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Regulatory Agencies

soDivision of Select Agents and Toxins
(DSAT)

soClinical Laboratory Improvement
Amendments (CLIA)

soEnvironmental Protection Agency (EPA)




Quality Management (M)

so Continuous effort

s Measurable improvements

29

mproves efficiency, effectiveness,
performance

Jltimately improve health outcomes

-ormal QI documentation
o Accreditation
o Increased accountability
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OM Focus Areas at IBL

Customer PI’OjeCt Focus

\Service

Workforce

(\/elopment

Equipment

Quality
Management

Lab Safety ’ Document

\and Security \Control

Work Sample

Qronment — e \Testing
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Workiorce Development

> 0ngoing

soContinuing education
s Process oriented

so Institutional knowledge

s Competency assessments (CAs) for
technical staff

s> Develops current and future skills
s Standardized but flexible
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Workiorce Development

Ongoing
Training
(Competency
Assessments)
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Laboratory Competency Assessmenis

soVerify initial training
soRequired by CLIA

0o 6 months after initial training and annually
thereafter

soCan group based on similar testing
methodology

o Platforms
s«>All IBL technical staff to complete
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(A Scope at IBL

o/ annual N
assessments 21 technical staff
for 2016 <
40 platforms
_J
<
107 test
methods at IBL
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(limical Section Snapshot

-]
s SiX employees: 5 analysts, 1 manager
s 33 methods
s« 13 platforms

so Assessments:

o Average completion time: 1 hour each X 2 staff = 2 personnel
hours

o Without grouping: 111 assessments/year X 2 = 222 personnel
hours

o With grouping: 48 assessments/year X 2 = 96 personnel hours
o Grouping is 2.3 times more efficient!
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The Problem

s«oPrevious process
solLarge scope
soDiverse test menu

soMultiple regulatory agencies
o Different requirements

solmpacts staff
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The Solution

ACT

PLAN

-Modify and | -Project
adjust | platform:
SharePoint
-Build electronic
CA tool
STUDY | DO
-Evaluate usage | -Train users
-User feedback | -Users pilot test s Intent:

simple
pProcess,
Improve

compliance
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Microsoft SharePoint 2010 at IBL.

IBL SharePoint Home Site

Labs Business Ops

1DAHO DEPARTHMEMNT OF Labs

i HEALTH = WELFARE

Chemistry Clinical Lab Improvement Management Microbiology QM Safety Training Lab Safety Tip LIMS

Bureau Lists
Maint. Request Form
Quality Imp. Report

Libraries

IBL Document Drafts
Authorized IBL Docs.
Temp. & Cal. Logs
ICS

IBL Pictures

Documents

Acta IBL

Clinical Forum

Errant Samples

Forms

1BL Compendium

IBL Floor Plan

Lab Organization Chart
Patient Results Request

Tuesday, April 12, 2016

Announcements

Sending Links to Documents
by Loumeau, Wendy D. -LABS

Hawve you ever wondered how to send a link to a specific document an ShareFoint, not just the library? I discovered a handy way to do just that:

+ Hover over the title to the document you would like to link and click the arrow.
+ Howver over "Send To.”

Setting up Alerts on SharePoint
by Loumeau, Wendy D. - LABS

SharePoint alerts are notifications of changes to content on a site that you receive as email messages.
Below are the directions for setting up alerts to your profile:

1. Atthe top of the site, click your name, and then click My Settings.
2. Onthe..

(Mare Announcements...)

dF Add new announcement

IDAHO DEPARTMENT OF HEALTH & WELFARE
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3

4

Step #1: Build tool

Schedule annual assessments

Paper-based competency assessment (CA)
form

. Electronic documentation and approval
Process

. User-friendly interface
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Step #1: Outline Annual CA Schedule

