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Resource and cost constraints in hospitals demand thorough planning of operating room
schedules. Ideally, exact start times and durations are known in advance for each case.
However, aside from the first case’s start, most factors are hard to predict. While the role of
the start of the first case for optimal room utilization has been shown before, data for to-fol-
low cases are lacking. The present study therefore aimed to analyze all elective surgery
cases of a university hospital within 1 year in search of visible patterns. A total of 14,014
cases scheduled on 254 regular working days at a university hospital between September
2015 and August 2016 underwent screening. After eliminating 112 emergencies during
regular working hours, 13,547 elective daytime cases were analyzed, out of which 4,346
ranked first, 3,723 second, and 5,478 third or higher in the daily schedule. Also, 36%
of cases changed start times from the day before to 7:00 a.m., with half of these (52%)
resulting in a delay of more than 15 min. After 7:00 a.m., 87% of cases started more than
10 min off schedule, with 26% being early and 74% late. Timeliness was 15 + 72 min
(mean + SD) for first, 21 + 84 min for second, and 25 + 93 min for all to-follow cases, com-
pared to preoperative day planning, and 21 + 45, 23 + 61, and 19 + 74 min compared to
7:00 a.m. status. Start time deviations were also related to procedure duration, with cases
of 61-90 min duration being most reliable (deviation 9.8 + 67 min compared to 7:00 a.m.),
regardless of order. In consequence, cases following after 61-90 min long cases had the
shortest deviations of incision time from schedule (16 + 66 min). Taken together, start times
for elective surgery cases deviate substantially from schedule, with first and second cases
falling into the highest mean deviation category. Second cases had the largest deviations
from scheduled times compared to first and all to-follow cases. While planned vs. actual
start times differ among specialties, cases of 61-90 min duration had the most reliable start
times, with neither shorter nor longer cases seeming to improve timeliness of start times.

Keywords: operating room scheduling, timeliness, case duration, incision time, resource utilization

INTRODUCTION

Health industries worldwide experience dramatic cost-pressure. Abundant changes in hospital
financing require concurrent efforts to increase efficiency throughout entire organizations. Physicians
are often at the forefront of such action (1). Operating theaters in particular require thorough plan-
ning to streamline management of highly complex and expensive processes. Based on agreed-upon
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standardized times in Germany, tasks of process analysis and
improvement have often been left to anesthesiologists (2, 3).

It has been shown before that timeliness of operating room
(OR) planning processes and adherence to scheduled times
are crucial for efficient time utilization within large centralized
OR units. Determining factors include variation of start times,
case durations, and room turnover times. Both turnover times
between cases (4, 5) and reducing variation of case duration has
been studied in depth, in order to accomplish reliable planning
(6). Different models have been applied to individual datasets in
order to achieve the basis for reliable and reproducible scheduling
of OR cases (7). Ideally, both exact start times and durations of
cases are known in advance for each case, surgeon, and supporting
team of nurses and anesthesiologists. Ultimately, incentives may
be needed to encourage OR timeliness, with key responsibilities
shared between all parties involved (8).

Adherence of scheduled first cases to planned times were
studied for potential effects on OR utilization (9). However, times
for to-follow cases are harder to predict, and data for varying start
times and durations of these cases are lacking. The present study
therefore aimed to analyze a year of elective surgery cases of a
university hospital for deviations from planned times for all elec-
tively planned cases in relation to order, duration, and start time.
The goal of the present study was to unveil underlying patterns
and thereby improve future OR scheduling.

MATERIALS AND METHODS

The present observational study aimed to merely describe adher-
ence of case start times to scheduled times in relation to various
recorded parameters.

Data Source

Universititsmedizin Greifswald is a 900-bed hospital, providing
care for three counties and about 250,000 people. It operates a
total of 22 ORs and performs about 20,000 surgical procedures
per year. All OR scheduling, coordination, and final documenta-
tion is carried out via a server-based OR management software
(myMedis®, CARUS GmbH, Norderstedt, Germany). Data are
approved on-site and eventually integrated into billing and
long-term storage formats. For the purpose of the present study,
the database was mined using database software (MS Access,
QlikView), with datasets being extracted in readable format (MS
Excel) for further processing and analysis.

Data Processing

All cases saved within 12 consecutive months were extracted
and subsequently underwent screening for elective status. All
cases that started between 7:30 a.m. and 4:00 p.m. were included.
Daytime emergency cases were eliminated from the database in
preparation for final analysis. In a next step, cases were assigned
to individual specialties and their respective order for the preop-
erative day planning status. Changes from planned to real start
times were noted with respect to change in order. In addition,
all respective planning time points (entries into the system) were
extracted and assigned to the cases.

