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Learning Objectives

At the end of this session, participants should be able to:

1. Recall steps of scheduling deconstructions and theory

2. Recognize steps to leveraging and standardizing data for equitable department staffing

3. lIdentify unknown variables in departmental planning
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Scheduling in Today’s Pharmacy

Changes. have necessitated rapid, . Limited
responsible & repeatable changes in o
scheduling methodology Recruiting

Market

Info
Cascade
Process

COVID
Outbreaks

Rapid
Changes
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Reading Hospital Pharmacist Schedule

Historical Schedule Facts II
The secret of change
32 Open Shifts every 2 weeks is to focus all of your
energy not on
3 Decentralized Pharmacists Day Shift M—F fighting the old, but

Order Verification numbers range from on building the new.

under 150/shift to over 500/shift

_ ~Socrates
Everyday features variable schedule

8-, 10-, 12- & 14-hour RPh positions
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Scheduling Deconstruction & Theory

Large Tertiary Care Medical Center

Houston, Texas

1,887,751 inpatient & outpatient medication orders

Orders Verified per  Error Rate
Shift (per 100 shifts)

100-200

201-400
400 +

Source: Gorbach, C., Blanton, L., Lukawski, B. A., Varkey, A. C., Pitman, E. P., & Garey, K. W. (2015). Frequency of and risk factors for medication errors by HEALTHTRUST
13 pharmacists during order verification in a tertiary care medical center. American Journal of Health-System Pharmacy, 72(17), 1471+. UNIVERSITY CONFERENCE



New Schedule Goals

Planning for Success

AN NN Y N NN

Safe order verification levels

No open shifts upon schedule release
Less weekend shifts

Decreased ED Pharmacist volume
Standardization

Emphasis on flexibility and staff rotation

Increased Decentralized Pharmacist
presence

v" Evenings now included

Operations
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Interactive Question

What is half of
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What is half of
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What’s half of
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New Schedule Planning

Leveraging Data to Drive Efficiency

Monday-Friday Weekends * Floors separated

0600-1400 |1400-2200| 2200-0600

L ] L ]
e el by orders verified
Cc2s Maternal/Child - Peds 19 21 39 13 C25 Maternal/Child - Peds 24 38 17
€3s Medical 27 95 66 18 €38 Medical 71 59 38
E15U Surge 14 21 5 3 E15U Surge 38 25 0
N1W Procedural - Cardiac Cath Labs 10 9 0 1 N1W Procedural - Cardiac Cath Labs 1 0 0
NZS Medical - Heart Failure 32 124 67 23 :;vir " d'f"E:’if: -":EFBT: F“i'{'é"‘;‘rd_ :z :*: :i
edical - nea alurefCargaiac
N2W Medical - Heart Failure/Cardiac 31 110 51 49 N3S Medical - Oncology 67 26 18
* Orders grouped
N3S Medical - Oncology 20 78 54 57 N3W Psych/Medical 40 47 21
N3W Psych/Medical 75, 73 113 7B N45 Critical Care - Surgical ICU 38 19 12 ° h h Of
N4g Critical Care - Surgical ICU 20 29 18 1 NAW Critical Care - Medical ICU 13 7 ) I ntO 8' O u r S I tS
NAW Critical Care - Medical ICU 20 18 44 ] N55 Surgical - Joint Replacement 34 24 58
M55 Surgical - Joint Replacement 26 84 53 24 N5W Surgical - Med/Surg/Urology 58 33 a5
NSW Surgical - Med/Surg/Urology 28 59 a7 32 NICU Maternal/Child - NICU 19 3 3
NICU Maternal/Child - NICU 28 21 3 11 OBT Maternal/Child - OB Triage 1 5 3
0BT Maternal/Child - OB Triage 10 3 3 3 QOR Operating Rooms 3 o o
OOR Operating Rooms ap 56 19 12 R1EA Maternal/Child - Post partum 36 18 36 ° T t d t
R1EA Maternal/Child - Post partum 24 15 62 23 RINU Mursery 5 4 8 e a m S c re a e o
RINU Mursery 2 19 a RZEA Maternal/Child - Special Care ] 29 31
T . R2NU MNursery 1] 4 B
2 Matrral/Chd - Specal Cre I N 5o et 1087 : : : reflect safe order
R250 Maternal/Child - LDRP 18 1 0 0 RSEA s = L . .. .
R3EA Medical 33 89 83 24 R350 Medical 88 = 2 ve rlflcatlon Ievels
o P = == ce 1 RE ED Dbsenm_tmn 59 119 48
R4E ED Observation 24 42 84 a7 il Apheresis £ & £
RH Apheresis Apheresis 4] 8 0 0o :: :g He:'lDOnc :g E; 1]0
RHED =D 113 7 8 47 RH Rad Onc Rad Onc 0 0 0
RH HO Hem Onc 38 chairs 113 i} o
lmel e Rad Onc i 0 0 T1 Critical Care - Cardiac IMU 116 76 39
T1 Critical Care - Cardiac IMU 30 138 73 23 T2 Medical - Stroke/Neuro Med 115 109 50
T2 Medical - Stroke/Meura Med 30 a5 B8 26
T3 Surgical 30 242 154 44 T3 Surgical a5 61 38
Critical Care - Med/Surg, Critical Care - Med/Surg, Trauma,
T4 Trauma, Meuro, IMU 30 62 38 11 T4 Meuro, IMU 33 48 16
T5 Surgical - Ortho/Trauma 30 146 111 68 T5 Surgical - Ortho/Trauma 108 106 a2
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New Schedule Design

