


program was given t h e  h ighes t  p r i o r i t y  i n  terms of inves t iga t ions  and re -  
source a l l o c a t i o n s .  I n  e a r l y  1968, a  s e r i e s  of  s t u d i e s  was conducted a t  
a  p i l o t  i n p a t i e n t  u n i t  t o  determine a reas  where improvement was needed and 
t o  c o l l e c t  base l i n e  d a t a  a s  a  means t o  measure subsequent changes. In- 
formation acquired i n  t h e  s t u d i e s  shows s t a t i o n  s t a f f  a t t i t u d e s ,  leader-"  
s h i p  pa.tterns, p a t i e n t  and medical s t a f f  evaluat ions  of nursing and o the r  
s t a t i o n  s e r v i c e s ,  p a t t e r n s  of medical record  d a t a  recording by nurses and 
t h e  ca tegor ized ,  d e t a i l e d  a c t i v i t i e s  of s t a t i o n  personnel.  Systems 
s t u d i e s  and experimentation t o  i m p r ~ v e  de l ive ry  of  s e r v i c e s  a r e  now under 
way. P ro jec t s  include a nursing s e r v i c e  program t o  develop a g r e a t e r  de- 
gree  of p ro fess iona l  nursing p r a c t i c e  through changes i n  t h e  organiza t ion  
of nursing care  a t  t h e  s t a t i o n  l e v e l .  Fur ther  experimentation is  planned 
t o  improve p a t i e n t  c a r e  through more e f f e c t i v e  use  of p ro fess iona l  and 

There has long been a need f o r  r2view of a c t i v i t i e s  at  i n p a t i e n i  u n i t s  a s  
a first s t e p  toward t h e  h o s p i t a l  o b j e c t i v e  of more e f f e c t i v e  s e r v i c e s  a t  
t h i s  f o c a l  point  of h o s p i t a l  opera t ions .  O f  p a r t i c u l a r  concern is  t h e  
organiza t ion  and use of s t a f f  a t  t h e  p a t i e n t  s t a t i o n  and t h e  systems through 
which s e r v i c e s  are  provided t o  p a t i e n t s J  This need is e s p e c i a l l y  apparent 
t o  nurses who, while at tempting t o  c l o s e l y  examine t h e i r  p ro fess iona l  ob- 
j ec t ives  and programs t o  provide p a t i e n t  c a r e ,  have f e l t  t h a t  t h e i r  t ime 
is l a r g e l y  taken by a c t i v i t i e s  inappropr ia te  t o  t h e i r  p ro fess iona l  t r a i n i n g .  

Hospi ta l  adminis t ra t ion ,  while acknowledging t h e  importance of  s t a t i o n  
a c t i v i t i e s  a s  t h e  de l ive ry  point  of h o s p i t a l  se rv ices  and p rc fess iona l  
teamwork, has delegated management o f  t h e s e  a c t i v i t i e s  t o  nurs ing  s e r v i c  
departments and t o  d a t e  has had l i t t l e  involvement i n  t h e  o rgan iza t ion 'o r  
adminis t ra t ion  of se rv ices  a t  t h e  i n p a t i e n t  u n i t .  A s  a  u n i v e r s i t y  h o s p i t a l ,  
r e s p o n s i b i l i t y  was acknowledged t o  study s t a t i o n  a c t i v i t i e s  i n  order  t o  
develop a more e f f e c t i v e  organiza t ion  fir de l ive ry  o f  h e a l t h  c a r e  a t  t h e  
p a t i e n t  u n i t .  

Unit management programs have been used a t  some h o s p i t a l s  t o  improve a t  
l e a s t  one aspect  of  p a t i e n t  ca re  d e l i v e r y ,  t h e  provis ion  o f  more nurs ing  
time f o r  p a t i e n t s .  These programs enable t h e  t r a n s f e r  of  r e s p o n s i b i l i t y  
f o r  c e r t a i n  non-nursing functions from t h e  head nurse o r  s t a f f  nurses  t o  
a non-nurse u n i t  manager who works e i t h e r  wi th in  t h e  nurs ing  department 
s t r u c t u r e  o r  d i r e c t l y  under h o s p i t a l  adminis t ra t ion .  

