Tracers & Competency Assessment Process


Competency Assessment Process


Select staff from individual tracer patients for HR file review

· Look at internal processes for skills assessment, knowledge assessment, and feedback with regards to retraining when needed

· Methods used to determine staffing adequacy

· Performance improvement initiatives

· Other topics and issues discovered during tracer activities that relate to orientation, training, and competency assessments

Tracer HR Follow-Up

Select a random sample of patients from individual tracer experiences for someone to evaluate their HR files and orientation and training evaluations:
· New Employee

· Cross Trained

· Multi-skilled

· Job Change

· Float Pool

· Agency
Staff competency assessments should be based on:

· Hospital-wide needs

· Department specific needs

· Job specific needs

· NOTE: Frequency of competency assessments depend on your hospital policies, but at a minimum must be once every three years (accreditation cycle). Ongoing assessments as needed are also required.

Staff performance evaluations should be based on:

· Their job description requirements

· NOTE: Frequency of performance evaluations depend on your hospital policies, but at a minimum must be once every three years (accreditation cycle).

Competency Assessment Process

· Do all of the staff HR files follow your policy and have required competencies and performance evaluations as scheduled? Check that the files are in order and complete per your requirements.
· What’s your process for the education, testing, documenting the various competencies required at different levels (hospital-wide, department, job specific)? Work on verbal description and include different staff taking turns to explain their roles in this process. Describe your orientation process and how staff move from new hire to competent staff – relate this to the “new employee” selected from tracer activity.
· What’s your process for job performance evaluations? How do you make sure the performance evaluation is based on the specific job description? Based on the different staff selected from tracers have those managers speak to their approach to job evaluation for that specific job title.
Sample Questions for Evaluating Competencies During Tracers
National Patient Safety Goals - In each area you trace, ask staff about some of the different aspects of how they are working to keep the patients safe:

· Tell me how do you identify Mr. Smith when you administer a medication or draw blood? Describe your process (or ask to observe this yourself).

· Tell me steps you take to keep Mr. Smith free from infection?

· What do you prefer to use for handwashing – soap and water or alcohol-based gel (product name at your hospital)?

· It’s okay if they say they prefer soap and water, but if they do say this – inquire further about why they don’t like to use the alcohol-based gel (timesaver since soap & water takes 15 seconds, safe and effective per expert literature and research). This can lead you to drill down on education, product selection process.

· Ask and/or observe whether ancillary staff, medical staff, visitors are good at washing hands or using alcohol-based gel product? How are patients and visitors told of this?

· I see Mr. Smith had a bedside procedure – tell me how your process works for carrying out the Universal Protocol to prevent wrong surgery (wrong site, wrong side, wrong patient, wrong procedure) for Mr. Smith? Where would this be documented?

· I see that Mr. Smith had (or what if Mr. Smith had) a critical test result, for example a panic lab value (potassium is 6.5)? What’s your process when lab calls this to you? Do you ask the physician to read it back to you as well when you tell him/her the critical value? How do you handle receiving the verbal or telephone order in response to the reported critical value? What about radiology or cardiology critical test results?

· Show me how the IV pump or PCA pump works for Mr. Smith? What are some of the safety features with this pump or with your process for this pump?

Procedures

· What procedures do you do that are unique to your job (try to ask about specific procedure related to Mr. Smith so it’s not too general a question)? How are you evaluated that you’re competent to do this procedure? What training did you have for this procedure? Who evaluated you to document your competency with this equipment? How was that done? (observation, demonstration, quiz)

· Sedation – training, competency assessment, knowledge of reversal agents and their half-lifes and side affects

Equipment

· What training did you have for this particular piece of equipment being used for Mr. Smith? Who evaluated you to document your competency with this equipment? How was that done? (observation, demonstration, quiz)

Job specific training and competencies

· What competencies do you need for your job? How’s that information obtained and kept? (HR file, department file)

Medications

· I see Mr. Smith received __(first dose of new medication for this patient during this hospital stay)___ today, tell me what you would do different since this is the first time Mr. Smith is receiving this medication during this hospital stay?

