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Children’s Healthcare of Atlanta

• 638 licensed beds; 3 
hospitals (2 with labs)

• 8 Urgent Care Centers
• >11,300 employees
• 1,028,551 patient visits
• 233,184 ED visits
• 341 lab employees
• Standard instrumentation and 

procedures

Scottish Rite
710,576 tests/yr

Egleston
1,093,884 tests/yr
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Inception of Job Aid at Children’s

• Lean implementation in 2011
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Inception of Job Aid at Children’s

• Jim Adams, administrative director, 2012
– Introduced Toyota Way and JBS
– Maria Atuan – Core Lab Manager

• Very helpful in the very beginning for weekly maintenance
• Expanded from a few techs to multiple techs
• Allowed flexibility with scheduling

– Jonelle McKey – Microbiology manager
• Techs wondered why there was a procedure and a JBS
• Visuals were key
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Implementation – Organic Based on Need
to Change
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Sustainability
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JBS Created or Revised by Year• Began 10/1/2012
• 180 total JBS currently
• Maintenance often used
• “There are several job breakdown 

sheets that I regularly use in the 
chemistry department.” 

• “The JBS's for maintenance on the 
instruments are particularly 
useful.”

• “Film Arrays, Quest Urgent Care 
Blood culture reporting and Blood 
culture workup are a few of the JB 
sheets that I find helpful.” 
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Staff Acceptance

• Survey to entire lab, basic questions about use of job 
breakdown sheets

• 71 respondents from all areas of lab
• Predominance of MTs (45.1%), Supervisors (14.1%), 

Phlebotomists (9.9%)
• 84.5% stated they worked in an area that offered 

job breakdown sheets
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15.5%
4.2%

22.5%

22.5%

35.2%

How often do you use job breakdown sheets (job 
aids)?

Never, although my area offers
them

Never; I don't know what a job
breakdown sheet is or I don't know
if my area offers them

Daily

Weekly

Less than weekly

Staff Acceptance
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54.9%

18.3%

12.7%1.4%

35.2%

When/if you do use job breakdwon sheets (job aids), 
how useful do you find them?

Very useful Mildly useful

Neutral Not useful

N/A

Staff Acceptance
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Practical Applications of 
Job Breakdown Sheets

• Most used JBS’s
– Some related in context; some unique
– Some better than others, but most useful

• Collated responses from personal interviews into four 
categories of processes
– Infrequent
– New manual or technically complex manual 
– Complex and need standardization
– Complex and unable to standardize
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Practical Applications of a JBS

• Processes that are infrequent
• Processes that are manual and new and or manual 

technically difficult
• Processes that are complex and need standardization
• Processes that cannot be standardized and are 

therefore complex
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Hematology Instrument Calibration
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Hematology Analyzer Weekly Maintenance
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Practical Applications of a JBS

• Processes that are infrequent
• Processes that are manual and new or manual and 

technically difficult
• Processes that are complex and need standardization
• Processes that cannot be standardized and are 

therefore complex
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Processes That Are Manual and New

• Immunosuppressant testing
– Performed at Eg only on one instrument
– Need for in-house backup
– Only 1 instrument at Eg but SR has same instrument
– Decided to bring up immunosuppressant testing at SR
– No precedent there for required extraction step
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Immunosuppressants
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Processes That Are Manual and Technically 
Difficult

• Mass spectrometry performed previously at CHOA on 
a LC/MS/MS
– Immunosuppressant testing
– Instrument often down; no back-up
– Eventually ceased testing 

• 4 years later, introduced GC/MS (for HVA/VMA and 
subsequently pentobarbital)

• General core lab techs to be trained
• Anxiety regarding change/learning new technique
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HVA/VMA Specimen Preparation



Children’s Healthcare of Atlanta | Emory University

Practical Applications of a JBS

• Processes that are infrequent
• Processes that are manual and new or manual and 

technically difficult
• Processes that are complex and must be standardized 

across the system
• Processes that cannot be standardized and are 

therefore complex
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GI Rapid PCR Assay

Multiplexed nucleic acid test
• Multiple viruses, bacteria, parasites detected from stool
• Can get Passed/Failed/Invalid runs
• Positive results

– Impact on patient: some “significant”, others “critical”
– Many require supplemental testing

» Varies by organismGiardia  

Virus

Chapter 93, Manual of Clinical Microbiology, 11th Edition
https://www.cdc.gov/dpdx/
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GI PCR
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GI PCR
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GI PCR
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Oil Red O Stains

• Performed at both campuses
• Prior to JBS:

– 0 repeats requested at SR hospital
– 12/100 repeats requested at Eg hospital

• Why the difference?
– Months of attempts to improve unsuccessful
– Direct observation by outside observer identified 

difference
• Thorough washing of slides in running water
• Allow solution to settle before using

– Procedure didn’t include above steps
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Oil Red O Staining pre-JBS
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Oil Red O Staining
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Oil Red O Staining Post-JBS

Number of Repeats Requested

• Prior to JBS
- 12/100

• Following JBS and training     
(one month data)

- 0/40

• “The JBS for manual special 
staining has been very helpful 
in the training of new staff. It 
has also reduced the number 
of repeats requested due to 
stains that were not 
adequate.”
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Downtimes

• Downtimes
– February 2019: Scheduled downtime

• Multiple complaints from SR ED
• Some TATs reported as 4+ hours

– Scrubbed current issues
• Outside department:

– No location listed on downtime forms
– STAT stickers not in use
– Faxes not distributed to appropriate clinical staff

• Multiple issues within department:
– Staff education and training
– Organization during downtime
– Lack of drills
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Downtimes
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Downtimes
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Scheduling Sweat Collection

• Multiple people staffing “call center” for both hospitals
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Scheduling Sweat Collection



Children’s Healthcare of Atlanta | Emory University

Practical Applications of a JBS

• Processes that are infrequent
• Processes that are manual and new or manual and 

technically difficult
• Processes that are complex and need standardization
• Processes that cannot be standardized and are 

therefore complex
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TB Quantiferon Testing Specimens

• Send TB Gold tests to 3 different labs based on 
insurance

• For all, incubate in house before sending out
• All 3 labs have different requirements

– Centrifuge vs uncentrifuged
– Room temp vs refrigerated
– Some require special shipping bag
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TB Quantiferon Specimens

1/19 - 6/19 ARUP Labcorp Quest

Volume 393 256 268

Errors 1 10

1.2% error rate

Pre-JBS
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TB Quantiferon Specimens
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TB Quantiferon Specimens

1/19 - 6/19 ARUP Labcorp Quest

Volume 393 256 268

Errors 1 10

1.2% error rate

Pre-JBS

6/19 – 9/19 ARUP Labcorp Quest

Volume 191 92 90

Errors 1

0.27% error rate

Post-JBS
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Outpatient Specimen Collection

• 3 main labs based on insurance contracts (CHOA, 
Labcorp, Quest)
– Some contracts allow exceptions (all tests can come to 

CHOA but higher out of pocket expense)
– Some contracts allow no exceptions
– Some contracts have strict exceptions (only some stat testing 

can come to CHOA but higher out of pocket expense)

• Physician-based practice vs hospital-based practice
• Ultimately confusing and complex
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Lessons Learned

• What have we done well?
– Instilled a culture in which a JBS is a useful and used (and 

expected) tool
– Standardized the creation of JBS in new or complex 

processes

• What could we do better?
– Be more consistent with JBS content (template)
– Keep them updated
– Keep them simple
– Make them more accessible
– Introduce them to areas that don’t use them  


