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THE CHARACTERIZATIONS OF EFFECTIVE ORGANIZATIONS 

AMONG INSTITUTIONS PROVIDING LONG-TERM 

GERIATRIC CARE

CHAPTER I 

INTRODUCTION AND RESEARCH MODEL 

Background

P o ss ib ly  no o th e r  s u b je c t  c la im s as much m an ag eria l 

tim e and a t t e n t io n  as problem s o f  o rg a n iz a t io n a l  b e h a v io r . 

Managers a re  a tte m p tin g  c o n tin u a lly  to  cope w ith  problem s 

o f s t r u c tu r e ,  c o o p e ra tio n , in te g r a t io n ,  com m unications, 

d ec is io n -m ak in g , m o tiv a tio n , and le a d e r s h ip .  Those and 

o th e r  r e l a t e d  a r e a s  have been found to  in f lu e n c e  s i g n i f i 

c a n tly  o v e r a l l  o r g a n iz a t io n a l  e f f e c t iv e n e s s .  O rg a n iz a tio n s ' 

w i l l  co n tin u e  to  rem ain  e f f e c t iv e  only  i f  th ey  a re  a b le  to  

develop f e a s ib le  g u id e l in e s  to  d e a l w ith  th e s e  v a r io u s
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s t r u c t u r a l  p ro c e ss  and b e h a v io ra l problem  a re a s .

The n u rs in g  home i s  an i n s t i t u t i o n  th a t  i s  ra p id ly  

growing in  im portance in  to d a y 's  s o c ie ty  and th i s  i s  the 

p rim ary  re a so n  f o r  s e le c t in g  i t  as th e  o b je c t  o f  t h i s  s tu d y . 

On November 19 , 1975, th e  S enate  Subcom m ittee on Long-Term 

Care is s u e d  a c r i t i c a l  r e p o r t  on th e  n u rs in g  home in d u s try . 

The r e p o r t  c r i t i c i z e d  f e d e ra l  and s t a t e  a g e n c ie s  f o r  f a i l in g  

to e n fo rc e  laws designed  to  e l im in a te  abuses in  n u rs in g  

homes. Q uoting  from t h i s  r e p o r t  :

The n u r s in g  home in d u s try  r e q u ir e s  in te n s e  a t t e n t io n .  
That in d u s t r y  cou ld  b e  a t  th e  end o f  i t s  c o n tro v e rs ia l  
b e g in n in g . I t  could  be on th e  verge  o f  a second stage 
o f  grow th combined w ith  m a tu r i ty  and e f fe c t iv e n e s s  o f 
t r e a tm e n t . Or i t  cou ld  go th ro u g h  a v e ry  d i f f e r e n t  
type  o f  s ta g e  two : A p e r io d  m arked by f u r th e r  f a i lu r e
in  p o l ic y  and c le a r  c u t g o a ls .  (U .S .,  C ongress, S enate , 
Subcom m ittee on Long-Term C are , 1974 [ h e r e a f te r  c i te d  
as Subcom m ittee on Long-Term C are , 1974])

I f  th e  n u rs in g  home in d u s try  i s  to  ach iev e  m a tu rity  

and e f f e c t iv e  tre a tm e n t, i t  w i l l  n o t be th rough  th e  c re a tio n  

and en fo rcem ent o f  p u b lic  p o lic y  a lo n e , b u t more a p p ro p ri

a t e ly ,  th e se  g o a ls  can be accom plished  th rough  th e  develop

ment o f  a d m in is t r a t iv e  th e o ry  and p r a c t i c e ,  which w i l l  

prom ote e f f e c t i v e  n u rs in g  home fu n c tio n in g .

S e v e ra l r e c e n t  r e s e a rc h  s tu d ie s  and a r t i c l e s  have 

in d ic a te d  a  d i r e c t  r e la t io n s h ip  betw een th e  q u a l i ty  o f ca re  

a n u r s in g  home p ro v id e s  and a d m in is t r a t iv e  e f fe c t iv e n e s s
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(se e  Levey e t  a l . ,  1973; K raslew sk i, 1971) and in te r n a l  

o rg a n iz a t io n a l  r e la t io n s h ip s  (Schw artz, 1974).

Y et th e re  i s  s t i l l  r e l a t iv e ly  l i t t l e  sy s te m a tic  

re se a rc h  r e l a t i n g  to  th e  n u rs in g  home o rg a n iz a tio n  and i t s  

a d m in is t r a t io n .  We need  to  know much more th an  we p re s e n t ly  

do about th e  problem s and needs o f  the n u rs in g  home i f  we 

a re  to  u n d e rs ta n d  i t s  o p e ra tio n s  and e v a lu a te  i t s  s tr e n g th s  

and w eak n esses .

Purpose o f  th e  Research

This s tu d y  in v e s t ig a te s  th e  a d m in is tr a t iv e  p r a c t ic e s  

and in t e r n a l  o r g a n iz a t io n a l  r e la t io n s h ip  in  a n u rs in g  home 

o rg a n iz a t io n  and t h e i r  r e l a t i v e  e f f e c ts  upon o v e r a l l  o rg a n i

z a t io n a l  e f f e c t iv e n e s s .  The o b je c tiv e  i s  to  in v e s t ig a te  

s y s te m a tic a l ly  a number o f  q u e s tio n s  about n u rs in g  home 

fu n c tio n in g  w ith  s p e c ia l  em phasis on th e  a rea s  o f  p a t i e n t  

c a re ,  o r g a n iz a t io n a l  c o o rd in a tio n , in te rg ro u p  r e l a t i o n s ,  

a d m in is t r a t iv e  b e h a v io r , and com m unications. Among th e  

p r in c ip a l  q u e s tio n s  and is s u e s  to  be examined a re  th e  f o l 

low ing :

1 . What a re  th e  req u irem en ts  o f  e f f e c t iv e  n u rs in g  
home fu n c tio n in g ?

2. What a re  th e  c r i t e r i a  o f  n u rs in g  home e f f e c t iv e 
n ess?



3. What acco u n ts  fo r  th e  f a c t  t h a t  some n u rs in g  
homes a re  more e f f e c t iv e  th an  o th e rs ?

4. Why do some n u rs in g  homes p ro v id e  b e t t e r  p a t ie n t  
c a re  than  o th e r s , even though they  may have 
com parable p h y s ic a l and te c h n o lo g ic a l  f a c i l i t i e s ?

A d d itio n a l o rg a n iz a t io n a l  b e h a v io ra l  is s u e s  to  be 

e x p lo red  in c lu d e  :

1. What a re  th e  i n t e r r e l a t io n s h ip s  betw een th e  
q u a l i t y  o f  p a t ie n t  c a r e , n u rs in g  home e f f e c t i v e 
n e ss  , and in te r n a l  o rg a n iz a t io n a l  r e la t io n s h ip s  ?

2. What a re  th e  f a c to r s  and c o n d it io n s  t h a t  f a c i l i 
t a t e  o r  h in d e r  the  n u rs in g  home a d a p ta t io n  to  
e x te r n a l  and in te r n a l  changes o r  demands?

3. What p r in c ip le s  o r p r a c t ic e s  o f  a d m in is tr a t io n  
a re  most a p p ro p r ia te  fo r  t h i s  o rg a n iz a tio n ?

4 . How im p o rtan t a re  com m unications and problem  
s o lv in g  to  in te r n a l  r e la t io n s h ip s  ?

5. What a re  th e  req u irem en ts  and consequences o f  
good o rg a n iz a t io n a l  c o o rd in a tio n ?

6. How does th e  " r a t io n a l  t r u s t  o f  a d m in is tra t io n "  
r e l a t e  to  o rg a n iz a t io n a l  e f f e c t iv e n e s s  and th e  
q u a l i t y  o f  p a t ie n t  ca re?

And g e n e r a l ly ,  w hat p a r t i c u l a r  a s p e c ts  o f  o rg a n iz a t io n a l

p la n n in g , c o o rd in a t io n , c o n d itio n s  f o r  n e g o t ia t in g  o rd e rs ,

r a t i o n a l  t r u s t  r e l a t io n s h ip s ,  and in te g r a t io n  a r e  c r u c ia l  o r

s ig n i f i c a n t  i n  r e l a t i o n  to  the  e f f e c t iv e n e s s  o f  th e  n u rs in g

home o rg a n iz a tio n ?  These and many more im p o rta n t q u e s tio n s

w i l l  be  in v e s t ig a te d .

S ta te d  more g e n e r a l ly ,  th e  o b je c t iv e  o f  t h i s  re se a rc h
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p r o je c t  i s  to  d e f in e  and develop m easures o f  o rg a n iz a t io n  

e f f e c t iv e n e s s  in  th e  n u rs in g  home in d u s t r y ,  in  o rd e r  to  

d is t in g u is h  th e  more from th e  le s s  e f f e c t i v e  n u rs in g  homes. 

A d d itio n a l o b je c t iv e s  a r e  to  e s ta b l i s h  what r e l a t e s  t o ,  h in 

d e r s ,  o r  f a c i l i t a t e s  e f f e c t i v e  n u rs in g  home fu n c tio n in g  and, 

f i n a l l y ,  to  e v a lu a te  th e  r e la t io n s h ip  betw een n u rs in g  home 

e f f e c t iv e n e s s  and th e  q u a l i ty  o f  p a t i e n t  c a re .

In  c o n c lu s io n , i t  i s  hoped th a t  t h i s  r e s e a rc h  s tu d y  

w i l l  c o n tr ib u te  to  o u r knowledge o f  im p o rta n t a s p e c ts  o f  th e  

s t r u c tu r e  and fu n c tio n in g  o f  th e  n u rs in g  home and, in  th e  

p ro c e s s ,  c o n tr ib u te  to  th e  knowledge in  th e  f i e l d  o f  h e a l th  

ca re  a d m in is t r a t io n  and o rg a n iz a t io n a l  b e h a v io r .

The Growth o f  th e  N ursing  Home In d u s try  

C aring  f o r  o ld e r  p erso n s in  need o f  lo n g -te rm  a t t e n 

t io n  sh o u ld  be one o f  th e  most te n d e r  and e f f e c t iv e  s e rv ic e s  

a s o c ie ty  can o f f e r  to  i t s  p e o p le . I t  w i l l  be needed more 

and more as  th e  number o f  e ld e r s  in c re a s e s  and as th e  number 

o f  v e ry  o ld  among them r i s e s  even f a s t e r  (Subcom m ittee on 

Long-Term C are , 1974).

The av erag e  l i f e  span  a t  th e  h e ig h t  o f  th e  Roman 

Empire was 23 y e a r s . At th e  tu rn  o f  t h i s  c e n tu ry  in  th e  

U nited  S t a t e s , i t  reach ed  47 y e a r s . Today l i f e  expectancy  

a t  b i r t h  i s  70 y e a rs  f o r  th e  average Am erican c h i ld .  Those
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who reach  t h e i r  s i x t y - f i f t h  b ir th d a y  can e x p e c t, on th e  

av e rag e , 15 a d d i t io n a l  y ea rs  o f  l i f e .  In  1900 on ly  4 p e r 

cen t o f  th e  p o p u la t io n , o r  3 m il l io n  p e o p le , w ere aged 65 

and o v e r . Today t h a t  age group makes up 10 p e rc e n t o f  th e  

p o p u la tio n  and numbers 21 m il l io n  (Subcomm ittee on Long-Term 

C are, 1974, p . 1 4 ).

In  s h o r t ,  th e  number o f  65 -p lu s p e rso n s  in  th e

U nited  S ta te s  has in c re a se d  600 p e rc e n t in  j u s t  74 y e a r s .

About o n e - th ir d  o f  th e se  people  a re  p a s t  75. D uring th e  

1960s, th e  number o f  th e  o v e r -75 in c re a se d  37 .1  p e rc e n t ,  

compared w ith  a  r a t e  o f  13 p e rc e n t f o r  th o se  betw een 65 and 

75. The o v er-7 5 s  a re  th e  f a s t e s t  grow ing o f  a l l  p o p u la tio n  

groups (Subcom m ittee on Long-Term C are, 1974).

At th e  end o f  1971, a l i t t l e  o v er 5 p e rc e n t o f  th e  

e ld e r ly  w ere in  i n s t i t u t i o n s .  Some 1 ,106 ,103  w ere in  n u r s 

in g  homes and ab o u t 100,000 were in  m ental i n s t i t u t i o n s  

(U .S ., D epartm ent o f H e a lth , E d u ca tio n , and W elfa re , 1973,

p . 397 [ h e r e a f te r  c i t e d  as HEW, 1973]; see  a ls o  HEW, 1974b,

p . 3 ) .

A w id e ly  p u b l ic iz e d  s tu d y  by Dr. R obert Kastenbaum 

o f  Wayne S ta te  U n iv e rs i ty  n o tes  : "W hile one in  20 s e n io rs

i s  in  a n u rs in g  home o r  r e l a t e d  f a c i l i t y  on any given day, 

one o u t o f  f iv e  s e n io r s  w i l l  spend some tim e i n  a n u rs in g
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home d u rin g  a l i f e t im e "  (Kastenbaum, 1973, p . 1 2 ).

In  many ways th e  n u rs in g  home in d u s try  in  th e  U nited 

S ta te s  i s  u n lik e  any o th e r  in  th e  w orld . P a r t  o f  i t  was 

e s ta b l is h e d  by church groups and p h i la n th ro p ic  i n s t i t u t i o n s ,  

b u t th e s e  n o n p r o f i t  f a c i l i t i e s  could  n o t keep up w ith  the  

burgeoning  number o f  th e  c h ro n ic a lly  i l l  e ld e r ly .  P r e d ic t

a b ly , th e  g r e a t e s t  growth o f  th e  in d u s try  came a f t e r  th e  

enactm ent o f  M edicare and M edicaid in  1965, a s  th e  a v a i la 

b i l i t y  o f  p u b lic  funds h e lp ed  f u e l  th e  trem endous expansion 

o f th e  in d u s try .  P u b lic  funds account f o r  abou t $2 out o f 

every $3 in  n u r s in g  home revenues (Subcomm ittee on Long-Term 

Care, 1974, p . 2 4 ) . There a re  few in d u s t r i e s  so dependent 

on th e  governm ent.

One o f  th e  f i r s t  in v e n to r ie s  o f  th e  n a t i o n 's  n u rs in g  

home in d u s try  was a 1939 study  on i n s t i t u t i o n a l  m o r ta l i ty  by 

th e  Bureau o f  th e  Census, which counted  1,200 f a c i l i t i e s  and 

25,000 b ed s . By 1960, th e r e  were 9,582 homes and 33,000 

b ed s . Between 1960 and 1970, th e  number o f  n u rs in g  homes 

and r e l a t e d  f a c i l i t i e s  in c re a se d  140 p e rc e n t to  23,000 (Sub

com m ittee on Long-Term C are, 1974, p . 2 0 ).

However, m ere numbers o f  i n s t i t u t i o n s  do n o t ade

q u a te ly  m easure th e  growth o f  th e  n u rs in g  home in d u s try .  An 

even more in fo rm a tiv e  in d ic a to r  o f  t h e i r  grow ing im portance
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can be shaped from th e  fo llo w in g  new and n o t g e n e ra l ly  known 

f a c t s  :

— There a re  more n u rs in g  home beds (1 ,2 3 5 ,4 0 4 ) in  
th e  U n ited  S ta te s  th an  g e n e ra l and s u rg ic a l  h o s p i
t a l  beds (1 ,0 0 0 .9 5 1 ) (HEW, 1973, pp. 356, 385)

— There a re  more th a n  th re e  tim es as many n u rs in g  
homes (23 ,000) as  h o s p i ta l s  (6 ,630) (HEW, 1973, 
pp. 356, 385)

— More in - p a t i e n t  days o f  care  were g iven  in  lo n g 
term  ca re  f a c i l i t i e s  (384 .2  m ill io n )  th an  in  
s h o r t- te rm  g e n e ra l  h o s p i ta l s  (262 .7  m il l io n )
(HEW, 1974a, p . 2)

—E x p en d itu res  f o r  lo n g -te rm  care  in c re a se d  640 p e r 
cen t from $500 m il l io n  in  1960 to  $3.7  b i l l i o n  in  
1973 ( le s s  c o n s e rv a tiv e  e s tim a te s  p la c e  th e  n u r s 
in g  home in d u s t r y  t o t a l  o p e ra tin g  o u tla y s  a t  $6.2 
b i l l i o n )  (HEW, 1974a, p . 2)

— For th e  f i r s t  t im e , M edicaid e x p en d itu re  in  1972 
fo r  n u rs in g  home ca re  exceeded payments to  g e n e ra l 
and s u r g ic a l  h o s p i t a l s  : $1.6 b i l l i o n  (34 p e rc e n t)
as compared to  $1 .5  b i l l i o n  (31 p e rc e n t)  (U .S ., 
S en a te , 1974, p .  150)

There i s  every  re a so n  to  b e lie v e  t h a t  th e  need  f o r  

h ig h -q u a l i ty  lo n g -te rm  c a re  f a c i l i t i e s  w i l l  co n tin u e  to  i n 

c r e a s e .  One o f  th e  m ajor re a so n s , as p o in te d  o u t e a r l i e r ,  

i s  t h a t  th e  number o f  e ld e r ly  Americans i s  in c re a s in g  r a p id ly .  

T h is  i s  due p r im a r i ly  to  th e  f a c t  th a t  more and more p eo p le  

a re  l iv in g  lo n g e r  and lo n g e r .  In d iv id u a ls  w ith  m u lt ip le  

d i s a b i l i t i e s  and advanced age a re  l ik e ly  c a n d id a te s  f o r  i n 

s t i t u t i o n a l i z a t i o n .

Second, th e r e  i s  a  push on to  reduce  th e  c o s t  o f
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f e d e ra l  p ro g ram s. O f f i c i a l s  say th a t  one way to  do th i s  i s  

to  g e t as many p a t ie n t s  as p o s s ib le  o u t o f  th e  h o s p i t a l s ,  

where th e  av e rag e  c o s t i s  $70 p e r  day , and in to  n u rs in g  

homes where th e  c o s t ranges from $15 to  $22 p e r  day, acco rd 

in g  to  th e  Am erican N ursing  Home A s so c ia tio n  ("N ursing  Home 

C h a in s ,"  1969, p. 170). Shaving one h o s p i t a l  day from Medi

c a r e 's  n a t io n a l  average could  r e s u l t  in  a  sav in g  o f  $400 

m i l l io n  (Subcom m ittee on Long-Term C are , 1970, p . 625).

In  a d d i t io n ,  i t  i s  only  a  m a tte r  o f  tim e b e fo re  Con

g re ss  e n a c ts  a  n a t io n a l  h e a l th  in su ra n c e  program  (see  R io l in ,  

1974, p p . 8 -9 , and "N a tio n a l H ealth  In su ran c e  Is  on th e  Way," 

1974, pp . 7 0 -7 1 ). T his i s  l ik e ly  to  p la c e  a  tremendous 

amount o f  p r e s s u re  upon h o s p i ta l s  from  an in f lu x  o f  p a t ie n ts  

p re v io u s ly  u n ab le  to  a f fo rd  them. N u rsin g  homes could  r e 

l ie v e  some o f  t h i s  p re s s u re  by a c c e p tin g  younger p a t i e n t s  in  

th e  c o n v a le sc e n t s ta g e s  o f an i l l n e s s  o r  su rg e ry .