Evidence does e x i s t  t h a t  u n i t  managers can f r e e  nursing time f o r  non- 
management a c t i v i t i e s ,  Cynthia Henderson reviews t h e  e f f e c t s  of  u n i t  
management program on nursing t ime i n  an a r t i c l e  e n t i t l e d  "Freeing t h e  
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Nurse to Nurse". She provides convincirlg infornlat ion that these programs 
do give nursing personnel more time to care for patients by allocatipg 
management taskseto non-nursing staff. 1 

Equally convincing evidence also exists, however, that providing more 
. nursing care time does not necessarily increase either the quality or 

quantity of nursing care. Studies at the University of Iowa convincingly 
documented that neither added staff nor special inservice programs 
significantly changed the amount of time nurses spent with patients. 
Richard Durbin and Herbert Springall, in discussing the patient care 
system, also caution that more nursing time does not ensure more effective 
nursing practice. 

Another study by Virginia Walker, reported in Nursing and Ritualistic ---- 
Practice, shows that although the addition of a station manager decreased 
the amount of time spent by the head nurse in administrative activities, 
it did not bring about a comparable increase in direct patient care 
activities.4 This author maintains that unless certain role expectations 
which hospital and medical staff hold for the head nurse are transferred 
to another person, the role of the head nurse will not become more patient 
care centered. 

Perhaps because unit manager programs are usually initiated through' efforts 
of nursing departments, less concern and evidence is documented regarding 
the effectiveness of these programs in improving the management of non- 
nursing activities. The transfer of non-nursing functions to unit managers 
in itself provides no solution to other considerations in the delivery 
of services, such as station responsibilities and service activities of 
other hospital departments, improved systems for the delivery of services 
and more appropriate use of all levels of hospital staff. 

With these concerns as background, an analysis and evaluation of activities 
at the patient level was undertaken at University of Minnesota Hospitals. 
The objectives of the studies conducted werle: 

I. To determine in detail how station personnel spend their time. 
2. To attempt a limited as,sessment of the quality and quantity of 

nursing care and hospital services provided to patients. 

- 
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Relation Between Nursing Activity and Patient Welfare", (State Univer- 
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3 .  To determine s p e c i f i c  a r e a s  where improvements i n  systems o r  
o rgan iza t ion  a r e  needed. 

4. To provide base  l i n e  in format ion  through which changes i n  u n i t  - 

o r g a n i z a t i o n  and systems can be eva lua ted .  

A p i l o t  s t a t i o n ,  S t a t i o n  32, was s e l e c t e d  a s  t h e  s i t e  f o r  a n a l y s i s  and t h e  
subsequent  t e s t i n g  o f  changes.  S t a t i o n  32 is f e l t  t o  be a s  r e p r e s e n t a t i v e  
a s t a t i o n  a s  can be found i n  t h i s  s p e c i a l t y  s e t t i n g ,  and s t a f f  on t h e  
s t a t i o n  were w i l l i n g  t o  p a r t i c i p a t e  i n  what was viewed as b e n e f i c i a l  b u t  
p o t e n t i a l l y  t ime consuming and so~net imes d i s r u p t i n g  s t u d i e s .  

Seve ra l  i n d i v i d u a l s  and t h r e e  committees p a r t i c i p a t e d  i n  de te rmin ing  t h e  
approach t o  ana lyz ing  s t a t i o n  a c t i v i t i e s  and i n  s e l e c t i n g  and deve loping  
t h e  s p e c i f i c  s tudi-es  used.  The f irst ,  an  i n t e r n a l  committee, c o n s i s t s  of  
r e p r e s e n t a t i v e s  o f  h o s p i t a l  and a c l i n i c a l  department which, i n  a  d i r e c t  
and scheduled manner, p rovide  s e r v i c e s  a t  t h e  p a t i e n t  u n i t .  These i n d i v i d u a l s  
i nc lude  Florence J u l i a n ,  Nursing S e r v i c e s ;  Leonard Leipus,  C e n t r a l  S t e r i l e  
Supply; Marie P e r r e a u l t ,  Pharmacy; Angeline Felknor ,  D ie t a ry ;  Donna Wieb, 
C l i n i c a l  Labora to r i e s ;  Wally Petrykowski ,  Hosp i t a l  Maintenance; Hargaret  
McIIugh, Housekeeping; and Paul  Winchel l ,  M.D.,  Department o f  Medicine. A s  
t h e  a c t i o n  committee involved i n  t h i s  p r o j e c t ,  t h i s - g r o u p  has  a s s i s t e d  i n  
developing t h e  p r o j e c t ,  reviewing t h e  d a t a  ob t a ined ,  and approving i n i t i a l  
recommendations which fol lowed t h e  s t a t i o n  s t u d i e s .  