Leveraging Simplicity to Drive Efficiency

e Don’t lose focus on the
objective

e Use the experts available
to you

* Accept feedback

e Build without roster in
mind

* Prepare to change

Schedule (Noun)
* A plan for carrying out a process or procedure,
giving lists of intended events and times.

Source: Simpson, J. A., Weiner, E. S. C., & Oxford University Press. (1989). The Oxford English Dictionary. Oxford:
Clarendon Press.
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New Schedule

Weekday
000 o0 [omoo [ora0 ozo0 fozao foaoo [oasn [o4a0 fouan fosoo om0 Tosoo foeso fovon forso foaon Tosaofosoo Tosao Twoo Tiosofimoo Triso [izon [zso [raoo [rzsn] 1e00] 1e30] 1500] 530] 800] 1830] 17o0] 1wa0] ws00] w8a0] 1e00] wa0] z000] 20s0] z100] 2130] z200] 2230] 2300] 2330
1 D3
1€ ..o |
2
2E IV Room
3
3E
ecentralize: ecentralize
a D lized D3 D lized E
ecentralize: lecentralize: ;
5 D lized N2S MDR D3 ] lized §
@
ecentralize: §
6 TS MDR | NSS MDR D lized b
| 7 ED Pharmacy
8 Decentralized
Decentralized N4 MDR (T4 MDR Decentralized acantralizas.
9
@
@ 10 D3
'_
11 D3 ‘ T2 MOR ‘ ‘ ‘ Decentralized
12 Cic
13 Cic
14
A Decentralized ‘ D3 ‘ Decentralized
B Decentralized D3 Decentralized | ED | Decentralized
Cc Decentralized | D3 | Decentralized
D ED Pharmacy
E D3
3 Decentralized Decentralized Decentralized
Night 1
Night 2
Night 3

Teams will build and verify their floors in EPIC Queue
All Floors will in time be responsible for their own PK, Renal, and Warfarin Coverage
7/7 Evening shifts will report to D3 2 hours before their assigned shift, they will then fall into the assigned evening shift