The S p e c ia l Committee on Aging o f  th e  U nited  S ta te s  

S en ate  s ta t e d  th e  fo llo w in g  c o n c lu s io n  in  re g a rd  to  th e  

n u rs in g  home in d u s t r y  in  i t s  r e p o r t  r e le a s e d  November 19, 

1974: " I t  i s  tim e t h a t  n u rs in g  homes began r e a l i z in g  t h e i r

f u l l  p o t e n t i a l  as f u l l  and le g i t im a te  p a r tn e r s  in  th e  Ameri

can h e a l th  c a r e  system " (Subcommittee on Long-Term C are,

1974, p .  1 1 ) .
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Because o f  th e  in c re a s in g  im portance o f  n u rs in g  

homes in  American s o c ie ty  and an a p p a re n t la c k  o f ,  and need  

f o r ,  r e s e a rc h  in  t h i s  a r e a ,  th e  n u rs in g  home in d u s t r y  was 

chosen as th e  s u b je c t  o f  t h i s  s tu d y . The p rim ary  o b je c t iv e  

o f  th i s  r e s e a rc h  p r o je c t  i s  th e  improvement o f  o rg a n iz a 

t io n a l  e f f e c t iv e n e s s  in  th e  n u rs in g  home o rg a n iz a t io n ,  in  

th e  b e l i e f  t h a t  a more e f f e c t iv e  o rg a n iz a t io n  w i l l  be a b le  

to  p ro v id e  a b e t t e r  q u a l i t y  o f  p a t i e n t  c a re  and a  more 

p le a s a n t  l i f e  s t y l e  f o r  i t s  r e s id e n ts .

The R esearch  Model and H ypotheses

In re c e n t  y e a r s ,  th e  a d m in is t r a to r s  and p e rso n n e l in  

some o f our la rg e  h e a l th  c a re  i n s t i t u t i o n s  have been  con

cerned  w ith  th e  fo llo w in g  problem s :

1. How can we e v a lu a te  o rg a n iz a t io n a l  perfo rm ance 

when i t s  accom plishm ents seem so in ta n g ib le  in  com parison 

w ith  i n d u s t r i a l  o r  m i l i t a r y  o rg a n iz a tio n s?

2. How can we d e term in e  what k in d s  o f  p o l i c i e s ,  

p ro c e d u re s , and em ployees and which b e h a v io ra l  c h a r a c t e r i s 

t i c s  a re  n e c e s s a ry  f o r  e f f e c t iv e  o rg a n iz a t io n a l  fu n c tio n in g ?

The p rim ary  p u rp o se  o f t h i s  s tu d y  i s  to  in v e s t ig a te  

th e se  is s u e s  a s  th ey  r e l a t e  to  th e  n u rs in g  home o rg a n iz a t io n . 

R esearch  concerned  w ith  th e  assessm en t o f  th e  e f f e c t iv e n e s s  

o f  o rg a n iz a tio n s  h as  to  contend w ith  s e v e ra l  i n t e r r e l a t e d
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i s s u e s  and p ro b lem s. A b r i e f  d is c u s s io n  o f  th e se  p o in ts  

sh o u ld  p ro v id e  an overview  o f  some o f  th e  c o n cep tu a l and 

t h e o r e t i c a l  problem s en co u n tered  in  d ev e lo p in g  the re se a rc h  

m ethods o f  t h i s  s tu d y .

A m ajor t a s k  fa c in g  th e  r e s e a r c h e r  in  t h i s  a re a  i n 

v o lv es  th e  fo rm u la tio n  o f  a co n cep tu a l scheme f o r  approach

in g  th e  s tu d y  o f  o rg a n iz a t io n a l  e f f e c t iv e n e s s  in  th e  n u rs in g  

home. The ty p e s  o f  q u e s tio n s  t h a t  we must answ er in c lu d e  : 

What i s  th e  co m p o sitio n  o f th e  n u rs in g  hom e's in te r n a l  

s t r u c tu r e  and i t s  in t e r n a l  r e la t io n s h ip s ?  Should th e  n u rs 

in g  home o rg a n iz a t io n  as a whole be th e  focus o f  th e  stu d y  

o r  sh o u ld  a t t e n t i o n  be d ir e c te d  a t  i t s  component p a r ts ?  

Should we employ a c lo se d -sy s tem  o r open-system  model in  

d e s ig n in g  th e  in v e s t ig a t io n ?

S in c e  th e  te rm  " e f f e c t iv e "  im p lie s  s u c c e s s fu l  in  

term s o f  g iv en  s ta n d a r d s , a second ta s k  fa c in g  the r e 

s e a rc h e r  in v o lv e s  choosing  m eaningful c r i t e r i a  o f  o rg a n iz a 

t i o n a l  e f f e c t iv e n e s s .  The type o f  q u e s tio n s  t h a t  need  to  be 

answ ered in  t h i s  re g a rd  a re :  What a re  th e  m ain o b je c tiv e s

o f  th e  n u r s in g  home? What p a r t  should  n u rs in g  home o b jec 

t i v e s  p la y  in  th e  in v e s t ig a t io n ?  What does o rg a n iz a t io n a l  

e f f e c t iv e n e s s  mean in  th e  case  o f  the  lo n g -te rm  c a re  n u rs in g  

home f a c i l i t y ?  What c r i t e r i a  o f  e f f e c t iv e n e s s  a re  a v a i la b le .
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or m ight be developed?

The th i r d  m ajor ta s k  involved in  th e  s tu d y  o f  

o rg a n iz a t io n a l  e f f e c t iv e n e s s  invo lves the  a n a ly s is  o f  

dynamics u n d e rly in g  o r g a n iz a t io n a l  fu n c tio n in g  o r th e  s tu d y  

of " p ro c e s s ."  We need to  determ ine the  fo llo w in g : What

a re  th e  p a r t s  o f  th e  system ? What i s  th e  n a tu re  o f  th e  

r e la t io n s h ip  of the  p a r t s  to  th e  whole and to  th e  dim en

s io n s  to  be in v e s t ig a te d ?  Which o rg a n iz a tio n a l c h a r a c te r 

i s t i c s  a re  fu n c tio n a l  and w hich are  d y s fu n c tio n a l in  term s 

o f th e  s u c c e s s fu l  fu n c tio n in g  o f  the n u rs in g  home? What 

a re  th e  fo rc e s  w hich in f lu e n c e  o rg a n iz a tio n a l su ccess  o r

f a i l u r e  in  term s o f th e  c r i t e r i a  se le c te d  fo r  th e  i n v e s t i 

g a tio n ?  The r e s e a rc h  ta s k  w i l l  be i s o la t in g  and e v a lu a t in g  

th e  v a r ia b le s  connected  to  th e  chosen c r i t e r i a  of e f f e c 

t iv e n e s s  .

A fo u r th  problem  fa c in g  the re s e a rc h e r  in v o lv e s  

d e s ig n in g  th e  r e s e a rc h  m ethods f o r  conducting  th e  i n v e s t i 

g a t io n .  We need to  d e te rm in e  w hat te c h n iq u e s , to o ls  and 

m ethods should  be used  i n  g a th e r in g  and an a ly z in g  d a ta  

p e r t in e n t  to  n u rs in g  home fu n c tio n in g  and e f f e c t iv e n e s s .

In  c o n c e p tu a liz in g  and developing th e  r e s e a rc h

d e s ig n  f o r  th i s  i n v e s t ig a t io n ,  th e  fo u r  above m entioned

p o in ts  w i l l  need to  be c o n s id e re d  as a w hole. In  o th e r  

w ords, they  a re  n o t m u tu a lly  ex c lu s iv e  b u t h e a v ily  i n t e r 

r e l a t e d .  They were s e p a ra te d  p u re ly  fo r  th e  sake o f  d is c u s 

s io n .
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The R esearch V ariab les

In  c o n c e p tu a liz in g  and develop ing  th e  re se a rc h  de

s ig n  fo r  t h i s  in v e s t ig a t io n ,  th e  v a r ia b le s  to  be i n v e s t i 

g a te d  were d iv id e d  in to  th re e  c a te g o r ie s  : O rg a n iz a tio n a l

E f f e c t iv e n e s s ,  C h a r a c te r i s t ic s  o f  E f f e c t iv e  O rg a n iza tio n s , 

and The Q u a lity  o f  P a t ie n t  C are.

O rg a n iz a tio n a l E f fe c t iv e n e s s  
(se e  C hapter I I I )

D eterm in ing  th e  c r i t e r i a  upon w hich to  e v a lu a te  

o rg a n iz a t io n a l  perform ance in  th e  n u rs in g  home in d u s try  i s  

a  very  im p o rta n t fu n c tio n  o f t h i s  re se a rc h  m odel. C r i t e r i a  

o f  e f f e c t iv e n e s s  w ere s e le c te d  to  r e f l e c t  th re e  d i f f e r e n t  

approaches to  e v a lu a t in g  perform ance and to  g ive  th e  

approach a  " h o l i s t i c "  d im ension . The th r e e  approaches a re  

s u b je c t iv e  m easu res , jo b  a t t i t u d e s ,  and p r o f i t a b i l i t y .

C h a r a c te r i s t i c s  o f E f fe c t iv e  
O rg an iza tio n s  (se e  C hapter V)

These v a r ia b le s  were s e le c te d  to  s tu d y  which o rg a n i

z a t io n a l  c h a r a c t e r i s t i c s  a re  fu n c tio n a l and which a re  dys

fu n c t io n a l  in  term s o f  th e  s u c c e ss fu l fu n c tio n in g  of the  

n u rs in g  home. For purposes o f in v e s t ig a t io n  they  were 

d iv id e d  in to  two groups : A d m in is tra tiv e  E f fe c t iv e n e s s  and

I n te r n a l  O rg a n iz a tio n  R e la t io n s h ip s . A d m in is tra tiv e
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e f f e c t iv e n e s s  i s  an in v e s t ig a t io n  in to  th e  a p p l ic a t io n  o f 

a d m in is t r a t iv e  p r a c t i c e s .  Item s t h a t  a re  c o n s id e re d  in c lu d e  

p la n n in g , c l a r i t y  o f  o b je c t iv e s  and r u le s ,  com m unication, 

problem  s o lv in g , a t t e n t i o n  to  em ployees' n e e d s , and f a i r n e s s .

I n te r n a l  o rg a n iz a t io n  r e la t io n s h ip s  i s  an in v e s t ig a 

t io n  o f  in d iv id u a l ,  g ro u p , in te rg ro u p ,  and in te rd e p a r tm e n ta l  

r e l a t io n s h ip s  w ith in  th e  n u rs in g  home. The n u rs in g  home 

s i t u a t i o n  c o n ta in s  a l l  th e  re c o g n iz e d  elem ents o f s o c ia l  

o rg a n iz a t io n ,  such a s  s p e c ia l iz e d  g o a ls ,  in te g r a te d  b e h a v io r  

o r ie n te d  tow ard th e  a tta in m e n t o f  th e  g o a ls ,  and th e  o c cu r

ren ce  in  a s o c ia l  s e t t i n g .  This s e c t io n  a tte m p ts  to  m easure 

th e  e f f e c t iv e n e s s  o f  th e  s o c ia l  o rg a n iz a t io n  by m easuring  

item s such a s  b le n d in g  o f  jo b s  to  ach iev e  o b je c t iv e s ,  ease  

o f  exchanging  id eas  and in fo rm a tio n , h a n d lin g  o f i n t e r d e 

p a r tm e n ta l p ro b lem s, i n t e r s h i f t  c o o p e ra tio n , and many more.

The Q u a lity  o f  P a t i e n t  Care 
(se e  C hapter IV)

The m ain v a r ia b le  enqjloyed by th e  model i s  th e  

" Q u a lity  o f P a t ie n t  C a re ."  Improvement and measurem ent o f  

t h i s  v a r ia b le  a r e  one o f  th e  p rim ary  o b je c t iv e s  o f  t h i s  d i s 

s e r t a t i o n .  Q u a lity  o f  c a re  cou ld  be re g a rd e d  as an " u l t i 

m ate" c r i t e r i o n  m easure by w hich to  e v a lu a te  n u rs in g  home 

perfo rm ance, b ecau se  i t  i s  th e  main s o c ia l  o b je c t iv e  o f  th e
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n u rs in g  home o rg a n iz a t io n .

The R esearch  Model

The r e s e a r c h  model was co n c e p tu a liz e d  w ith  th e  i n 

te n t io n  o f  in v e s t ig a t in g  th e  r e la t io n s h ip s  among a l l  th r e e  

g roup ings o f  v a r ia b le s  (see  d iagram , p . 1 6 ). I t  i s  th e  

purpose  o f  th e  model to  ex p lo re  th e  fo llo w in g  r e l a t io n s h ip s  : 

C h a r a c te r i s t i c s  o f  E f f e c t iv e  O rg an iza tio n s  and O rg an iza

t i o n a l  E f f e c t iv e n e s s ,  C h a r a c te r i s t ic s  o f  E f f e c t iv e  O rg an iza

t io n s  and th e  Q u a lity  o f  P a t ie n t  C are, and O rg a n iz a tio n a l 

E f fe c t iv e n e s s  and th e  Q u a lity  o f  C a re .

I t  i s  th e  purpose o f  t h i s  re se a rc h  to  e s ta b l i s h  t h a t  

a  r e l a t io n s h ip ,  e i t h e r  d i r e c t  o r  i n d i r e c t ,  e x i s t s  betw een 

th e  g roup ings o f  v a r ia b le s  a n d /o r  in d iv id u a l  v a r ia b le s  

w ith in  th o se  g ro u p in g s . C o r re la t io n  a n a ly s is  w i l l  be em

p lo y ed  to  e s t a b l i s h  th e se  r e l a t io n s h ip s .  T h e re fo re , i t  i s  

n o t th e  o b je c t iv e  o f  t h i s  r e s e a rc h  model to  d em o n stra te  o r  

p rove c a u s a l i ty .

C h a r a c te r i s t i c s  o f  E f f e c t iv e  
O rg a n iz a tio n s  and O rg an iza
t i o n a l  E f fe c t iv e n e s s

H ypothesis  1 : There w i l l  b e  a  d i r e c t  and s ig n i f i c a n t
r e la t io n s h ip  betw een a d m in is t r a t iv e  
e f f e c t iv e n e s s  and o rg a n iz a t io n a l  e f f e c 
t iv e n e s s  .

The pu rp o se  o f  t h i s  s e c t io n  o f  th e  s tu d y  i s  to
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determ ine i f  any form o f  r e la t io n s h ip  e x i s t s  betw een th e  

component m easures o f  a d m in is t r a t iv e  e f f e c t iv e n e s s  and 

o rg a n iz a t io n a l  e f f e c t iv e n e s s — in d iv id u a l ly  o r as a w hole.

The main c o n te n tio n  i s  t h a t  in  th o se  n u rs in g  homes w here th e  

s t a f f  members g iv e  fa v o ra b le  r a t in g s  to  t h e i r  s u p e r io r 's  

p lan n in g  a b i l i t y  and th e  a d m in is t r a to r 's  a b i l i t y  to  commu

n ic a te  and so lv e  p ro b le m s, th ey  w i l l  a ls o  r a t e  t h e i r  co

w orkers as more p ro d u c tiv e  and a d a p ta b le  and a s  h av in g  a  

h ig h e r  o v e r a l l  l e v e l  o f  jo b  s a t i s f a c t i o n .  Among th e  many 

q u e s tio n s  t h a t  t h i s  h y p o th e s is  a d d re sse s  a re :

1. I f  th e  a d m in is t r a to r  i s  p e rc e iv e d  as u n d e rs ta n d 
ing  em ployees ' needs and prob lem s, i s  t h i s  r e 
la te d  to  o v e r a l l  job  s a t i s f a c t io n ?

2. I f  th e  a d m in is t r a to r  i s  aware o f  and so lv e s  
problem s e f f e c t i v e l y ,  does t h i s  mean h ig h e r  
p ro d u c t i v i t y  ?

3. I f  g o a ls  and o b je c t iv e s  a re  c l e a r ly  d e f in e d , 
what i s  th e  r e l a t io n s h ip  to  a d a p ta b i l i ty  and 
jo b  s a t i s f a c t i o n ?

4. I s  th e r e  any co n n ec tio n  betw een th e  e x te n t  to  
which th e  a d m in is t r a to r  and departm en ts a re  
seen to  be f a i r  and re a so n a b le  and th e  m easures 
o f  jo b  s a t i s f a c t io n ?

These and many a d d i t io n a l  r e la t io n s h ip s  w i l l  b e  e x p lo re d  in

th i s  s e c t io n .

H ypo thesis  2 : There w i l l  be a  d i r e c t  and s ig n i f i c a n t
r e l a t io n s h ip  betw een th e  e f f e c t iv e n e s s  o f  
in t e r n a l  o rg a n iz a t io n a l  r e l a t io n s h ip s  and 
o rg a n iz a t io n a l  e f f e c t iv e n e s s .
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T his h y p o th e s is  i s  a d i r e c t  probe in to  th e  i n t e r n a l  

r e la t io n s h ip s  o f  th e  n u rs in g  home o rg a n iz a t io n . Some o f  th e  

q u e s tio n s  t h i s  h y p o th e s is  probes in c lu d e  th e  fo llo w in g :

1. What a re  th e  v a r io u s  i n t e r r e la t io n s h ip s  among 
th e  fo llo w in g  f a c to r s  : te n s io n  among d e p a r t 
m ents , c o o p e ra tio n  among s h i f t s  and s o lv in g  
in te rd e p a r tm e n ta l  problem s, employee job  s a t i s 
f a c t io n ,  p r o d u c t iv i ty ,  and th e  a b i l i t y  o f  th e  
f a c i l i t y  t o  ad ap t to  change?

2. Does th e  b le n d in g  and tim ing  o f jo b s  to  ach iev e  
o b je c t iv e s  a f f e c t  em ployees' p e rc e p tio n s  o f 
p r o d u c t iv i ty  and a d a p ta b i l i ty ?

3. I s  th e r e  any r e la t io n s h ip  betw een th e  ea se  o f  
exchanging id e a s  and in fo rm a tio n  among th e  n u r s 
in g  home s t a f f  and th e  n u rs in g  hom e's re sp o n se  
in  emergency s i tu a t io n s ?

4 . How does p r e s s u re  fo r  perform ance r e l a t e  to  
p r o d u c t iv i ty  and jo b  s a t i s f a c t io n ?

5. When employees have a h ig h  le v e l  o f  i d e n t i f i c a 
t io n  w ith  th e  n u rs in g  home and i t s  g o a ls ,  t h e i r  
im m ediate work g roup , and t h e i r  o c c u p a tio n , what 
i s  th e  r e l a t io n s h ip  to  job  s a t i s f a c t i o n  and 
tu rn o v e r?

These re s e a rc h  q u e s tio n s  examine how s u c c e s s fu l  th e  

a d m in is tr a to rs  have been in  e s ta b l i s h in g  th e  p ro p e r  o rg a n i

z a t io n a l  c l im a te . Have th e y  e s ta b l is h e d  a c lim a te  t h a t  p ro 

motes com m unication, i n te g r a t io n  o f  a c t i v i t i e s  betw een de

partm en ts  , and em ployee i d e n t i f i c a t i o n  w ith  th e  n u rs in g  home 

and i t s  g o a ls?
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The C h a r a c te r i s t i c s  o f  E f f e c t iv e  
O rg a n iz a tio n s  and th e  Q u a lity  
o f  P a t i e n t  Care

H y p o th esis  3 : There w i l l  be a d i r e c t  and s ig n i f i c a n t
r e la t io n s h ip  betw een a d m in is t r a t iv e  
e f f e c t iv e n e s s  and th e  q u a l i ty  o f  p a t i e n t  
c a re .

