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SUMMARY

i

"L:Uhivérsity Hospitals staff recognized the need for more effective delivery

of health care and other hospital services at the station level. This
program was given the highest priority in terms of investigations and re-

‘gource allocations. In early 1968, a series of studies was conducted at

a pilot inpatient unit to determine areas where improvement was needed and
to collect base line data as a means to measure subsequent changes. In-
formation acquired in the studies shows station staff attitudes, leader--

ship patterns, patient and medical staff evaluations of nursing and other

station services, patterns of medical record data recording by nurses and
the categorized, detailed activities of station personnel. Systems

studies and experimentation to improve delivery of services are now under
way. Projects include a nursing service program to develop a greater de-
gree of professional nursing practice through changes in the organization
of nuP31ng care at the station level. Further experimentation is planned

. to improve patient care through more effective use of profeq81onal and

departmental resources.

INTRODUCTION

There has long been a need for raview of activities at inpatient units as

a first step toward the hospital objective of more effective services at
this focal point of hospital operations. Of particular concern is the
organization and use of staff at the patient station and the systems through

~ which services are provided to patientss This need is especially appavrent

to nurses who, while attempting to closely examine their professional ob-
jectives and programs to provide patient care, have felt that their time
is largely taken by activities inappropriate to their professional training.

Hospital administration, while acknowledging the importance of station
activities as the delivery point of hospital services and prcfessional
teamwork, has delegated management of these activities to nursing servic
departments and to date has had little involvement in the organlzatlon or
administration of services at the inpatient unit. As a unlverSLty hospital,
responsibility was acknowledged to study station activities in order to
develop a more effective organization for delivery of health care at the
patient unit.

Unit management programs have been used at some hospitals to improve at
least one aspect of patient care delivery, the provision of more nursing
time for patients. These programs enable the transfer of responsibility
for certain non-nursing functions from the head nurse or staff nurses to
a non-nurse unit manager who works either within the nur51ng department
structure or directly under hospital administration.

Evidence does exist that unit managers can free nursing time for non-
management activities. Cynthia Henderson reviews the effects of unit
management program on nursing time in an article entitled "Freeing the
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Nurse to Nurse". She prov1des'conv1ncing'informatlon that these prdgramé’

‘do give nursing personnel more time to_care for patients by allocatlng
‘management tasks-to non- nursxng staff. . .

.Equally convincing evidence also exists, however, that providing mohe'

nursing care time does not necessarily increase either the quality or
quantity of nursing care. Studies at the Un1verq1ty of Iowa convxnc1ngly
documented that neither added staff nor special inservice programs
significantly changed the amount of time nurses spent with patients.4

- Richard Durbin and Herbert Springall, in discussing the patient care

syotem also caution that more nur81ng time does not ensure more effectlve
nur51ng practlce. = :

‘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 1mprOV1ng the management of non-
nur51ng 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 respon81b111t1es 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 studles conducted were:

1. To determine in detail how station personnel spend their time.
2. To attempt a limited assessment of the quality and quantity of
nursing care and hospital services provided to patients.

* 1. - Cynthia Henderson, "Freeing the Nurse to Nurse,'" American Journal of

Nursing, LXIV (March, 1964), p. 72

2, Myrtle Kitchell Aydelotte and Marie E. Tener, "An Investigation of the
Relation Between Nursing Activity and Patient Welfare", (State Univer-

sity of Iowa, 1960), p. 280

3.  Richard L. Durbin and Herbert W. Springall, "Systems Organization for
a Hospital", Hospital~Management,.CIV (Octobev,’1967), p- 59

4, Vlrglnla H. Walker, Nur81np and thuallstlc Practlce, (New York: The
Macmillan Company, 1967) : :
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18, '‘To determine specific areas where improvements in systems or

'organlzatlon are needed.
4, To provide base line information through which changes ln unlt

8 organlzatlon and systems can be evaluated

A pilof statlon Station 32, was selected as the 51te for‘analysis and the
- subsequent testing of changes. Station 32 is felt to be as representative
a station as can be found in this specialty setting, and staff on the

. station were willing to participate in what was viewed as beneficial but

potentially time consuming and sometimes disrupting studies.

Several individuals and three committees participated in determining the
approach to analyzing station activities and in selecting and developing
the specific studies used. The first, an internal committee, consists of
‘representatives of hospital and a clinical department which, in a direct
- and scheduled manner, provide services at the patlent unit. These individuals
include Florence Julian, Nursing Services; Leonard Leipus, Central Sterile
Supply; Marie Perreault, Pharmacy; Angeline Felknor, Dietary; Donna Wieb,
Clinical Laboratories; Wally Petrykowski, Hospital Maintenance; Margaret
‘McHugh, Housekeeping; and Paul Winchell, M.D., Department of Medicine. As
the action committee involved in this project, this-group has assisted in.
developing the project, reviewing the data obtained, and approving 1n1t1al
recommendations which followed the station studies. .

A second committee was formed consisting of non-hospital staff representatives
-of disciplines concerned with activities at the station. This group provided .
"~ advice regarding the need for study and the testing of specific changes at a
pilot station. As individuals, they assisted in the development and selection
. of the studies undertaken. Members of this committee were George S. Michaelson,
Director, Environmental Health and Safety, School of Public Health; Mary Lou
Freeberg, Faculty, School of Nursing; Russell Nyquist, Faculty, School of In-
dustrial Engineering; Pearl Rosenberg, Clinical Psychologist, Department of
Physical Medicine and Rehabilitation, and Bright Dornblaser, Director, Program
in Hospital Administration, School of Public Health.