· How would you handle a situation where Mr. Smith experienced an Adverse Drug Event?

· If the physician orders a new medication, how do you ensure that pharmacy has had time to review the new medication order for appropriateness before you administer it? When might you give a new medication knowing that pharmacy has not reviewed the medication for appropriateness?

· Do you ever mix IVs yourself? When would this situation exist?

· How does your unit keep medications secure? (constant monitoring/observation or locked room)

· Why is Mr. Smith on this medication? What are the indications and  side effects for this medication?

· PRN Range orders – How do/did you decide to give Mr. Smith this medication and amount? What’s your criteria?

· I’d like to observe you obtaining/preparing/administering that medication to Mr. Smith.
Life Safety Code / Fire Safety Plans

· What’s your role if a fire occurred in the hospital? How would Mr. Smith and other patients be kept safe? 

· Where’s your nearest fire extinguisher? 

· Is there a predetermined evacuation plan for your department? How would Mr. Smith fit in with that plan?

Sample Survey Questions Related to Automated Dispensing Devices

A. Floor Nurse

· I see that you have an automated dispensing device – what medications are stored in here?  Narcotics?  IVs?  Concentrated KCI?  Multivitamins?

· Did this replace your floor stock system or do you have a separate floor stock?

· What kind of training and orientation did you have to the use of this machine?

· Describe your process for accessing drugs from this machine – from when an order is first written and received to when the drug is administered.

· When would you access the machine to obtain a drug prior to a pharmacist review of the order?

· What would happen if the machine malfunctioned?

· How do you make sure that you remove the right drug?

· How do you know it is stable or not expired?

· Who is authorized to remove medications from the machine?

· Do you have a password?  Have you ever shared your password with someone else – for example, a temporary staff nurse who doesn’t have one but needs access?

· Who restocks the machine and how often?

· Do you ever check to make sure the wrong drug was not placed in a cell/drawer of the machine?  What would you do if it ever happened?

· Do you ever put medications back into the machine?  What is the process?

B. Director of Pharmacy

· When did your organization begin using these devices?

· How was the decision made?  How did you research the issue?  What factors did you take into account and how did you determine how these machines would fit into your medication use system?

· Were ASHP standards used in developing policies and procedures for the use of these devices?  If no, how were your policies and procedures related to these devices developed?

· How do you view these devices as part of your overall medication control system?

· What areas of the hospital are these devices located?

· What were your expectations or goals with the implementation of these devices?

· Did you measure if these expectations were achieved?  How?  Let me see the data.

· What kind of information can you gather from these devices and how is the information incorporated into your PI program or overall management of the medication use process?  Can any of this information help you assess medication errors and how to reduce them?

· In analyzing your medication use system, what kind of potential medication errors did you determine could still occur with the use of these machines?  What kind of checks and balances have you put in place to prevent these?

· Are there any cases in which a pharmacist review of a medication order does not occur prior to access by a nurse?  Is there a retrospective review of those orders by a pharmacist?  When?

· Who determines what medications are stocked in the machines?  Was P&T involved in the decision?

· How are the machines restocked?  Who from the pharmacy has access?

· What has been done to assure access to medications if the machine malfunctioned or there was a massive power failure that prevented access?

· What are your maintenance procedures for these machines?

· How were the pharmacy staff oriented and educated to the devices?  How about nurses?

· How do you ensure proper stocking of the machines?

· How do you ensure proper use of these devices by nurses?

· How do you manage the safety and security issues related to these devices?

C. Pharmacy Technician

· How were you trained and oriented on the use of this device?

· How often do you restock the machines?

· How do you make sure you put the right medication in the right place in the machine?  Does someone check you?  Is there any kind of checking process?

· What would you do if a machine malfunctioned?

· How do you have access to the machine – by key or password?  Have you ever shared your password with someone else – e.g., a temporary technician or pharmacist who was not assigned one but needed it?  How is the key kept secure in the pharmacy?
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