patients, surgeons and staff. 
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GETTING MANAGEMENT AND STAFF BUY-IN 

Acceptance and sustainability will be low when plans are made by a team in isolation, 
even with the best of ideas and intentions. A part of the Quick Changeover Kaizen is a 
peer review of any proposed changes to the current state. This review needs to be done 
with staff members who are not working on the team (but will need to perform the new 
method), and also with hospital management. 


