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Abstract

the success of the interventions.

increased number of performed operations.

Background: The cancellation of planned surgeries causes prolonged wait times, harm to patients, and is a waste
of scarce resources. To reduce high cancellation rates in a Norwegian general hospital, the pathway for elective
surgery was redesigned. The changes included earlier clinical assessment of patients, better planning and
documentation systems, and increased involvement of patients in the scheduling of surgeries. This study evaluated
the outcomes of this new pathway for elective surgery and explored which factors affected the outcomes.

Methods: We collected the number of planned operations, performed operations, and cancellations per month
from the hospital's patient administrative system. We then used Student's t-test to analyze differences in
cancellation rates (CRs) before and after interventions and a u-chart to analyze whether the improvements were
sustained. We also conducted semi-structured interviews with employees of the hospital to explore the changes in
the surgical pathway and the factors that facilitated these changes.

Results: The mean CR was reduced from 8.5% to 4.9% (95% CI for mean reduction 2.6-4.5, p < 0.001). The reduction
in the CR was sustained over a period of 26 months after the interventions. The median number of operations
performed per month increased by 17% (p=0.04). A clear improvement strategy, involvement of frontline clinicians,
introduction of an electronic scheduling system, and engagement of middle managers were important factors for

Conclusion: The redesign of the old clinical pathway contributed to a sustained reduction in cancellations and an

Keywords: Quality improvement, Process redesign, Cancellation of surgery, and Health information technology

Background

Cancellation of planned surgeries is a known quality
problem in healthcare that harms patients and wastes
resources, leading to increased healthcare costs [1,2].
Cancellation rates (CRs) vary in different settings, from
less than 1% to as high as 23% [1,3,4]. It has been sug-
gested that more than half of cancellations can be
avoided [4,5].

Reasons for cancellations are complex because they
are related to patients, organizational issues, and clinical
staff. The main reasons are patient no-shows, patients’
medical conditions, overbooking of lists, and facility
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shortcomings [1,2,4]. Redesigning work processes, im-
proving management, and performing early clinical
evaluation of patients have been suggested to reduce
CRs [6]. Various studies have shown that improved and
early preoperative assessment prior to surgery reduces
CRs [7-10]. These studies have demonstrated a reduc-
tion in CRs that was primarily attributable to earlier and
improved preoperative assessment. Nonetheless, a pau-
city of information exists regarding the long-term effects
of combined interventions that include elements other
than just improved medical preoperative assessment.

We studied a Norwegian district general hospital in a
rural community of 10,000 inhabitants. The hospital has 7
operating suites, 34 surgical beds, and serves a population
of 107,000. Within the area, there are also two smaller dis-
trict hospitals. Healthcare in Norway is financed by the
state and most hospitals are publicly owned. They are geo-
graphically organized as regional and local health
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authorities. Before the changes were made to the pathway
for elective surgery, CRs were high and fluctuating,
resources were not optimally used, patient information
was unclear, and patients complained about the duration
of time spent waiting for surgery outside the hospital.

In 2007, the board of the regional health authority
decided to increase the number of day surgeries. Middle
managers in the hospital used this decision as leverage to
start an improvement project to redesign the entire path-
way for elective surgery. At the same time, the top man-
agement of the local health authority decided to work
more systematically with quality improvement in general,
and developed a common strategy for conducting quality
improvement projects. The strategy was not based on any
particular theoretical model, although it was influenced by
the Model of Improvement [11]. The aim was to involve
frontline professionals in the detection of systemic pro-
blems and to improve clinical processes. All improvement
projects were meant to address professional, patient, and
management quality (resource utilization), as well as staff
satisfaction [12]. A small administrative unit was estab-
lished to support frontline professionals in running the
improvement projects.

Often the follow-up times of studies on quality improve-
ment are too short to demonstrate sustainability of changes
[13]. Therefore, we used data over a five-year period. We
describe how multifaceted interventions across different
departments led to a sustained reduction of cancelled
operations. Furthermore, we explore contextual factors and
their importance for sustaining these improvements.

Methods

Planning of interventions

The project involved all of the surgical departments at
Forde Hospital, including in- and outpatient ophthalmol-
ogy, general surgery, gynecology, orthopedics, and ear, nose,
and throat. Additionally, the hospital has a small odontol-
ogy unit that accounted for less than 5% of the total
operations.

Four different project groups were established to improve
different aspects of the elective surgery pathway. Redesign
of this pathway was the first project that was run in accord-
ance with the new improvement strategy of the local health
authority. Table 1 displays the main activities during the
project period. A strong motivator for the leaders who
initiated the project was to improve patient satisfaction. Pa-
tient advocacy groups were invited to take part in the pro-
ject groups but declined to participate. Instead, actual
patient cases were used to focus improvement efforts, and
patient-centered interventions were a core idea in the re-
design process [14,15].

The entire pathway for elective surgery was redesigned,
focusing on earlier patient assessment, improved communi-
cation between staff, improved management, improved
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Table 1 Main events during the project period

Time
June 2007

Activity

Decision by the board of the local health authority
to increase the number of day surgeries

September 2007 Report from work group suggests measures to

increase day surgeries in a new day-surgery center

Fall 2007 Decision by top management of the local health
authority to work more systematically with
quality improvement and develop a common strategy

for conducting quality improvement projects

Establishment of a small unit to support frontline
professionals in running improvement projects

January 2008
February 2008

Remodeling of premises for a day-surgery center

Project groups redesign the pathway for elective
surgery

March 3,2008  Opening of day-surgery center and implementation

of new clinical pathway

April 2008 Implementation of electronic system for scheduling
and planning surgery
2008-2010 Follow-up and adaptation of interventions to

sustain improvement

planning, and patient participation in the planning of their
elective operations. Table 2 shows a description of the clin-
ical pathway and a detailed description of the different
intervention elements, including the intended improve-
ments. Ideas for improvements stemmed from discussions
in the project groups, recommendations in the literature,
and a site visit to a hospital with low cancellation rates.

