Clinical Laboratory                                                                                                      QM-135-AR 


TITLE: PLAN OF CARE – PERSONNEL AND STAFFING
PURPOSE: To define the level of personnel, staffing patterns for all shifts and personnel responsibilities.

SCOPE: This applies to Alamance Regional Medical Center main laboratory staff.
STAFFING PLAN:  One tool used to help evaluate staffing requirements is to review billable test volumes as compared to the Premier Labor Productivity Comparison Report.  Annually, the scope of service of the peer comparative group is verified and differences identified.  Adjustments to the target number of FTEs may be made or explanations/clarifications are provided for the variance. The staffing plan is evaluated, at a minimum, during the budget process for the coming year.  During the evaluation process, opportunities for improvement are identified and strategic plans developed.  The staffing plan is also evaluated with personnel, scope of service, performance monitor outcome, and constant volume changes.  Appropriate actions are taken.  The laboratory manager and supervisor are responsible for the staffing pattern.

All technical staff, with the exception of the section leaders are classified as generalists and are proficient in at least two or more laboratory disciplines. Therefore, technicians and technologists can be relocated to the discipline experiencing workload increases. Casual part-time employees are used to augment regular part time and full time positions when workload increases or scheduling problems present. If no casual part time employees are available, adequate staffing is maintained by using overtime. The following schedule is a minimum staffing level for each shift in the clinical lab:

	
	Day or 1st shift
	Evening or 2nd shift
	Night or 3rd shift

	TECH
	5 M-F

4 S/S and holidays
	4 

	2

	Phlebotomy


	4 M-F

3 S/S and holidays
	4 M-F
3 S/S and holidays
	3


Note: There must be at least one processor included within the phlebotomy staff. This may be accomplished by all phlebotomists, or 1 processor and the rest phlebotomists.

M - F minimum for basic weekday departmental coverage is 5.0 MT/MLT’s.

Blood Bank – 1.0

Hematology – 1.0                     Microbiology/Floater – 1.0    
Chemistry – 1.0

Coagulation/Urinalysis – 1.0

First shift, Monday - Friday routinely will have more MT, MLTs on a daily basis to provide for quality reviews, problem solving, performance improvement, training, students, educational programs, and many accreditation requirements.

Normally, two supervisors and one director are on duty.

Scheduled and unscheduled absences will cause variations in staffing during the regular workweek.

A supervisor/designee is on-call at all times to ensure adequate staffing and guidance for technical problems. The Laboratory Medical Director, or the on-call pathologist, is on call at all times for technical and administrative support.
In the event the schedule has the potential to drop below the stated minimum staffing volumes, every effort will be made to replace and fill the vacancy. This will be done by calling in volunteer staff or having staff on site remain and the next shift come in early. 
Supervisors may also fill the opening.

PERSONNEL SCHEDULE: ScheduleAnywhere.com is utilized to create personnel schedules. Staff have access from any computer with internet service. The schedule is maintained by the management staff with minimum of 2 weeks posted at all times.

It is permissible and encouraged for staff to trade days off, etc. with peers to better accommodate their personal needs.  However, specific issues must be resolved.  Additional work hours are not to be created nor additional shifts or bonus pay.  Special assignments, projects, required education and in-services, and required departmental or hospital meetings also must be taken into account.  Any time that an employee is not on duty as scheduled is considered benefit time and is to be requested in advance.  Such time not requested is considered unscheduled time.  A supervisor must approve all schedule changes.
Technical and phlebotomy staff rotate weekends. Few positions do not require weekend rotations and are determined when the position is posted/filled. The frequency of the weekend team rotation may change due to the number of staff allowed for the department as well as the number of staff required to effectively carry our weekend operations.  

Holiday teams are posted with team members and scheduled holidays for the upcoming year. The holiday schedule is for the calendar holiday for first and second shifts.  Third shift holiday is the holiday eve.  Team rotations are established as fairly as possible and so that a team does not repeat Christmas two years in a row.  The team concept for holidays allows staff the ability to determine their holidays far in advance.  This facilitates planning benefit time.  
Holiday team and Weekend team mix and rotation may require adjustment based on skill mix of employees. Any permanent changes to staff hours or will occur after 30 days written notice to the employee.

Schedule openings (openings created by scheduled absences or insufficient staffing levels) are handled on a voluntary basis first. Only employees with the necessary job skills will be allowed to work the open position.  Should the volunteer system fail, employees will be drafted based on job skills, the entire schedule needs, and the specific employees existing schedule. Drafting must be done 2 weeks prior to the date needed.  In such cases, staff will be drafted on a rotating basis as much as possible.  In general, coverage is preferable by an employee who regularly works the shift.  Supervisor discretion is used to determine the approach best for the employees and the departmental operations.

Benefit requests will not be granted when the staffing level will be taken below the established minimum except by supervisor discretion.  Supervisors and manager are to coordinate their benefit requests so that one is on duty, except in special circumstances and with Medical Director approval.  It is also the supervisor’s responsibility to arrange for supervisor call if the supervisor assigned will not be available. Benefit time will not be granted for your scheduled holiday. Staff rotating weekends will not be granted benefit time for their weekend.