In  t h i s  s e c t io n  th e  r e l a t io n s h ip  betw een th e  admin

i s t r a t i v e  p r a c t ic e s  o f  th e  n u rs in g  home and th e  q u a l i ty  o f 

ca re  i t  re n d e rs  i t s  p a t ie n t s  i s  exam ined. Q uestions to  be 

exam ined in c lu d e  th e  fo llo w in g :

1 . Do c l a r i t y  o f  and adherence  to  ru le s  and reg u 
la t io n s  by th e  a d m in is t r a to r ,  departm ent h ea d s , 
and s t a f f  a f f e c t  th e  q u a l i ty  o f  care?

2 . Does th e  a b i l i t y  o f  th e  a d m in is t r a to r  to  commu
n ic a te  to  th e  s t a f f  and so lv e  o rg a n iz a t io n a l  
problem s r e l a t e  to  th e  q u a l i ty  o f  ca re  p rov ided?

3. Were n u rs in g  homes w here th e  a d m in is t r a to r  and 
departm ent heads a re  p e rc e iv e d  as f a i r ,  re a so n 
ab le  , and u n d e rs ta n d in g  o f  th e  w o rk e rs ' needs 
a ls o  p e rc e iv e d  as  p ro v id in g  a b e t t e r  q u a l i ty  o f  
p a t i e n t  care?

The r e la t io n s h ip  betw een a d m in is t r a t iv e  e f f e c t i v e 

n ess  and th e  q u a l i ty  o f c a re  ta k e s  on added im portance b e 

cause i t  i s  th e  one r e la t io n s h ip  we can m ost r e a d i ly  do 

som eth ing  ab o u t.

H y p o th es is  4 : There w i l l  b e  a  d i r e c t  and s ig n i f i c a n t
r e la t io n s h ip  betw een th e  e f f e c t iv e n e s s  
o f  i n t e r n a l  o r g a n iz a t io n a l  r e l a t io n s h ip s  
and th e  q u a l i ty  o f  p a t i e n t  c a re .

H ere i t  i s  th e  o b je c t iv e  o f  th e  s tu d y  to  in v e s t ig a te
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w hether th e  i n t e r n a l  r e l a t io n s h ip  and in te r a c t io n s  w ith in  

th e  n u rs in g  home d i r e c t ly  a f f e c t  th e  q u a l i ty  o f  c a re  r e n 

d e re d . Some o f  th e  fo llo w in g  s u b je c ts  w i l l  be p robed:

1. Does s t a f f  i d e n t i f i c a t i o n  w ith  th e  n u rs in g  home 
and i t s  g o a ls  mean a  h ig h e r  q u a l i ty  o f  p a t i e n t  
ca re?

2. What a re  th e  consequences o f c o o rd in a t io n , tim 
in g  o f  a c t i v i t i e s , and h an d lin g  o f problem s 
betw een departm en ts in  r e l a t io n  to  th e  q u a l i ty  
o f  p a t i e n t  care?

3. What i s  th e  r e l a t io n s h ip  between p a t i e n t  c a re  
and in te rd e p a r tm e n ta l  te n s io n s  and c o n f l ic t s ?

4 . Are th e r e  any a s s o c ia t io n s  between n u rs in g  home 
s t a f f  members' e v a lu a t io n  o f th e  q u a l i ty  o f  c a re  
and t h e i r  p e rc e p tio n s  o f  th e  degree to  w hich th e  
v a r io u s  s h i f t s  c o o p e ra te  w ith  one an o th e r?

I t  i s  th e  purpose  o f  t h i s  p a r t  o f  th e  s tu d y  to  id e n 

t i f y  th o se  i n t e r n a l  o rg a n iz a t io n a l  f a c to r s  th a t  a re  fu n c 

t i o n a l  and d y s fu n c tio n a l  to  p ro v id in g  q u a l i ty  p a t i e n t  c a re .

O rg a n iz a tio n a l E f fe c t iv e n e s s  and 
th e  Q u a li ty  o f  P a t i e n t  Care

H y p o th es is  5 : There w i l l  be a  d i r e c t  and s ig n i f i c a n t
r e la t io n s h ip  betw een o rg a n iz a t io n a l  
e f f e c t iv e n e s s  and th e  q u a l i ty  o f  p a t i e n t  
c a r e .

Those n u r s in g  homes t h a t  ran k  h ig h e r  on th e  e f f e c 

t iv e n e s s  c r i t e r i a  sh o u ld  a ls o  p ro v id e  a h ig h e r  q u a l i ty  o f  

p a t i e n t  c a re .  The r e la t io n s h ip s  to  be in v e s t ig a te d  a re  th e  

fo llo w in g :
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1. I s  th e r e  any r e la t io n s h ip  betw een employee p e r 
c e p tio n s  o f  p ro d u c t iv i ty  and t h e i r  p e rc e p tio n s  
o f  th e  q u a l i ty  o f  ca re?

2. What i s  th e  r e la t io n s h ip  betw een p a t i e n t  c a re  
and th e  a b i l i t y  o f  th e  n u rs in g  home to  ad ap t to  
en v iro n m en ta l changes and emergency s i tu a t io n s ?

3. Do th o se  n u rs in g  homes th a t  have a h ig h  le v e l  o f  
employee job  s a t i s f a c t i o n  and a low le v e l  o f  
tu rn o v e r  p ro v id e  a  h ig h e r  q u a l i ty  o f  p a t i e n t  
ca re?

4. What i s  th e  r e la t io n s h ip  betw een p a t ie n t  c a re  
and p r o f i t a b i l i t y ?

E s ta b l is h in g  a  r e la t io n s h ip  between th e  c r i t e r i a  o f 

n u rs in g  home perform ance and th e  q u a l i ty  o f  p a t i e n t  c a re  i s  

an e s s e n t i a l  p a r t  o f  t h i s  r e s e a rc h .  I f  th e  c r i t e r i a  o f 

o rg a n iz a t io n a l  e f f e c t iv e n e s s  do n o t r e l a t e  to  th e  q u a l i ty  

o f p a t ie n t  c a r e , t h e r e  i s  a s tro n g  l ik e l ih o o d  th a t  th e  im

p ro p er c r i t e r i a  have been s e le c te d  or t h a t  th e  c r i t e r i a  have 

been im properly  m easured.

D isco v erin g  th o se  f a c to r s  th a t  a re  fu n c tio n a l  and 

d y s fu n c tio n a l to  th e  a b i l i t y  o f  a  n u rs in g  home to  p ro v id e  

q u a l i ty  ca re  to  i t s  p a t i e n t s  i s  th e  c e n t r a l  t h e s i s  o f  t h i s  

r e s e a rc h .

Summary

In  1900 o n ly  4 p e rc e n t o f  th e  p o p u la tio n , o r  3 m il

l io n  p e o p le , were age 65 and o v e r . Today th a t  age group 

makes up 10 p e rc e n t o f  th e  p o p u la tio n  and numbers 21 m il l io n .
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S tu d ie s  have e s tim a te d  t h a t  one o u t o f  f iv e  s e n io rs  w i l l  

spend some tim e in  a n u rs in g  home d u rin g  h i s  o r  h e r  l i f e t im e .  

A f te r  th e  enactm ent o f  M edicare and M edicaid in  1965 th e  

n u rs in g  home in d u s try  grew r a p id ly  in  th e  U nited  S ta te s  and 

a t  th e  p re s e n t  tim e  th e r e  a re  ap p ro x im a te ly  th re e  tim es as 

many n u rs in g  homes as h o s p i t a l s .  Because o f  th e  growing 

im portance  o f  t h i s  i n s t i t u t i o n  w i th in  o u r s o c ie ty  and th e  

la c k  o f  b e h a v io ra l  re se a rc h  r e l a t i n g  to  i t ,  th e  n u rs in g  home 

o rg a n iz a t io n  was s e le c te d  as th e  s u b je c t  o f  t h i s  s tu d y .

The o b je c t iv e s  o f  th e  r e s e a rc h  model w ere to  develop 

methods o f  e v a lu a t in g  o rg a n iz a t io n a l  e f f e c t iv e n e s s  and th e  

q u a l i t y  o f  ca re  w ith in  a  n u rs in g  home. F u rth erm o re , th e  

model a ttem p ted  to  measure th e  e f f e c t iv e n e s s  o f  a d m in is tra 

t io n  and in t e r n a l  i n t e r r e l a t i o n s h ip s  w ith in  th e  n u rs in g  home, 

w hich w ere bo th  co n s id e re d  under th e  t i t l e  o f  C h a ra c te r is 

t i c s  o f  E f f e c t iv e  O rg a n iz a tio n s . The purpose  in  m easuring 

th e s e  f a c to r s  was to  p robe th e  i n t e r r e l a t i o n s h i p s  among them. 

The p rim ary  p u rp o se  o f  th e  re s e a rc h  model was to  in v e s t ig a te  

th e  fo llo w in g  r e la t io n s h ip s  : (1) C h a r a c te r i s t i c s  o f  E ffe c 

t i v e  O rg a n iz a tio n s  and O rg a n iz a tio n a l E f f e c t iv n e s s , (2) 

C h a r a c te r i s t i c s  o f  E f f e c t iv e  O rg a n iz a tio n s  and The Q u a lity  

o f  C are , and (3) O rg a n iz a tio n a l E f fe c t iv e n e s s  and The Qual

i t y  o f  C are. The c e n t r a l  p u rp o se  was to  d is c o v e r  f a c to r s
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th a t  d i r e c t ly  r e l a t e  to  th e  q u a l i ty  o f  c a re .

In  C hapter I I ,  "The N ursing  Home as an O rg a n iz a tio n ,"  

we look  a t  th e  o rg a n iz a t io n  c h a r t  o f  th e  ty p ic a l  n u rs in g  

home. The d u tie s  and r e s p o n s i b i l i t i e s  o f  th e  a d m in is tra to r  

and dep artm en ts  a re  e x p la in e d  along  w ith  a d e s c r ip t io n  o f 

th e  ta s k s  perform ed w ith in  each  d ep a rtm en t. C hap ter I I I , 

"O rg a n iz a tio n a l E f f e c t iv e n e s s ,"  ex p lo res  th e  t h e o r e t i c a l  

fo u n d a tio n  o f th e  e v a lu a t io n  o f  o rg a n iz a t io n a l  e f f e c t iv e n e s s  

and p re s e n ts  th e  m easures s e le c te d  f o r  t h i s  s tu d y  : produc

t i v i t y ,  a d a p ta b i l i ty ,  f l e x i b i l i t y ,  jo b  s a t i s f a c t i o n ,  tu r n 

o v e r , and p r o f i t a b i l i t y .  The concept o f  each one i s  ex

p la in e d  a long  w ith  how i t  w i l l  be m easured. In  C h ap ter IV, 

" Q u a lity  o f  C a re ,"  we e x p lo re  th e  v a r io u s  methods t h a t  have 

been developed  to  e v a lu a te  th e  q u a l i ty  o f  c a re  p ro v id e d  by 

a  h e a l th  c a re  i n s t i t u t i o n  and e x p la in  th e  re a so n s  f o r  s e l e c t 

ing  th e  method employed by t h i s  s tu d y . C hap ter V, "Charac

t e r i s t i c s  o f  E f f e c t iv e  O rg a n iz a tio n s ,"  p r e s e n ts  th e  t h e o r e t i 

c a l  fo u n d a tio n  f o r  a l l  th e  v a r ia b le  components o f  "adm in is

t r a t i v e  e f f e c t iv e n e s s "  and " in te r n a l  o rg a n iz a t io n a l  r e l a 

t io n s h ip s ."  C hapter VI, "R esearch  M ethods," w i l l  d isc u s s  

how th e  d a ta  were c o l le c te d  and th e  p ro c e sse s  and s t a t i s t i 

c a l  te c h n iq u e s  used  in  t h e i r  a n a ly s is .  C hap ter V II, "Analy

s i s  o f  th e  R e la tio n s h ip  betw een th e  C h a r a c te r i s t i c s  o f
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E f fe c t iv e  O rg a n iza tio n s  and O rg a n iz a tio n a l E f f e c t iv e n e s s , 

P a r t  I :  A d m in is tra tiv e  E f fe c tiv e n e s s  and O rg a n iz a tio n a l

E f f e c t iv e n e s s ,"  p re s e n ts  th e  e m p ir ic a l f in d in g s  o f  th e  s tu d y  

re g a rd in g  a d m in is t r a t iv e  p r a c t i c e  w ith in  th e  n u rs in g  home 

and i t s  r e l a t i o n  to  o r g a n iz a t io n a l  perform ance. C hapter 

V I I I ,  "A n a ly sis  o f th e  R e la t io n s h ip  betw een th e  C h a r a c te r i s 

t i c s  o f  E f f e c t iv e  O rg a n iz a tio n s  and O rg a n iz a tio n a l E f f e c 

t iv e n e s s ,  P a r t  I I :  I n te r n a l  O rg a n iz a tio n a l R e la t io n s h ip s

and O rg a n iz a tio n a l E f f e c t iv e n e s s ,"  p re se n ts  th e  e m p ir ic a l  

f in d in g s  r e l a t i n g  to  how w e ll th e  c t a f f  members i n t e r r e l a t e  

w ith  one a n o th e r  to  c o o rd in a te  t h e i r  a c t i v i t i e s  and th e  

r e l a t io n s h ip  o f  t h i s  f a c t o r  to  o rg a n iz a t io n a l  e f f e c t iv e n e s s .  

In  C hap ter IX, "F a c to rs  R e la tin g  to  th e  Q u a lity  o f  C a re ,"  we 

e x p la in  our f in d in g s  re g a rd in g  th o se  v a r ia b le s  t h a t  d i r e c t l y  

r e l a t e  to  th e  q u a l i ty  o f  c a re . C hapter X, "Summary and Con

c lu s io n s ,"  summarizes th e  m ajor f in d in g s  o f  th e  s tu d y  and 

in d ic a te s  some a re a s  f o r  f u r th e r  re se a rc h  in to  th e  n u r s in g  

home o rg a n iz a t io n .



CHAPTER I I  

THE NURSING HOME AS AN ORGANIZATION 

In tro d u c tio n

What i s  a n u rs in g  home? This q u e s tio n  e l i c i t s  v a ry 

in g  and o f te n  c o n f l ic t in g  re sp o n se s  from in d iv id u a ls  th ro u g h 

o u t th e  c o u n try . The P u b lic  H ea lth  S e rv ic e  p u b l ic a t io n ,  

"N ursing  Home U t i l i z a t i o n  and Cost in  S e le c te d  S t a t e s , "  

d e f in e d  th e  n u rs in g  home as :

. . . f a c i l i t y  o r u n i t  w hich i s  d e s ig n a te d , s t a f f e d ,  
and equ ipped  f o r  th e  accommodation o f in d iv id u a ls  n o t 
r e q u i r in g  h o s p i t a l  ca re  b u t need ing  n u rs in g  and r e l a t e d  
m ed ica l s e rv ic e s  p re s c r ib e d  by o r  perform ed under th e  
d i r e c t io n  o f  p erso n s l ic e n s e d  to  p ro v id e  such s e r v i c e s . 
(P u b lic  H ea lth  S e rv ic e , 1968, p . 1)

B a s ic a l ly ,  n u rs in g  homes can be d iv id e d  in to  two 

ty p es  a s  d is t in g u is h e d  by th e  le v e l  o f  c a re  p ro v id e d , a l 

though one home may p ro v id e  b o th  le v e ls  o f  c a r e .

1. S k i l le d  n u rs in g  f a c i l i t i e s . These p ro v id e  

c o n tin u o u s , 24-hour n u rs in g  s e rv ic e  f o r  c o n v a le sc e n t o r

25
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c h ro n ic a l ly  i l l  p a t i e n t s .  The em phasis i s  on m edical n u r s 

in g  c a re , r e s t o r a t i v e  p h y s ic a l and o c c u p a tio n a l th e ra p y , and 

th e  l i k e .

2. R e s id e n tia l  o r  in te rm e d ia te -c a re  f a c i l i t i e s .

These p ro v id e  a  co m p ara tiv e ly  lower le v e l  o f  n u rs in g  c a re  

f o r  p erso n s n o t cap ab le  o f  f u l ly  independen t l iv in g ,  y e t  n o t 

n e c e s s a r i ly  i l l .  The em phasis i s  on p e rso n a l ca re  and s o c ia l  

s e r v i c e s .

T h is  s tu d y  d ea ls  p r im a r i ly  w ith  th e  s k i l l e d  n u rs in g  

f a c i l i t y .

The o b je c t iv e s  o f  th e  modem n u rs in g  home a re  o f  a 

p o s i t iv e  and c h a lle n g in g  n a tu r e .  They a re  :

1 . To p ro v id e  c o n tin u in g  ca re  f o r  th o se  re c o v e rin g  
from  s u r g ic a l  o r m ed ical d is o rd e r s .

2. To a s s i s t  p a t ie n t s  in  re ac h in g  op tim al p h y s ic a l  
and em o tio n a l h e a l th .

3. To p ro v id e  f o r  th e  t o t a l  needs o f p a t i e n t s —  
p h y s ic a l ,  em o tio n a l, and s p i r i t u a l .

4 . To a s s i s t  th e  ag ing  tow ard an a c t iv e  p a r t i c ip a t io n  
in  l i f e .

5. To p ro v id e  f o r  r e h a b i l i t a t i v e  s e rv ic e s  when th e  
need  e x i s t s .

6. To work c o o p e ra tiv e ly  w ith  o th e r  community and 
s o c ia l  a g e n c ie s . (M cQ uillan, 1969, p . 3)

Because o f  th e se  expanded r e s p o n s i b i l i t i e s , n u r s in g

home management m ust expect more r i g i d  r e g u la t io n s  g overn ing
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t h e i r  o p e ra t io n s  to  be  e s ta b l i s h e d  by f e d e r a l ,  s t a t e ,  and 

lo c a l  governm en ts . In  f a c t , t h i s  i s  a lre a d y  ap p aren t 

th ro u g h  th e  t ig h te n in g  o f  r e g u la t io n s  govern ing  n u rs in g  

home l i c e n s in g  in  many s t a t e s .

In  any e n te r p r i s e  a d m in is tr a to r s  must perform  th e  

management fu n c tio n  known as  " o rg a n iz a t io n ."  This im p lie s  

two th in g s  : f i r s t ,  th e  t o t a l  package o f  work a c t i v i t i e s

must b e  d iv id e d  up and a s s ig n e d  to  s e p a ra te  d ep artm en ts , 

which a re  headed by d e s ig n a te d  in d iv id u a ls  (d iv is io n  o f 

la b o r)  and seco n d , th e  a u th o r i ty  to  use  re so u rc e s  o f  th e  

e n te r p r i s e  to  p erfo rm  th e se  work a c t i v i t i e s  must be a l l o 

c a te d  to  th e se  departm en t heads and to  o th e r  peo p le  w ith in  

each d ep artm en t (d e le g a tio n  o f  a u th o r ity )  (S hore , 1971,

p . 1 0 ) .

N ursing  homes en ç lo y  " dep ar tmen t a t  ion  by f u n c t io n ,"  

which means t h a t  th e  ty p es  o f  work a c t i v i t i e s  th a t  go on 

w ith in  a departm ent a re  a l l  id e n t i c a l  o r  v e ry  s im i la r  in  

n a tu r e ,  a s  th e  b a s is  upon which a c t i v i t i e s  a re  grouped.

