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Formal Time Study: Instructions
A formal time study is a process of tracking the parts of individual patient visits, and the duration of each part.  You do this by listing the steps involved in a visit, and then logging the start and end times for each step, for each visit during your study period.  Collecting this data on all visits (or all of a certain type of visit) over a period of one or two weeks enables you to study patterns in patient flow – where waits tend to be long, and how parts of the visit might be better grouped or spaced to prevent backups.  “Seeing” clinic flow on paper can highlight patterns, problems and solutions that are not always obvious when you are working in the clinic, observing what is happening.     
A time study does not, by itself, solve flow problems; it does help you compare the times for visits (or parts of visits) over time, or across multiple centers, or on different days and different times.

· A simple time study can show you the overall duration of visits, and the time a client waits to be called back.

· A formal time study shows you the duration of each step in a certain visit type, including all the information a simple time study provides. It involves more work collecting and reporting the data, but it can give you more detailed information about what is working and not working.

To improve clinic flow, you might use a Flow Facilitator, or work with your staff to create a better work flow. It is recommended that you perform a time study before and after these initiatives, though, to measure progress and determine which of your efforts are actually working.   The formal time study provides a baseline measurement before you begin work to improve flow.  You can also conduct a formal time study after you’ve made changes, to determine how your efforts are working.

1. Designate a project lead who will lead the time study.  This can be a clinic manager or someone else, working in conjunction with the clinic manager.
2. Define the steps involved in each visit type  – Using the Formal Time Study Tracking Form, create a master form for each of the visit types you will be studying (this form uses certain reproductive health care visit types).  For each visit type, enter the steps involved in the visit.  For example, check-in, forms complete, patient called back, and so on.  These steps will be different for different visit types.
3. Make copies of the tracking forms, filled out with the steps for a given visit type, and copy this form to use for all patients receiving this service during the study.
4. Meet with all staff to introduce the formal time study and explain the process, the tasks involved, and who will do what.

· All staff will synchronize watches and wall clocks at the beginning of their shift.

· The study will go on for two weeks (or whatever time period the project lead has determined).

· A tracking form will be attached to every chart of selected visit types 
· At each step of the visit, staff will log begin and end time of that step on the tracking form using military time.
5. Collect data for a period of two weeks.  You can do all visits or just some visit types.  If your center has never peformed a time study before, you may want to use the first days or week of the study as a trial period, checking work on tracking forms and making any corrections to the process of data collection that are necessary.    
6. Enter data and analyze the flow.  A sample data entry spreadsheet, and  a sample report, are included.
7. Present the data. Share the findings with the entire staff, and encourage feedback about what may be causing blocks in flow and what might be done to improve flow.
8. Redesign clinic flow.  Appoint a group responsible to plan and implement changes to clinic flow, with one or two new initiatives each week.  The group should meet at least weekly to evaluate their success and plan their adjustments and next steps. 
9. Conduct another time study to check progress.  Progress should be evaluated after 4-8 weeks of focused effort to improve flow. 
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