
Best Practices
Share the best practices that you learned yesterday and will take back to your 
country!



PITFALLS
If you fall into a pit, I hope 

you learned something Lessons 

From the Pit

Barbara Chase McKinney, MD, MPH
LARC Learning Session #3

17 MAY 2017
Mbabane Swaziland



Small Test of Change: This Presentation



Talk Like TED

1. TED Talkers engage more 
directly with the audience.

2. TED Talks are story driven.

3. There's a hard stop at 18 
minutes.

https://www.ted.com/playlists/171/the_most_popular_talks_of_all



Today’s Format

Story………………………………………..

Interview..………………………………..

Knowledge Burst………………………

Discussion…………………………….... 

Reveal the Pitfall

Your colleagues did/learned

Lecture / Activity

Questions/Comments/Sharing



Today’s Topics – 5 Top Pitfalls

5 Pitfalls to Avoid

• Lack of detailed process mapping 
Most impactful project not chosen

• Not selecting the appropriate metric
for the aim

• Inadequate data collection

• Non-standardized site visits

• Not seeing the big picture

What to do differently next timeLEARN FROM



Process Mapping
Selecting the most impactful project from the start



Interview
Ruth

Lecturer at Swaziland University



Story: Patient B ”Falls through the Cracks”

VL Ordered

VL Result 
recorded at
Clinic Lab

Appointment
Scheduled/ 

Missed

EC Calls to 
Reschedule 

Appointment 

Appointment
/ Counseling

Second
Counseling 

Appointment

Next
Appointment/ 

2nd VL?

3 MAR

10 MAR

25 MAY 3 JUN

9 JUN

7 JUL 29 SEPT

VL = 61, 800 ID as High Viral Load

3 Months to Identify HVL

10 MAR 9 JUN2016



Process Mapping 
in Classroom



Go & See - Trace/Validate Process at Site 



What did we find at Moshane Clinic?
Logs, Registers, and more Logs



Process: Reported Current State

Results to 
Phlebotomist

•Record in Lab 
Specimen Log

Results to ART 
Nurse

•Review

Results to Expert 
Client

•Call to make 
appointment

Expert Client
Checks Appt. 
Register

•F/U Appointment



Where are the printed laboratory results?

NOT in the patient’s chart YES, results recorded in the lab register



Go & See - Trace/Validate Process at Site 

RESULTS 
LOST

8 METERS



Where are the printed 
laboratory results?

Tracing the patient care

Unfiled, on the expert 
client's desk (last 3 months)



The ‘Ah Ha’ Moment



Process Step What Happens? Who is 
responsible?

Duration Forms/logs Opportunity for 
Improvement

14. Receive results 
and enter in NST 
logbook; sort result 
printouts into high 
vs low VL piles

Phlebotomist 0.5 hour NST logbook; test 
result reports

Direct 
communication of 
high VL results to 
clinic and patients 
(SMS); make high 
VL results visible 
(e.g., highlight)

15. Deliver results 
to ART nurse

Phlebotomist 0.5 day In-box on wall to 
receive high VL 
reports

16. Review results 
and deliver to 
Expert Client for 
follow-up action

ART nurse 0.5 day Have one dedicated 
nurse to manage 
care of all patients 
with high VL 
results; in-box on 
wall to receive high 
VL reports

17. Call patients 
with high VL results 
and schedule 
appointment for 
clinic visit

To coincide doctor’s 
visit

Nurse/expert client 1-4 days Call log and 
appointment book

How to identify all 
high VL patients

18. Monitor call log, 
appointment book, 
and chronic patient 
files

Expert client Create a diary to 
ensure all follow-
ups are done

Filing VL Results
- Missing process step
- Missing in EC job description



Interview 
Isaac

LARC Team Member

Laboratory M & E Specialist, Malawi



Process Step What Happens? Who is 
responsible?