Data Analysis

Cases were categorized for being first, second, or higher in
planning status, and according to planned duration, respectively
(10). Each case was analyzed for potential deviation from planned
start time, and the delay assigned to specific cohorts depending
on being early or late, and how much so (in 30-min increments,
for practical reasons). In order to exclude irrelevant deviations
from scheduled start time, all instances of more than 10-min
deviation from scheduled start time were defined as relevant,
again in 30-min increments (11). Consequences of these assign-
ments toward the timeliness were analyzed. Finally, the combined
influence of the length of the previous procedure and the plan-
ning time were analyzed.

RESULTS

Case Selection and Processing

A total of 14,014 surgical cases, which were scheduled on 254
regular working days at Universititsmedizin Greifswald between
September 2015 and August 2016 were screened for elective
status. After 467 emergency cases occurring during daytime had
been eliminated from the database, 13,547 elective surgery cases
were included in the final analysis.

On the day before surgery, 4,346 cases were first, 3,723 cases
were second, and 5,478 cases ranked third or higher in the daily
schedule (Figure 1A). A total of 36% of cases changed their
planned start times the day before surgery to the next morning
7:00 a.m., with almost 52% of these resulting in a delay.

Deviations of Start Times

After 7:00 a.m., a total of 87% of cases started more than 10 min
off their originally planned time, which was considered significant
for the purpose of this study (Table 1). Out of these, 24% started
earlier and 76% later than planned. In relation to the position in
the daily schedule, the percentage of cases with a deviation of
the incision time of more than 10 min was similar (86%). The
percentage of cases starting earlier increased with the position in
the schedule (Table 1).

Deviations of start times for first cases was 15 + 72 min, for
second cases 21 + 84 min, and for all to-follow cases 25 + 93 min,
when compared to preoperative day planning. These times were
different when compared to same-day planning status with
21 + 45 min for first cases, 23 + 61 min for second cases, and
19 + 74 min for all to-follow cases (Figure 1B). The morning
status includes all overnight changes to the schedule and was
henceforth used as reference.

Deviations of Case Durations

The duration of surgical cases deviated from the scheduled time
allotted to do the case (Figure 2), with shorter procedures having
fewer deviations on average. Delays in start times in relation to
schedule obviously build on each predecessor (Figure 3A). First
cases, therefore, influence all to-follow cases, assuming the dura-
tion of cases is planned properly. Thus, duration of cases is equally
important for OR time utilization and usually translates directly
into the to-follow start times.
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FIGURE 1 | Total number of cases per position in daily schedule (A), and deviations of incision time depending on the planned order in the daily
schedule (B). Given the different specialties operating different numbers of cases per day and room, first and second cases represent the majority of cases, with
third and to-follow cases taken together still representing a respectable number. Mean deviations of incision times from scheduled times vary with their respective
order, with second cases being most unreliable.

TABLE 1 | Number of cases with a deviation of incision time of more than Deviations in start time were also related to duration of the
10 min depending on the position in the daily schedule. procedure (Figure 3B). Cases of 61-90 min in length were found
Position  Number of In Earlier than Later than to be most reliable with respect to starting at planned time (mean
in daily cases with  percentage scheduled  scheduled time deviation 9.8 + 67 min compared to the 7:00 a.m. plan), regard-
schedule deviation of all cases time less of order.

1 3,739 86 319 (8%) 3,420 (92%) . .

2 3,124 84 777 (24%) 2,347 (76%) Amalgamation of Start Times

3 2,329 86 779(33%) 1,550 (67%) and Durations

4 1,319 86 499 (37%) 820 (63%) The timali " .+ the dailv schedule also d d N
5 582 36 238 (40%) 344 (60%) e timeliness of cases in the daily schedule also depends on the
All cases 11,836 87 3,066 (25%) 8,770 (75%) compliance of ORs with scheduled case durations. In response

, _ — P to the prolongation of previous cases, incision times of following
The relative number of cases with relevant deviations of incision times from schedule .
remains constant over different positions in the daily schedule. The distinction between cases may be delayed also. Cases following after short (less than
earlier and later cases is a relative increase in cases started earlier than scheduled. 30 min planned duration) cases display the highest deviations
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FIGURE 2 | Deviation of case durations from schedule. Scheduled case
durations deviate from data documented in the operating room system, with
short- and medium-length cases obviously being somewhat more reliable
than longer ones.

(means of more than 40 min, Figure 3C). In contrast, incision
times after cases with estimated durations between 61 and
90 min and more than 180 min were more accurate (16 + 66 and
10 + 82 min).