As part of the interventions, a new day-surgery center
was designed within the existing premises. All patients met
at this center before their elective operation, and all day-
surgery patients were discharged from this center without
admission to a surgical ward. A computer application was
introduced during the project. It provided an overview of
referrals, waiting lists, and surgery schedules in all depart-
ments. A new position, a capacity coordinator, was created
with the mandate to plan and coordinate the surgery pro-
gram across different departments 6 months ahead. The
implementation of the new pathway began when the new
day-surgery center was opened in March 2008.

Another project during the study period reduced turn-
over time between operations by improving logistics and
coordination between the facilities for preparation, surgery,
and recovery. In addition, the durations of surgical proce-
dures were continuously monitored to get a more realistic
picture of the actual time used, thereby improving schedul-
ing of surgery. Furthermore, one operating theatre was
designated for emergency cases.

Study of the interventions

We collected qualitative and quantitative data from the
hospital between April 2010 and February 2012. We
obtained the number of planned and performed opera-
tions and cancellations per month from the hospital’s
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Table 2 Main steps of the pathway for elective surgery before and after redesign
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Time period

Clinical pathway before intervention

Intervention

Intended improvement

Before consultation
at outpatient clinic

Consultation at
outpatient clinic

Consultation at drop-in
anesthesia outpatient
clinic at day-surgery
center

Preparing for surgery

Surgery

After surgery

Referrals for elective surgery were
sent to various departments. Each
surgical department had their own
lists of patients who were waiting
for a consultation and surgery.

Patients cleared for surgery were
sent home without an appointment
for surgery and without a medical
pre-assessment.

Medical pre-assessment was done
the day before surgery.

Not applicable

Letter to patient with appointment
for surgery. Patient had no influence
on appointment time.

Limited planning between different
surgical departments. Each surgical
department had their own surgery
program that basically was a text file.

Patient showed up for pre-assessment
the same day or one day in advance of
the planned surgery. Routines varied
between departments.

Patients discharged from different
departments with different routines.
Discharge letter was not always in hand
when the patient left.

One electronic reception for all referrals
for elective surgery.

New routine that clarified the allocation
of work between surgical and
anesthesia personnel with regard to
clinical pre-assessment of the patient.

Patients participate in planning the date
of surgery and obtain the actual
appointment while at the outpatient
clinic.

A new day-surgery center is created
within the existing premises.

Patients cleared for surgery proceed
straight to the laboratory for blood
sampling and medical pre-assessment
at newly established drop-in anesthesia

outpatient clinic at the day-surgery center.

The surgeon'’s considerations are written

immediately after the consultation so that

anesthesia personnel have the
preoperative information during
the preoperative assessment.

Patient receives phone call from hospital
2 days prior to surgery to ensure that he

is fit and ready.

One common electronic surgery planning

system for all departments. Designated
coordinator supervises the planning
process between departments.

All patients scheduled for elective surgery

are received at the day-surgery center.
New standardized routines are

implemented for pre-surgery preparations.

All day-surgery patients are discharged
from the day-surgery center through
new standardized routines.

Discharge letter is written and given
to the patient before discharge.

Waiting list transparent across
departments. More unified
handling of referrals.

Earlier and improved medical pre-
assessment is known to reduce
cancellations.

Patient participation in planning
date for surgery may improve
patient satisfaction. Early notice of
date for surgery is suggested in
the literature as a factor that
might reduce no-shows.

Improved information flow
between surgical and anesthesia
personnel may improve the
quality of the clinical process.

Patients get a reminder of their
appointment, which can reduce
cancellations due to no-shows. If
the patient is temporarily ill, then
there is time to call a new patient
and avoid a cancellation.

One common overview for all
departments allows better
coordination and planning and
might lead to more operations per
day. Cancellations caused by facility
shortcomings, such as double-
booking of the same equipment,
may be reduced.

Centralizing all surgery patients and
standardizing routines may reduce
variations in the clinical process and
thereby improve quality.

patient administrative system, and then calculated the
monthly CRs. A cancellation was defined as a planned
operation that was cancelled within 24 hours of the
scheduled time. We considered a decrease in monthly
CRs and an increase in the number of performed opera-
tions to be an improvement.

To compare CRs before and after the interventions we
used the statistical method recommended by Dexter
et al., since this method has been shown to be the most

robust for this purpose [16]. We calculated the CRs for
each month, and transformed the CRs using the
Freeman-Tukey double arcsine transformation, and then
applied a Student’s t-test on the transformed rates using
SPSS 18.0 [16].

The numbers of scheduled and performed operations
were not normally distributed; thus we analyzed the dif-
ferences before and after the interventions with the
Mann—Whitney U test.
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The cancellation rate is nonconformance per unit, and
we therefore used a u-chart to analyze whether changes
in CRs coincided with the interventions and whether
improvements were sustained [17].

Cancellations vary by specialty [18]. The number of
performed operations increased after the interventions.
Thus, an increase in the number of performed opera-
tions at a department with low CRs could disproportion-
ately affect the total number of cancellations at the
hospital. To assess this effect, we calculated the expected
number of cancellations for each department for the
time period after the interventions (i.e., the product of
pre-intervention CRs and the number of scheduled
operations after the interventions). We then calculated
the expected cancellation rate at the hospital for the
time after the interventions (i.e., the sum of the expected
number of cancellations for each department divided by
the total number of scheduled operations).

We recorded the volume of elective surgery, emer-
gency surgery, and consultations at the outpatient clinics,
because an increase in the volume of one of these activ-
ities could affect the volume of the others. The Depart-
ment of Ophthalmology, which accounts for less than 1%
of the total number of emergency cases, was excluded
from the count of emergency cases because of incom-
plete data. CRs from the odontology unit were not avail-
able for the entire period, and it was excluded from our
study. Moreover, we recorded the number of cancella-
tions per month due to overriding emergency cases.

