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Introduction

In March 2006 a decision was made by the Chief Executive to pilot a Central Nursing Bank. A Head of Service and the Senior Programme Manager were asked to lead on its development. Sarah Todd was seconded as Project Lead to work 3 days a week for 4 months supported by a Personnel Assistant.
Commencing on April 1st 2006 the pilot entailed implementing the system on 3 of the Trusts in-patient units - an acute mental health unit in Hull, a rehabilitation unit in Beverley and a learning disability unit in Hull for a 3 month period. A further rehabilitation unit in Hull was added to the pilot at the end of April.
The initial intention was to implement the central bank system (CBS) across all inpatient units by August 2006 however this was delayed and general implementation began on February 1st 2007. 
To support the trust wide implementation of the process the CBS staffing was increased slightly to consist of a Band 7 Project Lead (hrs) and 2 Band CBS Coordinators (hrs)
Initially plans were in place for Personnel to take overall responsibility for the system once fully operational. but due to the complex and time consuming nature of the bank  this has since changed and it is now managed internally by the Project Lead and overall by East Ridings Head of Clinical Service. However the CBS maintains strong links with the Personnel Department, this is invaluable as many of the CBS processes are related to recruitment and disciplinary procedures.
The aims of the CBS are to:

· enable units to maintain safe and adequate staffing levels

· provide a quality service which has positive benefits for service users

· provide a cost effective service

· provide a time saving service to unit staff

· maintain an overview of practice in relation to bank staff
Contextual Information – as of August 2007
Trust Area Population: 




625,000
Total Number of In-patient Units: 



24
Total Number of In-patient Beds: 



250
Total Number of Community Teams:


46
Agency Spend: 





2005/6 £2603448.31








2006/7 £1066560.74

Number of Internal Bank Staff Nurses:


35


Number of Bank only Staff Nurses:


19

Number of Internal Bank Health Care Assistants:
45

Number of Bank only Health Care Assistants:

54


Staff employed by the Trust:



1800
Historical Context
The trust previously operated a bank; however this was run by each individual unit. This meant that they recruited their own staff and there was little encouragement to create a flexible workforce as bank staff were employed to work on individual units. Difficulties also arose occasionally as no one service oversaw recruitment enabling staff to apply to other units after being dismissed. 
Bank staff were also potentially vulnerable as units could decide not to use bank staff without giving proper reason and if the need for bank staff decreased this would mean that bank staff were not always offered alternative arrangements even though there may have been a need for them in a different service.
There had been previous attempts to centralise the bank, however one had been to cover the whole of the Community Health Trust and this had been unsuccessful possibly due to its perceived detached nature which meant that unit staff were reluctant to access the service.
The trust like many had high agency costs and a staffing overspend and needed to implement a cost effective/saving system which is where the CBS came in.
The Pilot
During the 10 months of the pilot the CBS held regular steering group meeting where the development of the system was discussed in full. Representation was requested by:
· Relevant unit managers

· Head of Service

· Head of Service Improvement

· CBS Project Lead

· Personnel Advisor

· Union representatives

· Finance Department

One of the biggest priorities of the pilot was for the CBS to collate a robust list of the Trusts bank staff. The Units lists of bank staff were amalgamated and the CBS Coordinator obtained lists of bank staff from IPS. All bank staff were contacted to inform them of the new system and to enquire what their preferences were etc.
Two meetings were held one in the early evening and one in the morning and all bank staff were invited unfortunately few attended. Union representatives were also in attendance and the staff that were there were given a presentation and invited to voice their anxieties and ask questions.

It was evident that the Trusts previous attempts at centralising the bank gave them cause for concern.

Performance Measures- Evidence was gathered monthly to determine what the fill rates were of the CBS. 

These were as follows:
	Month
	Number of shift requests
	Percentage of shifts filled with Bank staff

	April ‘06
	
	57%

	May ‘06
	
	74%

	June ‘06
	
	54%

	July ‘06
	
	60%

	August ‘06
	
	73%

	September ‘06
	
	No figure recorded due to CBS staffing difficulties

	October ‘06
	
	92%

	November ‘06
	
	74%

	December ‘06
	
	82%

	January ‘06
	67
	85%


During this time the focus was  to fill shift vacancies with bank staff and if this was not possible then the vacancy would be passed back to the requesting unit who would then attempt to find cover either through the agencies or by the use of overtime.

What became very clear was that a recruitment drive was needed due to the fact that a lot of the Trusts bank staff had moved on but not resigned.