List of
methods Stagger Include iR
(107) assignments training

Group to Add to
platforms SharePoint
(40)
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Step #1: Paper-Based (A Form

s« 1 page

IDAHO DEPARTMENT OF HEALTH & WELFARE

s Same for all
teC h N ica | DIVISION OF PUBLIC HEALTH
Idaho Bureau of Laboratories Competency Assessment

aSS eSS m e ntS Platform: SOP:

Analyst name: Assessor name:
T Date completed: Type of assessment: 6 month /Annual Section: Clinical / Chemistry / Microbiology
% 10 D€
T Pre-analytic (i.e., sample handling and storage, LIMS management)
e e C ro n I Ca y *  Sample/LIMS —direct observation (1) | Y/N/NA
Analytic (i.e., sample preparation and testing to test result posted in LIMS)
Y/N/NA

*  Preventative maintenance loghook—documentation review (3)
Sto re d W h e n * Instrument maintenance and function checks — direct observation (4) Y/N/NA
* Sample preparation and testing—direct observation (1) Y/N/NA

Y/N/NA

* Intermediate test results— documentation review (3)

* Review and record test results— direct observation (1) Y/N/NA
CO I I I p e e Post-analytic (i.e., tasks performed after test result posted in LIMS)
. -
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Step #1: Electronic documentation and approval

CA task assigned
in electronic
training plan

Analyst and Complete
assessor notified assessment

Approval sent to
Electronically manager, CA task marked
approved assessor, and QM as completed
team

AUTHORIZED TO

Notification email CONTINUE

sent to analyst

TESTING
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Step #1: List Feedback

“...It's helpful to be
able to quickly look it
up at your computer

rather than sift
through binders...”
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Step #1: User-friendly Interface

s 10 do list filters tasks assigned to user
s Chronological order

s Assigned tasks not completed, status symbol, and countdown

My Competency Assessment Tasks
[] Edit Analyst PCN  SOP Title Flatform [ | Analyst | | Assessor
4708 5M 92158 Heterotrophic Plate Count Enumeration by Plate Count Edk, Russell “Yoermans, Robert L.
My Competency Assessment Tasks
[] Edit Analyst PCN  SOP Title Flatform [ Analyst | | Asseszor Status Time Until Dues
4708 SM 92158 Heterctrophic Plate Count Enumeration by Plate Count Eck, Russell Voermans, Robert L. . Nat 30d 11h
Started
4708 SM 9221 B, E, & F Multiple Tube Fermentation for the Detection or Multiple Tube Fermentation Eck, Russel Voermans, Robert L. .. S 30d 10h
Enumeration of Total Coliferm, Fecal Coliform and Escherichia coli
4708 Defined Substrate (Colisure ®) for the Simultaneous Detection of Total Defined Substrate Eck, Russel Status TImE Un:tll DUE
Caliform and Escherichia coli (Environmental Samples)
i 3 30d 11h
& Add new item ‘ Mot
Started
z 30d 10h
ﬁ Mot
Started
- 91d 10h
P @ not
B * IDAHO DEPARTMENT OF HEALTH & WELFARE E-HJ:E rt'Ed
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Step #1: Interface Feedback

| ok up me have a plan and
rything we can see the plan.”
ing for the whole —CA user
g

year in one screen.”
—-CA user
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Step #2: Train Users and Evaluate Usage

Job aids for users

Training

Evaluate assessment completion
Electronic survey to users for feedback

o & W b =

Interviews for feedback
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Step #2: Develop Job Aids for Users

Schedule

6 Month Assessment
Enter initial training in Training Records list
Click Add on 6 Month Review Task == Click Edit icon => Complete all fields in
Competency Assessment Assignment section == Click Save => Complete fields
for Training Record == Click Save

Annual Assessment
Assessments scheduled by Section Manager and added by Business Analyst in CA
Tasks list for upcoming year
Start date is first day of assigned meonth and due date is last day of assigned month

Complete

Upcoming assessments appear on Training home page with status indicator and
countdown (red if overdue, green if not overdue) to the due date.