Changes in the ratio of capacity and demand could in-
fluence the cancellation rate [19]. We measured demand
as scheduled operations per month and capacity as
hours available for surgery per week and the number of
full-time equivalents per year for the involved depart-
ments. Due to changes in the data system of the hos-
pital, information about full-time equivalents was only
available after January 2008.

Utilization of the list of scheduled operations, and in
particular list over-runs, can influence CRs [19]. We
recorded the proportion of list over-runs for each depart-
ment. In line with Pandit et al. [19] a list finishing >10%
after the scheduled end time was classified as over-
running. Data for these calculations were only available
for the time after the interventions. Finally, we recorded
the number of cancellations per month caused by the
hospital not being able to finish the scheduled list.

We interviewed a strategic sample of employees at the
hospital (n=20) to understand how the pathway for
elective surgery was redesigned and to identify factors
that had contributed to sustained improvements. Inter-
viewees had different professional backgrounds (i.e., phy-
sicians, nurses, secretaries, and leaders) and worked in
different departments involved in the clinical pathway.
The degree of interviewees’ participation in the
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improvement projects varied. Some had participated in
the design of interventions in their project groups and
others were not directly engaged in the interventions.
The interviews were semi-structured and based on an
interview guide that covered the following topics: local
problem, setting, context, intended improvement, plan-
ning of interventions, implementation of interventions,
outcomes, and efforts to sustain outcomes. The inter-
views were taped, transcribed, and transferred to Hyper-
RESEARCH 2.8.3 software (ResearchWare, 2009) for
coding. We developed an initial coding scheme from the
themes in the interview guide, and codes were added as
the data were analyzed [20]. We interpreted the relation-
ship between the codes to identify distinctive elements of
the interventions and factors that influenced success of
the improvement process [21].

The protocol of the study was presented to the re-
gional ethical review board, and a formal ethical review
was not deemed necessary. The study was approved by
the Norwegian Social Science Data Services. All the
interviewees participated voluntarily based on informed
consent, and could withdraw from the study at any time.

Results

The mean cancellation rate was reduced from 8.5% to
4.9% (95% CI for mean reduction 2.6-4.5, p <0.001;
Table 3). The u-chart demonstrates a sustained change
in CRs that coincided with the interventions at month
number 38 (see Figure 1). After the interventions, the
CRs were more stable, and all points (registration of
monthly CRs) were below the centerline.

The median number of performed operations per
month increased by 17%, from 323 to 378, after the
interventions (p =0.04; Table 3). The mean number of
consultations at the outpatient clinics increased from
2722 to 3021 per month (p =0.006; Table 3). The num-
ber of emergency cases per month was the same before
and after the interventions (p < 0.001; Table 3).

The median number of scheduled operations per
month increased from 373 to 400 after the interventions
(p=0.04). The capacity increased stepwise until three
months after the interventions, from 270 hours per week
to 338. At that point it decreased to 304 hours per week
and afterwards remained unchanged for the rest of the
study period. The number of full-time equivalents as of
January 2008 was 279 for the involved departments. For
the time period after the interventions the mean number
of full-time equivalents was 280 (95% CI 277-283).

Before the interventions the mean number of cancella-
tions caused by the hospital being unable to finish the
scheduled surgery lists as planned was 4.2 per month (95%
CI 3.1-5.4), and the mean number of total cancellations was
28.1 (95% CI 24.7-31.5). After the interventions the mean
number of cancellations caused by the hospital being
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Table 3 Comparison of outcome measures before and after the interventions

Before changes
(Jan 2005 - Feb 2008)

P-value (Difference between
before and after changes)

After changes
(Mar 2008 - Apr 2010)

Cancellation rate (mean % per month) 8.5 49 <0.001"
Transformed cancellation rate? 0.30 0.22 <0.001"
Total number of scheduled operations (median per month) 373 400 004°
Total number of performed operations (median per month) 323 378 0042
323378 0.04 5

Emergency cases (median per month) 102 103 1.0 3 102 103 107
(Based on time the time period Jan 2006 to Apr 2010)

Number of consultation at outpatient clinic (mean per month) 2722 3021 0.006 '

(Based on the time period May 2006 to Apr 2010)

! Student’s t-test.
2 Using the Freeman-Tukey double arcsine transformation.
3 Mann-Whitney U test.

unable to finish the scheduled surgery lists as planned was
3.1 (95% CI 2.1-4.1, p=0.147). The proportion of over-
running lists per department after the interventions was:
ophthalmology 1.2%; ear, nose, and throat 2.8%; gynecology
21.1%; general surgery 22.2%; and orthopedics 27.7%.

The mean number of cancellations caused by emergency
cases overriding elective surgery was 1.46 (95% CI 0.8-2.1)
per month before and 0.1 (CI -0.1-0.4, p < 0.001) after the
interventions. The expected cancellation rate for the time
after the interventions, calculated from pre-intervention
cancellation rates and the number of scheduled operations
after the interventions, was 8.2%.

Through the analysis of the interviews we found that the
following factors were important for the success of the
project:

Involvement of frontline professionals in redesigning
processes across traditional department borders
Combining professional entrepreneurship with support
from staff with knowledge about improvement
techniques

Centralizing patient preparation and discharge at one
location

Use of computer application to improve planning and
coordination of surgery programs across departments
Middle managers role in securing context-sensitive
implementation of interventions

Adaptation of interventions based on feedback from
frontline clinicians

Before the start of the project, the clinicians agreed that
the pathway for elective surgery needed to be improved.
However, they had no common understanding of exactly
what the problem was or how it could be solved. The top
management of the hospital strongly emphasized involving
a wide range of frontline professionals from different
departments in the project groups. The participants shared
information about their everyday work situations and

mapped the current state of the pathway by drawing flow
charts. The staff from the support unit provided the clini-
cians with structure and process data from the patient ad-
ministrative system and guidance about improvement
techniques. Through these processes bottlenecks and areas
that needed improvement were detected.