Duration Forms/logs Opportunity for 
Improvement

1. Check patient
in at ART Clinic

Give queue number to patient
Collect health passport (HP)
Pull Master Card  (MC) (based 
on ART #)
May give VLPR form to patient 

Clerk or Expert 
Client

Minutes Master Card (MC)
Health Passport 
HP)

VLPR Form

2. Educate patient 
on viral load 
testing / group 
talk

8-9 am group counseling Expert Client 15 Minutes –
1 Hour

Vests for ECs
Messaging asking, “Do 
you know your 
number?”
VL Posters on Wall in 
Waiting area

3. Assess patient 1) Determine height & weight 
2) Complete HP; Return  HP & 

MC to patient
3) Assess eligibility for viral 

load testing – Check EDS, 
HP, MC & ask patient if they 
have been on ART for 6 
months

4) To determine eligibility 
for viral load (VL), 
complete Viral Load 
Patient Register (VLPR) 
Form

5) Escort patient to HTC if 
eligible

Clerk or Expert 
Client

5-30 minutes Health passport
Master Card
VLPR Form

Health passport needs
specificity – Blank 
pages in some 
currently

Better for patient to 
see nurse to determine 
adherence prior to 
viral load testing

Process steps (1)



Knowledge Burst



"The first step in any 
organization is to draw a flow 
diagram (process map) to 
show how each component 
depends on others.  Then 
everyone may understand 
what their job is.  If people do 
not see the process, they 
cannot improve it." 

W Edwards Deming  
(1900-1993)



"Draw a flowchart (process map) for 
whatever you are doing.  Until you do, you do 
not fully understand what you are doing.  You 
just have a job.”

W Edwards Deming  (1900-1993) 



Project Kickoff – Two Day Overview

Day #1 Day #2

• Orientation
• Process Mapping Current State

Project Outline Completed

Process Mapping @ Site - Go and See Action Plan





Project Kickoff – Day #1

Day #1

• Overview
• “Start with Why”
• Review Viral Load Cascade
• Review Process Mapping

Process Mapping Current State

Process Mapping @ Site - Go and See

Chart Review



IMPACT / EFFORT GRID A Tool for Prioritizing Opportunities

EFFORT
Easy to Do Difficult to Do

Projects -

Detailed 

planning and 

work

Just Do It

Maybe 

some day

Just Do It if 

Impactful
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Project Kickoff – Day #2

Day #2

Summarize & Prioritize Opportunities for 
Improvement
Ask 3 Questions
Aim Statement
Metric Selection with Data Collection Tool & Plan
Elevator Speech

Action Plan
Team Roles
Set Meeting & Site Visit Dates







Action Item By whom? By When?

1. Create Hand-off Tracking Sheet Sehlephi (ICAP) July 12

2. Supply high VL in-boxes for ART clinic Dan (CDC) July 12

3. Produce site-level high VL result report by month Sindisiwe (NRL) July 13

4. Collect baseline data Hloniphile (Site) July 15

5. Revise LARC proposal Dan (CDC) July 15

6. Analyze baseline results Sindisiwe (NRL) July 29

7. Create PowerPoint for Tanzania meeting Dan (CDC) July 29

8. Send sample rejection criteria to clinic Siphiwe (NRL) July 31

9. Share VL training curriculum Katy (CDC) July 31

10. Contact CNO for national algorithm training on site Sindisiwe (NRL) August 31

11. Clarify job description for Expert Client - Include 
timely filing of viral load test results to patient charts

CNO MOH November 1

Action Plan



Metric Selection
Matching your metric to your aim



ACTIVITY • Review the Aim Statement with 
your group: 
• Is it clear? How will you know if any 

change that you implement is an 
improvement? Can you measure it? 

• Select the best metric for the 
project from the multiple choices

• Based on the metric that you 
selected, design a data collection 
tool/plan and data display

• Debrief with the group

What you will need:

Case Study: Matching the Metric (Measure) 
with the Aim

Pens

30 
MIN



Metrics – Case Studies



ACTIVITY

Case Study # 1: 
Matching the Metric (Measure) with the Aim

AIM:
Increase the proportion of ART clients accessing Viral Load 
Testing (VLT) from 38% to 80% by 30 Aug 2017.

Evaluate the Aim Statement:
How will you know if any change that you implement is an 
improvement? 
Is the aim statement clear? Are the terms defined?
Can you measure it?

If not clear or measurable, then rewrite the aim statement: 

Defend your answer:



Access – what is it and how to measure

• Access = 

• Metrics for Access
• 2nd or 3rd next available appointment

• Call Metrics – Answer time, abandonment rate, hold time, calls results in 
resolution

• Customer Satisfaction

• Wait times

• Capturing copays & insurance verification

• Pre-registration rate & registration accuracy



ACTIVITY

Case Study # 2: 
Matching the Metric (Measure) with the Aim

AIM:
To create VLT access awareness to 80% of Civil Service 
Organizations (CSOs) within Clinic X’s catchment area by Oct 
2016 

Evaluate the Aim Statement:
How will you know if any change that you implement is an 
improvement? 
Is the aim statement clear? Are the terms defined?
Can you measure it?
Is there a baseline and goal set?

