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 TWI In the REAL WORLD of Healthcare
 Baptist Memorial Hospital- Golden Triangle
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 Objectives for this session:
 • Identify the variety of ways TWI is being used in healthcare
 • The Impact of TWI in healthcare
 • The need of TWI in healthcare
 Job Instruction Training (JI) How to teach people to quickly learn to do a
 job correctly, safely, and conscientiously.
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 JI 4-Step Method
 • Step 1 - Prepare the Worker
 • Get the person interested in learning the job
 • Step 2 - Present the Operation
 • Don’t give them more information than they can handle at one time
 • Step 3 - Try-out Performance
 – Continue until you know they know
 • Step 4 - Follow-up
 • Encourage questions
 ”If the worker hasn’t learned the instructor hasn’t taught.”
 Reason for Journey 1 • We identified an overall rate of 6.09% contamination
 – Lab: 4.11% – Nursing: 1.98%
 • Potential consequences of contaminated blood cultures: – Unnecessary antibiotics can lead to acquisition of
 multidrug resistant organisms – Additional diagnostic testing – Prolonged Length of stay or unnecessary admission – Increase cost and utilization of resources
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 Our first Journey in TWI Job Instruction
 • Blood Culture Collection
 – This focus was for multiple areas in the hospital:
 • Phlebotomist in Laboratory
 • Nursing:
 – Emergency Room, Critical Care, and Critical Care Stepdown Departments
 – Total number of 195 people were trained using the same TWI Job Instruction Breakdown
 IMPORTANT STEPS KEY POINTS REASONS
 A logical segment of
 the operation when
 something happens to
 advance the job
 Anything in a step that might –
 1. Make or break the job
 2. Injure the worker
 3. Make the job easier to do, i.e.
 “knack”, “trick”, special timing, bit
 of special information
 Reasons for key points
 1. Prep Supplies 1. Keep connections sterile
 2. 1 alcohol pad/bottle 10 seconds
 1. Avoid contamination
 2. Disinfect
 2. Scrub the Hub 1. 10 twists to hub and 10 swipes of
 the end of cap
 2. Dry for 10 seconds
 1. Disinfect
 2. Appropriate kill time
 3. Prepare Line 1. Flush 10cc normal saline
 2. Waste 10cc blood
 1. Clear the line
 2. Obtain clean specimen
 4. Collect
 Specimen
 1. Draw 10cc blood
 2. Flush 10cc normal saline
 1. Recommended amount
 2. Clear the line
 5. Fill Bottles 1. Connect syringe to transfer device
 2. Green first then purple
 3. 5ml each bottle
 1. To transfer blood
 2. No air in purple
 3. Recommended amount
 6. Scan and label 1. At bedside
 2. Over white space
 1. Correct patient
 2. Do not cover barcode
 Baptist Golden Triangle’s Blood Culture Collection Breakdown
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 Journey #1 Analysis: FY 2016
 0.00%
 1.00%
 2.00%
 3.00%
 4.00%
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 7.00%
 Qtr 1 Qtr 2 Qtr 3 Qtr 4
 Housewide Quarterly Blood Contamination Rate
 Total
 Lab
 Nursing
 National Benchmark 2.5% BMHGT Goal 3%
 TWI Training implemented 7/2015 with
 Lab Staff
 Re-training of staff; 1:1 counseling, bi-
 monthly data review & monitoring
 Lessons learned: • Provides consistent education to the staff • Standardized work • Decrease waste/cost • Decrease errors and patient harm • Get the right people with the right instructor • JI instructors
 – evaluate teaching abilities of JI trainers and complete follow up and coaching if needed
 – monitor data related to current jobs rolled out in the departments
 • FOLLOW UP!
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 TWI in Hospitals and Health Care
 11
 Cleaning &
 Sterilizing GI
 Scope
 Electronic records
 Ebola
 Blood Cultures
 Urine specimen collection:
 Foley
 Central Line
 Dressing Change OR
 Kata
 • Kata refers to two linked behaviors: improvement kata and coaching kata. Improvement kata is a repeating four-step routine by which an organization improves and adapts. It makes continuous improvement through the scientific problem-solving method of plan, do, check, act (PDCA) a daily habit.
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 KATA in the Critical Care Department
 • 2 challenges were met utilizing TWI in our KATA in the Critical Care Department
 • Utilizing TWI with KATA
 – Benefits
 – Staff buy in
 – Items we used to help collect data
 – Training time tables
 What did we accomplish
 • With our TWI and KATA work in CCU we were able to decrease our central line days and foley days by 25% hospital wide.
 • Lessons learned: – Focus department: Critical Care and Progressive
 Care
 – Other departments: the rest of the hospital and our challenges
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 Job Relations Training (JR)
 • Trains supervisors/team leaders on how to evaluate and take proper actions to solve and to prevent problems with people.
 JR 4-Step Method
 DEFINE YOUR OBJECTIVE
 Step 1 - Get The Facts Get the whole story (opinions & feelings) Step 2 - Weigh And Decide Don’t jump to conclusions (possible actions) Step 3 - Take Action Don’t pass it off to someone else Step 4 - Check Results Did your action help production?
 DID YOU ACCOMPLISH YOUR OBJECTIVE
 http://www.thebilasgroup.com/store/
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 Defining the objective:
 • Get the 3 employees to follow the TWI JI for blood culture collection and decrease waste for the laboratory department and increase productivity.
 # Blood Contaminates by Lab Staff #Contaminants Before TWI (Jan-June 2015) & # Contaminants After TWI (July-August 2015)

Page 10
                        
                        

2/6/2017
 10
 # Blood Contaminates by Lab Staff #Contaminants Before TWI (Jan-June 2015) & # Contaminants After TWI (July-August 2015)
 Step 1 - Get The Facts Get the whole story(opinions & feelings)
 • 3 individuals involved • 2 experienced employees, 1
 new employee • All worked same shift, took
 lunch together, all trained together, and all had the highest number of contamination rates
 • All individuals stated that the nursing staff rush them during collection and they feel like they are rushed when performing the job with the nurse in the room
 • The nurses don’t understand the importance of the wet and dry times in the procedure

Page 11
                        
                        

2/6/2017
 11
 Step 2 - Weigh And Decide Don’t jump to conclusions(possible actions) • Possible Actions and Weight on the individual
 and group
 – Disciplinary action-probably a negative outcome
 – Change work schedule and separate the 3 of them- negative to individuals but may have positives for the department
 – Send them back through JI training- positive for individuals
 – Perform more follow up and watch them perform the job- positive for individuals and group
 Step 3 and Step 4 Take Action and Check Results
 Did your action help production?
 • Actual step taken- Performed follow up and watched the employees perform the task
 SO WHAT DID WE LEARN????
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 Step 4 - Check Results Did your action help production?
 FOLLOW UP IS KEY!!!!! And
 WE MET OUR OBJECTIVE!!!!
 Success is not final, failure is not fatal: It is the courage to continue that counts.
 Winston Churchill
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 What questions do you have?
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