All project groups communicated regularly with each
other and with the involved departments. Through regular
meetings with health personnel affected by the change
process, leaders and project groups received feedback on
the proposed actions.

The opening of the day-surgery center and the software
for surgery planning catalyzed changes in the correspond-
ing clinical processes because participants could no longer
follow the old clinical pathway. According to the infor-
mants, the degree and speed of change in the clinical pro-
cesses varied among departments. Despite the involvement
of frontline personnel in the planning and decision phases,
resistance to change was encountered during the imple-
mentation process. Letting patients choose the date for
their surgery was especially difficult to implement. The
presence of middle managers in the daily work processes
allowed them to continuously monitor the degree of imple-
mentation and receive feedback on the need to adapt inter-
ventions to the local context. Their continued intervention
was important to overcome resistance, re-implement
changes, and secure context-sensitive implementation and
adaptation of changes.

Discussion

Our study showed a sustained reduction of cancellations
over 2 years and an increase in the number of performed
operations after the redesign of the surgical pathway.
Such a long observation period is rare in research on
quality improvement, in which the median follow-up
time of the dependent variable is usually less than 1 year
[13]. Moreover, the degree of fluctuation of CRs was
reduced.
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Figure 1 Monthly CRs at the hospital.
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CRs were high and fluctuating before the
interventions that were implemented between
month 38 and 39. After the interventions the CRs
decreased and the process became more stable.

Causes of the reduction of CRs

The entire pathway for elective surgery, from referral
to discharge, was redesigned. Changes were imple-
mented across departmental borders, and frontline
staff were broadly involved [22]. Improved manage-
ment and surgery planning, redesign of work pro-
cesses, training of staff, and early clinical evaluation
have been suggested as strategies to reduce CRs [6].
At our hospital, all of these strategies were applied.
The interventions included various elements that were
linked to the local context. The distinct effects of the
separate elements can therefore not be disentangled.

Sanjay et al. [4] suggest allowing patients to select
the time for surgery to give them earlier notice of
their operating day, and to send them a reminder. In-
volving patients in these ways can increase satisfac-
tion with treatment decisions during the initial
consultation, which is a strong predictor of whether a
patient will attend the surgery [23]. In the new path-
way, patients participated in planning the date of
their surgery and received the actual date of the oper-
ation before they left the outpatient clinic. It is there-
fore likely that these measures contributed to
reducing cancellations.

Early preoperative assessment has previously been
shown to reduce CRs [7-10]. Van Klei et al. [8]
showed that cancellations attributable to medical rea-
sons decreased from 2.0% to 0.9% for patients who

had attended a pre-assessment clinic. Ferschl el al. [7]
found a CR of 5.3% among patients who visited an
anesthesia preoperative medicine clinic, in contrast to
13.0% for those who did not. Rai and Pandit [9]
found that nurse-led pre-assessments in an elective
surgical center reduced cancellations. O'Regan et al.
[10] demonstrated that a process-oriented multidiscip-
linary approach for patients who undergo bypass sur-
gery led to improved patient outcomes and lower
CRs. Our findings are consistent with these studies.

Cancellations of elective surgery due to emergency
cases were practically eliminated after the interven-
tions. The number of emergency cases was the same
before and after the interventions and can thus not
explain this finding. It is most likely that the desig-
nated day-time theatre for emergency cases contribu-
ted to reducing CRs, which is supported by previous
studies [24,25].

The increase in performed operations exceeded
what can be explained by the reduction in CRs alone.
More patients were referred to the hospital for elect-
ive surgery mainly because of the closure of a local
hospital in the region. The number of performed
operations increased after the interventions, while
the capacity was reduced 3 months after the inter-
ventions. This finding indicates that the hospital
managed to increase the efficiency of their operating
lists [19].
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Alternative explanations for the reduction of CRs

Since the CRs varied across specialties, the dispropor-
tional increase in scheduled operations among the surgi-
cal specialties could have contributed to reduced CRs
after the interventions [18]. The calculated expected CR
after the interventions for the hospital was 8.2%, while
the observed rate before the interventions was 8.5%. The
difference between the calculated and the observed CR
indicates that a disproportional increase in scheduled
operations may have contributed to the decrease in CRs
after the interventions. The effect is, however, small, and
can only explain a small portion of the observed reduc-
tion in CRs.

A reduction in emergency cases could have affected
the CRs. However, the number of emergency cases per
month was the same before and after the interventions,
making this an unlikely explanation for the reduction in
CRs. The increase in the number of performed opera-
tions was not caused by a subsequent fall in consulta-
tions at the outpatient clinic, as this number increased
after the interventions.

Reduced pressure on the service could contribute to
reduced CRs [26]. In our case the number of scheduled
and performed operations increased. This increase indi-
cates that there was a corresponding increase in demand.
The capacity, measured as hours per week available for
surgery, increased until 3 months after the interventions
and then decreased, while the number of full-time
equivalents remained unchanged after the interventions.
Thus, the pressure on the service increased after the
interventions, making it unlikely that change in the ratio
between demand and capacity contributed to reduced
cancellations.

An increased tendency to over-run operating lists
after the interventions could have contributed to the
observed reduction in CRs. Data about this were not
available for the pre-intervention period. The propor-
tion of over-running lists for the ophthalmology- and
ear, nose, and throat departments was low after the
interventions, at 1.2% and 2.8%, respectively. It is
therefore unlikely that list over-runs at these depart-
ments increased after the interventions, thereby con-
tributing to reduced CRs. For the three remaining
departments, we cannot exclude the possibility that
list over-runs increased after the interventions. Before
the interventions, 4.2 cancellations per month were
due to the fact that the hospital was not able to fin-
ish the scheduled surgery list as planned. These can-
cellations could have been avoided by over-running
the lists [19]. However, there was no significant re-
duction of cancellations caused by the hospital not
being able to finish the scheduled program after the
interventions. This finding indicates that even if list
over-runs may have increased after the interventions
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it cannot be a strong factor for explaining the
observed reduction in CRs.