If not clear or measurable, then rewrite the aim statement: 

Defend your answer:



ACTIVITY

Case Study # 3: 
Matching the Metric (Measure) with the Aim

AIM:
To increase on time starts for operating room cases from 23 % 
to 75% by 30 October 2016.

Evaluate the Aim Statement:
How will you know if any change that you implement is an 
improvement? 
Is the aim statement clear? Are the terms defined?
Can you measure it?
Is the goal realistic?

If not clear, measurable or realistic, then rewrite the aim 
statement: 
___________________________________________________

Defend your answer:



ACTIVITY

Case Study # 4: 
Matching the Metric (Measure) with the Aim

AIM:
To create VLT access awareness to 100% of clinicians at Clinic X 
by Oct 2016 

Evaluate the Aim Statement:
How will you know if any change that you implement is an 
improvement? 
Is the aim statement clear? Are the terms defined?
Can you measure it?
Is there a baseline and goal set?
Is the goal realistic?

If not clear, measurable or realistic, then rewrite the aim 
statement: 

Defend your answer:



ACTIVITY

Case Study # 5: 
Matching the Metric (Measure) with the Aim

AIM:
To have user friendly SOPs/Guidelines available in all 
consultation rooms by Oct 2016

Evaluate the Aim Statement:
How will you know if any change that you implement is an 
improvement? 
Is the aim statement clear? Are the terms defined?
Can you measure it?
Is there a baseline measure and goal set? 
Is the goal realistic?

If not clear, measurable or realistic, then rewrite the aim 
statement: 

Defend your answer:



Data Collection
Creating a Data Collection Tool & Plan

Displaying Your Data



Interview
Victor

LARC Team Member

M & E Specialist, Tanzania



Data Collection Tool



Data Collection Plan



In God we trust, 
all others must 
bring data…

W Edwards Demming





Metrics



Results

Switch to Nurse
Room Captains



Results



RESULTS



Voice of Customer Survey



Site Visits
Conducting a site visit



Site Visit 

Pitfalls



ACTIVITY • Create a list of activities for a site 
visit including:
• All the activities that your LARC 

Team accomplished at your site

• Any other activities that you think 
are good ideas or important to 
include

• Any best practices

• Work with your table group 

• Debrief with the entire group

What you will need:

Flip Chart Page

Marker

15 
MIN



Seeing the Big Picture
How to assess patient care in a clinic site



Story: Patient  A ”Falls through the Cracks”

VL Ordered

VL Results
reported

Appointments-
No results 
mentioned

Appointment / 
VL results 

noted; Submit 
request for 2nd

line Tx

Committee
denies request 
to switch to 2nd

line Tx
Next

Appointment/ 
2nd VL?

27 MAR

7 MAY 2015

17 JUN 19 AUG

5 JUN 2016

8 JUL 20 JUL

VL = 31,970 ID as High Viral Load

1 Year to Identify High Viral Load

7 MAY 5 JUN



Trace the patient



Viral Load recorded in 
patient’s chart, but no 
action taken for 2 
visits



Algorithm sent to Clinic 

• Only 1 staff 
received any 
training 
implementation of 
the algorithm

• Early draft 
circulated with 
different viral load 
cutoffs (3,000 vs 
1,000)



Viral Load ordered on 
all newly diagnosed 
pregnant HIV+ 
patients



Low viral load volume 
at this site

Site given a monthly 
quota for viral load 
testing; Questions as to
who should be tested

< 5 viral load tests 
ordered per month



‘Ah Ha’ Moment



What we discovered at 
MCH Clinic

Training
• Training to one person, but no 

transmittal to other staff

Algorithm
• Unclear on when VL is to be 

ordered

• Draft algorithm circulated

• No register to track when VL 
required/ordered/received

Patient Engagement information 
• No materials to encourage 

patient viral load demand or 
questions



ACTIVITY

• Write a problem statement

• Use only 15 words

• Work with your table group 

• Debrief with the entire group

What you will need:

Paper

Pen

5 MIN



Problem Statement – 15 Words



Interview
Winnie



Learning Burst



What is this project 
about?