Recruitment

The CBS is responsible for all recruitment onto the Nurse Bank. Adverts are placed approximately 3 times per year for Health care Assistants and Staff Nurses. In addition to this applications are welcomed from existing staff members and a pathway and application form have been developed in consultation with Personnel, to enable clearances to be carried out in accordance with employment law. (Appendix A)
External applicants to the bank if short-listed will be called to attend a 3 hour interview where they will be asked to complete a group activity, an individual written exercise and a short face to face interview. This is done in this way to enable the panel to get to know the applicants well and ascertain what they are capable of without intimidating them, as their have previously been approximately 50 applicants and time is generally limited. The panel usually consists of the CBS Project Lead Sarah Todd and a Unit Manager.
Feedback about this process has been very positive from Unit Managers and applicants who have remarked that although the prospect is somewhat daunting they are put at ease and learn more about what they are applying for than they ordinarily would.

Many applicants are clients of the Trusts Positive Assets Service which is a service user employment scheme within the trust. This has meant that close networks have been made with that service and Occupational Health who advise around the support needs of specific applicants. 
Benefits

There have been many advantages of implementing a centralised bank system, these include:

· Time saving- The system works as an internal agency, meaning that a member of unit staff is required to make one call to CBS, allowing them to concentrate on patient care.
· Clear and straightforward pathways and protocols have been produced outlining the processes for making CBS of staffing requirements. (Appendix F, G and H)
· Contemporaneous bank lists- constant changes are being made to the bank list as more information is obtained meaning that lists are up to date and so are useful.

· Monitoring of shift requests- As research suggests changes occur if issues are monitored, it is believed and hoped that CRS will encourage units to think about why shifts are being requested and look at alternatives first.
· Monitoring of bank staffs reliability and central point for reporting competencies/concerns – previous to the pilot if a bank staff became unreliable or there were questions around their competencies, it was sometimes easier to stop using the particular bank staff rather than dealing with the issue. Therefore it was relatively easy for the bank staff to commence working on a different unit. A central point gives an overview and is able to monitor progress of bank staff and to collate any reports from various units.
· Flexible workforce- bank staff have been able to experience working on areas not previously known to them, which is starting to build a greater flexibility in the workforce.
· Highlighting inconsistent and costly practices.
· Central point for bank staff- Many bank staff have found it helpful to have a central point for support and queries.
· Highlighting the importance of the European Working Time Directive.

· Fair and transparent system- bank staff have reported this to be a fairer system of distribution of shifts.
Fill rates:
	Month
	Number of shift requests
	Percentage of Bank cover

	February ‘07
	231
	77%

	March ‘07
	361
	75%

	April ‘07
	310
	78%

	May ‘07
	322
	81%

	June ‘07
	381
	76%

	July ‘07
	316
	72%

	August ‘07
	335
	79%


Developments to Date

The CBS has made many developments, these include:
· Text messaging service- although in its infancy the CBS is piloting the use of text messages as appropriate to inform bank staff of shifts available. It is hoped that this system is fairer by informing all bank staff of shifts at the same time and allowing them to ring us to book shifts on a first come first served basis, is less intrusive than calling people who have perhaps been on nights or who are busy and for whom it is not convenient to talk. 
· Cross checking of bank time sheets- time sheets have been developed to allow for countersignature for each shift and inclusion of budget information.
· A CBS information pack was developed during the pilot this has been continually updated and amended to reflect the current position of the CBS.
· Networks have been developed with local trusts who have Nurse Banks albeit acute services.
· Development of a spread sheet to record all shifts requested and filled and to report on performance measures.
· Links made with Payroll and Management Accounts to ensure each units budget accounts for all bank shifts used.

· The CBS now contacts Agencies for shifts when cover cannot be found by Bank Staff.
· Consistent/ improved fill rates despite receiving over twice the amount of shift requests as prior to general implementation

The CBS Team

The team currently consists of a CBS Manager (hrs) and 1.5 whole time equivalent CBS Coordinators. 
The Role of the CBS Manager

The role of the CBS Project Lead/Manager is to directly manage the CBS Coordinators and indirectly manage all of the Trusts Bank Staff. (See Appendix B) Other tasks include:
· Recruiting all bank staff including the arrangement of interviews etc. 

· Supporting bank staff who have previously used services, this may include monthly supervision sessions.

· Reporting to Senior Management with CBS Performance measures.

· Write protocols and pathways to further the development of the system.

· Oversee the completion of the Management Accounts spreadsheets.
· Countersign all bank time sheets and ensure they are submitted to payroll on time.
· Resolve any issues in relation to Bank Staff and Agency Staff by liaising with staff and agency management and with the Trusts Procurement Department.