Emails sent to @analyst and assessor on start date, due date, and every two weeks
thereafter if not completed

Analyst and assessor schedule date and time for competency assessment
Assessor completes competency assessment form, saves in Competency
Assessment Forms document library, and notifies analyst.

Document

Analyst edits Competency Assessment Task
Training home page => My Competency Assessment Tasks => Click Edit icon =>
Change Status to Completed => Enter Completion Date => Check Run? On Create a
training record => Click Add Link on CA form field to attach CA form => Select file =>
Click Ok => Click Save

Training Record automatically created

Revised 12/23/2016

.Definitions

Catalog list: alisting of trainings and SOPs offarad at IBL;
includes title, category, platform, and description of training
Competency Assessment (CA) Tasks list: a repository for
scheduling and tracking completion of competency assessments;
electronic reminders are sent to analyst and assessor on the first
day of the scheduled month, the last day of the scheduled month,
and every 2 weeks thereafter if assessment has not been
completed; titled My Competency Assessment Tasks on Training
home page

Training Records list: a repository for entering and viewing
training records; trainee/analyst adds records for technical
trainings; electronic approval requests generated when Overall
Grade equals Pass; titled My Training Records on Training home
page

Competency Assessment Forms document library: a
library that contains the template for competency assessment
forms and houses completed forms

Training home page: landing page for training information
for IBL staff; shows assigned tasks for the user, the user’s training
records, and pending approvals assigned to the user

Platform: a subcategory within the training category

Approval: assigned users are electronically sent requests to
approve records; approval authorizes staff to perform test or
procedura

6 month competency assessment: required forall
technical sections; must be performed & months after initial
demonstration of competency for each test

Annual competency assessment: required for all technical
sections; performed annually for each platform

23




Step #2: Train Users

1-hour training
Objectives:

so Describe 2016 changes
to training database

so Distinguish the
differences between
initial training, 6 month
CA, and annual CA and

2016 TRAINING RECORDS AND
COMPETENCY ASSESSMENT
™ ® UrpATE

documentation .
January 2016
s Demonstrate process I L
for documenting CAs R

i DIVISION OF PUBLIC HEALTH
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Step #2: Evaluate Assessment Completion

Scheduled Assessments,
January to December 2016
93"
sc@oyed

7~ \ VRN
67 annual 26 six month
N N

VR VR VR VR
58 completed O overdue 25 completed 1 overdue
N— N— N— N—

Overall: 89% completion rate in the first year
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Step #2: Evaluate Assessment Completion

2016 Completed Competency Assessments

All Assessments Chemistry Clinical Microbiology
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Step #2: Electronic Survey for Feedback

Responsibilities of pilot users

¢¢ ©¢ ¢¢ ¢&
8¢ && &

¢¢ ©¢
¢¢ ¢

Analyst A Iyt d Assessor Did not

|Con ma(_je ) < B N - IDAHO DEPARTMENT OF HEALTH & WELFARE
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Step #2: Evaluate Assessment Completion

Reasons for Overdue Assessments

Do not recall receiving email | 0 Process Va|ua ble
Support and tools to
complete tasks

No management support | O

Do not find valuable | O

Falls off radar

Too complex

Scheduling

Other job duties

Time
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Step #2: Electronic Survey for Feedback

s Survey collected data in early 2016
s Target of 80% determined from IBL managers

Analyst "Very Comfortable" in Tasks

(2]
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e
+—
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=
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=
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—
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—
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Create training record

EC
28
(&)
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= (=
w0 O
< £
C S
—~ O
© 5
= e

Manage tasks
Scheduling
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Step #2: Electronic Survey for Feedback

s Target of 80% determined from IBL managers

Assessor "Very Comfortable" in Tasks

Approve training record

n
=
o
)
©
o
$=
+—
o
=
4+
(&)
—
o
—
()
+—
=

View assigned tasks
Schedule Outlook
Complete & upload

appointment
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Step #2: Key Informant Interviews

soMarch 2016

s 0 Interviews
o 1 analyst only
o 3 analysts and assessors
0 2 managers and assessors

s 10 questions
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Step #2: Interviews: Previous process