Factors that contributed to sustained improvements

The redesign of the surgical pathway was embedded in
the new strategies to improve the performance of the
clinical system. This integration secured a solid founda-
tion in the top management without compromising pro-
fessional entrepreneurship of middle managers and
frontline professionals. Consistent with earlier studies
[27,28], we found that this strategy created a basis for im-
provement by providing guidance about tools and techni-
ques that were important for the success of the project.

The improvement strategy was also important for se-
curing a wide representation of clinical staff in the pro-
ject groups and for setting the context for the project. In
the strategy, the top management emphasized system
improvement by equally addressing professional patient
and management quality, as well as staff satisfaction.
The inclusion of all these dimensions contributed to ac-
ceptance by clinicians and other staff, consistent with
other studies [12,29].

Improvement groups interacted in an informal net-
work across departments. This network continued after
the project period. Frontline employees were engaged in
suggesting adoptions and modifications of the interven-
tions. The presence of the middle managers in the actual
work processes allowed them to follow the implementa-
tion daily and adapt and re-implement changes when
needed. The hospital increased the effectiveness of the
interventions by adapting them to contextual changes,
as indicated by Fixsen et al. [30]. This flexibility seems
to be a key factor for sustaining the outcomes.

The optimal use of information technology contributes
to the success of high-performing institutions [31]. In
our case, the new software for planning surgery inte-
grated the schedules of all the departments thereby im-
proving the scheduling of operations for the whole
hospital.

Moreover, the surgery coordinator supported schedul-
ing of operations up to 6 months in advance by match-
ing available slots for surgery and the expected duration
of procedures based on previous experiences. The plan-
ning processes became more dynamic because waiting
lists were taken into account when assigning slots for
surgery. Altogether, these measures ensured a better
utilization of the total capacity of the operating theatres.

CRs of approximately 5% in our study are still high
compared to van Klei et al., [8] who reported a rate below
1%. Further improvements can probably be achieved by
fully implementing the aforementioned changes. The
process of scheduling surgery could likely be further
improved by applying the approach described by Pandit
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and Tavare [32] using a formula to predict the likely dur-
ation of an operating list.

Limitations

An observational and retrospective study design has the
limitation of information bias and confounding, and we
cannot prove causality between interventions and the
observed outcomes. The improvement project in our
case is an example of complex, context-dependent inter-
ventions that evolved over time. Such projects are less
suitable for strictly controlled, prospective, experimental
study designs that could avoid these limitations [33].
Nonetheless, our design makes long-term follow-up
feasible and allows us to learn from a successful case by
combining qualitative and quantitative data and different
analytical methods [34]. Therefore we found it appropri-
ate to use the chosen design.

Our calculation of the number of full-time equiva-
lents before the interventions was based upon data
from January 2008, because prior data were not avail-
able. These data might not be representative of the
pre-intervention period. However, the mean number
of full-time equivalents after the interventions was
280 compared with 279 before the interventions, indi-
cating no increase during the post-intervention
period. This finding is also supported by data from
the interviewees stating that there was no substantial
change in the number of full-time equivalents during
the study period.

We used the number of scheduled operations per
month as a measure for demand. A more precise meas-
ure for demand would have been minutes of operating
capacity needed per week, but data about this were not
available [26]. However, we argue that the number of
scheduled patients per month also reflects service de-
mand. Since the number of scheduled patients increased
after the interventions, while the capacity was reduced,
it is likely that the pressure on the service increased.

In summary, the strength of our study is the long ob-
servation time with sustained improvements. Moreover,
through our use of quantitative and qualitative methods,
we were able to identify factors that contributed to the
changes. By using statistical process control we could
demonstrate a clear association between interventions
and improvements. Data from interviews were consist-
ent across departments and professional borders and did
not reveal other organizational changes or quality im-
provement projects that could have influenced CRs. Fi-
nally, our findings are consistent with previous studies.
The hospital in our study resembles other district hospi-
tals and the interventions implemented here can likely
be adapted to other hospitals of similar size and
complexity.
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Conclusion

The redesign of the pathway for elective surgery contrib-
uted to a sustained reduction in CRs and an increased
number of performed operations. The improvement
strategy sought to improve system performance through
the involvement of frontline clinicians, use of informa-
tion technology, and engagement of middle managers,
all of which were important factors for the sustained re-
duction in cancellations of elective surgery.

Competing interests
The authors declare that they have no competing interests.

Authors’ contributions

EH had full access to all the data in the study and takes responsibility for the
integrity of the data and accuracy of the data analysis. EH, OB, and KH
conceived and designed the study. EH acquired the data. EH, CVP, and ABA
analyzed and interpreted the data. EH, CVP, ABA, and KH drafted the
manuscript. EH, CVP, OB, and KH critically revised the manuscript for
important intellectual content. EH and CVP provided statistical expertise. OB
and EH obtained funding. CVP, ABA, OB, and KH supervised the study. All
authors read and approved the final manuscript.

Acknowledgements

We thank Torbjern Arethun, Master of Science in Economics, Sogn og
Fjordane University College, for assisting with the statistical analysis.

We thank the employees and the management at Ferde Hospital for
allowing us to assess their improvement project, for giving access to data,
and for participating in interviews.

This work was supported in part by the Research Council of Norway, Sogn
og Fjordane University College, and the National Centre of Rural Medicine in
Norway. The sponsors had no role in the design and conduct of the study;
collection, management, analysis, and interpretation of the data; or
preparation, review, or approval of the manuscript.