The n u rs in g  home o rg a n iz a t io n  i s  made up o f  th re e  p rim ary  

d ep artm en ts—n u rs in g ,  d i e t a r y ,  and housekeep ing . In  a d d i

t io n ,  depending on th e  n u rs in g  home, th e re  a re  s e v e ra l  sm all 

d epartm en ts  t h a t  may be co n s id e red  s u p p o rtiv e  in  n a tu r e .  

These in c lu d e  m ain ten an ce , o f f i c e  s t a f f ,  a c t i v i t i e s  d i r e c to r .
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and r e h a b i l i t a t i o n .  A ll o f  the  m ajor departm en ts  and sup

p o r tiv e  fu n c tio n s  have t h e i r  own head  o r  d i r e c to r ,  each o f  

whom r e p o r ts  d i r e c t ly  to  th e  a d m in is t r a to r ,  who i s  th e  

c h ie f  e x e c u tiv e  o f f i c e r  in  th e  n u rs in g  home o rg a n iz a tio n  

(see  c h a r t ,  p . 2 9 ).

Adminis t r a t o r  

In  a  p o s i t io n  p ap er adopted  by th e  Board o f  Gover

no rs  o f  th e  American C o llege o f N ursing  Home A d m in is tra tio n , 

Donavan T. P e rk in s  p roposes th e  fo llo w in g  d e f in i t io n s  fo r  

th e  "N ursing  Home A d m in is tra to r"  and th e  " P ra c t ic e  o f  N urs

in g  Home A d m in is tra tio n " :

"N ursing  Home A d m in is tra to r"  means any in d iv id u a l  who 
by t r a in in g  and e x p e rien ce  i s  q u a l i f i e d  to  assume th e  
r e s p o n s ib i l i t y  o f  p la n n in g , o rg a n iz in g , d i r e c t in g  a n d /o r  
c o n t r o l l in g ,  th e  o p e ra tio n  o f  a  n u rs in g  home.
" P ra c t ic e  o f  N ursing  Home A d m in is tra tio n "  means th e  
perform ance o f  any a c t  o r  th e  making o f  any d e c is io n s  
in v o lv e d  in  p la n n in g , o rg a n iz in g , d i r e c t in g  an d /o r  
c o n tro l  o f  a n u rs in g  home. (P e rk in s , 1973, p . 21)

E. E agle d e f in e d  th e  p o s i t io n  as fo llo w s :

The a d m in is t r a to r  o f  a n u rs in g  home (som etim es c a l le d  
m anager, e x e c u tiv e  o f f i c e r ,  o p e r a to r ,  o r  s u p e r in te n 
d en t) i s  th e  owner o r  a person  d e s ig n a te d  by th e  owner 
to  assume th e  a c c o u n ta b i l i ty  as e x e c u tiv e  head  o f  th e  
home f o r  o v e r a l l  management and d ay -to -d a y  o p e r a t io n s . 
(E ag le . 1968, p . 673)

A ccording  to  Abraham K o s tic , th e  r o le  o f  th e  admin

i s t r a t o r  o f  a  n u rs in g  home in v o lv es  th e  o rg a n iz a t io n  o f  th e
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s t a f f  so  t h a t  each member o f each  p ro fe s s io n  can fu n c tio n  

p ro p e r ly  w ith in  th e  s t r u c tu r e  and u t i l i z e  h is  s k i l l  to  th e  

utm ost (K o s tic , 1964).

In  Modem N ursing  Homes, Baum gartner a ls o  d e f in e d  

th e  fu n c tio n  o f  th e  n u rs in g  home a d m in is tr a to r  as in v o lv in g  

th e  c r e a t io n  o f  an environm ent in  which p ro fe s s io n a l  p eo p le  

can p r a c t ic e  t h e i r  p ro fe s s io n s  m ost a d e q u a te ly . F u r th e r ,  

he con tended th a t  n u r s in g  home a d m in is tr a to rs  d i f f e r  from 

some o th e r  ty p es  o f  a d m in is t r a to r s  because o f  a la c k  o f  

c o n tro l  by th e  a d m in is t r a to r s  o v er the  a c t i v i t i e s  o f  th e  

s t a f f  and th e  p ro d u c tio n  by members. The a d m in is t r a to r  p ro 

v id e s  optimum c o n d it io n s  fo r  th e  p r o fe s s io n a ls  b u t n o t  

n e c e s s a r i ly  d i r e c t iv e s  (B aum gartner, 1968).

E xperience in d ic a te s  t h a t  the  s u c c e s s fu l  n u rs in g  

home a d m in is tr a to r  r e q u ir e s  a  w orking knowledge o f :

1 . A d m in is tra tiv e  p r in c ip le s  and fu n c tio n s
2. Psychology and m en tal hyg iene
3. F in an ce , bookkeeping and g en e ra l o f f i c e  p r a c t i c e
4 . P u rch asin g
5. P e rso n n e l management
6. S a fe ty
7. G erontology
8. D ie te t ic s
9 . Legal a s p e c ts  o f  n u rs in g  home management

10. S o c ia l s c ie n c e s
11. Techniques o f  e v a lu a t in g  g en e ra l s e r v ic e s .

U nless o th e rw ise  s t a t e d ,  th e  b a la n c e  o f  th e  m a te r ia l  
in  th e  N ursing  Home O rg a n iz a tio n  s e c t io n  i s  tak en  from  th e  
t e x t  o f M cQ uillan (1969) .
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T h e re fo re , i t  can r e a d i ly  be seen  th a t  th e  o p e ra tio n  

o f  a n u rs in g  home i s  r a p id ly  becoming a complex and s k i l l e d  

management j o b . I t  i s  now in terw oven w ith  p ro fe s s io n a l  

s k i l l s  such  as s o c ia l  w ork, r e h a b i l i t a t i o n ,  r e c r e a t io n a l  

th e ra p y , n u r s in g , and m ed ic in e . A c tu a l ly ,  no one person  can 

have a l l  th e  knowledge n e c e s sa ry  to  en a b le  him to  compe

te n t ly  d i r e c t  a l l  th e s e  a r e a s .  For t h i s  re a so n , th e  d e le g a 

t io n  o f a u th o r i ty  i s  c o n s id e re d  to  be a v i t a l  a d m in is tr a t iv e  

fu n c tio n .

A f te r  an a d m in is t r a to r  d e le g a te s  a u th o r i ty  and i n i 

t i a t e s  s p e c i f i c  p la n s ,  he must be c e r ta in  th a t  th e  w heels 

a re  k e p t in  m o tion . I t  i s  h e re  th a t  o rg a n iz a t io n a l  s k i l l s  

a re  b ro u g h t in to  fo c u s . In  s p e c i f i c  te r m s , th i s  in v o lv es  

e s ta b l i s h in g  c l e a r ly  d e fin e d  fu n c tio n s  f o r  each c l a s s i f i c a 

t i o n ,  s e t t i n g  up l in e s  o f  a u th o r i ty ,  prom oting  o p p o r tu n it ie s  

f o r  b u ild in g  in te rd e p a r tm e n ta l  r e l a t i o n s , and e s ta b l i s h in g  

two-way com m unication.

S im ila r ly ,  th e  a d m in is t r a to r  h a s  a duty  to  prom ote 

teamwork in  th e  f i e l d  o f  h e a l th  ; i t  i s  m ost im p o rtan t t h a t  

he  be aware o f  how h is  team  i s  fu n c tio n in g . In  th e  n u rs in g  

home f i e l d ,  u n i f i c a t i o n  o f  th e  team may c a l l  fo r  g r e a te r  

d i r e c t io n  from  th e  a d m in is t r a to r  because  p h y s ic ia n s  who 

w r i te  m ed ica l o rd e rs  and d i r e c t  m edical ca re  a re  n o t r e a d i ly
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a v a i la b le  in  n u rs in g  homes. As le a d e r ,  th e  a d m in is tra to r  

must gu ide  th e  s t a f f  toward th e  a tta in m e n t o f  o b je c t iv e s  and 

e v a lu a te  th e  r e s u l t s  o f  t h e i r  e f f o r t s .  As a te a c h e r , he ad 

v is e s  and in s t r u c t s  p e rso n n e l in  th e  a re a s  o f  p o l i c i e s ,  p ro 

ced u res  , and changing  c o n c e p ts . Thus i t  can d e f in i t e ly  be 

s a id  t h a t  th e  e x e c u tiv e  o f f i c e r  must f i l l  v a r ie d  r o l e s .  H is 

e f f e c t iv e n e s s  depends in  la rg e  m easure upon how w e ll he 

u n d e rs tan d s  th e se  r o le s  and h i s  a b i l i t y  to  e v a lu a te  h i s  own 

perfo rm ance.

In  1969 th e r e  were abou t 18,390 n u rs in g  home admin

i s t r a t o r s  in  th e  U nited  S ta t e s .  T h e ir  m edian age was 53. 

Some 47 p e rc e n t w ere employees ; 44 p e rc e n t were s e l f -  

employed; and 9 p e rc e n t were b o th  owners and a d m in is tra to rs  

(Subcom m ittee on Long-Term C are , 1974, p . 2 3 ).

Some 91 p e rc e n t were a d m in is t r a to rs  o f  only  one 

f a c i l i t y .  Median e x p e rien ce  f o r  th e se  in d iv id u a ls  was e ig h t 

y e a rs  in  a h o s p i ta l  o r  n u rs in g  home and many had been a t  

t h e i r  c u r re n t  jo b s  f o r  f iv e  y e a rs  o r  le s s  (Subcommittee on 

Long-Term C are , 1974, p . 2 3 ). The le n g th  o f  a d m in is tra tiv e  

e x p e rie n c e  in  th e  24 n u rs in g  homes s tu d ie d  ranged from a 

Tnavimum o f  14 y ea rs  to  a minimum o f  e ig h t  m onths, w ith  th e  

av erag e  b e in g  s ix  y e a r s .

B est c u r re n t  e s tim a te s  show th a t  60 p e rc en t o f
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a d m in is t r a to r s  a re  male (S to n e , 1972). S a la r ie s  range  from 

$12,000 to  $15,000 p e r  y e a r .

A ll a d m in is t r a t iv e  p e rso n n e l had a tu rn o v e r  r a t e  o f  

21 p e rc e n t in  1970 (Subcomm ittee on Long-Term C are , 1974, 

p . 2 3 ) .

N ursing  S erv ic e  

N ursing  can be c o n s id e re d  th e  p rim ary  s e rv ic e  t h a t  a  

s k i l l e d  n u rs in g  home has to  o f f e r  and has come to  be r e 

garded  as th e  backbone o f  a  n u rs in g  home. I t  i s  b ecau se  o f 

a need fo r  t h i s  s e rv ic e  th a t  most p a t i e n t s  a re  a d m itte d  to  a 

lo n g -te rm  f a c i l i t y .  In  b o th  n u rs in g  homes and h o s p i t a l s  i t  

i s  reg a rd ed  a s  th e  l a r g e s t  departm ent and th e  one th a t  r e 

q u ire s  24-hour o n - th e - jo b  s e rv ic e .  N ursing  s e r v ic e  n o t on ly  

p ro v id e s  b a s ic  c a re  b u t a ls o  m ain ta in s  c o n s ta n t v ig i la n c e  

a g a in s t  emergency s i tu a t io n s  and se rv es  as  a ch an n e l o f  com

m u n ica tio n  betw een th e  p h y s ic ia n  and th e  p a t i e n t .

The p rim ary  fu n c tio n s  o f th e  N ursing  S e rv ic e s  D ep art

ment a re :

1 . A p p lic a tio n  and ex e c u tio n  o f  p h y s ic ia n 's  le g a l  
o r d e r s .

2 . O b se rv a tio n  o f  symptoms and r e a c t io n s .
3. S u p e rv is io n  o f  th e  p a t i e n t .
4 . S u p e rv is io n  o f  th o se  p a r t i c ip a t in g  in  c a r e .
5. R ep o rtin g  and re c o rd in g .
6. A p p lic a tio n  o f  n u rs in g  p ro ced u res  and te c h n iq u e s .
7. Prom otion o f  h e a l th  by d i r e c t io n  and te a c h in g . 

(P haneuf, 1969, p . 1828)
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T h e re fo re , i t  i s  e s s e n t i a l  in  any w e ll-o p e ra te d  

n u rs in g  home th a t  t h i s  departm ent be c a r e f u l ly  o rg an ized  and 

com peten tly  managed.

D ire c to r  o f  N ursing

I t  i s  e s s e n t i a l  th a t  th e  n u rs in g  departm en t fu n c tio n  

under th e  d i r e c t io n  o f  a  r e g i s t e r e d  p r o fe s s io n a l  n u rs e .  The 

d i r e c to r  o f n u rs in g  must be a d e p t a t  d i r e c t in g  p e o p le , n o t 

j u s t  a c t i v i t i e s .  In  o th e r  w ords, she must be s e n s i t iv e  to  

th e  a t t i t u d e s  around h e r  in  o rd e r  to  prom ote good s t a f f  

r e l a t io n s h ip s  on h e r  s e rv ic e .

As an  e x p e r t in  n u r s in g , she  has th e  r e s p o n s ib i l i t y  

to  e v a lu a te  th e  needs o f  th e  n u r s in g  s e rv ic e  and to  work 

w ith  th e  a d m in is t r a to r  in  m eetin g  th o se  n e e d s . She shou ld  

be cap a b le  o f  fo rm u la tin g  jo b  fu n c tio n  a n a ly s is .  T h is in 

c lu d es  making d e c is io n s  w ith  r e s p e c t  to  th e  fu n c tio n s  

a s s ig n e d  to  a id e s ,  o r d e r l i e s ,  p r a c t i c a l  n u r s e s ,  and p ro 

f e s s io n a l  n u r s e s .

Among th e  o th e r  main fu n c tio n s  o f  a  d i r e c to r  o f 

n u rse s  a r e :  h i r in g  p e rso n n e l f o r  n u rs in g  s e r v ic e ,  a s s ig n in g

s t a f f  members t o  v a r io u s  s e r v ic e s ,  and prom oting  and d i s 

m iss in g  s t a f f  members. I t  i s  a l s o  h e r  r e s p o n s i b i l i t y  to  

keep p e rso n n e l re c o rd s  and tim e sch ed u le s  o f  members o f  th e  

n u rs in g  s e rv ic e  departm en t.
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As f a r  as p e rso n n e l i s  concerned , she  needs s k i l l  in  

s u p e rv is in g  and e v a lu a t in g  work s ta n d a rd s  and a  good p ro 

f e s s io n a l  background  in  h an d lin g  p e rso n n e l problem s and 

c o m p la in ts .

In  w orking w ith  th e  a d m in is t r a to r ,  th e  d i r e c to r  

shou ld  be a b le  to  a s s i s t  in  e s ta b l i s h in g  p e rso n n e l p o l i c i e s .  

In  a d d i t io n ,  she c a r r i e s  th e  r e s p o n s ib i l i t y  f o r  develop ing  

an e f f e c t iv e  com m unication system  in  o rd e r  to  r e la y  adm in is

t r a t i v e  d i r e c t iv e s  to  th e  s t a f f  p rom ptly  and c l e a r l y .

The d i r e c t o r  o f  n u rs in g  can  be o f  f u r t h e r  s e rv ic e  to  

th e  a d m in is t r a to r  by p re p a r in g  a b udget fo r  h e r  departm ent 

and by k ee p in g  him inform ed on a r e g u la r  b a s is  o f  th e  capa

b i l i t i e s  o r  d e f ic ie n c ie s  n o te d  in  members o f  th e  s t a f f .

From th e  b ro a d e r  a sp e c ts  o f  n u rs in g  a d m in is t r a t io n ,  

th e  e f f e c t iv e ly  fu n c tio n in g  d i r e c to r  o f  n u rs in g  must be a b le  

to  c o o rd in a te  th e  work o f  n u rs in g  s e rv ic e  w ith  o th e r  d e p a r t

m ents. She sh o u ld  a ls o  be a b le  to  promote an atm osphere 

th a t  i s  conducive  t o  lo y a l ty  and s t a b i l i t y  as f a r  as  members 

o f th e  n u r s in g  s t a f f  a re  concerned . At a l l  t im e s , th e  

d i r e c to r  o f  n u r s in g  must be a p e rso n  who demands r e s p e c t .

She must re c o g n iz e  th e  f a c t  th a t  i n  h e r  p o s i t io n ,  she r e p re 

s e n ts  n o t o n ly  th e  n u rs in g  departm ent b u t a l s o  th e  adm in is

t r a t o r .  Indeed , th e  d i r e c to r  o f  n u r s in g  sh o u ld  be reg a rd ed



36

as th e  good w i l l  aznbassador f o r  th e  n u rs in g  home she s e rv e s .

P ro fe s s io n a l  N urses (RN)

Almost w ith o u t e x c e p tio n , a l l  p r o fe s s io n a l  n u rse s  

employed in  a  n u rs in g  home have some s u p e rv iso ry  r e s p o n s i

b i l i t y .  The p r o fe s s io n a l  n u r s e 's  fu n c tio n  in  th e  n u rs in g  

home has been d e f in e d  by a government r e p o r t  as  fo llo w s :

The p r a c t i c e  o f p ro fe s s io n a l  n u rs in g  s h a l l  mean th e  
perform ance f o r  com pensation o f  any a c t  in  th e  o b se r
v a t io n  o r  c a re  o f  th e  i l l ,  in ju re d  o r  in f irm  o r  in  th e  
m ain tenance o f  h e a l th  o r  p re v e n tio n  o f  i l l n e s s  o f 
o th e r s  o r  in  th e  su p e rv is io n  and te a c h in g  o f  o th e r  
p e rso n n e l o r  th e  a d m in is tra t io n  o f m ed ic in es  and t r e a t 
ments as p r e s c r ib e d  by a  p e rso n  l ic e n s e d  to  p r a c t ic e  
m ed icine  o r d e n t i s t r y  r e q u ir in g  s u b s t a n t i a l  s p e c ia l iz e d  
judgem ent and s k i l l  based  upon s p e c ia l iz e d  knowledge 
and a p p l ic a t io n  o f  th e  p r in c ip le s  o f  b io lo g ic a l ,  p h y s i
c a l ,  and s o c ia l  s c ie n c e s .  The fo re g o in g  s h a l l  n o t be 
deemed to  in c lu d e  a c ts  o f  d ia g n o s is  o r  p r e s c r ip t io n  
o f  th e r a p e u t ic s  o r  c o r re c t iv e  m easu res. (HEW, 1970, 
pp . 34-35)

In  a d d i t io n  to  th e  p re v io u s ly  m en tioned  " fu n c tio n s  

o f n u r s in g ,"  th e  r e g i s te r e d  p ro fe s s io n a l  n u rs e  se rv in g  in  

the  r o le  o f  s u p e rv is o r  o r  charge n u rse  w ith  r e s p o n s ib i l i ty  

fo r  n u rs in g  c a re  and management o f a  n u r s in g  u n i t  may p e r 

form th e  fo] low ing a d d i t io n a l  fu n c tio n s  :

1 . P e r io d ic a l ly  a s s e s s  th e  t o t a l  need s  o f  th e  p a t ie n t  
and d ev e lo p s  n u rs in g  p la n s  fo r  m ee tin g  th e  p a t ie n t  
needs ;

2. A s s is ts  in  develop ing  o rg a n iz a t io n a l  p la n s  as th ey  
r e l a t e  t o  n u r s in g , in c lu d in g  work sc h e d u le s , p o l i 
c i e s ,  and  rev iew  o f n u rs in g  p ro c e d u re s ;

3 . Makes d e c is io n s  in  emergency s i t u a t i o n s  and p ra c 
t i c e s  f i r s t  a id  m easures ;
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4 . O rders s u p p lie s  and equipment f o r  u n i t s  ;
5. Makes g e n e ra l  in t e r p r e t a t i o n  o f home r u le s  and 

p o l ic ie s  to  co -w o rk ers , a l l i e d  p ro fe s s io n a l  groups 
and th e  p u b l i c . (HEW, 1970, p . 35)

The p r o fe s s io n a l  n u rse  i s  very  much th e  a d m in is t r a 

to r  o f  h e r  own u n i t .  She i s  r e s p o n s ib le  f o r  e s ta b l i s h in g  

and m ain ta in in g  ad eq u a te  communication w ith in  th e  u n i t  and 

f o r  en su rin g  th a t  th e  s t a f f  members co o p era te  and c o o rd in a te  

t h e i r  a c t i v i t i e s  w ith  each o th e r  and w ith  o th e r  departm en ts  

w ith in  th e  n u rs in g  home. She a ls o  has a  d i r e c t  in f lu e n c e  

on th e  m orale o f  th e  u n i t  and on how th e  in d iv id u a l  s t a f f  

members f e e l  about th e  n u rs in g  home and i t s  g o a ls .