“It was made way too
complicated and a huge
nassle so we never
followed up with it.”
-CA user

“Most annual

assessments were
behind schedule.”
-CA user

Competency assessments
were “6-8 pages, clunky,
inefficient.”
-CA user
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Step #2: Interviews: Current process

helpful

streamlined e user friendly aII Inclusive

I consistency

efficient,onsistenc
automated

clear paperwork

e N - IDAHO DEPARTMENT OF HEALTH & WELFARE
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Step #2: Interviews: Impact

Competency assessment
tool increases...

‘ QUALITY
Confidence

.Compliance

® Communication

® Accou ntability
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Step #2: Interviews: Trends

soAutomatic email reminders
soProcedure drift

soMore consistent completion
«wSet schedule for the year
solLearning curve
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Step #3:

s Manhagement

Lessons Learned

support

so Establish goal and
make it known

Completed Competency Assessments

QM Objective: 90% by December 31, 2016

s> New process =

DIVISION OF PUBLIC HEALTH

61%
training + ongoing i 55% ~—t0a
=i 18-Oct
support e meilin
== 16-Nov
=> Frequent //\\
reminders
)29 M O nth Iy u pd ates to All Assessments Chemistry Clinical Microbiology
lab with visuals
m IDAHO DEPARTMENT OF HEALTH & WELFARE 36




Significance

s In compliance with CLIA regulations

s March 2016 (current process in place): no
deficiencies

ncreased efficiency

Reduction of variability in end product
ncreased productivity

lluminate systemic issues

3 3 %8 8 3

mproved employee morale, confidence, and
retention
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Where Do I Start? 6 Steps

Meet with key players and/or impacted staff
Reach out to other resources

Build tool/project/process

Create training materials

Train users

Provide ongoing support

Solicit feedback in all stages!

S ok~ W b B
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1. Meet With Key Players and Impacted Stafi

s Get management support

s Send questions prior to meeting, if possible:
What is your current process?

What is your goal for this project?

How will it improve/impact business practices?

Who will be impacted?

What components do you need?

What components do you want?

Obtain flowchart/diagram from requester, if possible.

s Determine scope of project: time commitment for
development and maintenance, applicability, timeline
(expectations vs. reality)

< B . IDAHO DEPARTMENT OF HEALTH & WELFARE 39
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2. Reach Out to Other Resources

s Has this or something similar been done?
o If so, can | have access to view it?

s Who is available/has interest to assist?

s Can something that has already been built be adapted for
this project?
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3. Build Tool /Process/Process

e
s lest independently
s Test with other users

s Demo to key players and impacted staff
o What changes are needed?

so Update accordingly
so Consider the end user
so Engage early adopters to pilot process

< B . IDAHO DEPARTMENT OF HEALTH & WELFARE a1
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4. (reate Traiming Materials

s PowerPoint presentation (recommended)—demo not
recommended for training

s Staff Reference Guide (e.g., flowchart; 1 page handout for
staff to take to desks)

s Hands-on component/homework assignment (users need
to test to feel comfortable)

s Add instructions/support guide for backup staff
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5. Train Users

-]
s Offer multiple training sessions if possible
s Provide timely support

s Record feedback (can improve future versions,
opportunities to improve training, etc.)
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6. Provide Ongoing Support

s Respond to inquiries quickly (screenshots with instructions
often helpful for future reference)

s Check for maintenance needs monthly or quarterly (set up
tasks/reminders)

s Revisit annually (set up tasks/reminders)
o lIs it still relevant?
o What needs to be updated?
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Conclusion

so CA tool beneficial

s> CAs to benefit individual analysts and overall
qguality of testing—Workforce Development and

QM
s |dentified areas for improvement

so Users generally positive and receptive to
change

s Solicit feedback from users
s Centralized system streamlines processes
so Planning is critical!
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(Juestions?

X 46 4

Thank you for your time!