The Role of the CBS Coordinators
The CBS Coordinators are responsible for communicating with Bank staff, unit staff and agencies on a day to day basis to enable shift vacancies to be filled. In addition they also:
· Assist in the preparation of spreadsheets for Management Accounts.
· Assist in the preparation of outcome measure reports for TMT.
· Check Bank Staffs time sheets to ensure they have been correctly completed and return them if not.

· Update availability lists on a daily basis.

· General Administration
Challenges
Over the last year many challenges have been encountered and in the main resolved; these have included:

Bank staff numbers

The bank staff list originally consisted of 250 staff (Health care assistants and Staff Nurses), many of whom when contacted informed us that they no longer wanted to be on the bank, leaving  a current total of 116 “active“ bank staff.

European Working Time Directive

The difficulties units faced when trying to cover shifts prior to the CBS pilot often meant that bank staff worked over the working time directive of 48 hours per week by as much as 24 hours and some, because of the lifestyle it afforded , are now reluctant to work within it. This can be difficult to monitor as when shifts are passed back to units they are often offered to those staff who are up to their limit.

Correct Budget Charging

Due to bank staff being encouraged to work on inpatient units across the trust the issue of units being charged for what they use as opposed to the “parent” unit being charged has been pursued. Meetings have taken place to address this issue. 

New bank time sheets are being implemented which may ease the situation; however commitment will be required from the Finance department to cost shifts appropriately. 
Commitment to the System by In-patient units
As with any change there has been some resistance to the implementation of the system. Some units have taken more convincing of the need for the process than others and some continue to refuse to use the service offered choosing instead to access particular bank staff and agencies direct.

Double Booking and Cancelled Shifts
Occasionally as with any service mistakes are made but this challenge is mainly a result of some units resistance to use the CBS appropriately choosing instead to cover their own shifts without informing CBS and not communicating within their own teams, this can result in Bank staff feeling devalued and despondent and sometimes reluctant to undertake any further work with the Trust or certain units. Likewise when shifts are cancelled by units due to them finding alternative cover and Bank staff then need to be cancelled. 
Mandatory Training

With so many dispersed bank staff to coordinate and increasing levels of mandatory training to complete, ensuring that all staff are up to date has proved more challenging than any other issue. CBS has worked intensively with the Training Team to develop a plan that meets the needs of all parties and is currently writing a protocol to outline proposals of how we will meet all requirements. 
Agencies
The Trust currently holds a Service Level Agreement with Nursing Personnel; this is in conjunction with other local Trusts both Acute and Primary care.  This is managed by the Trusts Procurement Manager.

During office hours when CBS are not able to be fill shifts with the trusts own bank staff it is occasionally necessary to approach the agency for shift cover therefore a relationship has been developed between the agency and CBS. This has enabled both parties to improve the quality of agency staff by having open dialogue about any special requirements or difficulties experienced by units.

All agencies used by the Trust are approved under the NHS Purchasing and Supply Agency, any difficulties or queries the Trust has can be dealt with by contacting PASA however in most cases CBS would liaise with the agency involved to attempt to resolve any issues.

Future Proposals and Possible Future Developments
Purchase of an Electronic System

A recent  report produced by the National Audit Office and the Department of Health [Good practice in managing the use of temporary nursing staff 12th July 2006. Page26] recommended that Trusts deciding to run their own nursing bank should invest in a nurse bank management system which is capable of being integrated with other systems within the Trust. 

The CBS in conjunction with the Trusts Business and Planning Department have written a business case/options appraisal suggesting ways in which the Trust could develop the CBS further with the purchase of an electronic system. The benefits of this are many including the following possibilities:
· Create specialist Forensic & PICU banks
· Income generation – PCT usage

· Create an internal temporary staffing agency

· Utilise CBS to coordinate the use of staff prepared to work overtime
· Enable Facilities to use the system to manage their bank (porters / domestics / catering)

· Enable the Complex Healthcare bank to use the system to manage their requests/staff

· Coordination of all agency staff including admin/support staff to ensure the safest and most cost effective options are considered.
· Staff Pool-coordinate the use of surplus staff (perhaps in the case of Ward closure) to ensure best usage with broad strategic overview.

Networks Made to Date

Occupational Health
CBS and Occupational Health Work together to maintain the health of all Bank Staff and have worked together to review the Health clearance section of the Service Level Agreement to ensure Agency staffs health and Safety is maintained.
Positive Assets Department

CBS and the Positive Assets Team work closely with a number of individuals who use ‘Positive Assets’ and have been recruited by CBS. 

