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Section 1.3 Adopt - Select

Due Diligence: Site Visit Plan
Use this tool to assist in arranging for and conducting site visits as part of your due diligence for evaluating vendors against your key differentiators (1.3). A secondary value to site visits is learning about implementation strategies.
Arranging Site Visits

Narrow your field of vendors further by rejecting those you are not seriously considering after the request for proposal review and the demonstrations. Typically, no more than two vendors are considered for the next step—site visits to organizations that are using the vendors’ health information technology (HIT) and are as similar to yours as possible. Site visits are expensive, so use them judiciously. Ideally, they should be of the same size and type, have the same current systems, and have implemented and fully adopted the version of the product being considered (1.3 Due Diligence: Reference Check Plan). Finding one place that exactly meets these criteria is unlikely. Find the site that is most suitable and fill in other information needed through reference checks.
In general, the vendor will arrange for a site visit. Do not be surprised, or deterred, by the fact that the vendor may pay the host to conduct the site visit. After all, if all goes well, you may also become a reference site and host visitors. The vendor role in the site visit should be minimal, at most making introductions. The rest of the time you should be on your own. If the vendor will not leave, you should assign one person on your site visit team to corral the vendor and ensure the rest of the team has an opportunity to speak frankly with the host.

Hosts will not air their dirty laundry, even if the vendor is not present. You will need to infer meaning and find diplomatic ways to inquire about issues. For instance, you could ask what the most common problem is that they have encountered with the product, rather than broadly asking what problems they have. You might ask if there are any outstanding issues they would like to see resolved and suggest that you could make that a contract issue, helping both yourself and your host. You might also ask your host, “If you had to do it all over again, what would you do differently?”

Plan on visiting a site in one day unless you are considering many applications, in which case it may extend to two days. Conclude the visit with time for your visit team to debrief, away from the site and vendor. Often the site will have an agenda they prefer to use. You may communicate with them in advance concerning the agenda, but with the exception of any special areas you would like to discuss, you generally will do well if you stick to the host’s agenda. They know their site and product best, and you must respect that your presence will be disrupting normal operations.

Site visitors should be selected from the organization’s steering committee and others to ensure a well-rounded group of individuals. Enough representatives should attend to enable all aspects of the application to be observed and discussed. 

Site Visit Data Collection Form

Although the ultimate goal is for you to complete your Key Differentiators Form during a debriefing, having a form that your team uses to gather data during their visit can be helpful. Note that you and the host will need time to become acquainted and establish rapport. Ease into your questions, potentially repeating some of the earlier questions later in the day and with several people to get a well-rounded perspective. 

Early Talking Points

Site: _______________________________ Host: ___________________ Product:______________

Representative from your organization: ____________________________ Date: ________

Caller(s) from your organization: ____________________________________ Date: ____________

Establish similarity with your organization and learn about implementation:

Verify which of the following reference criteria are met by this visit: 

( Similar bed size
( Similar number of sites 
( Similar in type (rural/urban, part of chain, specialty units)


( Same base system
( Other similar source systems
( Same version of product

1. Is the application deployed throughout your whole enterprise, or only in some settings? If not in all settings, why not?

2. How long did the vendor take to begin implementation after the contract was signed? How long did the vendor take to fully implement once implementation began?

3. Describe the implementation team you put together. How many people? What skills? What were their primary roles? How much did you customize the product?

4. How long did the average nursing staff member take to feel comfortable using the system? Were extra staff added to lighten the load during go live to allow staff to fully learn the system?

5. How long did physicians take to learn how to use their parts of the system with full competency?

6. What training methods did you use to successfully get everyone into a productive mode quickly?

7. If you had to do the implementation over again, what would you do differently?

8. Did you have to upgrade any other aspects of your information technology in order to use the application, such as your network, input devices, other? Did the vendor assist you or did you contract separately for these services?
9. What do you like most/least about the product you acquired from this vendor?
10. What is the most common problem you have encountered with the product?

Actual Demonstrations
Have the members of your organization’s site visit team fill in their perspectives about the vendor and its product(s).  
	
	Physician
	Nursing Personnel
	Administration
	IT Staff

	Screen layout easy to view integrated data/customizable
	
	
	
	

	Data entry easy to use/ability to modify/update templates
	
	
	
	

	Decision support/ability to turn on and off
	
	
	
	

	Intuitive help/tools
	
	
	
	

	Access controls/security
	
	
	
	

	Patient flow/queuing
	
	
	
	


Ongoing Maintenance and Use

Use these questions to wrap up your visit:

1. What kind of staff do you have to maintain and enhance the use of the application on an ongoing basis?

2. Does the vendor supply regular upgrades? Is the vendor responsive to proposed changes? 

3. When you have had to contact the vendor for support, how long did it take for a response that resolved the issue?

4. What savings have you achieved with the implementation of the product, and how did you go about achieving them?

5. What quality improvements are you seeing with use of the product, and how did you go about achieving them?

6. Is there an enhancement to the application that the vendor has been promising but has not delivered that we could include as a contractual condition for us that might also benefit you?

7. Is there anything else that you would like to tell us about your experience with the product? Any lessons learned or good advice? Would you do it all over again? 

For support using the toolkit
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