Because o f  th e  v ery  s p e c ia l  n a tu re  o f th e  n u rs in g

hom e's r e s id e n t s ,  th e  p ro fe s s io n a l  n u rse  may be c a l l e d  upon 

to  perform  some o f  th e  fo llo w in g  fu n c tio n s  :

1. E v a lu a tin g  th e  p a t i e n t 's  em otional needs and th e
means by w hich th e  p a t i e n t  m a n ife s ts  th e s e  needs ;

2. F o s te r in g  s e l f - r e s p e c t  and s e lf -e s te e m  by a c c e p tin g  
th e  p a t i e n t 's  b e h a v io r  as symptomatic o f  age and 
i l l n e s s  ;

3. C o n sid erin g  th e  fo rc e s  t h a t  mold s o c ia l  and c u l 
tu r a l  t r a i t s  in  th e  g e r i a t r i c s  p a t i e n t  ;

4. G uiding th e  p a t i e n t  tow ard more r a t io n a l  and s o 
c i a l l y  a c c e p ta b le  b e h a v io r ;

5. R ecognizing  th e  p a t i e n t 's  p h y s ic a l l im i ta t io n s  and 
u t i l i z i n g  m easures to  p re v e n t a d d i t io n a l  l i m i t a 
t io n s  ;

6. A s s is t in g  i n  th e  im plem entation  o f  r e s to r a t i v e  
n u rs in g  c a re  m easures t h a t  enab le  th e  p a t i e n t  to  
p ro g re ss  from  a  s t a t e  o f  dependency to  one in  
which he re a c h e s  h i s  maximum le v e l  o f  s e l f - s u f f i 
c ie n c y . (HEW, 1970, p .  35)

T h e re fo re , i t  can r e a d i ly  be seen t h a t  in  o rd e r  to
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become a t r u l y  s u c c e s s fu l  p r o fe s s io n a l  n u rse  in  a  n u r s in g  

home, i t  ta k e s  a v e ry  s p e c ia l  p e rso n a l d e d ic a t io n  to  th e  

g e r i a t r i c  p a t i e n t  and h is  n eed s .

In  1973, 56,235 r e g i s t e r e d  n u rse s  w ere w orking in  

n u rs in g  hom es. They made up 20 p e rc e n t o f  th e  n u r s in g  home 

s t a f f  in  C o n n ec ticu t and 3 p e rc e n t in  Oklahoma and A rkansas 

(Subcom m ittee on Long-Term C are, 1974, p . 2 4 ).

In  a  r e c e n t  su rvey  by th e  U n ited  S ta te s  D epartm ent 

o f  L ab o r, f u l l - t im e  r e g i s te r e d  n u rse s  in  New York av erag ed  

$6 .07  an h o u r , compared w ith  th e  n e x t h ig h e s t  av erag e  o f  

$4.87 in  Los A ngeles County-Anaheim. The lo w est av erag e  

wage f o r  f u l l - t im e  r e g i s te r e d  n u rse s — $3.76—was re c o rd e d  

in  Denver and A tla n ta  (D epartm ent o f  L abor, 1975, p .  4 ) .

The su rv ey  showed th a t  f u l l - t im e  r e g i s t e r e d  n u rse s  

had a  vacancy r a t e  o f  8 p e rc e n t and a tu rn o v e r  r a t e  o f  71 

p e rc e n t  (D epartm ent o f  L abor, 1969).

L icen sed  P r a c t ic a l  N urse 

The b a s ic  qx ia lifica tio n s  f o r  a l ic e n s e d  p r a c t i c a l  

n u rs e  in c lu d e  : g ra d u a tio n  from a n a t io n a l  o r  s t a t e  approved 

sc h o o l o f  p r a c t i c a l  n u rs in g  and c u r re n t  l i c e n s in g  by th e  

s t a t e  in  w hich th e  p r a c t ic e  i s  done. The p r a c t i c e  o f  p ra c 

t i c a l  n u r s in g  has been d e f in e d  as fo llo w s :
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. . . means th e  perform ance fo r  com pensation  o f  s e le c te d  
a c ts  in  th e  ca re  o f  th e  i l l ,  in ju re d  o r  in f i rm  under 
th e  d i r e c t io n  o f  a r e g is te r e d  p r o fe s s io n a l  n u rse  o r  a 
l ic e n s e d  p h y s ic ia n  or a l ic e n s e d  d e n t i s t  ; and n o t r e 
q u ir in g  th e  s p e c ia l iz e d  s k i l l ,  judgem ent and knowledge 
r e q u ire d  in  p ro fe s s io n a l  n u rs in g . (HEW, 1970, p . 36)

Some o f  th e  fu n c tio n s  th a t  may be perfo rm ed  by a 

l ic e n s e d  p r a c t i c a l  n u rse  w orking under th e  s u p e rv is io n  o f  a 

r e g i s t e r e d  n u rs e  a n d /o r  l ic e n s e d  p h y s ic ia n  in c lu d e  th e  f o l 

low ing :

1. A s s is ts  w ith  d i r e c t  p a t i e n t  c a re  ;
2. A d m in iste rs  s e le c te d  m ed icines and t r e a tm e n ts ;
3. A s s is ts  p h y s ic ia n s  and p ro fe s s io n a l  n u rse s  in  care  

o f p a t i e n t s  d u rin g  ex am in a tio n s , t r e a tm e n ts ,  e t c . ;
4 . P ro v id es  p re p a ra t io n  and a f t e r  c a re  o f  equipm ent 

used in  n u rs in g  p rocedures an d /o r  t re a tm e n ts  ;
5. P r a c t ic e s  p r in c ip le s  o f  a s e p s is  d u r in g  a d m in is tr a 

t io n  o f  s t e r i l e  p ro ced u res  a n d /o r  h a n d lin g  s t e r i l e  
equipm ent ;

6. Employs good p r in c ip le s  o f n u rs in g  p r a c t i c e .  (HEW, 
1970, p . 36)

In  a d d i t io n  to  perform ing  t h e i r  g e n e ra l  n u rs in g  

fu n c t io n s ,  th e  m a jo r i ty  o f  l ic e n s e d  p r a c t i c a l  n u rse s  p ra c 

t i c i n g  in  n u r s in g  homes have a u x i l i a r y  p e rso n n e l (a id e s  o r 

o r d e r l i e s )  w orking  under t h e i r  s u p e rv is io n . T h e re fo re , they 

may ta k e  on th e  a d d i t io n a l  r e s p o n s i b i l i t i e s  o f  a s s i s t i n g  the 

p ro fe s s io n a l  n u rse  in  e v a lu a t in g  th e  work perfo rm ance  o f 

a u x i l i a r y  p e rso n n e l and p a r t i c ip a t in g  in  in s e r v ic e  ed u ca tio n  

program s. I t  i s  v e ry  im p o rtan t th a t  th e  p r a c t i c a l  n u rse  

h e lp  keep l i n e s  o f  com m unication open and c o o rd in a te  th e  

a c t i v i t i e s  o f  h e r  u n i t  w ith  th e  o th e rs  in  th e  n u rs in g  home.



40

She m ust employ sound su p e rv iso ry  te c h n iq u e s  and have a 

g e n e ra l knowledge and u n d e rs tan d in g  o f  n u rs in g  home ru le s  

and p o l i c i e s .

There w ere some 40,000 l ic e n s e d  p r a c t i c a l  n u rses  

employed in  n u r s in g  homes in  th e  U nited  S ta te s  i n  1970. 

T w en ty -fiv e  p e rc e n t  were l ic e n s e d  by w a iv e r ( t h a t  i s ,  by 

p a s t  e x p e r ie n c e  r a th e r  than  on th e  b a s is  o f  fo rm al educa

t io n )  (Subcom m ittee on Long-Term C are, 1974, p . 2 4 ) . Accord

in g  to  a  r e c e n t  U nited  S ta te s  D epartm ent o f  Labor wage s u r 

vey c o v e rin g  n u r s in g  homes, in  20 s e le c te d  c i t i e s ,  th e  two 

h ig h e s t  h o u r ly  wage averages f o r  f u l l - t im e  l ic e n s e d  p r a c t i 

c a l  n u rse s  w ere $4.70 in  New York and $3 .77  in  th e  Los Ange

le s  a r e a .  The low est average f o r  f u l l - t im e  l ic e n s e d  p ra c 

t i c a l  n u r s e s — $2.80—was reco rd ed  in  Denver and A tla n ta  

(D epartm ent o f  L abor, 1975, p . 4 ) .  The su rv ey  showed a 

vacancy r a t e  o f  4 p e rc e n t and a tu rn o v e r  r a t e  o f  35 p e rcen t 

(D epartm ent o f  L abor, 1969, pp. 1 0 -1 1 ).

A u x il ia ry  P e rso n n e l: Aide o r  O rd e rly

The r e s p o n s i b i l i t y  o f an a id e  o r  o rd e r ly  i s  n o t to  

o f f e r  n u r s in g  c a r e ,  b u t r a th e r  to  c a r ry  o u t s im p le , u n co n ^ li-  

c a te d  p ro c e d u re s  th a t  a re  in te n d e d  to  a s s i s t  th e  n u rse  in  

p ro v id in g  p a t i e n t  c a r e .  The p o s i t io n  o f  a u x i l i a r y  p e rso n n e l 

h as been  d e f in e d  as  fo llo w s :
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A u x il ia ry  p e rso n n e l a re  p e rso n s  employed and t r a in e d  
to  p erfo rm  ta sk s  t h a t  in v o lv e  s p e c ia l  s e rv ic e s  f o r  
p a t i e n t s ,  d e le g a te d  by th e  R e g is te re d  Nurse o r  L i
censed  P r a c t ic a l  N urse , w hich a re  su p p o rtiv e  and com
p lem en ta ry  to  n u rs in g  p r a c t i c e .  (HEW, 1970, p . 37)

In  t h i s  r e s p e c t ,  n u rs in g  a id e s  can p ro v id e  v a lu a b le  

s e rv ic e  to  n u rs in g  homes and h o s p i t a l s .

The work o f  th e  n u r s e 's  a id e  should  be c o n t r o l le d  

th rough  p ro p e r  p la n n in g , f irm  p o l i c i e s ,  o n - th e - jo b  t r a in i n g ,  

and a  c l e a r ly  d e fin ed  jo b  fu n c tio n  a n a ly s is .  Such c o n tr o ls  

a r e  e s s e n t i a l  to  a w e ll-o p e ra te d  i n s t i t u t i o n .

The American N u rse s ' A s so c ia tio n  has p ro v id ed  a  l i s t  

o f  fu n c tio n s  th a t  i t  re g a rd s  as  b e in g  w ith in  th e  scope o f  

n u rs in g  a id e  r e s p o n s ib i l i t y .  These fu n c tio n s  a r e  as f o l 

lows :

1 . Answer p a t i e n t 's  s ig n a l ,  p ro v id e  n e c e ssa ry  a s s i s t 
ance in  conform ance w ith  d e le g a te d  ta s k  and n o t i f y  
th e  a p p ro p r ia te  n u rse  when th e  s i t u a t io n  so i n d i 
c a te s  .

2 . A s s is t  w ith  th e  a d m iss io n s , t r a n s f e r ,  and d isc h a rg e  
o f p a t i e n t s .

3 . A s s is t  w ith  d re s s in g  and u n d ress in g  p a t i e n t s .
4 . A s s is t  w ith  th e  p a t i e n t 's  b a th .
5 . A s s is t  w ith  m easu ring  f lu id  in ta k e  and o u tp u t and 

re c o rd  i t  on th e  a p p ro p r ia te  fo rm s.
6 . A s s is t  w ith  fe e d in g  th e  p a t i e n t s .
7 . A s s is t  w ith  th e  c o l l e c t io n  o f  u r in e ,  s to o l ,  and

sputum specim ens.
8 . A s s is t  w ith  th e  w eigh ing  o f  p a t i e n t s .
9 . A s s is t  w ith  th e  m aking o f  p a t i e n t s '  b ed s .

10 . A s s is t  w ith  th e  a p p l ic a t io n  and rem oval o f  such
p r o te c t iv e  d ev ic e s  a s  s id e  r a i l s ,  fo o t b o a rd s , and 
bed c r a d le s .  (M cQ uillan , 1969, p . 155)

These fu n c tio n s  sh o u ld  more than  j u s t i f y  th e
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employment o f n u rs in g  a id e s  w ith o u t ex p ec tin g  them to  become 

in c re a s in g ly  in v o lv ed  w ith  n u rs in g  p ro c e d u re s . In  f a c t ,  

when th ey  a re  concerned  w ith  any a re a  o f  d i r e c t  p a t i e n t  

c a re , th e y  shou ld  fu n c t io n  under th e  d i r e c t  s u p e rv is io n  o f  

a  q u a l i f i e d  n u rse .

U n licensed  p e rso n n e l com prise 43 p e rc e n t o f  th e  

s t a f f ,  and most a re  women. The 215,000 a id e s  and o r d e r l i e s  

re c e iv e d  an averag e  o f  $1.70 an h our in  1970 fo r  t h e i r  work. 

L a te r  wage su rveys p u t t h e i r  h o u rly  wage r a t e  a t  a p p ro x i

m ately  $2.40 p e r  ho u r o r  minimum wage. They had a jo b  

vacancy r a t e  o f  4 p e rc e n t and a tu rn o v e r  r a t e  o f 75 p e rc e n t 

p e r  y e a r  (Subcom m ittee on Long-Term C are, 1974, p . 2 4 ) .

D ie ta ry

The d ie ta r y  departm ent i s  headed by a food s e rv ic e  

su p e rv is o r  and under h e r  s u p e rv is io n  w i l l  be a  number o f  

cooks and k itc h e n  h e l p e r s , depending on th e  s iz e  o f  th e  

n u rs in g  home. I f  th e  food  s e rv ic e  su p e rv iso r  i s  n o t a  

l ic e n s e d  d i e t i t i a n ,  th e  n u rs in g  home u s u a lly  employs one on 

a c o n s u lta n t  fe e  b a s i s .

R eg ard less  o f  who heads th e  d ie ta r y  departm ent in  a 

n u rs in g  home, a food s e rv ic e  s u p e rv is o r  o r  d i e t i t i a n ,  th e  

o b je c t iv e  fo r  t h i s  departm ent must be c l e a r .  The p rim ary  

o b je c t iv e s  a re  to  prom ote good n u t r i t i o n  among p a t i e n t s ,  to
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In c re a s e  th e  em o tio n a l w e ll-b e in g  o f p a t i e n t s ,  and to  meet 

p a t i e n t s ' needs w ith  r e s p e c t  to  th e r a p e u t ic  d i e t s .

The n u rs in g  home d ie ta r y  s e rv ic e  m ust m easure up to  

i t s  r e s p o n s ib i l i t y  to  make m eal s e rv ic e  a v i t a l  l i n k  in  th e  

c h a in  o f  ev en ts  d es ig n ed  to  make l i f e  h a p p ie r  f o r  a l l  p a

t i e n t s .  The m ajor f a c to r s  t h a t  c o n tr ib u te  to  th e  p a t i e n t s ’ 

con ten tm en t a re  :

1. P ro v id in g  v a r i e ty  in  th e  menu.
2. P ro v id in g  w e ll-b a la n c e d  n u t r i t i o n a l  m ea ls .
3. M a in ta in in g  f l e x i b i l i t y  in  th e  menu to  a llo w  fo r  

in d iv id u a l  p r e f e r e n c e s .
4 . P ro v id in g  f o r  th e  s p e c ia l  d ie t s  o f  p a t i e n t s .
5. P ro v id in g  f o r  th e  in p u ts  o f p a t i e n t s  in to  th e  menu.
6. S erv in g  foods t h a t  a r e  p ro p e r ly  cooked, n e i th e r  

over-cooked  n o r  under-cooked .
7. S erv in g  foods a t  th e  ex p ec ted  te m p e ra tu re —h o t 

d ish e s  sh o u ld  be se rv e d  h o t and c o ld  d ish e s  shou ld  
be se rv ed  c o ld .

8. A t t r a c t iv e ly  a r ra n g in g  t r a y s  and ta b le s  w ith  th a t  
added touch  w hich shows th a t  somebody c a r e s .

9. P ro v id in g  a  c h e e r fu l  s e t t i n g  w hich prom otes r e 
h a b i l i t a t i o n .

In  o rd e r  t h a t  th e  n u r s in g  home may o p e ra te  e f f e c 

t i v e l y ,  i t  i s  v e ry  im p o rta n t t h a t  th e  d ie t a r y  departm ent 

c o o rd in a te  i t s  a c t i v i t i e s  w ith  th e  n u rs in g  departm en t and 

v ic e - v e r s a .  In  a d d i t io n ,  i t  i s  im p o rtan t t h a t  t r a y s  and 

m eals b e  se rv ed  a t  th e  a p p o in te d  tim e s . On th e  o th e r  hand, 

i t  i s  v e ry  im p o rta n t t h a t  p a t i e n t s  a re  p re p a re d  to  re c e iv e  

m ea ls . The in t e r f a c e  betw een n u rs in g  and d ie ta r y  s e rv ic e s  

can be one o f  th e  m a jo r c e n te r s  o f  c o n f l i c t  in  a  n u rs in g  home.
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H ousekeeping

I t  h a s  been  s a id  t h a t  we a l l  a re  a f f e c te d  by th e  

environm ent in  w hich we work and l i v e .  The way in  which th e  

environm ent o f  a  n u rs in g  home a f f e c t s  th e  p a t i e n t s  and p e r 

so n n e l depends in  la rg e  m easure upon the  housekeep ing  s t a f f .

The housekeep ing  departm ent i s  in t im a te ly  in v o lv ed  

w ith  management in  d ev e lo p in g  a p u b lic  r e l a t io n s  image. I t  

i s  a ls o  d i r e c t l y  concerned w ith  p ro v id in g  co m fo rtab le  and 

s a t i s f y in g  su rro u n d in g s  f o r  p a t i e n t s .  I t  h a s  a d e f in i t e  

r e s p o n s i b i l i t y  t o  co o p e ra te  w ith  th e  n u rs in g  and d ie ta ry  

departm en ts in  p rom oting  s a n i ta r y  c o n d itio n s  t h a t  p re v e n t 

th e  sp re ad  o f  i n f e c t io n .  T h is  departm ent m ust a ls o  be con

cern ed  w ith  m aking th e  p rem ises s a fe  fo r  s ic k  and e ld e r ly  

p a t i e n t s .