€™ HEALTHTRUST
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New Schedule

) . Floor Coverage MDR Time Location Time Covering Main Orders/Floor Team Total
Using Input to Drive Output Team1  Main RX/Narcs/Lead -
0600 — 1430 N5W Main Pharmacy 59 39
D;—l]EI;I-T:SO IV Room IV Room
H Igh I Ights U?Tl‘]:l:—T;i[} Rehab Rehab
. C15 1400 (covered by team A) 85
e 7eroo pen s h |fts every two n;:;_’:;o 35 1400 Decentralized 1000-1100 a5 253
N3W 0800 73
wee kS n}‘T:; TsS:w 1121: 1000 Decentralized 1100-1200 134 243
: NZW 1400 110
. N5S 1000 84
° 6 D ecen t ra | |ze d n}‘Tue;Ts‘;o TS 0930 Decentralized 0800-0900 146 230
i R3S0 1400 79
. . RAE 42
Pharmacists day shift M—F 7
Team 7 ED Pharmacy
0700.1530 E15U 21 242
OOR 56
RH Apheresis B
c25 21
NICU 21
0BT 3
Team 8 R1EA Decentralized 45
. o . 0700-0800 146
* QOrder verification numbers 07001530 Ring s
R2NU 4
between 225 & 330 R250 .
Team 9 Nas 0800 Decentralized 29
*f4k NAW 0800 1200-1300 18 109
orders/shift 0001430 m o
. . ﬂ;l:;lj ::30 R::A R3E MDRs at 14:00 (covered Main Pharmacy 2:: 331
e Standardized scheduling by team )
Team 11 T1 0800 . 138
] 0700-1530 - i Decentralized 0900-1000 - 233
* Only 8-hour Pharmacist o |
Team 14 Infusion Center

positions 001750
\ HEALTHTRUST
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New Schedule Communicated

Training Objectives
Educate, Inform & Teach the Staff . through all units, spending time on each, only not on
o , he units for centralized check time, and lunch/dinner
* This is where most plans fail 5 yourself as the pharmacist for the unit that day,
 Programming established to | placing your magnets on the floor whiteboard for the day
break Pharmacists from comfort B yourself to the Nursing Unit Director
zone to encourage engagement | 4 1 patient on a newly started medication
on units 5 Pharmacy to 2 new patients (using brochure)
6 yourself to the Physicians on the floors
* 15 step training process with | 7 the floor's assigned Case Manager(s)
defined responsibilities to | 8 1-2 RN issues in person
encourage collaborative |9 Pharmacy to 4 new patients (using brochure)
interaction 1 10 2 patients on newly started medications
11 1 email to Direct Manager outlining how process is going
* Daily tasks focused on patient 12 Director on 1 suggestion to improve process
engagement & HCAHPS 13 5 bullet points: Tips on being successful and share with
improvements Pharmacy Manager email group
14 3 patients on newly started medications
15 Pharmacy to 5 new patients (using brochure)




New Schedule Communicated

Educate, Inform & Teach the Staff

* This is not the schedule for just today,
this is built for the future

* Building a sustainable program to
ensure patient care & staff
development

— Rotate
— Introduce

— Counsel

Source: How to Start a Movement? Leadership Lessons from Dancing Guy. (2010, October 29). [Video]. YouTube. HEALTHTRUST
27 https://www.youtube.com/watch?v=lbaemWIljeQ&t=53s UNIVERSITY CONFERENCE
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New Schedule

Engineered for Variability

* Multiple versions created to reflect
variability in staffing coverage for both
days & evenings