Both teams have worked together to look at including Attitudes and Values as a Core Competency within all Job Descriptions, to be underpinned by the 10 ESC’s, which will have a positive benefit for all service areas and will include all Bank staff.
Patient Experience Team

Work has been completed within both departments to develop a Service Adviser Pathway to clarify the roles of both teams and the Positive Assets Section (Appendix J)
Personnel Department

As a main recruiter of staff CBS has made major networks with the recruitment team within Personnel and the Personnel Advisors have been a constant source of information and advice for the CBS Department.
Payroll

Developments within CBS around the payment of Bank staff have meant that Payroll and CBS have needed to work together by following a ‘Time sheet Pathway’ (Appendix K)
Management Accounts

CBS provide Management Accounts with a monthly spread sheet containing information about each Bank staff and each shift they have worked and where.
Procurement

CBS and Procurement Manager work together to review services provided by agencies and deal with any issues as they arise.
Training Department

Close links have been developed with the training Team to look at Induction needs and Mandatory Training requirements of Bank Staff.
Clinical Development Unit

Links have been made with CDU and CBS to meet the training needs of the Nursing and Healthcare Bank staff.
Local Counter Fraud Specialist
CBS and the LCFS have worked together to develop a Bank Time sheet pathway which outlines the journey of the timesheet and the opportunities available for highlighting poor/fraudulent practice. A pathway/proposal has also been written to outline the same opportunities for Agency Timesheets/invoices. (See Appendices D and E)
Appendix A

Flowchart for In-house Recruitment to the Central Bank System (CBS)
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Appendix B
Bank Time Sheet Fraud Prevention Journey


Appendix C
Agency Time Sheet Fraud Prevention Journey


Appendix D
Centralised Bank System
Non-urgent request
(Shortage predicted 3 or more working days before shift)
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Appendix E
Centralised Bank System
Urgent request
(Shortage predicted less than 3 working days before shift)
















Appendix F
Centralised Bank System
Out of CBS Office Hours Protocol
Urgent request
(Shift cover required at short notice when CBS are closed)
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Appendix G
	Induction/Supervision and Training Protocol

	Clearance received
	· Letter sent to applicant asking them to contact CBS Manager. Also included are:

· Trust Map

· Study leave Form

· Corporate Induction dates

· Time sheet and example

· Text message consent form

· Mandatory Training Card

· Annual Leave card

	(
	

	Contact Made with New Starter
	· CBS Coordinator to arrange unit induction in consultation with New Starter.

· CBS Coordinator to begin completion of CBS Mandatory Training Record.

· CBS coordinator to check if New Starter has an ID badge and if not to obtain photos and apply for one.

	(
	

	Induction Meeting
	· CBS Coordinator to arrange for CBS Manager to meet with New Starter on their first day of duty at the appropriate unit taking the Induction Pack, ID badge and CBS Mandatory Training Record.

	(
	

	Starter Paperwork to be completed
	· CBS Manager to ensure that:

· Pink Starter form is completed

· Study leave form is completed to book Corporate Induction, Clinical Induction and Mandatory Training

· Induction checklist is completed

· All other paperwork required is completed

· New starter understands the payment process, including how to complete the timesheet

· Text message consent form is completed

· New starter understands the function of CBS and what support is available to them

	(
	

	Information to be logged
	· CBS Coordinators to input information onto Induction/Supervision and Training spreadsheet

	(
	

	Supervision Sessions to be offered
	· CBS Manager to arrange with New Starter to meet every 4 - 6 Weeks at a venue to suit both parties.

	(
	

	Annual Preparation to be completed for PDR
	· Forms to be sent to appropriate unit Managers to request feedback about the Bank Staff in readiness for PDR.

	(
	

	PDR to be completed 
	· Arrangements to be made for CBS Manager to meet with Bank staff.


Appendix H
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Occupational Health check required, Personnel to send medical form to CBS to complete Part A then forward to applicant





Staff member and CBS Manager to complete Change form requesting additional post and submit to Personnel Secretary





Clearance letter and info pack to be sent to staff member and copy to CBS Manager by Personnel





No further CRB check required for this position





YES





Is the staff members’ current Job description the same as bank position being applied for?





CBS/Personnel to check whether CRB is required 





CBS Manager to complete Notification of appointment form and send to Personnel with In-house application form





Staff members’ substantive team manager to complete Part B of the CBS In-house application form and send to CBS Manager





Staff member interested in joining the bank to complete Part A of the CBS In-house application form





Is the level required the same as the last check completed on the staff member?