A second committee was formed c o n s i s t i n g  o f  non-hospi ta l  s t a f f  r e p r e s e n t a t i v e s  
of d i s c i p l i n e s  concerned wi th  a c t i v i t i e s  a t  t h e  s t a t i o n .  Th i s  group provided . 
advice  r ega rd ing  t h e  need f o r  s t u d y  and t h e  t e s t i n g  of s p e c i f i c  changes a t  a  
p i l o t  s t a t i o n .  A s  i n d i v i d u a l s ,  t hey  a s s i s t e d  i n  t h e  development and s e l e c t i o n  
o f  t h e  s t u d i e s  undertaken.  Members o f  t h i s  committee were George S. Michaelson, 
D i r e c t o r ,  Environmental Hea l th  and S a f e t y ,  School o f  P u b l i c  Heal th ;  Mary Lou 
Freeberg,  Facul ty ,  School o f  Nursing; R u s s e l l  Nyquist ,  Facu l ty ,  School o f  In-  
d u s t r i a l  Engineer ing;  P e a r l  Rosenberg, C l i n i c a l  Psycho log i s t ,  Department of  
Phys i ca l  Medicine and R e h a b i l i t a t i o n ,  and Br igh t  Dornblaser ,  D i r e c t o r ,  Program 
i n  Hosp i t a l  Adminis t ra t ion ,  School o f  P u b l i c  Heal th .  

I n  a d d i t i o n  t o  t h e  s t u d i e s  and concu r r en t  wi th  them, t h e  D i r e c t o r  o f  Nursing 
Se rv i ce  appointed a committee o f  nu r s ing  s u p e r v i s o r s ,  head n u r s e s ,  nurse 
c l i n i c i a n s  and a  r e p r e s e n t a t i v e  o f  t h e  f a c u l t y  o f  t h e  School o f  Nursing t o  
review t h e  e f f e c t i v e n e s s  of nu r s ing  s e r v i c ?  a t  t h e  s t a t i o n  l e v e l ,  t o  i d e n t i f y  
t h e  f a c t o r s  which i n f l u e n c e  nu r s ing  p r a c t i c e  and t o  recommend programs t o  
improve t h e  q u a l i t y  o f  nu r s ing  care. 

Summary and Conclusions of  S t u d i e s  and Nursing Se rv i ce  Committee D e l i b e r a t i o n s  

1. Study Desc r ip t i ons ,  F indings  and Conclusions 

Seven s t u d i e s ,  i nc lud ing  surveys  and o b s e r v a t i o n s ,  were conducted t o  provide  
t h e  necessary  base l i n e  in format ion  f o r  f u t u r e  e v a l u a t i o n  and t o  a s s i s t  
i n  determining problem a r e a s .  Problem a r e a s  were determined from d a t a  
ob t a ined  i n  a  cont inuous obse rva t ion  s tudy  and a f i f t e e n  minute  work 
sampling a c t i v i t y  a n a l y s i s .  Attempts t o  a s s e s s  q u a l i t y  cf c a r e  were accom- 

. , p l i s h e d  through a  p a t i e n t  s a t i s f a c t i o n  survey ,  a  phys i c i an  q u e s t i o n n a i r e  
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' a n d  a c h a r t  a u d i t .  I n  a d d i t i o n  t o  t h e  o t h e r  s t u d i e s ,  a  soc iome t r i c  t e s t  
and a semantic d i f f e r e n t i a l  were used t o  a s s i s t  i n  a n  e v a l u a t i o n  of t h e  
e f f e c t s  of  f u t u r e  changes. Information regard ing  t h e  s t u d i e s  is  summarized 
below, while more d e t a i l e d  d a t a  may be found i n  i n d i v i d u a l  s tudy  r e p o r t s .  