Influence of Planning Time on Start Time

Accuracy

Assuming that every elective surgery should be scheduled not
later than 4:00 p.m. on the previous day, the influence of the
day of planning in relation to the timeliness was analyzed. The
average case was planned 20 days in advance, and the deviation
of procedure start times increased with the time difference
between planning and operation days (mean 21.5 min, short-
est deviation 13.5 min for 2 days difference, longest deviation
27.6 min for more than 49 days difference). In relation to the
planned length, the 61-90 min cases showed the shortest dura-
tion of planning in advance and also the lowest deviation of
start times.

DISCUSSION

The present study analyzes a cohort of elective surgery planning
data of a single center over 1 year with respect to potential influ-
ence on timeliness of case start times, number of cases done in
a room per day, and inherently, time utilization. In addition to
known factors influencing such outcome, like start time of the
first case, the study addressed factors like buildup of delay, dura-
tion of cases, and the co-play of delayed incision and planning
errors with respect to duration of earlier cases. The study intends
to empower OR managers to base their decisions on more evi-
dence than there is currently available (2).

The number of scheduled cases starting more than 10 min
later than originally scheduled is overwhelmingly high. This is
particularly important for first cases, which have been shown
before (9, 12). Start times for cases starting second or later show
sum effects of both early and late start times. However, this does
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FIGURE 3 | Deviation of case duration (A) and incision times from
schedule depending on duration of scheduled cases (B) and duration
of previous cases (C). The duration of cases just over an hour in length are
most correctly predicted by surgeons (A). Mean deviations of start time from
schedule vary with duration of the scheduled cases, with medium-length
cases being the more reliable than either short or extra-long cases (B). Mean
deviations of start time from schedule also vary with duration of the previous
cases, again with medium-length cases being the more reliable than either
short or extra-long cases (C).

not result in increased timeliness. Cases starting second tend
to have the longest delays, compared to first and all to-follow
cases. Whether this phenomenon is in itself predictive of poor
planning quality warrants further investigation. Nevertheless,
all cases following the second one build on the duration of
previous cases as well as turnover times, with potentially addi-
tive effects for start times. Interestingly, both start times and
durations of later cases tend to be no less accurate estimates
than for earlier cases, since the mean deviations from scheduled
start times decreased from the third case onward, which has not
been shown before.
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Planning a case in advance does not “protect” it from starting
late—compared to recently scheduled cases. Even though there
is no evidence in the literature supporting this finding, both OR
managers and surgeons seem to adhere to long-term planning.
Deviations from start time are also associated with deviations in
duration of a case, with both parameters being lowest in the group
of 61-90 min. Estimates of surgeons regarding prospective case
durations are known uncertainties, which are not readily acces-
sible to predictive modeling (13).

Taken together, start times for elective surgery cases are planned
overly optimistic for the majority of cases, with first and second
cases being in the highest mean deviation category. Second cases
are not more predictive of planning success than to-follow cases
in the institution analyzed. While planned vs. actual start times
differ widely over surgical specialties, neither ultra-short nor
extra-long cases seem to ease timeliness of case start times. Early
planning of medium-length cases results in the most predictive
procedure in terms of start time and duration of the case.

ETHICS STATEMENT

The data analysis was performed as a measure of quality control.
No individual patients or providers were analyzed, and there

REFERENCES

1. Rosenbaum L, Lamas D. Cents and sensitivity - teaching physicians to think
about costs. N Engl ] Med (2012) 367:99-101. doi:10.1056/NEJMp1205634

2. Baumgart A, Schupfer G, Welker A, Bender HJ, Schleppers A. Status quo
and current trends of operating room management in Germany. Curr Opin
Anaesthesiol (2010) 23:193-200. doi:10.1097/ACO.0b013e328336b8b4

3. Dexter E Epstein RH. Associated roles of perioperative medical directors
and anesthesia: hospital agreements for operating room management. Anesth
Analg (2015) 121:1469-78. doi:10.1213/ANE.0000000000001011

4. Dexter E Epstein RH, Abouleish AE, Whitten CW, Lubarsky DA. Impact
of reducing turnover times on staffing costs. Anesth Analg (2004) 98:872.
doi:10.1213/01.ANE.0000107000.12376.1F

5. Hanss R, Buttgereit B, Tonner PH, Bein B, Schleppers A, Steinfath M, et al.
Overlapping induction of anesthesia: an analysis of benefits and costs.
Anesthesiology  (2005)  103:391-400.  doi:10.1097/00000542-200508000-
00023

6. Stepaniak PS, Heij C, Mannaerts GH, De Quelerij M, De Vries G. Modeling
procedure and surgical times for current procedural terminology-anesthesia-
surgeon combinations and evaluation in terms of case-duration prediction
and operating room efficiency: a multicenter study. Anesth Analg (2009)
109:1232-45. doi:10.1213/ANE.0b013e3181b5de07

7. 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. Eur
J Anaesthesiol (2011) 28:493-501. doi:10.1097/EJA.0b013e3283446b9c

8. Rosenberg J, Fuchs-Buder T. Next step in cost containment of public hospital
economy could be merging of anesthesia and surgery budgets. Front Surg
(2016) 3:41. doi:10.3389/fsurg.2016.00041

was no assignment to different groups or change in standard
of care.