In  l i g h t  o f  th e se  r e s p o n s i b i l i t i e s , i t  must be 

ag reed  th a t  i t  can  be a c o s t ly  m istak e  to  u n d e re s tim a te  th e  

im portance o f  t h i s  departm en t and th e  need  f o r  management 

s k i l l s  on th e  p a r t  o f  i t s  d i r e c to r .

The e x e c u tiv e  housekeeper h as  th e  r e s p o n s ib i l i t y  f o r  

o u t l in in g  a jo b  fu n c tio n  a n a ly s is  f o r  each jo b  c l a s s i f i c a t i o n  

in  h e r  d e p a rtm e n t. The jo b  fu n c tio n  a n a ly s is  sho u ld  in c lu d e  

th e  d u t ie s  o f  th e  ho u sek eep er and h e r  a s s i s t a n t s .  She 

sh o u ld  n o t o n ly  make i t  c l e a r  to  each  w orker p r e c is e ly  what
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h is  d u t ie s  a r e ,  b u t on th e  b a s is  o f  a tim e s tu d y  shou ld  a ls o  

have a  r e a l i s t i c  id e a  o f  how much work each maid and each 

p o r te r  can accom plish  in  a day.

A f te r  c o n s id e r in g  th e  f a c tu a l  in fo rm a tio n  she has 

accum ula ted , th e  d i r e c to r  o f  housekeep ing  can make h e r  

s t a f f i n g  needs known to  th e  a d m in is t r a to r .  She has th e  

r e s p o n s ib i l i t y  n o t o n ly  fo r  approving  jo b  o p en in g s, b u t a lso  

fo r  knowing w hat d u t ie s  a re  c a r r ie d  on under each job  c l a s s i 

f i c a t i o n  on a l l  le v e ls  o f  a c t i v i t y .

In  m ost in s ta n c e s  th e  scope o f  th e  e x e c u tiv e  h ouse

k e e p e r 's  r e s p o n s i b i l i t y  i s  de term ined  to  some e x te n t by 

a d m in is t r a t iv e  p o l ic y .  For exam ple, i t  i s  th e  a d m in is tra to r  

who d e te rm in es  w hether th e  housekeeper w i l l  be invo lved  w ith  

p u rc h a s in g , d e c o ra t in g , and s u p e rv is in g  r e p a i r s .  W hether 

th e  e x e c u tiv e  ho u sek eep er has p u rch as in g  r e s p o n s ib i l i ty  o r  

p r e s e n ts  r e q u i s i t i o n s  fo r  s u p p lie s  to  a d m in is t r a t io n ,  she is  

concerned  w ith  c o s t f a c to r s  and sh o u ld  o p e ra te  w ith in  a bud

g e t .  She must a ls o  be concerned  w ith  th e  e f f e c t iv e n e s s  o f  

th e  equipm ent and su p p lie s  u t i l i z e d  by h e r  dep artm en t. She 

i s  an e x p e r t  i n  t h i s  a re a  and as such must be  inform ed r e 

g a rd in g  every  a s p e c t  o f  housekeep ing  s e r v ic e .

The re a so n  th e  housekeeping  fu n c tio n  i s  so v i t a l  to  

th e  su cc e ss  o f  th e  n u rs in g  home i s  b ecau se  i t  i s  th e  most
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v i s i b l e .  The f i r s t  th in g  v i s i t o r s  w i l l  n o t ic e  as  th e y  w alk 

th rough  th e  f r o n t  door i s  th e  p resen ce  o f  odors o r  unkep t 

f l o o r s .

In -S e rv ic e  E ducation  

I n - s e rv ic e  e d u c a tio n  i s  w id e ly  re g a rd ed  as  n e c e ssa ry  

fo r  th e  developm ent o f  s a t i s f a c t o r y  work s ta n d a rd s  and a t t i 

tu d es  on th e  p a r t  o f  n o n p ro fe s s io n a l w orkers in  n u rs in g  

homes and h o s p i t a l s . T h is program tak e s  th e  form o f  o n - th e -  

jo b  t r a in i n g ,  w ith  form al in s t r u c t io n s ,  d e m o n s tra tio n s , 

p r a c t i c e ,  and e v a lu a t io n .

The in - s e r v ic e  ed u ca tio n  program  sh o u ld  in c lu d e  th e  

fo llo w in g :

1 . P h ilo so p h y  and aims o f  th e  i n s t i t u t i o n .
2 . P a r t i c u l a r  r o le  and fu n c tio n  o f  th e  new em ployee.
3. P o l i c i e s ,  p ro ced u res  and s ta n d a rd s  o f  p r a c t i c e  in  

th e  f a c i l i t y .
4 . Em ployee's r o le  in  r e l a t i o n  to  o th e r  p e rso n n e l in  

th e  n u rs in g  departm ent as w e ll  as o th e r  d epartm en ts  
in  th e  f a c i l i t y .

5 . Means by w hich th e  em ployee 's perform ance w i l l  be  
e v a lu a te d .

6. C o n d itio n s  o f  employment. (HEW, 1968, p . 4)

A nother a s p e c t o f  in - s e r v ic e  e d u c a tio n  i s  o n - th e - jo b

developm ent. The o b je c t iv e  o f t h i s  ty p e  o f  program  i s  to  

o f f e r  a s s i s ta n c e  to  p eo p le  in  growing on th e  jo b  and in  keep

in g  a b re a s t  o f  changes in  t h e i r  own f i e l d  o f  p r a c t i c e .

In  c o n s id e r in g  th e  s ig n i f ic a n c e  o f  an in - s e r v ic e
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ed u c a tio n  program , i t  i s  w e ll to  remember t h a t  th e  a t t i t u d e s  

and th e  s e rv ic e s  t h a t  a n u rs in g  home o f f e r s  can be exp ressed  

o n ly  th rough  i t s  s t a f f .  Thus th e  p ro g re s s iv e  home must be 

in v o lv ed  w ith  th e  t r a in in g  o f a u x i l ia ry  w orkers and non

p ro fe s s io n a l  s t a f f  members. I t  must be a l e r t  to  th e  im por

tan c e  o f  k eep in g  th e  p r o fe s s io n a l  s t a f f  in form ed and u p - to -  

d a te  w ith  r e s p e c t  to  t h e i r  s p e c i f ic  a re a s  o f p r a c t i c e .  

Through such a c t i v i t i e s  th e  n u rs in g  home g e n e ra te s  e n th u s i

asm and wholesome co n cep ts  th a t  a re  r e f l e c t e d  i n  th e  t o t a l  

q u a l i ty  o f  s e rv ic e  o f fe r e d  to  i t s  p a t i e n t s .

Summary

The n u rs in g  home o rg a n iz a tio n  i s  made up o f  th re e  

p rim ary  d ep artm en ts—n u rs in g , d ie ta r y ,  and h o u sek eep in g . 

N ursing  n o t o n ly  p ro v id e s  b a s ic  ca re  b u t a ls o  m a in ta in s  

c o n s ta n t v ig i la n c e  a g a in s t  emergency s i tu a t io n s  and se rv e s  

a s  a  channel o f  com m unication betw een th e  p h y s ic ia n  and the 

p a t i e n t .  N ursing  can be  co n sid e red  th e  p rim ary  s e rv ic e  o f 

a  n u rs in g  home, s in c e  most p a t ie n t s  a re  a d m itte d  because  of 

t h e i r  need  f o r  t h i s  s e r v ic e .  The n u rs in g  d epartm en t i s  

su p e rv ise d  by a d i r e c to r  o f  n u rs in g ; under h e r  a r e  r e g i s 

te r e d  n u r s e s , l ic e n s e d  p r a c t i c a l  n u r s e s , and th e  a id e s  and 

o r d e r l i e s .

The d ie t a r y  departm ent i s  headed by a  food  s e rv ic e
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s u p e rv is o r  and under h e r  s u p e rv is io n  w i l l  be  a  number o f  

cooks and k i tc h e n  h e l p e r s . I t s  p rim ary  o b je c t iv e s  a re  to  

prom ote good n u t r i t i o n  among p a t i e n t s , to  in c re a s e  th e  emo

t io n a l  w e ll-b e in g  o f  p a t i e n t s , and to  meet p a t i e n t s ' needs 

w ith  r e s p e c t  to  th e r a p e u t ic  d i e t s .

H ousekeeping i s  d i r e c t ly  concerned  w ith  p ro v id in g  

co m fo rtab le  and s a t i s f y in g  su rro u n d in g s f o r  p a t i e n t s .  I t  

has a d e f i n i t e  r e s p o n s i b i l i t y  to  work c o o p e ra tiv e ly  w ith  th e  

n u rs in g  and d ie ta r y  departm en ts in  p rom oting  s a n i ta r y  con

d i t io n s  t h a t  p re v e n t th e  sp read  o f  i n f e c t io n .  H ousekeeping 

i s  s u p e rv is e d  by an e x e c u tiv e  housekeeper and th e re  a re  

s e v e ra l  m aids and p o r te r s  under h e r  s u p e rv is io n .

In  a d d i t io n  to  th e  th re e  p rim ary  d e p a rtm e n ts , th e r e  

a re  s e v e r a l  sm all d epartm en ts  t h a t  may be c o n s id e re d  suppor

t i v e  i n  n a tu r e .  These in c lu d e  m ain ten an ce , o f f i c e  s t a f f ,  

a c t i v i t i e s  d i r e c t o r ,  and r e h a b i l i t a t i o n .  T h e ir  makeup and 

p re se n c e  w i l l  v a ry  depending on th e  n u rs in g  home. A ll o f  

th e  m ajo r d ep artm en ts  and su p p o rtiv e  fu n c tio n s  have t h e i r  

own head  o r  d i r e c t o r ,  each o f  whom r e p o r ts  d i r e c t ly  to  th e  

a d m in is t r a to r ,  who i s  th e  c h ie f  e x e c u tiv e  o f f i c e r  in  th e  

n u rs in g  home o rg a n iz a t io n .  I t  i s  th e  r o le  o f  th e  ad m in is

t r a t o r  t o  c r e a te  an environm ent in  w hich p r o fe s s io n a ls  can 

p r a c t i c e  t h e i r  p ro fe s s io n s  most a d e q u a te ly  and promote
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teamwork among th e  s t a f f .  The a d m in is t r a to r  i s  u l t im a te ly  

re s p o n s ib le  fo r  th e  n u r s in g  hom e's perform ance in  a l l  a r e a s .



CHAPTER I I I  

ORGANIZATIONAL EFFECTIVENESS

O rg a n iz a tio n a l E f fe c t iv e n e s s  :
Review o f th e  L i t e r a tu r e

O rg a n iz a tio n s  occupy a  c r u c ia l  p la c e  in  modem s o c i 

e ty .  T h e ir  im p o rtan ce  in  to d a y 's  s o c ie ty  i s  n ic e ly  cap tu red  

by A m itai E t z i o n i :

Our s o c ie ty  i s  an  o rg a n iz a t io n a l  s o c ie ty .  We a r e  bom  
in  o r g a n iz a t io n s , ed u ca ted  by o r g a n iz a t io n s , and most 
o f  us spend much o f our l e i s u r e  tim e p a y in g , p la y in g , 
and  p ra y in g  i n  o r g a n iz a t io n s .  Most o f  us w i l l  d ie  in  
an o rg a n iz a t io n ,  and when th e  tim e comes f o r  b u r i a l ,  
th e  l a r g e s t  o rg a n iz a t io n  o f  a l l — th e  s t a t e —must g ran t 
o f f i c i a l  p e rm is s io n . (E tz io n i ,  1964, p . 10)

S ince o rg a n iz a t io n s  occupy such a predom inant p la c e  

in  th e  l iv e s  o f  m odem  men, s tu d y  o f  t h e i r  e f fe c t iv e n e s s  

has em erged as an im p o rtan t a re a  o f  r e s e a r c h .  In r e c e n t  

t im e s , a v a r i e ty  o f o rg a n iz a tio n s  ra n g in g  from la b o r  unions 

to  m en ta l h o s p i t a l s  have been analyzed  to  determ ine t h e i r  

e f f e c t iv e n e s s .

50
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But what i s  an e f f e c t iv e  o rg a n iz a tio n ?  What c r i 

t e r i a  a re  a p p ro p r ia te  f o r  a s s e s s in g  o rg a n iz a t io n a l  e f f e c 

t iv e n e s s ?  These q u e s tio n s  p lag u e  b o th  a d m in is t r a to r s  and 

s c h o la r s .  The l i t e r a t u r e  abounds w ith  su g g es ted  c r i t e r i a  o f  

o rg a n iz a t io n a l  e f f e c t iv e n e s s .  Katz and Kahn n o ted :

Most o f  what h as  been w r i t t e n  on th e  meaning o f  th e se  
c r i t e r i a  and on t h e i r  in te r r e la te d n e s s  . . .  i s  ju d g e 
m en tal and open to  q u e s tio n . What i s  w orse , i t  i s  
f i l l e d  w ith  a d v ic e  th a t  seems sag ac io u s  b u t i s  ta u to 
lo g ic a l  and c o n tr a d ic to ry .  (Katz & Kahn, 1966, p . 149)

The a d m in is t r a to r  o r  r e s e a rc h e r  seek in g  m easures o f  

o rg a n iz a t io n a l  e f f e c t iv e n e s s  fa c e s  a b e w ild e r in g  a r ra y  o f  

p o t e n t i a l l y  r e le v a n t  c r i t e r i a .  A b ib lio g ra p h y  concern ing  

e v a lu a tio n  o f  o rg a n iz a t io n a l  perform ance p u b lish e d  in  1959 

l i s t s  over 370 r e fe re n c e s  ; th e  r e le v a n t  l i t e r a t u r e  p ro b ab ly  

has t r i p l e d  s in c e  t h a t  d a te  (Wasserman, 1959).

During th e  p a s t  few y e a r s , th e  to p ic  o f o rg a n iz a 

t i o n a l  e f f e c t iv e n e s s  has re c e iv e d  c o n s id e ra b le  a t t e n t io n  

from s o c ia l  s c i e n t i s t s .  This to p ic  has been th e  s u b je c t  o f  

s e v e ra l  D.B.A. and Ph.D . d i s s e r ta t io n s  (Yuchtman, 1966; 

Ghorpade, 1968; K a sh e f i-Z ib ra g h , 1970; Beukema, 1971; and 

O sbom , 1971), books ( P r ic e ,  1968; G horpade, 1971 ; and t fo t t ,  

1972), and numerous a r t i c l e s  and monographs by s c h o la rs  from 

a  v a r i e ty  o f  s o c ia l  s c ie n c e  d i s c ip l in e s .  (For rev iew s on 

m ajor w r i t in g s  p e r ta in in g  to  o rg a n iz a t io n a l  e f f e c t iv e n e s s .
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se e  Katz and Kahn, 1966, pp. 149-170; P r ic e ,  1968; and Ghor

p ad e , 1970.) A d d it io n a lly ,  o rg a n iz a t io n a l  e f f e c t iv e n e s s  has 

been a focxis o f  in v e s t ig a t io n  o f  th e  s t a f f s  o f  th r e e  bu reau s  

o f  re se a rc h  and was th e  s u b je c t  o f  two se ss io n s  o f  th e  

E xecu tive  Study Conference p u b lish e d  in  book form  by th e  

E d u c a tio n a l T e s t in g  S erv ic e  in  1969. (On-going r e s e a r c h  on 

o rg a n iz a t io n a l  e f f e c t iv e n e s s  i s  b e in g  sponsored by th e  Foun

d a tio n  f o r  R esearch  on Human B eh av io r, U n iv e rs ity  o f  M ichi

gan ; Bureau o f  B u sin ess  R esearch , Ohio S ta te  U n iv e r s i ty ;  and 

I n d u s t r ia l  R e la tio n s  C en te r, U n iv e rs ity  o f  M in n eso ta .)

The r e c e n t  s p u r t  o f  w r i t in g s  and re se a rc h  p e r ta in in g  

to  o rg a n iz a t io n a l  e f f e c t iv e n e s s  has n o t as y e t  r e s u l t e d  in  

th e  fo rm u la tio n  o f  a u n iv e r s a l ly  a c c e p ta b le  scheme o r  meth

odology f o r  th e  assessm ent o f  e f f e c t iv e n e s s  o f  o rg a n iz a t io n s .  

In  f a c t , th e  concep t o f  o r g a n iz a t io n a l  e f f e c t iv e n e s s  i s  

s t i l l  su rrounded  by a  g re a t  d e a l  o f  co n tro v ersy  and d e b a te . 

O rg an iza tio n  t h e o r i s t s  have ad v o ca ted  a p e rp le x in g  v a r i e ty  

o f  co n cep tu a l schem es, a n a ly t i c a l  p o in ts  o f d e p a r tu re ,  and 

models f o r  ap p ro ach in g  th e  s tu d y  o f  e f fe c t iv e n e s s  (G horpade, 

1971, pp. 1 -2 ) .  F u rth erm o re , th e  l i t e r a t u r e  abounds w ith  

d is c u s s io n s  ab o u t a  m u lti tu d e  o f  c r i t e r i a  of e f f e c t iv e n e s s  

ran g in g  from "h a rd "  p r o d u c t iv i ty  and e f f ic ie n c y  m easures to  

" s o f t"  b e h a v io ra l f a c to r s  such  as  m o ra le , o r g a n iz a t io n a l
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f l e x i b i l i t y ,  and in t e r n a l  s t r a i n  (K atz & Kahn, 1966, p . 149; 

Ghorpade, 1970; S e a sh o re , 1965).

Many f a c to r s  accoun t f o r  t h i s  s t a t e  o f  a f f a i r s .  A 

prim e f a c to r  i s  th e  p e rp le x in g  d iv e r s i ty  o f o r g a n iz a t io n a l  

forms in  m odem s o c ie ty .  O rg a n iza tio n s  d i f f e r  in  re g a rd  to  

t h e i r  s o c ie ta l  fu n c t io n s ;  th ey  vary  in  term s o f  s i z e ,  shape, 

and s t r u c tu r e ;  and m ost c e r t a in ly ,  th ey  d i f f e r  in  r e l a t io n  

to  th e  i n s t i t u t i o n a l  in te r r e l a t i o n s h ip s  and c ircu m stan ces  in  

which they  o p e ra te .  In  th e  face  o f  such d i v e r s i t y ,  c r i t e r i a  

th a t  f i t  some o rg a n iz a t io n s  f a l l  s h o r t  when a p p l ie d  to  

o th e r s .  A d d i t io n a l ly ,  d if f e re n c e s  in  i n t e r e s t s  and v a lu es  

o f  r e s e a rc h e r s  have c o n tr ib u te d  to  th e  e x i s t in g  co n fu sio n . 

Because o f  t h e i r  im portance in  modem s o c ie ty ,  o rg a n iz a tio n s  

have a t t r a c t e d  th e  a t t e n t i o n  o f  d iv e rse  s o c ia l  groups such 

a s  b u sin essm en , u n io n  l e a d e r s ,  and govem m ental o f f i c i a l s .