Author details

'Institute of Social Science, Sogn og Fjordane University College, Postbox
1336851, Sogndal, Norway. “Department of Public Health and Primary Health
Care, University of Bergen, Bergen, Norway. *Department of Radiology,
Haukeland University Hospital, Bergen, Norway. “Institute of Surgical sciences,
University of Bergen, Bergen, Norway. “Department of Thoracic Medicine &
Infectious Disease, Hillerad Hospital, Hillerad, Denmark. SInstitute of Medicine,
Faculty of Medicine and Dentistry, University of Bergen, Bergen, Norway.
7Departmem of Health Studies, Faculty of Social Sciences, University of
Stavanger, Stavanger, Norway.

Received: 6 December 2011 Accepted: 18 May 2012
Published: 11 June 2012

References

1. Gillen SM, Catchings K, Edney L, Prescott R, Andrews SM: What's all the fuss
about? Day-of-surgery cancellations and the role of perianesthesia
nurses in prevention. J Perianesth Nurs 2009, 24(6):396-398.

2. Argo JL, Vick CC, Graham LA, Itani KMF, Bishop MJ, Hawn MT: Elective
surgical case cancellation in the Veterans Health Administration system:
identifying areas for improvement. Am J Surg 2009, 198(5):600-606.

3. Aaserud M, Trommald M, Boynton J: Elective surgery - cancellations, ring
fencing and efficiency. Tidsskr Nor Laegeforen 2001, 121(21):2516-2519.

4. Sanjay P, Dodds A, Miller E, Arumugam PJ, Woodward A: Cancelled elective
operations: an observational study from a district general hospital.
Journal of health organ manage 2007, 21(1):54-58.

5. Schofield WN, Rubin GL, Piza M, Lai YY, Sindhusake D, Fearnside MR,
Klineberg PL: Cancellation of operations on the day of intended surgery
at a major Australian referral hospital. Med J Aust 2005, 182(12):612-615.

6. Perroca MG, Jerico Mde C, Facundin SD: Surgery cancelling at a teaching
hospital: implications for cost management. Rev Lat Am Enfermagem
2007, 15(5):1018-1024.



Hovlid et al. BMC Health Services Research 2012, 12:154
http://www.biomedcentral.com/1472-6963/12/154

20.

21.

22.

23.

24.

25.

26.

27.

28.

29.

30.

Ferschl MB, Tung A, Sweitzer B, Huo D, Glick DB: Preoperative clinic visits
reduce operating room cancellations and delays. Anesthesiology 2005, 103
(4):855-859.

van Klei WA, Moons KG, Rutten CL, Schuurhuis A, Knape JT, Kalkman CJ,
Grobbee DE: The effect of outpatient preoperative evaluation of hospital
inpatients on cancellation of surgery and length of hospital stay. Anesth
Analg 2002, 94(3):644-649.

Rai MR, Pandit JJ: Day of surgery cancellations after nurse-led pre-
assessment in an elective surgical centre: the first 2 years. Anaesthesia
2003, 58(7):692-699.

O'Regan D, Shah S, Mirsadraee S, Al-Ruzzeh S, Karthik S, Jarvis M:
Implementation of a process-orientated multidisciplinary approach
(POMA), a system of cost-effective healthcare delivery within a cardiac
surgical unit. Qual Saf Health Care 2008, 17(6):459-463.

Langley GJ: The Improvement guide: a practical approach to enhancing
organizational performance. San Francisco, Calif: Jossey-Bass; 2009.
Qvretveit J: Integrated quality development in public healthcare. In
Continuing Education and Quality Improvement. Oslo: Norwegian Medical
Association; 1999:128.

Alexander JA, Hearld LR: What Can We Learn From Quality Improvement
Research? A Critical Review of Research Methods. Med Care Res Rev 2009,
66(3):235-271.

Coulter A, Ellins J: Patient-focused interventions. A review of the
evidence. In QQUIP Quest fo Quality and Improvement Performance. Londin:
Picker Institute Europe; 2006.

Wasson JH, Godfrey MM, Nelson EC, Mohr JJ, Batalden PB: Microsystems in
health care: Part 4. Planning patient-centered care. Jt Comm J Qual Saf
2003, 29(5):227-237.

Dexter F, Marcon E, Epstein RH, Ledolter J: Validation of statistical methods
to compare cancellation rates on the day of surgery. Anesth Analg 2005,
101(2):465-473. table of contents.

Carey RG: Improving healthcare with control charts: basic and advanced SPC
methods and case studies. Milwaukee, WI: ASQ Quality Press; 2003.

Schuster M, Neumann C, Neumann K, Braun J, Geldner G, Martin J, Spies C,
Bauer M, Group ftCS: The Effect of Hospital Size and Surgical Service on
Case Cancellation in Elective Surgery: Results from a Prospective
Multicenter Study. Anesth Analg 2011, 113(3):578-585.

Pandit JJ, Westbury S, Pandit M: The concept of surgical operating list
‘efficiency”: a formula to describe the term. Angesthesia 2007, 62
(9):895-903.

Corbin JM, Strauss AL: Basics of qualitative research: techniques and
procedures for developing grounded theory. Thousand Oaks, Calif: Sage; 2008.
Kvale S, Brinkmann S: Interviews: learning the craft of qualitative research
interviewing. Los Angeles, Calif: Sage; 2009.

Berwick DM: Improvement, trust, and the healthcare workforce. Qual Saf
Health Care 2003, 12(6):448-452.

Parhiscar A, Rosenfeld RM: Can patient satisfaction with decisions predict
compliance with surgery? Otolaryngol Head Neck Surg 2002, 126(4):365-370.
Westbury S, Pandit M, Pandit JJ: Matching surgical operating capacity to
demand using estimates of operating times. Journal of health organ
manage 2009, 23(5):554-567.

Barlow AP, Wilkinson DA, Wordsworth M, Eyre-Brook IA: An emergency
daytime theatre list: utilisation and impact on clinical practice. Ann R Coll
Surg Engl 1993, 75(6):441-444.

Pandit JJ, Pandit M, Reynard JM: Understanding waiting lists as the
matching of surgical capacity to demand: are we wasting enough
surgical time? Anaesthesia 2010, 65(6):625-640.