AUTHOR CONTRIBUTIONS

CB and KM designed the study, analyzed the data, wrote the
manuscript, and approved the final manuscript version to be
published. DR helped with study design, data acquisition and
analysis, and manuscript preparation and approved the final
manuscript version to be published. KH helped with study
design and data acquisition and analysis, critically revised the
manuscript, and approved the final manuscript version to be
published. SF helped with study design and data analysis, criti-
cally revised the manuscript, and approved the final manuscript
version to be published. All authors agreed to be accountable for
all aspects of the work in ensuring that questions related to the
accuracy or integrity of any part of the work are appropriately
investigated and resolved.

FUNDING

The study was funded solely by institutional resources.

9. Lebowitz P. Schedule the short procedure first to improve OR efficiency.

AORN ] (2003) 78(651-654):657-9. doi:10.1016/S0001-2092(06)60671-6

10. GroteR, Sydow K, Walleneit A, Leuchtmann D, Menzel M. Quality of OR plan-
ning. Der Andsthesist (2010) 59(6):549-54. doi:10.1007/s00101-010-1726-6

11. Schuster M, Pezzella M, Taube C, Bialas E, Diemer M, Bauer M. Delays in
starting morning operating lists: an analysis of more than 20,000 cases in
22 German hospitals. Dtsch Arztebl Int (2013) 110(14):237-43. doi:10.3238/
arztebl.2013.0237

12. Dexter EU, Dexter F, Masursky D, Garver MP, Nussmeier NA. Both bias and
lack of knowledge influence organizational focus on first case of the day starts.
Anesth Analg (2009) 108:1257-61. doi:10.1213/ane.0b013e31819a6dd4

13. Eijkemans M]J, Van Houdenhoven M, Nguyen T, Boersma E, Steyerberg EW,
Kazemier G. Predicting the unpredictable: a new prediction model for oper-
ating room times using individual characteristics and the surgeon’s estimate.
Anesthesiology (2010) 112:41-9. doi:10.1097/ALN.0b013e3181c294c2

Conflict of Interest Statement: The authors declare that the research was con-
ducted in the absence of any commercial or financial relationships that could be
construed as a potential conflict of interest.

Copyright © 2017 Balzer, Raackow, Hahnenkamp, Flessa and Meissner. This
is an open-access article distributed under the terms of the Creative Commons
Attribution License (CC BY). The use, distribution or reproduction in other forums
is permitted, provided the original author(s) or licensor are credited and that the
original publication in this journal is cited, in accordance with accepted academic
practice. No use, distribution or reproduction is permitted which does not comply
with these terms.

Frontiers in Medicine | www.frontiersin.org

April 2017 | Volume 4 | Article 49


http://www.frontiersin.org/Medicine
http://www.frontiersin.org
http://www.frontiersin.org/Medicine/archive
https://doi.org/10.1056/NEJMp1205634
https://doi.org/10.1097/ACO.0b013e328336b8b4
https://doi.org/10.1213/ANE.0000000000001011
https://doi.org/10.1213/01.ANE.0000107000.12376.1F
https://doi.org/10.1097/00000542-200508000-
00023
https://doi.org/10.1097/00000542-200508000-
00023
https://doi.org/10.1213/ANE.0b013e3181b5de07
https://doi.org/10.1097/EJA.0b013e3283446b9c
https://doi.org/10.3389/fsurg.2016.00041
https://doi.org/10.1016/S0001-2092(06)60671-6
https://doi.org/10.1007/s00101-010-1726-6
https://doi.org/10.3238/arztebl.2013.0237
https://doi.org/10.3238/arztebl.2013.0237
https://doi.org/10.1213/ane.0b013e31819a6dd4
https://doi.org/10.1097/ALN.0b013e3181c294c2
http://creativecommons.org/licenses/by/4.0/
http://creativecommons.org/licenses/by/4.0/

	Timeliness of Operating Room Case Planning and Time Utilization: Influence of First and To-Follow Cases
	Introduction
	Materials and Methods
	Data Source
	Data Processing
	Data Analysis

	Results
	Case Selection and Processing
	Deviations of Start Times
	Deviations of Case Durations
	Amalgamation of Start Times 
and Durations
	Influence of Planning Time on Start Time Accuracy

	Discussion
	Ethics Statement
	Author Contributions
	Funding
	References


