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Results of Multi-Department 

Collaboration to Reduce Casual 

Labor and Increase Nurse 

Satisfaction

Teri Davis RN, BS, MBA

Andrea Warwick RN, MSN/ED, PCCN

Banner Good Samaritan Medical Center

Phoenix, AZ

Objectives

Participants will be able to:

1. Describe the impact of a multi-
departmental approach to maximize 
core nursing staff. 

2. Identify methods to improve nurse 
satisfaction based on NDNQI data. 
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Banner Good Samaritan 
Medical Center

• Banner Health Magnet Hospital / Medical 
Teaching Facility located in Phoenix, AZ 

• Over 650 beds

• 1700+ RNs

• Level I Certified Trauma Center

• Certified Stroke Center

Significance

• In 2005 and 2006 Traveler RN usage 
approached 250 FTEs

• Numerous instances of blocked/closed 
beds dues to lack of staffing resources

• Significantly higher costs, lower clinical 
quality, inconsistency of care delivery, 
and patient, physician, and core staff 
dissatisfaction.
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The Foundation  

AHRQ

NDNQI

Gallup Q12 HCAHPS

Safety Nursing Satisfaction

Employee

Engagement

Patient Experience

Cindy Helmich, DON

Banner Good Samaritan Medical Center

March 2008

Some Bold Statements>

• CNO recognized the need to change 
the culture and this would have to start 
with a bold statement:

“Traveler free in two-years”

“100% core nursing staff within two-years”
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Two Year Strategy

• In 2007 the Recruitment and Retention 
Committee formed

• The Steering Team included 
representatives from the following 
areas:  Nursing Administration, Nursing 
Department Management, Finance, 
Nursing Education, Recruitment, and 
Human Resources

Root Causes of Problem
• Cultural acceptance of high Traveler RN 

use to meet staffing needs

• Manager acceptance of current staffing 
model 

• Recruitment process issues which limited 
the numbers of candidates and new hires

• Inadequate systems to support a high 
number of hires (orientation process / 
preceptor availability)
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Recruitment and Retention 
Committee Solutions

Improve recruitment and hiring process 

through:

1. Process change that would reduce time from 
candidate interview to hire

2. Ongoing communication between Human 
Resources, Recruitment, and Nursing 
Management (The Triad Process)

Recruitment and Retention 
Committee Solutions (cont.)

Enhance nursing manager’s ability to 

manage nursing resources and 

understand hiring needs through 

development and use of :

1. Unit based hiring plans, nursing budget 
worksheets and FTE calculators, etc.

2. Nursing resource management education 
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Recruitment and Retention 
Committee Solutions (cont.)

Provide support for large numbers of 

new hires through development and 

implementation of :

1. Evidence-based RN Orientation and 
Preceptor Programs

2. RN Graduate Nurse Academies and 
Residency Programs

3. Framework for ongoing professional nursing 
practice and development

TimelyTimelyTimelyTimely    

Contribution To 
Our Patients 

Contribution To 
Our Profession 

Contribution To  
Society 

EffectiveEffectiveEffectiveEffective    

EfficientEfficientEfficientEfficient    

EquitableEquitableEquitableEquitable    

SafeSafeSafeSafe    

LeadershipLeadershipLeadershipLeadership    

Resource Resource Resource Resource 
UtilizationUtilizationUtilizationUtilization    

ResearchResearchResearchResearch    

EthicsEthicsEthicsEthics    

EducationEducationEducationEducation    

CollaborationCollaborationCollaborationCollaboration    

CollegialityCollegialityCollegialityCollegiality    

Professional Professional Professional Professional 
Practice Practice Practice Practice 

EvaluationEvaluationEvaluationEvaluation    

Quality of Quality of Quality of Quality of 
PracticePracticePracticePractice    

AssessmentAssessmentAssessmentAssessment    

DiagnosisDiagnosisDiagnosisDiagnosis    

Outcome Outcome Outcome Outcome 
IdentificationIdentificationIdentificationIdentification    

PlanningPlanningPlanningPlanning    

ImplementationImplementationImplementationImplementation    

EvaluationEvaluationEvaluationEvaluation    Excellent 

Patient 
Care 

Framework for Professional Nursing Practice & Development 
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Banner Health Journey of a Lifetime

Recruitment and Retention 
Committee Solutions (cont.)

Increase availability and visibility of 

recruitment data and trends 

through:

1. Recruitment and retention dashboards 
(report cards to monitor progress toward 
goals)
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Recruitment and Retention 
Committee Solutions (cont.)

Centralize the review and approval 

process for all requests for Travel 

RN contracts through:

1. Designated committee process 

2. Informed decision-making based on 
dashboard date reflecting compliance with 
hiring plans, staffing budget, and productivity 
targets

Patient Quality and Safety
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Patient Satisfaction
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Nurse Satisfaction
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Recruitment and Retention  
Evaluation: Financial Indicators

Overall trends in:

1. $ per Year for Traveler RNs 

2. Number of Traveler RN FTEs

3. Percent of Premium Casual Labor

*Traveler RNs

$ per Year for Traveler RNs 
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Number of Traveler RN FTEs 

JAN FEB MAR APR MAY JUN JUL AUG SEP OCT NOV DEC

2006 266.91 298.87 268.19 286.40 199.31 164.39 178.14 203.25 233.25 248.19 257.44 279.94

2007 262.63 287.55 268.48 234.01 196.32 150.73 171.02 176.66 180.54 191.05 216.73 240.88

2008 177.97 182.66 159.15 143.00 134.54 124.08 132.44 115.19 109.78 109.10 83.80 91.49

2009 70.98 63.88 53.43 42.51 40.00 38.83 27.17 18.60 10.61 6.47
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Implications for Practice 

Collaboration from major stakeholders to 
increase nurse staffing can be 
successful when change strategy and 
measures of success are determined 
proactively

By sharing our findings, other institutions 
will benefit from lessons learned in 
addressing a common problem in our 
current work environment  
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