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Quick Changeover Roadmap 

1.1 
IDENTIFY 

TARGET AREA 

START CHANGEOVER 
EVENT 

Refer to kaizen selection 
criteria. Start  the project 

with an eye on 
Standardization  & 

Sustainability. 

1.2 
FORM 

CHANGEOVER TEAM 

1.3 
PREPARE FOR 

 EVENT 

1.4 
TRAIN 

THE EVENT TEAM 

1.14 
CONDUCT 

FOLLOW-UP 
AUDITS 

1.12 
STANDARDIZE 
CHANGEOVER 

QUICK CHANGEOVER 
EVENT  

COMPLETED 

Seek volunteers. Try to get a mix of 
50% people from target area and 

the rest from the outside. Suppliers 
are welcome. Seek Steering 

Committee support and 
considerations  

Document the Current State with photos, 
Videotape of changeover, measurements, 

and staff testimonials. Minimize opinions and 
maximize data. 

The Changeover Kaizen event starts 
here. Start the event by providing 

training to the team on Kaizen and 
Quick Changeover as it applies to your 

environment. Limit to 2 hours. 

Ensure that all changes and new procedures 
are documented. Conduct training in the 
target area to explain the new standards. 

Ensure Process Owner is trained and ready. 

An engaged management team is 
key.  Continued follow up and 

sustainability tools. 

1.15 
ESTABLISH 

NEXT TARGET  
CONDITION 

A process that is not improving is degrading. 
Process Stability is fleeting at best. 
Plan for the next improvement. 

1.5 
DOCUMENT 

CURRENT CHANGEOVER 

1.6 
SEPARATE INTERNAL 

AND EXTERNAL  

1.9 
PERFORM 7S 

Use graphical tools if possible like flow charting, 
Standard Work Document in Task Format, 

changeover Analysis, and Spaghetti Diagrams. 
Identify critical metrics and 9 wastes. Identify the 

Internal and External changeover 

Use evaluation techniques like 
Brainstorming and the “5 Why’s” to 

convert from internal to external  

1.7 
CONVERT INTERNAL 

 TO EXTERNAL  

Create two separate documents, one 
for INTERNAL and one for EXTERNAL 

changeover. Include all data, pictures, 
safety and security requirements 

1.8 
STREAMLINE INTERNAL 

& EXTERNAL 

Challenge the team to get creative . 
Use evaluation techniques like 

Brainstorming and the “5 Why’s” to 
eliminate the 9 wastes 

A team starts by removing all items and 
sorting them into “piles” The “keep”, the 

“toss”, the “donate”, and the “maybe”. This 
last one is the candidate for Red-tagging. Get 

a dumpster and throw away the “toss” pile 

1.10 
TRAIN 

TARGET AREA TEAM 

1.11 
BRING LIVE  
FINE TUNE 

Before bringing live the target area, make sure that the 
team is trained in the new processes, tasks, and skills 

to startup and sustain the changes. 

It is very probable that the changes on 
paper were not perfect. Observe and make 

changes “on –the-fly” to ensure team 
compliance and maximum benefit 

1.13 
DEVELOP / DELIVER 

REPORT-OUT 

Prepare the presentation on the morning 
of the last day of the event. Deliver that 

afternoon. Incorporate Feedback.. 