In addition to the studies and concurrent with them, the Director of Nursing
Service appointed a committee of nursing supervisors, head nurses, nurse
clinicians and a representative of the faculty of the School of Nursing to
review the effectiveness of nursing service at the station level, to identify
the factors which influence nursing practice and to recommend programs to
improve the quality of nursing care.

Summary and Conclusions of Studies and Nursing Service Committee Deliberations

1. Study Descriptions, Findings and Conclusions

Seven studies, including surveys and observations, were conducted to provide
the necessary base line information for future evaluation and to assist .

in determining problem areas. Problem areas were determined from data
obtained in a continuous observation study and a fifteen minute work
sampling activity analysis. Attempts to assess quality of care were accom-
plished through a patient satisfaction survey, a physician questionnaire




“and a chart audit. In addition to the other studies, a sociometric test

2. and a semantic differential were used to assist in an evaluation of the

effects of future changes. Information regarding the studies is summarized
below, while more detailed data may be found in individual study reports.

A. Continuous Observation Study

This study was undertaken to provide a detailed description of activi-
‘ties of the head nurse, charge nurses and station assistants. Activi--
ties were categorized by hospital system orientation, e.g., drugs,
laboratory, dietary, etc.; the action being performed; the level of
activity or appropriate job classification for each activity; the rela-
ted department, defined as the department of the individual with whom
communication was exchanged; and the mode or method of communication.
By describing in detail the kinds of activities which command the time
of these key personnel at the station, it was hoped that needs for im-
provements in specific systems and/or organization would be shown.

The results show that 50% of the staffs' time was spent in four
systems; activities with physicians relating to medical care (15%),
activities relating to the hospital system of drugs (14%), activities

- relating to lab tests (12%), and activities relating to nursing care
of patients and to nursing staff management (9%).

Although fifty-five percent of all time studied was at the clerical
level, only 43% of the total study time was worked by station assis-
tants. The head nurse spent 15% of her time in clerical level
-activities, while the evening charge nurse spent 9% of her time in
clerical activities. Sixty-five percent-of the activities studied
were communicative activities. The head nurse, charge nurse and
nursing station assistants spent the largest portion of their time
(38.7%) in communications with nursing service personnel. Much of
this communication related to non~nursing hospital systems, since only
9% of their time was actually spent in the category called nursing
service.

The continuous observation study calls attention to several areas
where a more detailed analysis of systems appears warranted, e.g.,

drug system, laboratory test system, patient admission, transfer and
discharge systems, etc. The study also illustrates inconsistencies
between job classifications and actual duties performed in terms of
job levels. It suggests that excessive amounts of time are spent

in communication activities relating to some hospital systems. This
categorization of activities of key personnel in the delivery of .
inpatient service does show a need for a closer look at the organiza--
tion and systems through which these services are provided to patients.

B. Semantic Differential

The Semantic Differential was used to quantitatively measure the
‘attitudes of station personnel toward concepts related to functions
and positions in the hospital. . The individuals attitudes were measured
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ih;terms¥of their evaluation (good-bad) of the concept; their view
W”'of the power (strong-weak) of the concept; and tHeir view of the
act1v11y (activéupassive)\of the concept. : o

,Seventeen key words ‘or concepts were used. Included were all job
titles of persons taking the test, as well as several health pro-
fessionals, hospital departments and functions at the unit.

The term "doctor" was rated highest in activity, strongest, and most.

favorable. - Also rated strongly and favorably were the concepts .

- "hospital administrator' and "patient teaching". Words that were con-
~ sidered not very powerful included "head nurse", '"licensed prsctical
- nurse", "dietician", "nurses notes", '"patient', and "nurse aide".

" The term "patient" was seen as not at all powerful, not active and
not as favorable as most of the other terms. All categories of
employees rated their own positions as very favorable, but not very
powerful ; this was especially true of the head nurse. In fact, all
concepts viewed in this study were considered favorable, but there
was wide variation as to their powerfulness and activity.

The primary purpose and value of this study is to provide base line
‘data regarding specific attitudes of station personnel. The merit
and consequences of organization, system and responsibility changes
made at the pilot station can be measured in part by attitude changes
shown in a repeat of this study after changes are made at the unit.

-C. Sociometric Study

This study examined the social structure of personnel assigned to
Station 32 by determining to whom the station personnel relate in

- terms of work-oriented leadership, social activity and personal
counseling preferences. The study also provides an indication of
group cohesiveness and specific leadership patterns within the group.

Study results show that personnel on Station 32 form a cbhesivévgroup.
Station personnel, as opposed to hospital staff not assigned to the
station, were chosen 84% of the time in a question relating to indiv-

iduals with whom the respondent would most like to work. Station pepr-

‘sonnel selected other station personnel 70% of the time for social
activity preference and 63% of the time as personal counseling pre-
ferences. In terms of work oriented leadership, the staff of station

" 32 selected a small group of 1nd1v1duals, including the head nurse and
three staff nurses. A :

As anticipated, this study depicted a cohesive group which has in-
formal leadership consistent with the formal organization. A repeat
.of this study following changes in organization, (such as inclusion
of management personnel in the station structure), responsibility or
systems will assist in evaluating the changes in terms of their effect

on leadership within the group and the functlonlng of station personnel

as a cohe51ve team.
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