“Viral load 
suppression for 
patients”
Mapopa Kenneth Kapira, HDA 



The Viral Load Cascade

Sample 

Transport

Laboratory 

Testing

Result 

Reporting & 

Interpretation 

by Clinician

Patient 

Management

Specimen 

Collection & 

Processing

Demand 

Creation for 

Testing



Process / Measurement

Process 
Step #1

Process 
Step #2

Process 
Step #3

OUTCOME

Process Measures
Outcome 
Measures



The Viral Load Cascade

Sample 

Transport

Laboratory 

Testing

Result 

Reporting & 

Interpretation 

by Clinician

Patient 

Management

Specimen 

Collection & 

Processing

Demand 

Creation for 

Testing



Let’s apply this to 
the the viral load 
cascade?

What would be the 
outcome measure?

What would be process 
measures?



How do we truly understand the 
outcome of our viral load cascade 
process?



Assessing our 
patient care

• Look at the evidence

• Look at the care provided

• Look at the care documented



Country Algorithm
Does the care provided follow the country algorithm?



ACTIVITY • Review the Patient Chart (File, 
Master Card, etc.)

• Find the information needed to 
trace the patient care

• Complete the Chart Review 
Template

• Debrief with the group

What you will need:

Patient Chart

Chart Review Template

Pens

15 
MIN



Viral Load Results
10 March 2016

223,888



Chart Review Template
Viral Load Cascade – Result Reporting & Patient Management
Patient # VL  #1 

Ordered / 
Drawn 
Date

Date VL 
Returned 
to Chart

Date VL 
Noted by 
Clinician / 

Action

IAC (or 
EAC) #1

IAC (or 
EAC) #2

IAC (or 
EAC) #3

VL #2
Ordered / 

Drawn 
Date

Is VL 
Suppressed?? 

/ Action



Patient Tracing / Chart Review
4/5 patients did not have High VL follow up per country algorithm

Patient
VL Result / Date 

Validated Clinic Visits / Adherence% /
Drug Supply

IAC VL #2

A 1,653 copies
17 Aug 2015

5 Jan 2017
No Result

B 223,888 copies
10 Mar 2016 (C) 
9 May 2016 (V) 

16 Jun 2016 / 93% / 3 mo.
29 Sep 2016 / 85% / 3 mo.

29 Dec 2016 / 101% / 3 mo.

IAC #1 – 23 Mar 2017

C 6,588 copies
2 Nov 2016

5 Jan 2017
No Result

D 82,201 copies
4 Nov 2016

IAC #1 - 25 Jan 2017 
IAC #2 – 15 Feb 2017
IAC #3 – 15 Mar 2017

Drawn 12 April 2017

E 17,863 copies
28 Feb 2017

16 Feb 2017 / 96% / 3 mo.

C = Sample Collected, V = Sample Validated by Laboratory



Chart Templates –
Country Examples

EAC Form



Chart Templates –
Country Examples

EAC Form



Chart Templates –
Country Examples

Visit Record





Today’s Topics – Wrap Up

5 Pitfalls to Avoid Learn from

• No detailed process mapping 
Best project

• Not selecting the appropriate 
metric for the aim

• Inadequate data collection

• Non-standardized site visits

• Not seeing the big picture

What to do differently next time



Today’s Topics – Wrap Up

5 Pitfalls to Avoid Learn from

• No detailed process mapping 
Most impactful project not 
chosen

• Not selecting the appropriate 
metric for the aim

• Inadequate data collection

• Non-standardized site visits

• Not seeing the big picture

What to do differently next time

• Create detailed process map of 
entire cascade – See & Understand 
process  Improve Process

• Select a metric that matches your 
aim

• Create data collection tool based 
on metric

• Create/Use Site Visit Checklist

• Perform Chart Review



Control Plan

Why is this so important?



Control Plan
ELEMENTS OF 
A CONTROL 
PLAN

Process 
Owner

SOP for 
New process

Ongoing Plan for 
Monitoring of metrics 

What will you do 
if metrics do not 
maintain goals?

Communication of 
Results

Details Who will 
own/monitor 
the process 
when the 
LARC cycle is 
over?

State/show 
your new 
process in 
enough detail 
that other 
sites could 
implement 
the new 
process

How often will you 
monitor the project
measures? Where will 
the measures be 
presented? (i.e. Name 
a specific meeting or 
management group)

You must know 
what you will do if 
your metrics drop 
below the goal. 
Give specific 
details.

Specific plans on 
who/when you 
will present your 
results?

Your Control 
Plan



Award Ceremony

Change Management Award LARC Baby Award



Thank You / Obrigado