A.  Continuous Observat ion Study - 
This s tudy  was undertaken t o  provide a d e t a i l e d  d e s c r i p t i o n  of a c t i v i -  
t ies of t h e  head nu r se ,  charge nurses  and s t a t i o n  a s s i s t a n t s .  Ac t iv i -  
t i e s  were ca t egor i zed  by h o s p i t a l  system o r i e n t a t i o n ,  e . g . ,  d rugs ,  
l a b o r a t o r y ,  d i e t a r y ,  e t c . ;  t h e  a c t i o n  be ing  performed; t h e  l e v e l  o f  
a c t i v i t y  o r  a p p r o p r i a t e  job c l a s s i f i c a t i o n  f o r  each a c t i v i t y ;  t h e  r e l a -  
t e d  department,  def ined a s  t h e  department of  t h e  i n d i v i d u a l  with whom 
communication was exchanged; and t h e  mode o r  method o f  communication. 
By desc r ib ing  i n  d e t a i l  t h e  kinds of  a c t i v i t i e s  which command t h e  t ime 
of these  key personnel  a t  t h e  s tat io11,  it was hoped t h a t  needs f o r  i m -  
provements i n  s p e c i f i c  systems and/or  o r g a n i z a t i o n  would be shown. 

The r e s u l t s  show t h a t  50% o f  t h e  s t a f f s '  t ime was spen t  i n  f o u r  
systems; a c t i v i t i e s  wi th  phys ic ians  r e l a t i n g  t o  medical  c a r e  (15%),  
a c t i v i t i e s  r e l a t i n g  t o  t h e  h o s p i t a l  system o f  drugs (14%),  a c t i v i t i e s  
 elating t o  l a b  t e s t s  (12%) ,  and a c t i v i t i e s  r e l a t i n g  t o  nurs ing  c a r e  
of p a t i e n t s  and t o  nu r s ing  s t a f f  management ( 9 % ) .  

t 

Although f i f t y - f i v e  pe rcen t  of a l l  t ime s t u d i e d  was a t  t h e  c l e r i c a l  
l e v e l ,  on ly  43% of t h e  t o t a l  s tudy  t ime was worked by s t a t i o n  assis- 
t a n t s .  The head nurse  spen t  15% of h e r  t ime i n  c l e r i c a l  l e v e l  
a c t i v i t i e s ,  whi le  t h e  evening charge nurse  spen t  9% of  h e r  t ime i n  
c l e r i c a l  a c t i v i t i e s .  S ix ty - f ive  pe rcen t  of t h e  a c t i v i t i e s  s t u d i e d  
were communicative a c t i v i t i e s .  The head n u r s e ,  charge nurse  and 
nurs ing  s t a t i o n  a s s i s t a n t s  spen t  t h e  l a r g e s t  p o r t i o n  o f  t h e i r  t ime 
( 3 8 . 7 % )  i n  communications wi th  nu r s ing  s e r v i c e  personnel .  Much o f  
t h i s  communication r e l a t e d  t o  non-nursing h o s p i t a l  sys tems,  s i n c e  only  
9% of  t h e i r  t ime was a c t u a l l y  spen t  i n  t h e  ca tegory  c a l l e d  nurs ing  
s e r v i c e .  

The continuous obse rva t ion  s tudy  c a l l s  a t t e n t i o n  t o  s e v e r a l  a r e a s  
where a more d e t a i l e d  a n a l y s i s  o f  systems appears  warran ted ,  e .g . ,  
drug system, l a b o r a t o r y  t e s t  system, p a t i e n t  admission,  t r a n s f e r  and 
d ischarge  systems,  e t c .  The s tudy  a l s o  i l l u s t r a t e s  i n c o n s i s t e n c i e s  
between job c l a s s i f i c a t i o n s  and a c t u a l  d u t i e s  performed i n  terms o f  
job l e v e l s .  I t  sugges t s  t h a t  exces s ive  amounts of  t ime a r e  spen t  
i n  communication a c t i v i t i e s  r e l a t i n g  t o  some h o s p i t a l  systems.  This  
c a t e g o r i z a t i o n  of a c t i v i t i e s  of  key personnel  i n  t h e  d e l i v e r y  of 
i n p a t i e n t  s e r v i c e  does show a need f o r  a  c l o s e r  look a t  t h e  organiza-  
t i o n  and systems through which t h e s e  s e r v i c e s  a r e  provided t o  p a t i e n t s .  