Batalden PB, Stoltz PK: A framework for the continual improvement of
health care: building and applying professional and improvement
knowledge to test changes in daily work. Jt Comm J Qual Improv 1993, 19
(10):424-447.

Brandrud AS, Schreiner A, Hjortdahl P, Helljesen GS, Nyen B, Nelson EC:
Three success factors for continual improvement in healthcare: an
analysis of the reports of improvement team members. BMJ Qual Saf
2011, 20(3):251-259.

Kotter JP: Leading change. Boston, Mass: Harvard Business School Press;
1996.

Fixsen DL, Naoom SF, Blase KA, Friedman RM, Wallace F: Implementation
research: A synthesis of the literature. Tampa, FL: University of South Florida,
Louis de la Parte Florida Mental Health Institute, The National
Implementation Research Network; 2005.

31

32.

33.
34.

Page 9 of 9

Donaldson MS, Mohr JJ: Improvement and Innovation in Health Care Micro-
Systems, A Technical Report for the Institute of Medicine Committee on the
Quiality of Health Care in America. Princeton: Robert Wood Johnson
Foundation; 2000.

Pandit JJ, Tavare A: Using mean duration and variation of procedure
times to plan a list of surgical operations to fit into the scheduled list
time. EFur J Anaesthesiol 2011, 28(7):493-501.

Berwick DM: The science of improvement. JAMA 2008, 299(10):1182-1184.
Grol R, Baker R, Moss F: Quality improvement research: understanding the
science of change in health care. Qual Saf Health Care 2002, 11(2):110-111.

doi:10.1186/1472-6963-12-154
Cite this article as: Hovlid et al: A new pathway for elective surgery to
reduce cancellation rates. BMC Health Services Research 2012 12:154.

~
Submit your next manuscript to BioMed Central
and take full advantage of:
¢ Convenient online submission
¢ Thorough peer review
* No space constraints or color figure charges
¢ Immediate publication on acceptance
¢ Inclusion in PubMed, CAS, Scopus and Google Scholar
* Research which is freely available for redistribution
Submit your manuscript at ( -
www.biomedcentral.com/submit BiolVed Central
J




	Abstract
	Background
	Methods
	Results
	Conclusion

	Background
	Methods
	Planning of interventions
	Study of the interventions

	link_Tab1
	link_Tab2
	Results
	Discussion
	link_Tab3
	Causes of the reduction of CRs

	link_Fig1
	Alternative explanations for the reduction of CRs
	Factors that contributed to sustained improvements
	Limitations

	Conclusion
	Competing interests
	Acknowledgements
	Author details
	References
	link_CR1
	link_CR2
	link_CR3
	link_CR4
	link_CR5
	link_CR6
	link_CR7
	link_CR8
	link_CR9
	link_CR10
	link_CR11
	link_CR12
	link_CR13
	link_CR14
	link_CR15
	link_CR16
	link_CR17
	link_CR18
	link_CR19
	link_CR20
	link_CR21
	link_CR22
	link_CR23
	link_CR24
	link_CR25
	link_CR26
	link_CR27
	link_CR28
	link_CR29
	link_CR30
	link_CR31
	link_CR32
	link_CR33
	link_CR34


<<
  /ASCII85EncodePages false
  /AllowTransparency false
  /AutoPositionEPSFiles true
  /AutoRotatePages /PageByPage
  /Binding /Left
  /CalGrayProfile (Dot Gain 20%)
  /CalRGBProfile (sRGB IEC61966-2.1)
  /CalCMYKProfile (U.S. Web Coated \050SWOP\051 v2)
  /sRGBProfile (sRGB IEC61966-2.1)
  /CannotEmbedFontPolicy /Error
  /CompatibilityLevel 1.4
  /CompressObjects /Tags
  /CompressPages true
  /ConvertImagesToIndexed true
  /PassThroughJPEGImages true
  /CreateJobTicket false
  /DefaultRenderingIntent /Default
  /DetectBlends true
  /DetectCurves 0.0000
  /ColorConversionStrategy /LeaveColorUnchanged
  /DoThumbnails true
  /EmbedAllFonts true
  /EmbedOpenType false
  /ParseICCProfilesInComments true
  /EmbedJobOptions true
  /DSCReportingLevel 0
  /EmitDSCWarnings false
  /EndPage -1
  /ImageMemory 1048576
  /LockDistillerParams true
  /MaxSubsetPct 100
  /Optimize true
  /OPM 1
  /ParseDSCComments true
  /ParseDSCCommentsForDocInfo true
  /PreserveCopyPage true
  /PreserveDICMYKValues true
  /PreserveEPSInfo true
  /PreserveFlatness true
  /PreserveHalftoneInfo false
  /PreserveOPIComments false
  /PreserveOverprintSettings true
  /StartPage 1
  /SubsetFonts true
  /TransferFunctionInfo /Apply
  /UCRandBGInfo /Preserve
  /UsePrologue false
  /ColorSettingsFile ()
  /AlwaysEmbed [ true
  ]
  /NeverEmbed [ true
  ]
  /AntiAliasColorImages false
  /CropColorImages true
  /ColorImageMinResolution 300
  /ColorImageMinResolutionPolicy /OK
  /DownsampleColorImages true
  /ColorImageDownsampleType /Bicubic
  /ColorImageResolution 300
  /ColorImageDepth -1
  /ColorImageMinDownsampleDepth 1
  /ColorImageDownsampleThreshold 1.50000
  /EncodeColorImages true
  /ColorImageFilter /DCTEncode
  /AutoFilterColorImages true
  /ColorImageAutoFilterStrategy /JPEG
  /ColorACSImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /ColorImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /JPEG2000ColorACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /JPEG2000ColorImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /AntiAliasGrayImages false
  /CropGrayImages true
  /GrayImageMinResolution 300
  /GrayImageMinResolutionPolicy /OK
  /DownsampleGrayImages true
  /GrayImageDownsampleType /Bicubic
  /GrayImageResolution 300
  /GrayImageDepth -1
  /GrayImageMinDownsampleDepth 2
  /GrayImageDownsampleThreshold 1.50000
  /EncodeGrayImages true
  /GrayImageFilter /DCTEncode
  /AutoFilterGrayImages true
  /GrayImageAutoFilterStrategy /JPEG
  /GrayACSImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /GrayImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /JPEG2000GrayACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /JPEG2000GrayImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /AntiAliasMonoImages false
  /CropMonoImages true
  /MonoImageMinResolution 1200
  /MonoImageMinResolutionPolicy /OK
  /DownsampleMonoImages true
  /MonoImageDownsampleType /Bicubic
  /MonoImageResolution 1200
  /MonoImageDepth -1
  /MonoImageDownsampleThreshold 1.50000
  /EncodeMonoImages true
  /MonoImageFilter /CCITTFaxEncode
  /MonoImageDict <<
    /K -1
  >>
  /AllowPSXObjects false
  /CheckCompliance [
    /None
  ]
  /PDFX1aCheck false
  /PDFX3Check false
  /PDFXCompliantPDFOnly false
  /PDFXNoTrimBoxError true
  /PDFXTrimBoxToMediaBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXSetBleedBoxToMediaBox true
  /PDFXBleedBoxToTrimBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXOutputIntentProfile (None)
  /PDFXOutputConditionIdentifier ()
  /PDFXOutputCondition ()
  /PDFXRegistryName ()
  /PDFXTrapped /False