As a r e s u l t , s tu d ie s  on o rg a n iz a t io n a l  e f f e c t iv e n e s s  r e f l e c t  

th e  d i f f e r e n c e s  in  th e  v a lu e s , i n t e r e s t s  , and co n cem s of 

th e s e  groups ( P r ic e ,  1968, pp . 5 -7 ) .

The Problem  o f C r i t e r i a  

A c o n s id e ra b le  amount has been w r i t t e n  abou t c r i 

t e r i a  o f o r g a n iz a t io n a l  e f f e c t iv e n e s s . The e a r l i e s t  s t a t e 

m ents on c r i t e r i a  o f  o rg a n iz a t io n a l  e f f e c t iv e n e s s  w ere p ro 

v id e d  by Caplow (1 9 5 3 ), L ik e r t  (1 9 5 8 ), and Bass (1 9 5 2 ). Mudi
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has happened in  th e  f i e l d  s in c e  th o se  s ta te m e n ts  were pub

l i s h e d .  C oncerted  a t t e n t io n  to  th e  problem  o f  c r i t e r i a  

developm ent has been  g iven  by s c h o la rs  a t  th e  U n iv e r s i t ie s  

o f  M ichigan, M inneso ta , and Ohio S ta te .  Some o f  th e  m ajo r 

p u b l ic a t io n s  from  M ichigan a re  : Bowers and Seashore (1 9 6 6 ), 

G eorgopoulos e t  a l .  (1 9 6 0 ), Georgopoulos and Tannenbaum 

(1957), and S eashore  (1960, 1964, 1965, 1967, 1968). Some 

o f  th e  m ajo r p u b l ic a t io n s  from th e  U n iv e rs ity  o f  M inneso ta  

a re  D im ick, W e itz e l , and Mahoney (1967) and Mahoney (1 9 6 7 a). 

These p u b l ic a t io n s  d e a l la r g e ly  w ith  c r i t e r i a  d e r iv e d  from  

f a c to r  a n a ly s is  o f  re sp o n ses  to  s t r u c tu r e d  q u e s tio n n a ire s  

g iven  by e x e c u tiv e s  p a r t i c ip a t i n g  in  th e  e x e c u tiv e  d e v e lo p 

ment program s a t  th e  U n iv e rs ity  o f  M innesota. P u b l ic a t io n s  

from Ohio S ta te  in c lu d e  Peronsky e t  a l .  (1965) and S to g d i l l  

(1965). In  s p i t e  o f  th e  d iv e r s i t y  o f w r i t in g s  on t h i s  su b 

j e c t ,  how ever, t h e o r e t i c a l  s ta te m e n ts  on c r i t e r i a  found in  

th e  l i t e r a t u r e  f a l l  ro u g h ly  in to  two ty p e s  : " g o a l i s t i c "  and

"sy s tem ic"  (G horpade, 1971, p . 8 5 ) .

G o a l i s t ic  C r i t e r i a  

G o a l i s t i c  c r i t e r i a  a re  d e r iv e d  from some c o n c e p tu a l i 

z a tio n s  o f  g o a ls  t h a t  th e  o rg a n iz a t io n  i s  ex p ec ted  to  a t t a i n .  

These g o a ls  a s s o c ia te d  w ith  o rg a n iz a t io n a l  e f f e c t iv e n e s s  

have g e n e ra l ly  been  o f  two k in d s  : th o se  d e a lin g  w ith  some



55

index  o f  o rg a n iz a t io n a l  perfo rm ance, such a s  p r o f i t ,  c o s t . 

r a te s  o f  p r o d u c t iv i ty ,  in d iv id u a l  o u tp u t ,  e t c . , ^  and th o se  

a s s o c ia te d  w ith  human re so u rc e s , such  as m o ra le , m o tiv a tio n , 

m ental h e a l th ,  jo b  commitment, c o h e s iv e n e ss , a t t i t u d e s  t o 

ward em ployers o r company, e tc .  A uthors su g g e s tin g  the  

measurement o f  o rg a n iz a t io n a l  perfo rm ance o r  e f f e c t iv e n e s s  

in  term s o f  th e  u t i l i z a t i o n  of human a s s e ts  in c lu d e  : Argy-

r i s  (1 957), Bennis (1966), E tz io n i  (1960) , Georgopoulos and 

Tannenbaum (1957), K atz (1960), L ik e r t  (1 9 6 1 ), G eorgopoulos, 

Mahoney, and Jones (1 9 5 7 ), McGregor (1960), S e lzn ic k  (1 9 4 8 ), 

and many o th e r s . F o r a p e r io d  o f tim e i t  was b e lie v e d  th a t  

th e se  two g o a ls  o f  o rg a n iz a t io n a l  perfo rm ance and employee 

s a t i s f a c t i o n  were h ig h ly  r e l a t e d  and t h a t  "happy" w orkers 

were more p ro d u c tiv e  w orkers . However, t h i s  th eo ry  was l a i d  

to  r e s t  by s e v e ra l  s tu d ie s  in  th e  l a t e  1950s and e a r ly  1960s. 

(For exam ple, see  B ra y f ie ld  & C ro c k e tt ,  1955; F leishm an, 

H a r r is ,  & B u r t t ,  1955; Lopez, 1962; Mann, In d ik ,  & Vroom,

1963; and S i r o ta ,  1958).

P r ic e  (1968) surveyed 50 d i f f e r e n t  p u b lish e d  s tu d ie s

Almost ev e ry  s tudy  e v a lu a tin g  o r g a n iz a t io n a l  p e r 
formance s in c e  th e  tim e o f F re d r ic k  T ay lo r th rough  th e  Haw
th o rn e  Experiments t o  th e  p re se n t-d a y  in v e s t ig a t io n s  in  
o rg a n iz a t io n a l  developm ent have employed some "h ard  co re"  
c r i t e r i a  o f  o rg a n iz a t io n a l  e f f e c t i v e n e s s . The most o f te n  
used  m easures a re  p r o f i t s ,  p r o d u c t iv i ty ,  and sc rap p ag e .
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o f  o rg a n iz a t io n a l  b e h a v io r  t h a t  in c lu d ed  some c o n s id e ra tio n  

o f  o rg a n iz a t io n a l  e f f e c t iv e n e s s .  P r i c e 's  c o n c e p tu a liz a tio n  

o f  e f f e c t iv e n e s s  was d e f in e d  a s  " th e  degree o f  g o a l ach ie v e 

m en t."  Through a c a r e fu l  com parative a n a ly s is  o f  th e  50 

s tu d ie s .  P r ic e  so u g h t to  e x p la in  th e  d e te rm in an ts  o f  e f f e c 

t i v e  g o a l ach ievem en t. He i d e n t i f i e d  what he term ed " i n t e r 

v en in g  v a r ia b le s "  t h a t  d i r e c t l y  a f f e c t  th e  o r g a n iz a t io n 's  

a b i l i t y  to  ach iev e  i t s  goal and thus become e f f e c t i v e .

P r ic e  i d e n t i f i e d  th e  fo llo w in g  in te rv e n in g  v a r ia b le s  : (1)

p r o d u c t iv i ty ,  (2) c o n fo rm ity , (3) m orale , (4) a d a p tiv e n e s s , 

and (5) i n s t i t u t i o n a l i z a t i o n .

S ta tem en ts  o f  g o a ls  may a ls o  be d e riv e d  from  concep

t u a l i z a t i o n s  o f  s o c i e t a l  m iss io n s  o r fu n c tio n s  w ith  which 

th e  o rg a n iz a t io n  i s  i d e n t i f i e d  in  a s o c ia l  c o n te x t .  O rgani

z a t io n a l  fu n c tio n s  in  t h i s  c o n te x t r e f e r  to  c o n tr ib u t io n s  

made by th e  o rg a n iz a t io n  in  th e  form o f  ta n g ib le  o r  in ta n 

g ib le  o u tp u ts  to  th e  s o c ie ty  in  which i t  i s  lo c a te d ,  an d /o r 

t o  i t s  members, c u s to m e rs , and o th e r  groups r e l a t e d  to  i t  in  

some manner (G horpade, 1971, p . 8 5 ). Bass (1 9 5 2 ), f o r  exam

p le ,  su g g e s ts  t h a t  an o rg a n iz a t io n  be  e v a lu a te d  in  term s o f 

i t s  w orth  to  th e  in d iv id u a l  w orker and th e  v a lu e  o f  th e  

w orker and th e  o rg a n iz a t io n  to  s o c ie ty .  S im ila r  c r i t e r i a  

su g g es ted  by D avis (1940) in c lu d e  broad  s o c ia l  v a lu e s .
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economic v a lu e s , and p e rso n a l v a lu e s . The em phasis i s  in  a  

re v e rs e  d i r e c t io n  f o r  K atz and Kahn (1966) , who d e s c r ib e  

o rg a n iz a t io n a l  e f f e c t iv e n e s s  as  r e f e r r in g  to  th e  m axim iza

t io n  o f  r e tu r n  to  th e  o rg a n iz a t io n  by a l l  means— tec h n o 

lo g ic a l ,  p o l i t i c a l ,  m arket c o n tr o l ,  p e rso n n e l p o l i c i e s ,  

f e d e ra l  s u b s id ie s ,  e t c .

T hus, g o a ls  can tak e  th e  form o f  u sa b le  o u tp u ts  t h a t  

a re  consumed as  in p u ts  by some o th e r  system . Such g o a ls  may 

be d e r iv e d  from  n o tio n s  about c h a r a c t e r i s t i c s ,  r o l e s ,  o r  

m iss io n s  of v a r io u s  ty p es o f  o rg a n iz a t io n , from t h e o r e t i c a l ,  

e t h i c a l ,  o r v a lu e  c o n s id e ra t io n s ,  o r  a com bination  o f  a l l  

t h e s e . (For a d d i t io n a l  d isc u s s io n s  o f th e  u se  o f  v a r io u s  

types o f  o rg a n iz a t io n a l  go a ls  as  c r i t e r i a ,  see  Thompson & 

McEwen, 1958, and Perrow , 1961.)

S ystem ic C r i t e r i a  

System ic c r i t e r i a  o f  o rg a n iz a t io n a l  e f f e c t iv e n e s s  

a re  d e r iv e d  from  c o n c e p tu a liz a tio n s  o f "need" ex p e rien ce d  

by th e  o rg a n iz a t io n  as  a  l iv in g  s o c ia l  system . In  t h i s  con

t e x t ,  needs r e f e r  to  th e  req u irem en ts  t h a t  o rg a n iz a t io n s  

have to  meet i n  o rd e r  to  s u rv iv e  an d /o r to  work e f f e c t i v e l y  

w ith in  a  g iv en  s i t u a t i o n .  The e f fe c t iv e n e s s  o f  o rg a n iz a 

t io n s  i s  to  b e  s tu d ie d  in  term s o f t h e i r  a b i l i t y  to  m eet th e  

req u irem en ts  a r i s in g  from t h e i r  s i t u a t io n s .  C o n ce p tu a liz a -
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t i o n  o f  o r g a n iz a t io n a l  n e e d s , and th e  r e s u l t a n t  c r i t e r i a  o f  

e f f e c t iv e n e s s ,  ta k e  many form s.

G eorgopoulos and Tannenbaum (1957) i n  an e a r ly  model 

viewed e f f e c t iv e n e s s  w ith in  a  sy s te m 's  framework and con

clu d ed  th a t  th e  id e a  o f e f f e c t iv e n e s s  cou ld  b e s t  b e  u n d e r

s to o d  in  term s o f  p r o d u c t iv i ty ,  f l e x i b i l i t y ,  and th e  absence 

o f  in t r a o r g a n iz a t io n a l  s t r a i n .  They a rgued  th a t  th e s e  c r i 

t e r i a  were n o t o n ly  " sy s te m -re le v a n t"  b u t a ls o  a p p l ic a b le  

a c ro ss  a v a r i e ty  o f  o r g a n iz a t io n s .

Yuchtman and Seashore (1967) o f f e r e d  a system s r e 

so u rce  approach  to  o rg a n iz a t io n a l  e f f e c t iv e n e s s  t h a t  p ro 

posed th a t  th e  r e l a t i v e  su ccess  a t t a in e d  by a  p a r t i c u l a r  

o rg a n iz a t io n  in  r e t a in in g  a  fa v o ra b le  b a rg a in in g  p o s i t io n  

w ith  re g a rd  to  a c q u ir in g  sc a rc e  re so u rc e s  sh o u ld  be  tak en  

as th e  e x p re s s io n  o f  i t s  o v e ra l l  e f f e c t iv e n e s s .  In  concep

tu a l i z in g  th e  o rg a n iz a t io n  as a s o c ia l  system  fu n c tio n in g  

as a subsystem  o f  a  l a r g e r  system  o r  s o c ie ty  as a w ho le , a  

s tu d y  o f o rg a n iz a t io n a l  e f f e c t iv e n e s s  h as to  in c lu d e  an 

a n a ly s is  o f  th e  en v iro n m en ta l c o n d itio n s  and o f th e  o rg a n i

z a t io n 's  o r i e n ta t i o n  to  them.

The r e l a t io n s h ip  betw een th e  o rg a n iz a t io n  and th e  

environm ent has been  in v e s t ig a te d  by s e v e ra l  r e s e a r c h e r s .

For exam ple, B ennis (1964) c l a imed th a t  b u re au c ra c y  i s  l e a s t
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l i k e ly  to  cope and s u rv iv e  i f  unab le  to  ad ap t to  a ra p id ly  

chang ing , tu rb u le n t  en v iro n m en t. Emery and T r i s t  (1959) 

s t r e s s e d  th a t  th e  p rim ary  t a s k  o f  m anaging an e n te r p r i s e  as 

a whole i s  to  r e l a t e  th e  t o t a l  o r g a n iz a t io n a l  system  to  i t s  

env ironm en t, and n o t j u s t  i n t e r n a l  r e g u la t io n .  I f  th e  o r 

g a n iz a t io n  i s  to  s u rv iv e  and grow, i t  m ust c o n tr o l  i t s  boun

dary c o n d i t io n s —th e  form s o f  exchange betw een th e  e n te r 

p r i s e  and th e  en v iro n m e n t. S t ro th e r  (1963) re v e rs e d  th e  

d i r e c t io n  o f  t h i s  in f lu e n c e  p ro c e ss  by c la im in g  th a t  one 

must a llo w  f o r  c o n tro l  o f  th e  o rg a n iz a t io n  by an o u ts id e  and 

changing env ironm en t. P ep in sk y , W eick, and R in e r (1965) 

o bserved  t h a t  th e  o rg a n iz a t io n  must a d ap t to  r e g u la to ry  con

t r o l  by th e  en v iro n m en t.

L ik e r t  (1961, 1967) argued  t h a t  e f f e c t i v e  o rg a n iz a 

t io n s  d i f f e r  m arkedly from  in e f f e c t iv e  o rg a n iz a t io n s  a long  a 

number o f  s t r u c t u r a l  d im en sio n s . A ccording  to  L ik e r t ,  an 

e f f e c t iv e  o rg a n iz a t io n  i s  one th a t  encourages su p e rv iso rs  

to  "fo cu s t h e i r  p rim ary  a t t e n t i o n  on en d eav o rin g  to  b u i ld  

e f f e c t iv e  work groups w ith  h ig h  perform ance g o a ls "  (1961, p . 

7 ) .  L ik e r t  s ta t e d  t h a t  System  1 ( C la s s ic a l  D esign) o rg a n iz a 

t io n s  a r e  i n e f f e c t iv e  b ecau se  th ey  no lo n g e r  r e f l e c t  th e  

changing  c h a r a c te r  o f  th e  environm ents w i th in  which th e  

o rg a n iz a t io n  must o p e r a te .  C la s s ic a l  d e s ig n  o rg a n iz a tio n s
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te n d  tow ard s ta tu s  quoism  and c o n s e rv a tio n . The System 4 

o rg a n iz a t io n  i s  more a d a p ta b le  because  i t s  s t r u c tu r a l  d esig n  

encourages g r e a te r  u t i l i z a t i o n  o f  th e  human p o te n t ia l  o f  i t s  

members.

Lawrence and L orsch  (1967, 1969) were p r im a r i ly  con

ce rn ed  w ith  th e  e f f e c t  o f  th e  e x te r n a l  environm ent upon th e  

i n t e r n a l  o rg a n iz a t io n . T h e ir  r e s e a rc h  probed th e  fo llo w in g  

q u e s tio n :  "How a re  th e  en v iro n m en ta l demands fa c in g  v a rio u s

o rg a n iz a t io n s  d i f f e r e n t  and how do environm ental demands 

r e l a t e  to  th e  i n t e r n a l  fu n c tio n in g  o f  e f f e c t iv e  o rg a n iz a 

t io n s ? "  (1967, p . 1 6 7 ). On th e  b a s is  o f  t h e i r  s tu d ie s  th ey  

reach ed  th e  c o n c lu s io n  t h a t  th e  more e f f e c t iv e  o rg a n iz a tio n s  

were th o se  t h a t  were a b le  to  re c o g n ize  env ironm enta l co n d i

t io n s  and adopt th e  a p p ro p r ia te  o rg a n iz a t io n a l  d esig n s fo r  

t h e i r  departm en ts and th e  a p p ro p r ia te  methods to  in t e g r a te  

t h e i r  dep artm en ts.

In  a r e c e n t  s tu d y ,  Osborne and Hunt (1974) i n v e s t i 

g a te d  th e  concep t o f  en v iro n m en ta l com plexity  in  g e n e ra l and 

com plex ity  in  th e  t a s k  environm ent o f  th e  o rg a n iz a tio n  in  

p a r t i c u l a r .  E nv ironm ental com plex ity  was viewed as  th e  

i n t e r a c t io n  betw een en v iro n m en ta l r i s k ,  dependency, and 

in te r o r g a n iz a t io n a l  r e l a t i o n s h i p s . T h e ir  r e s u l t s  showed 

th a t  n e i th e r  com plex ity  n o r r i s k  i s  a s s o c ia te d  w ith
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o rg a n iz a t io n a l  e f f e c t iv e n e s s .  In  a d d i t io n ,  t h e i r  r e s u l t s  

showed t h a t  b o th  ta s k  dependency and in te r o r g a n iz a t io n a l  

i n t e r a c t io n  a lo n e  and in  com bination  a re  p o s i t i v e ly  and 

s ig n i f i c a n t l y  c o r r e la te d  w ith  e f f e c t iv e n e s s .

S ev e ra l in v e s t ig a to r s  view ed e f fe c t iv e n e s s  as a 

s t a t e  t h a t  o rg a n iz a tio n s  s t r i v e  to  a t t a i n .  Under t h i s  con

c e p tu a l iz a t io n ,  once an o rg a n iz a t io n  a c q u ire s  c e r t a in  d e f in 

in g  c h a r a c t e r i s t i c s  ( f o r  exam ple, h igh  p r o d u c t iv i ty ,  low 

tu rn o v e r ,  e t c . )  i t  becomes e f f e c t iv e .

M ott d e f in e d  o rg a n iz a t io n a l  e f f e c t iv e n e s s  as " th e  

a b i l i t y  o f  an o rg a n iz a t io n  to  m o b ilize  i t s  c e n te r s  o f power 

f o r  a c t io n — p ro d u c tio n  and a d a p ta tio n "  (1972, p . 1 7 ). Ac

co rd in g  to  M o tt, e f f e c t i v e  o rg a n iz a tio n s  a re  th o se  th a t  

produce m ore, have a  h ig h e r  q u a l i ty  o f  o u tp u t , and adap t 

more e f f e c t iv e ly  to  en v iro n m en ta l and in t e r n a l  problem s th an  

do o th e r  s im i la r  o r g a n iz a t io n s .