- A

* Down 1 Pharmacist
- B

* Down 2 Pharmacists
- C

* Down 3 Pharmacists
- D

* Down 4 Pharmacists

* Creates known variables during previously
ill-defined operational plan

~=ZCub

Scheduling

Monday - Friday

1 less than full staff

Schedule

Location

D3 Check Time

Team 1 Tain Fidiblarcsilead
1w Procedural - Cardiac Cath Labs Main Pharmacy
0600 — 1430 [ Al fieas notlisted below
Team 2 ¥ Froom ¥ Figom Team 10
0700-1530 coll d with T1
Team 2 Fichab Fishab -
T3 i Surgical Fehab going to Team 4
0700-1530 ! .
FGES TMedical and T2 going to
Team 4 C15 1400 [couered by team A] Medical Team 9
0700-1530 C3% 000 Tedical
MW cn“i:;;::’-‘ﬂ?aﬁ;;] Paychitedical Decentralized 1200-1300
T 0330 (Mo MOR FT, TH Critical Care - Cardiac MU
collapse)
Team 5 [ Surgical - MediSurgiUrclogy The MDR
0700-1530 NzS 000 Tedical - Heart Failure Decentralized 0900-1000 sttendance to be
T2 o0 Tedical - Heart Eailure/Cardias
Team 6 R4E ED Obzervation collapsed will
0700-1530 RHED ED depend on the
ET50 Surge ED Fharmacy day of the
OoR Operating Rooms
FH &pheresis Apheresis collapse. MWF =
Team 7 Cz5 TaternalChild - Peds different MDRs if
0700-1530 MICU TWlaternalfChild - RICL collapsed then
0BT Maternal/Child - OB Triage T,TH
RIEA TAaternaliChild - Fost partum
RN Mursery o 1300-1400
FZER TaternaliChild - Special Care
0] Mursery
FZs0 IMaternaliChild - LORE,
Team 8 45 000 Critical Care - Surgical ICU
0600 — 1430 T 0515 Critical Care - Medical ICU Decentralized 1000-1100
T4 0300 Critical Care - MedeurE, Trauma, Keuro, I
Team 3 R3s0 Hon Medical
NES m‘ﬁ:pDS[ZDDTE,‘F‘JF] Surgical - doint Replacement
_ - Main Fharmacy In Main - except for MORs
Tz 1000 (M= MOR T TH IMedical - StrokeiMeura Med
collapse)
0600 — 1430 T8 1330 Surgical - OrthaiTrauma

eee-1730

Infusion Center - M35, RHHO, RH Fad One

y HEALTHTRUST
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New Schedule

Engineered for Variability

~TCubES>

Scheduling

Monday - Friday

Laadrin Tallmu

H =
Monday - Friday 3
-
£
1 less than full staff A
Lamdr in Tallmes
MDR Time Coverage Area Location D3 Check Time
Team 1 Mlain BriMarcsflead
M1 Procedural - Cardiac Cath Labs Main Pharmac
0600 — 1430 | All Areas not listed below
T 2
07::':‘530 I¥ Room IV Room Team 10
— collapsed with T1
Team 3 Fehab Fehab . toT a
LR o R e - going to Team
0700-1530 T3 c Surgical Fehab .
FSES Medical and T2 going to
Team 4 k] 1400 [covered by team &) Mledical Team 9
0700-1530 C3s 1000 Pedical
0800 (ko MDF iF i Decentralized 1200-1300
{1 cay collapsed an 1,4 F] Fzychifdedical
T D (MDA U VA Critical Care - Cardiac IMU
collapse]
Team 5 TS Surgical - MediSurgfUrology The MDR
0700-1530 2SS 1000 Medical - Heart Failure Diecentralized Q00 - 1000 attendance to be
M2 i) Medical - Heart Failure/Cardiac .
Team § R4E ED Observation collapsed will
0700-1530 RHED ED depend on the
EisU Surge ED Fharmacy day of the
aoR Dperating Fooms _
FH Apheresis Lpheresiz collapse. MWF =
Team 7 Cz5 PaternaliChild - Feds different MDRs if
0700-1530 MICU IaternaliChild - MISU collapsed then
QET FaternaliChild - OB Triage T.TH
F1EA, MaternaliChild - Fost partum . 4
=T Ty Decentralized 1200-1400
RzZEA, PaternaliChild - Special Care
a2k Plursery
Rz2s0 MaternaliChild - LORF
Team & M45 og00n Critical Care - Surgical IZU
0600 — 1430 s 0815 Critical Care - Medical ICU Decentralized 1000-1100
T4 0300 Eritical Care - MediSurg, Trauma, Meuro, 1P
Team 9 R2s0 1400 PAedical
MES C;:?SDS[S‘J:IDOTE,IH“:,[F Surgical - Joint Replacement
P _ ] P lain Pharma In Main - except for MORs
T2 1000 (ko MOR T, TH Medical - StrakefMeura Med
collapse]
0600 — 1430 TS 0930 Surgical - Orthod Trauma
Tonm 11 and 12
aTee-1538
r = Infusion Center - W35, RHHO, FHRad Onc
aee-1738