  /CreateJDFFile false
  /Description <<

    /BGR <>
    /CHS <FEFF4f7f75288fd94e9b8bbe5b9a521b5efa7684002000500044004600206587686353ef901a8fc7684c976262535370673a548c002000700072006f006f00660065007200208fdb884c9ad88d2891cf62535370300260a853ef4ee54f7f75280020004100630072006f0062006100740020548c002000410064006f00620065002000520065006100640065007200200035002e003000204ee553ca66f49ad87248672c676562535f00521b5efa768400200050004400460020658768633002>
    /CHT <FEFF4f7f752890194e9b8a2d7f6e5efa7acb7684002000410064006f006200650020005000440046002065874ef653ef5728684c9762537088686a5f548c002000700072006f006f00660065007200204e0a73725f979ad854c18cea7684521753706548679c300260a853ef4ee54f7f75280020004100630072006f0062006100740020548c002000410064006f00620065002000520065006100640065007200200035002e003000204ee553ca66f49ad87248672c4f86958b555f5df25efa7acb76840020005000440046002065874ef63002>
    /CZE <>
    /DAN <>
    /DEU <>
    /ESP <>
    /ETI <>
    /FRA <>
    /GRE <>

    /HRV <>
    /HUN <>
    /ITA <>
    /JPN <>
    /KOR <FEFFc7740020c124c815c7440020c0acc6a9d558c5ec0020b370c2a4d06cd0d10020d504b9b0d1300020bc0f0020ad50c815ae30c5d0c11c0020ace0d488c9c8b85c0020c778c1c4d560002000410064006f0062006500200050004400460020bb38c11cb97c0020c791c131d569b2c8b2e4002e0020c774b807ac8c0020c791c131b41c00200050004400460020bb38c11cb2940020004100630072006f0062006100740020bc0f002000410064006f00620065002000520065006100640065007200200035002e00300020c774c0c1c5d0c11c0020c5f40020c2180020c788c2b5b2c8b2e4002e>
    /LTH <>
    /LVI <>
    /NLD (Gebruik deze instellingen om Adobe PDF-documenten te maken voor kwaliteitsafdrukken op desktopprinters en proofers. De gemaakte PDF-documenten kunnen worden geopend met Acrobat en Adobe Reader 5.0 en hoger.)
    /NOR <>
    /POL <>
    /PTB <>
    /RUM <>
    /RUS <>
    /SKY <>
    /SLV <>
    /SUO <>
    /SVE <>
    /TUR <>
    /UKR <>
    /ENU (Use these settings to create Adobe PDF documents for quality printing on desktop printers and proofers.  Created PDF documents can be opened with Acrobat and Adobe Reader 5.0 and later.)
  >>
  /Namespace [
    (Adobe)
    (Common)
    (1.0)
  ]
  /OtherNamespaces [
    <<
      /AsReaderSpreads false
      /CropImagesToFrames true
      /ErrorControl /WarnAndContinue
      /FlattenerIgnoreSpreadOverrides false
      /IncludeGuidesGrids false
      /IncludeNonPrinting false
      /IncludeSlug false
      /Namespace [
        (Adobe)
        (InDesign)
        (4.0)
      ]
      /OmitPlacedBitmaps false
      /OmitPlacedEPS false
      /OmitPlacedPDF false
      /SimulateOverprint /Legacy
    >>
    <<
      /AddBleedMarks false
      /AddColorBars false
      /AddCropMarks false
      /AddPageInfo false
      /AddRegMarks false
      /ConvertColors /NoConversion
      /DestinationProfileName ()
      /DestinationProfileSelector /NA
      /Downsample16BitImages true
      /FlattenerPreset <<
        /PresetSelector /MediumResolution
      >>
      /FormElements false
      /GenerateStructure true
      /IncludeBookmarks false
      /IncludeHyperlinks false
      /IncludeInteractive false
      /IncludeLayers false
      /IncludeProfiles true
      /MultimediaHandling /UseObjectSettings
      /Namespace [
        (Adobe)
        (CreativeSuite)
        (2.0)
      ]
      /PDFXOutputIntentProfileSelector /NA
      /PreserveEditing true
      /UntaggedCMYKHandling /LeaveUntagged
      /UntaggedRGBHandling /LeaveUntagged
      /UseDocumentBleed false
    >>
  ]
>> setdistillerparams
<<
  /HWResolution [2400 2400]
  /PageSize [595.440 793.440]
>> setpagedevice