Benefit time is requested through the ScheduleAnywhere.com program. Requests will be granted by the earliest request.  All requests possible will be granted. Requests will be acted on and returned to the employee as soon as possible.  Christmas holiday requests will also be considered based on previous Christmas holiday time off to allow equal participation in this holiday benefit time.   

Break and Meal time should be appropriate for staffing, workload and time of arrival.
·   4:00 AM arrivals are to take a meal break about 7:00 - 9:00 AM.  

· 6:00 AM arrivals are to take an early meal (11:30 AM) so the 7:00 AM arrivals can get their meal before the 1:30 PM.

· Only one employee per section is to take a meal break at a time.  If only one employee is in a section for the day, it will be necessary to get someone to cover the section during the meal break.

· Breaks are not to be taken until 2 hours after reporting to work.
· Breaks are not to be taken within the last 1 ½ hour prior to end of shift.

· Meal breaks are 30 minutes.

· Breaks are 15 minutes. 

· Meal breaks/breaks may not be used to shorten a workday, either at the beginning or the end of a shift.
The personnel schedule is on-line and bench assignments denoted.  The employees are expected to perform all QC, instrument maintenance, clerical procedures, etc., that are part of that section’s operational procedures, in addition to the patient testing.  Prior to 8:00 AM, techs are expected to work in whatever areas they are needed.  The supervisor/designee will evaluate the workload and staffing upon arrival at 7:00 AM and direct duties as deemed appropriate.  One tech will report negative blood cultures as close to 6:00 AM as morning run workload allows.

Daily maintenance, QC, and breaks are not to be done or taken until after 8:00 AM unless workload allows.  The bench assignments are effective after 8:00 AM.  Testing priorities during the early AM hours are STATS, timed orders, early Blood Bank orders for surgery, negative blood cultures, new positive blood cultures, and 4:00 AM orders.  The laboratory is committed to result the following tests by 7:00 AM:

· Met B (Basic Metabolic Panel)

· APTT and PT

· Urinalysis W/O Microscopic

CKMB, Total CK, Amylase

· CBC, H & H

· Negative Blood Cultures

Tests requiring repeat analysis and manual counts may not meet the 7:00 AM time frame.

STAFFING EFFECTIVENESS:

Staffing effectiveness is monitored using two measurable indicators. Monthly review of test turnaround time and daily review of corrected reports is monitored for trends and variances. Staffing changes would be considered when patterns and variances dictate additional staffing is needed.

STAFF RESPONSIBILITIES: 

· All staff follow the hospital policies including documenting the hours they work. Any lab staff member that needs any adjustment made must document the edit in the Payroll Notebook. This includes adding time punches that were missed, correcting any errors, and adding PAL.

· Be prompt in reporting to work, taking meal breaks, returning from meal breaks, and leaving work.

· Communicate with another employee to arrange coverage for their designated area for meals and other breaks as well as leaving at the end of the shift.

· Check the in-house overdue list (pending log) prior to departure in such a time frame that allows completing outstanding work prior to leaving.

· Maintain adequate supplies

· Restock work area

· Notify a section leader or supervisor when a supply item is in short supply

· Conduct regular complete inventories

· Perform frequent worksheet result reviews.  

· Pursue a problem and resolve it at the time it is realized.  This applies to technical as well as non-technical issues.

· Complete required competencies and educational programs in established time frames.

· Perform and document all QC and equipment maintenance per department protocol; perform and document appropriate remedial actions to problems identified.

· Inform management of any changes in personal address or telephone numbers immediately.

· Conduct themselves in a professional and ethical manner at all times.

· Comply with hospital and departmental procedures and policies.

RELATED PROCEDURES:

Cardiopulmonary Department Policies and Procedures
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	Signature
	Mgmt.
	Director

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 


SOP HISTORY PAGE

SOP Number: QM-135-AR
SOP Title: Plan of Care – Personnel and Staffing
Written By: Caroll Wood; effective date 5/28/1997
Manual in which Hard Copy of this SOP is located: Quality Management

Distribution: None

Supersedes Procedure: 

SOP CHANGE CONTROL

	 
	Approvals
	 
	Action
	In

	Mgmt.
	Date
	 Director
	Date
	 
	Effect

	 W Turner
	 10/26/14
	 
	 
	Removed Cancer center tech, added reference for  cardiopulmonary policies for blood gas staff 
	 10/26/14

	 W Turner
	 10-8-16
	 
	 
	Removed LIS section lead being present, removed tech reviews and replaced with worksheet result reviews 
	 10-8-16

	 W Turner
	 5/11/17
	 
	 
	Revised minimum day shift staffing limit due to micro cultures moving to Moses Cone lab
	 6/6/17

	W Turner 
	3/16/2020
	 
	 
	Reviewed and updated minimum staffing. Increased minimum number of techs on evening wknd/holiday and increased phlebotomy for each shift expect day shift M-F. 
	 3/16/2020

	 Jacee Farmer
	2/9/2021
	 
	 
	· Breaks are not to be taken within the last 1 ½ hour prior to end of shift.

· Meal breaks are 30 minutes.

· Breaks are 15 minutes. 

· Meal breaks/breaks may not be used to shorten a workday, either at the beginning or the end of a shift.
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