B. Semantic D i f f e r e n t i a l  -- 

. , 
The Semantic D i f f e r e n t i a l  was used t o  q u a n t i t a t i v e l y  measure t h e  
a t t i t u d e s  of  s t a t i o n  personnel  toward concepts  r e l a t e d  t o  f u n c t i o n s  
and p o s i t i o n s  i n  t h e  h o s p i t a l .  The i n d i v i d u a l s  a t t i t u d e s  were measured 
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f e s s i o n a l s ,  h o s p i t a l  departments  and f u n c t i o n s  a t  t h e  u n i t ,  

The term " d ~ c t o r ' ~  was r a t e d  h ighes t  i n  a c t i v i t y ,  s t r o n g e s t ,  and most 
favorable .  Also r a t e d  s t r o n g l y  and f avorab ly  were t h e  concepts  
" h o s p i t a l  a d m i n i s t ~ a t o r "  and " p a t i e n t  teaching".  Words t h a t  were con- 
s ide red  not  very powerful included "head nurse",  "Licensed prti .ctica1 
nurse",  " d i e t i c i a n " ,  "nurses  notes" ,  ! ' pa t i en tn ,  and "nurse aide".  
The term "pa t ien t Is  was seen  a s  n o t  a t  a l l  powerful ,  n o t  a c t i v e  and 
not  a s  f avo rab le  a s  most o f  t h e  o t h e r  terms.  A l l  c a t e g o r i e s  of  
employees r a t e d  t h e i r  own p o s i t i o n s  as very  f avo rab le ,  b u t  no t  very  
powerful;  t h i s  was e s p e c i a l l y  t r u e  of  t h e  head nurse .  I n  f a c t ,  a l l  
concepts  viewed i n  t h i s  s tudy  were considered f a v o r a b l e ,  bu t  t h e r e  
was wide v a r i a t i o n  as t o  t h e i r  powerfulness and a c t i v i t y .  

The primary purpose and va lue  o f  t h i s  s tudy  is  t o  provide  base  l i n e  
d a t a  r ega rd ing  s p e c i f i c  a t t i t u d e s  of s t a t i o n  personnel .  The mer i t  
and consequences of o r g a n i z a t i o n ,  system and r e s p o n s i b i l i t y  changes 

" made a t  t h e  p i l o t  s t a t i o n  can be measured i n  p a r t  by a t t i t u d e  changes 
shown i n  a r e p e a t  o f  t h i s  s tudy  a f t e r  changes a r e  made a t  t h e  u n i t .  

C. Sociometr ic  Study 

This  s tudy  examined t h e  s o c i a l  s t r u c t u r e  o f  personnel  ass igned  t o  
S t a t i o n  32 by determining t o  whom t h e  s t a t i o n  personnel  r e l a t e  i n  
terms o f  work-oriented l e a d e r s h i p ,  s o c i a l  a c t i v i t y  and pe r sona l  
counsel ing p re fe rences .  The s tudy  a l s o  provides  an i n d i c a t i o n  of  
group cohesiveness  and s p e c i f i c  l e a d e r s h i p  p a t t e r n s  w i t h i n  t h e  group,  

Study r e s u l t s  show t h a t  personnel  on S t a t i o n  32 form a cohesive group. 
S t a t i o n  personnel ,  as opposed t o  h o s p i t a l  s t a f f  n o t  ass igned  t o  t h e  
s t a t i o n ,  were chosen 84% of  t h e  t ime i n  a ques t ion  r e l a t i n g  t o  ind iv-  
i d u a l s  wi th  whom t h e  respondent  would most l i k e  t o  work. S t a t i o n  per -  
sonnel  s e l e c t e d  o t h e r  s t a t i o n  personnel  70% of t h e  t ime f o r  s o c i a l  
a c t i v i t y  p re fe rence  and 63% of  t h e  t ime as pe r sona l  counse l ing  pre-  
f e r ences .  I n  terms o f  work o r i e n t e d  l e a d e r s h i p ,  t h e  staff of s t a t i o n  
32 s e l e c t e d  a  sma l l  group o f  i n d i v i d u a l s ,  i nc lud ing  t h e  head nurse  and 
t h r e e  s t a f f  nu r ses .  

As a n t i c i p a t e d ,  t h i s  s t u d y  dep ic t ed  a cohesive group which has i n -  
formal  l e a d e r s h i p  c o n s i s t e n t  with t h e  formal  o r g a n i z a t i o n .  A r e p e a t  
of t h i s  s tudy  fo l lowing  changes i n  o r g a n i z a t i o n ,  (such a s  i n c l u s i o n  
of management personnel  i n  t h e  s t a t i o n  s t r u c t u r e ) ,  r e s p o n s i b i l i t y  o r  
systems w i l l  assist  i n  e v a l u a t i n g  t h e  changes i n  t e r ~ n s  of  t h e i r  e f f e c t  

. , on l eade r sh ip  wi th in  t h e  group and the' f u n c t i o n i n g  of  s t a t i o n  personnel  
as a cohesive team. 
