30

MDR Time Coverage Area Location D3 Check Time
Team 1 Pain BEkarcs/lead
MW Frocedural - Cardiac Cath Labs .
Fain Pharmacs
MNZS R Medical - Heart Failure
000 — 1430 | All Areas not listed below
0:::_':'520 I'v Fioom I'v Fioom Team 9@ MDRs are
Team 3 Fiehab Fiehab cancelled (R3S,
0700.1530 T3 :3°:'“MFD]R”=M:00[e-u.mdby Surgical Rehab N5S, T2, T5)
R3EA Mledical
Team 4 [ 1400 (covered by teamn &) Medical MDRs cancelled
07 00-1530 C35 1000 eledical for N2S and N2W
T 00 Psychifdedical Decentralized 12001300
T 30 Critical Care - Cardiac MU Teams 5 and 10
are collapsed
Feamb B SurgieattlediSuratiratagy
HF00-1630 T2 49840 Pl —hoar-Fail B Hzed £a00-004a
FYETw] oo P edical—Hear FailuretTard
Team & R4E ED Observation
0700-1530 RHED ED
E1su S-urge ED Fharmacy
0o0R Dperating Rooms
FH Apheresis Spheresis
2w Hoo Medical - Heart F ailured Cardiac
Team 7 CzS Maternald Child - Peds
07 00-1530 MICL Mlaternald Child - MICU
OET PFlaternalfChild - OB Triage
FiEA PFlaternalfChild - Fost partum Feeturn to Main Pharmacy For
Rk Fursery Decentralized remainder of day after MICU
RZEA MaternalfChild - Special Care rounds - apros 1100
FizhU Flursery
Rz2s0 Maternal!Child - LODRP
5w Surgical - Medi SurgfUralogy
Team 8 M5 S00 Critical Care - Surgical IS
0600 — 1430 [l 0215 Critical Care - Medical ICU Decentralized 1000-100
T4 [00 Coritical Care - Med!Surg, Trauma, Meuro, [k
Team 3 R3s0 o0 FAedical
MES Haaa Surgical - Joint Beplacement Main Pharmac
T2 4a00 Medical - StrokelMeurs Med
0600 — 1430 TS a3 Surgical - Qrtho!Trauma
ST | mtusion Center - N3S, RHHO, RHRad One
AeE- 1T

€™ HEALTHTRUST
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New Schedule Sell

Communication is key

Coming to a Hospital

near you....

< HEALTHTRUST
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New Schedule ,continued
Communication is key

“an | im | Macgan | Maria | Byan | soe | Rih | Tim

Fiscal Year Quarter Assigned

Communication

Optimization

Recognition

Education

—— " DAYSHIFT

/

New Schedule ﬁ
10

Operation

:

Decentralize

Additional Pharmacy Evolutions

6090

Number of Hospitals inthe US

Reading Hospital Pharmacy
presents

Additional Pharmacy Evolutions

Current Schedule

The New Pharmacy Model

i ol
X p

r
' The Joint Commission

Number of Hospitals inthe USwith
Joint CommissionAccreditation

—
[ R e |
]
—TT—
]

. - =
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Cube Scheduling | The Results

Staff Comments
e “This removes

* Fully implemented for Pharmacists in August 2021 thinking &
« 2.5% Pharmacist turnover since inception helps with
: doing.”
* Increased: _
— Overtime pick u A o Ve
_ P P able to
— Committee attendance comfortably
— Morale work even
— Ownership when we are
— Training opportunities iho'_’t ?taff'
— Vacation spots for staff V\7/-/i17)1/5cli;5 d% ':iat'
* Decreased LOS Index (0.98 — 0.95) you do this
— Targeted CHF/COPD/DM sooner?”

A HEALTHTRUST
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Cube Scheduling | The Results, continued

Average Monthly

5900,000 84
53.03 I Labor Spend =——Worked FTEs La bor SaV|ngS
' 83
$850,000
81.84 82 S99’895
$800,000
81
. 2027 l Average Monthly
| Worked FTE
79
$700.000 Counts
n Down 2.3
$650,000 77
sec0000 srissos IR *'** " SN 715734 = e Allowed for
7 Pharmacy
e . Structure
$500.000 s Reorganization
July August September October Movember December January February March April

: sHEALTHTRUST’
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Cube Scheduling | Lessons Learned

e Celebrate the staff

+ Be highly visible Fortitudine

* Transparency through change is 0 0
paramount VInCImUS

* Simple changes after thorough ”By endurance, we
analysis can have lasting positive »
impact conquer.

A HEALTHTRUST
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Cube Scheduling | Pharmacy Optimization
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