Offer letter to be sent to staff member by Personnel





NO





YES





NO





CRB check with POCA and POVA level to be completed















































Any queries or concerns re poor/fraudulent practice should be forwarded to Local Counter Fraud Specialist and/or Director of Finance





Bank staff completes time sheet for every shift as worked





Nurse In Charge of Unit to sign time sheet for shift as worked





Unit Manager may check and/or countersign timesheet





Time sheet original to be sent to CBS Manager for Countersignature





Time sheet original to be sent to Payroll for payment





Copy Obtained by CBS and Processed for Management Accounts





Invoice to Finance Department Payments section for processing





Agency staff completes time sheet for every shift as worked





Nurse In charge of Unit to sign time sheet for shift as worked and take a copy to be filed





Invoice received by unit and checked off against copy of time sheet and duty rotas





Time sheet to be returned to agency for processing






































Any queries or concerns re poor/fraudulent practice should be forwarded to Local Counter Fraud Specialist and/or Director of Finance














½ Working Day

















1 Hour





Shortfall(s) identified





3 Working Days prior to shift date

















3 Hour


s





URGENT REQUESTS TAKEN BETWEEN 9 am and 5 pm 


(Monday to Thursday) and 9am and 1pm (Friday)


Excluding B/Hs








Request e-mailed (marked!)/ telephoned to CBS


Unit Staff to state:


Their Name


Date and Time of Shift


Length of shift


Reason cover required


Band of staff required 


Any other requirements- i.e. Male/female








Unit staff to consider skill mixes- Do you have more staff on tomorrow, can staff be moved to alleviate the problem?


Think Laterally





CBS to confirm with staff /unit making request that this has been received








Bank Staff Contacted





Shift(s) filled








Shift(s) not filled by bank








Telephone and e-mailed confirmation to person making request and/or unit/ team manager stating:


-name of bank staff


-any other relevant information








Unit uses agencies


Agencies Contacted








Shift(s) filled








Shift(s) not filled by agencies








Telephone and e-mailed confirmation to person making request and/or unit/ team manager








Alternative arrangements made by manager





Unit does not use agencies





Unit to record following details on form A for each shift filled:


name of bank staff


shift date and times


A copy of completed Form A should then be sent to CBS on Monday morning





Unit does not use agencies





Alternative arrangements made by manager





Shift(s) not filled by agencies








Shift(s) filled by agencies








Unit uses agencies


Agencies Contacted





Shift(s) not filled by bank staff








Shift(s) filled by bank staff








Unit staff to consider skill mixes- Do you have more staff on tomorrow, can staff be moved to alleviate the problem?


Think Laterally





Unit staff to contact bank staff for whom they already hold contact details





Shortfall(s) identified





Unit uses agencies


Agencies Contacted
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3 Hours

















3 Hour


s





Unit staff to consider skill mixes- Do you have more staff on tomorrow, can staff be moved to alleviate the problem?


Think Laterally





Shortfall(s) identified
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1 Hour

















1 Hour





Request e-mailed(marked !)/ telephoned to CBS


Unit Staff to state:


Their Name


Date and Time of Shift


Length of shift


Reason cover required


Band of staff required 


Any other requirements- i.e. Male/female








CBS to confirm with staff /unit making request that this has been received








Bank Staff Contacted





� EMBED MSPhotoEd.3  ���








URGENT REQUESTS TAKEN BETWEEN 9 am and 5 pm 


(Monday to Thursday) and 9am and 1pm (Friday)


Excluding B/Hs








URGENT REQUESTS TAKEN BETWEEN 9 am and 5 pm 


(Monday to Thursday) and 9am and 1pm (Friday)


Excluding B/Hs








Telephone and e-mailed confirmation to person making request and/or unit/ team manager stating:


-name of bank staff


-any other relevant information








Alternative arrangements made by manager





Telephone and e-mailed confirmation to person making request and/or unit/ team manager








Shift(s) not filled by agencies








Shift(s) filled
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Unit does not use agencies





Shift(s) filled








Shift(s) not filled by bank








CBS Staff Member to visit Payroll to copy all Bank time sheets and file appropriately in CBS Office





Management Accounts to process





Payroll to process in normal way





CBS to input all hours worked onto the management accounts spreadsheet, noting hours worked at night and on weekends and send to Management Accounts (Charlotte Cook) within 5 working days of the final Pay Cycle of each month





Timesheet Unacceptable


CBS to return to bank staffs home address (or unit if they have a substantive contract) with covering letter, example of time sheet and guidelines. 


To be returned to S Todd by 10th of each month





Any time sheets sent to payroll before the 8th to be sent to 


S Todd, any received after the 8th should be dealt with by payroll and a copy sent to S Todd. In both cases a note should be sent bank staff informing them of correct process














Time Sheet Correct


S Todd to sign and send to 


Payroll





Time Sheets sent to Sarah Todd CBS by the 3rd of each month














Bank Timesheet Pathway
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