Employing th e  m ethodology developed by M ott, Cohen 

and C o llin g  (1974) found , in  a  stu d y  o f  governm ental f i e l d  

o f f i c e r s , t h a t  i n t e r n a l  o rg a n iz a t io n  c h a r a c t e r i s t i c s  a re  

more im p o rtan t cau ses o f  e f f e c t iv e n e s s  th an  env iro n m en ta l 

in p u ts  o r  c h a r a c t e r i s t i c s . T h e ir  s tu d y  showed t h a t  o rg a n i

z a t io n a l  e f f e c t iv e n e s s  was r e l a t e d  to  g r e a te r  s t a f f  p a r t i c i 

p a t io n  i n  d e c is io n  m aking, an environm ent in  w hich teamwork
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i s  p r a c t ic e d ,  a c lim a te  t h a t  su p p o rts  and f o s t e r s  c r e a t i v 

i t y ,  h ig h  s a t i s f a c t i o n  w ith  work and co -w orkers , and an 

a d m in is t r a t io n  c h a ra c te r iz e d  by c o n s is te n c y  and f a i r n e s s .

In  a d d i t io n ,  th e  e f f e c t iv e  f i e l d  o f f ic e  e x h ib i t s  a d a p ta b i l 

i t y  and i s  a b le  to  a n t i c ip a te  s t r e s s f u l  p rob lem s.

The p re v io u s  d is c u s s io n  has p re se n te d  an overview  

o f  two m ajor ty p e s  o f c r i t e r i a  o f  o rg a n iz a t io n a l  e f f e c t i v e 

n e ss  found i n  th e  l i t e r a t u r e . One would ex p ec t t h a t  th o se  

who r e ly  upon th e  r a t io n a l  model would ad vocate  th e  use  o f  

g o a ls  as c r i t e r i a  o f  e f f e c t i v e n e s s , w h ile  th o se  who u t i l i z e  

th e  n a tu r a l  o r  system s model would advocate  "sy s tem ic"  c r i 

t e r i a  o f  o rg a n iz a t io n a l  e f f e c t iv e n e s s .  In  a d d i t io n ,  E tz io n i  

(1964, p . 8 ) ,  one o f  th e  m ost a rd e n t ad v o ca tes  o f  th e  

s o c ia l  system s m odel, l in k s  e f f e c t iv e n e s s  w ith  goal a t t a i n 

m ent. T h is s c h o la r 's  p o s i t io n  i s  c o n s is te n t  w ith  th e  

system  lo g ic  o f  th e  s t r u c tu r a l - f u n c t io n a l  t h e o r i s t s . As 

a p o in t  o f  d e p a r tu re ,  th e  o rg a n iz a t io n  i s  view ed as a sub 

system  o f  a l a r g e r  s o c ia l  system  o r  s o c ie ty .  O rg a n iz a tio n a l 

g o a ls  a re  th u s  synonymous w ith  th e  p rim ary  s o c ie ta l  m iss io n s  

o r  fu n c tio n s  perform ed by th e  o rg a n iz a tio n  t h a t  g iv e  i t  i t s  

le g itim a c y  and u n iq u en ess . Viewed from th e  e x te r n a l  fram e 

o f  r e fe r e n c e ,  o rg a n iz a t io n a l  g o a ls  emerge as o u tp u ts  p ro v id e d  

by th e  o rg a n iz a t io n  f o r  th e  system  th a t  c o n ta in s  i t .
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Judgments o f  o rg a n iz a t io n a l  work o r  e f f e c t iv e n e s s  a r e  to  be 

made in  term s o f  th e  q u a l i ty  and re le v a n c e  of th e  o rg a n iz a 

t i o n 's  o u tp u t tow ard  a s s u r in g  th e  s u r v iv a l ,  s t a b i l i t y ,  and 

growth o f  some o th e r  system , u s u a lly  th e  l a r g e r  system  o r 

s o c ie ty .  Viewed from th e  o rg a n iz a t io n a l  fram e o f  r e fe r e n c e ,  

o r g a n iz a t io n a l  g o a ls  o r  o u tp u ts  emerge as one o f  th e  fu n c

t i o n a l  re q u ire m e n ts  t h a t  th e  o rg a n iz a t io n  has to  meet in  

o rd e r  t o  a s s u re  i t s  own s u r v iv a l ,  s t a b i l i t y ,  and grow th .

Thus what a p p ea rs  a t  f i r s t  g lan ce  as an o v e r t c o n tr a d ic t io n  

i s  r e a l l y  a  lo g i c a l  e x te n s io n  o f  th e  u n d e rly in g  m odel.

F r ie d la n d e r  and P ic k e l  (1968) su g g ested  t h a t  e f f e c 

t iv e n e s s  m easures must tak e  in to  accoun t th e  p r o f i t a b i l i t y  

o f  th e  o rg a n iz a t io n ,  th e  d eg ree  to  w hich i t  s a t i s f i e s  i t s  

members, and th e  d eg ree  to  w hich i t  i s  o f  v a lu e  to  th e  l a r 

g e r s o c ie ty  o f  w hich i t  i s  a p a r t .

G ibson, Iv e n c e v ic h , and D onnelly  (1973) in tro d u c e d  

th e  concep t o f  system s th e o ry  as p ro v id in g  th e  b a s i s  fo r  

c r i t e r i a  o f  o r g a n iz a t io n a l  e f f e c t iv e n e s s . In  th e  c o n te x t o f  

system s th e o ry , th e  o rg a n iz a t io n  i s  view ed as one elem ent o f  

a number o f  e lem en ts  t h a t  i n t e r a c t  in te rd e p e n d e n t ly . The 

o rg a n iz a t io n  i s  view ed as an in p u t/o u tp u t  p ro c e s s .  The 

o rg a n iz a t io n  ta k e s  re so u rc e s  ( i t s  in p u ts )  from th e  la r g e r  

system  ( i t s  e n v iro n m e n t) , p ro c e sse s  th e s e  r e s o u rc e s ,  and
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r e tu r n s  them in  changed form  ( i t s  o u tp u t ) .

T h e ir  system s model em phasized two im p o rtan t con

s id e r a t io n s  : (1) th e  u l t im a te  s u rv iv a l  o f  th e  o rg a n iz a t io n

depends upon i t s  a b i l i t y  to  ad ap t to  th e  demands o f  i t s  

environm ent and (2) in  m ee tin g  th e se  demands, th e  t o t a l  

c y c le  o f  in p u t-p ro c e s s -o u tp u t  must be th e  focus o f  m anager

i a l  a t t e n t i o n .  From th e se  two p o in ts  th e y  d e r iv e d  two 

c o r o l l a r i e s  : (1) o r g a n iz a t io n a l  e f f e c t iv e n e s s  i s  a g lo b a l

co n cep t t h a t  in c lu d e s  a number o f  component c o n c e p ts , and 

(2) th e  m an ag eria l t a s k  i s  to  m a in ta in  th e  o p tim al b a la n c e  

among th e se  components (G ibson e t  a l . ,  1973, p . 3 7 ).

Management V alue and O rg a n iz a tio n a l 
E f fe c t iv e n e s s

The a c t io n s  o f  management b ased  on i t s  p e rc e p tio n s  

o f  s i t u a t i o n a l  and s t r u c t u r a l  c o n s tr a in ts  w i l l  have a  g r e a t  

d e a l  to  do w ith  th e  o r g a n iz a t io n ’s chances f o r  s u c c e s s . F or 

exam ple. C h a n d le r 's  (1962) lo n g i tu d in a l  s tu d y  o f  l a r g e - s c a l e  

American b u s in e s s  e n te r p r i s e s  su g g es ted  t h a t  o r g a n iz a t io n a l  

perfo rm ance may be s t r o n g ly  in f lu e n c e d  by th e  s t r a t e g i c  

c h o ic e s  made by to p  e x e c u t iv e s . C h ild  (1972) p o in te d  o u t 

t h a t  th e  m ost i n f l u e n t i a l  m odels o f  o rg a n iz a tio n  seem to  

ig n o re  th e  p o t e n t i a l  in p a c t  o f  th e  "agency o f  c h o ic e "  by  th e  

o r g a n iz a t io n 's  to p  d e c is io n  m akers. He f e l t  t h a t  t h i s
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s t r a t e g i c  ch o ice  in f lu e n c e d  d e c is io n s  re g a rd in g  o rg a n iz a 

t io n a l  s t r u c t u r e s , th e  m an ip u la tio n  o f  en v iro n m en ta l f e a 

tu re s  , and th e  s e le c t io n  o f  r e le v a n t  perfoirmance s ta n d a rd s  

(o r  g o a l s ) .

L ik e r t  su g g es ted  th a t  an im p o rtan t v a r ia b le  d e te r 

m ining th e  co u rse  o f  developm ents in  a  b u s in e s s  o rg a n iz a t io n  

was " i t s  m anagem ent's p h ilo so p h y , p o l ic y ,  and v a lu e s  w ith  

r e s p e c t  to  em ployees, custom ers, th e  p u b l ic ,  u n io n s , sup

p l i e r s ,  and o th e r s "  (1967, p . 212). Gibson e t  a l .  (1973) 

m a in ta in ed  t h a t  o rg a n iz a t io n a l  e f fe c t iv e n e s s  was d i r e c t ly  

r e l a t e d  to  m anagem ent's a b i l i t y  to  m a in ta in  a b a la n c e  among 

th e  in p u t /o u tp u t  components o f th e  o r g a n iz a t io n a l  system .

Negandhi and P ra sad  (1971) p ro v id ed  one o f  th e  

e a r l i e s t  a ttem p ts  to  examine e m p ir ic a lly  th e  r e l a t io n s h ip  

betw een th e  p u b lic  v a lu e s  o f an o r g a n iz a t io n 's  e x e c u tiv e s  

and i t s  s t r u c tu r e  and perfo rm ance. They d e f in e d  th e  f i r m 's  

"management p h ilo so p h y "  as  th e  im p lied  and ex p re ssed  a t t i 

tu d es  o f  th e  m anagers tow ard consum ers, em ployees, s to c k 

h o ld e rs  , s u p p l i e r s , d i s t r i b u t o r s , governm ent, and community 

(1971, p .  1 5 2 ).

Negandhi and P ra sad  found th a t  t h e i r  management 

p h ilo so p h y  v a r ia b le  was v ery  s tro n g ly  a s s o c ia te d  w ith  a num

b e r  o f  o r g a n iz a t io n a l  v a r ia b le s .  For e x a n ç le , t h e  more
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p o s i t iv e  o r  " p ro g re s s iv e "  t h e i r  management p h ilo s o p h ie s ,  th e  

more d e c e n tr a l iz e d  and more e f f e c t iv e  ( in  b o th  f in a n c ia l  and 

b e h a v io ra l term s) th e  f irm s appeared  to  b e .  Negandhi and 

P rasad  in te r p r e te d  t h e i r  f in d in g  as s u g g e s tin g  t h a t  a p ro 

g re s s iv e  management a t t i t u d e  tow ard i t s  im p o rta n t p u b lic  o r 

" ta sk  en v iro n m en ta l a g e n ts "  i s  more l i k e ly  to  r e s u l t  in  h ig h  

o rg a n iz a t io n a l  e f f e c t iv e n e s s  than  i s  a  n o n p ro g re ss iv e  a t t i 

tu d e .

Reiman (1975) in  an a n a ly s is  o f  m an u fac tu rin g  firm  

d a ta  dem o n stra ted  th a t  o rg a n iz a t io n a l  "com petence,"  d e fin ed  

as " e x e c u tiv e  r a t in g s  o f  o rg a n iz a t io n a l  p erfo rm ance and 

e x e c u tiv e  tu rn o v e r ,"  was n o t s tro n g ly  r e l a t e d  to  s i tu a t io n a l  

v a r ia b le s  l i k e  o rg a n iz a t io n a l  s i z e ,  s t r u c t u r e ,  and te c h n o l

ogy. I n s te a d ,  "conpetence" o r e f f e c t iv e n e s s  was r e la te d  

p r im a r i ly  to  m anagem ent's v a lu es  re g a rd in g  th e  f i r m 's  pub

l i c s ,  such as cu sto m ers , s u p p l ie r s ,  em ployees, and govern

ment.

Mahoney (1967) employed m an ag eria l judgm ents o f  

o rg a n iz a t io n a l  e f f e c t iv e n e s s  in  h i s  model to  id e n t i f y  th e  

b a s ic  d im ensions view ed by managers in  ju d g in g  su b o rd in a te  

o rg a n iz a tio n s  and th e  r e l a t i v e  w e ig h ts  a s s ig n e d  them. On 

th e  b a s i s  o f  h i s  f in d in g s ,  Mahoney su g g es ted  t h a t  e v a lu a t iv e  

r e s e a rc h  in to  m an ag eria l p r a c t ic e s  employ s e v e r a l  c r i t e r i a .
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s in c e  no s in g le  c r i t e r i o n  can be id e n t i f i e d  as  a p p ro p r ia te  

f o r  a l l  s i t u a t i o n s . He recommended t h a t , in  g e n e r a l , c r i 

t e r i a  o f  e f f i c i e n t  p erfo rm an ce , m utual s u p p o r t ,  p e rso n n e l 

u t i l i z a t i o n ,  p la n n in g  p erfo rm an ce , i n i t i a t i o n ,  r e l i a b i l i t y ,  

and developm ent sh o u ld  a d eq u a te ly  cover m ost s i t u a t i o n s .  

M anagerial p r a c t ic e s  can be  e v a lu a te d  a g a in s t  a l l  o f  th e se  

c r i t e r i a  and th e  r e s e a r c h e r  may s e le c t  th e  f in d in g s  r e le v a n t  

to  th e  c r i t e r i a  he w ishes to  employ.

I t  i s  c l e a r  from t h i s  b r i e f  rev iew  t h a t  th e  is s u e  o f  

o rg a n iz a t io n a l  e f f e c t iv e n e s s  i s  indeed  a com plex o n e . W hile 

many o f th e  models d is c u s s e d  have c o n tr ib u te d  s i g n i f i c a n t l y  

tow ard a c l e a r e r  u n d e rs ta n d in g  o f  th e  b a s ic  is s u e s  in v o lv e d , 

much rem ains to  be done to  f u r th e r  develop th e  concep t o f  

o rg a n iz a t io n a l  e f f e c t iv e n e s s  and i t s  a p p l ic a t io n .

The C r i t e r i a  o f  O rg a n iz a tio n a l 
E f fe c t iv e n e s s

Mahoney and W eitze l (1969) in  t h e i r  s tu d y  em phasiz

in g  o v e r a l l  o r g a n iz a t io n a l  e f f e c t iv e n e s s  su g g e s te d  t h a t  d i f 

f e r e n t  ty p es  o f  o rg a n iz a t io n s  may have d i f f e r e n t  r e q u i r e 

m ents f o r  e f f e c t iv e n e s s .  Nowhere i s  t h i s  p r o p o s i t io n  more 

ap p a ren t th a n  when a tte m p tin g  to  d eterm ine o r g a n iz a t io n a l  

e f f e c t iv e n e s s  c r i t e r i a  f o r  a  h e a l th  c a re  i n s t i t u t i o n .  The 

g e n e ra l c h a r a c t e r i s t i c  o f  th e s e  o rg a n iz a t io n s  i s  t h a t  th e y
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p ro v id e  a s e rv ic e  t o  c l i e n t s  o r  p a t i e n t s . T here is  no 

p h y s ic a l ly  t a n g ib le  end r e s u l t  v a r ia b le ,  u n le s s  one w ants 

to  c o n s id e r  p r o f i t .  T here  i s  no q u e s tio n  t h a t  p r o f i t  would 

be an in a p p r o p r ia te  v a r ia b le  upon w hich s o le ly  to  ju d g e  

o rg a n iz a t io n a l  e f f e c t i v e n e s s .

In  d e te rm in in g  th e  c r i t e r i a  to  be employed i n  th e  

re se a rc h  m odel, th e  works o f  th e  fo llo w in g  au th o rs  w ere 

g iven c a r e f u l  c o n s id e ra t io n  : Georgopoulos and Tannenbaum

(1957), G eorgopoulos and Mann (1 9 6 3 ), Mott (1960, 1 972), 

P r ic e  (1 9 6 8 ), and Gibson e t  a l .  (1973). One o f  the m ajor 

ta sk s  f a c in g  th e  r e s e a rc h e r  i s  th e  f a m i l i a r  problem  fa c e d  by 

o rg a n iz a t io n  th e o ry  in  g e n e ra l ,  th a t  o f  r e c o n c i l in g  th e  

r a t i o n a l i s t i c  and sy s tem ic  p r o p e r t ie s  o f  o r g a n iz a t io n s . 

O v e r-p reo ccu p a tio n  w ith  e i t h e r  r a t i o n a l i s t i c  o r  system ic  

v a r ia b le s  can d i s t o r t  and red u ce  th e  u s e fu ln e s s  of a  s tu d y .

One o f  th e  best-know n c r i t e r i a  s e le c t io n  methods 

employed to  r e c o n c i le  th e se  two approaches was developed by 

G eorgopoulos and Tannenbaum (1957). They u sed  p r o d u c t iv i ty ,  

f l e x i b i l i t y ,  and in t e r n a l  o rg a n iz a t io n  s t r a i n  a s  c r i t e r i a  

o f e f f e c t iv e n e s s  i n  a t t e n ç t in g  to  combine ta n g ib le  o u tp u ts  

w ith  g e n e ra l  e f f i c i e n c y  re q u ire m e n ts . Georgopoulos and 

Tannenbaum cla im ed  t h a t  th e se  c r i t e r i a  r e l a t e d  to  th e  means- 

ends d im ensions o f  o rg a n iz a t io n s  and cou ld  be  a p p lie d  to
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most o r g a n iz a t io n s .

In  fo rm u atin g  th e  l i s t  o f  c r i t e r i a  fo r  a re se a rc h  

p r o je c t  th e  l i s t  can be as lo n g  o r  as s h o r t  as one w ishes 

to  make i t .  The lo n g e r l i s t  would have th e  advantage o f  

b e in g  more s p e c i f i c , y e t  th e  more c r i t e r i a  th e  more d i f f i 

c u l t  i t  i s  to  u n d e rs tan d  how th ey  i n t e r r e l a t e .  A s h o r te r  

l i s t  f a c i l i t a t e s  u n d e rs ta n d in g  o f  th e  r e la t io n s h ip s  b u t has 

th e  d isa d v a n ta g e  o f  b e in g  l e s s  s p e c i f i c .  In  a d d i t io n ,  i t  i s  

e s s e n t i a l  to  rec o g n ize  a t  th e  o u ts e t  t h a t  c r i t e r i a  t h a t  a re  

a c c e p ta b le  from one frame o f  re fe re n c e  may n o t be v a l id  from  

a n o th e r  v an tag e  p o i n t . The ch o ice  o f  any c r i t e r i o n  o r  s e t  

o f  c r i t e r i a  needs to  r e f l e c t  th e  purpose  g u id in g  th e  i n 

q u iry .

A f te r  g iv in g  c a r e fu l  c o n s id e ra t io n  to  s p e c i f ic  c h a r

a c t e r i s t i c s  o f  th e  n u rs in g  home o rg a n iz a t io n ,  what methods 

migjht be  used  to  e v a lu a te  i t s  p erfo rm an ce , and th e  works o f  

th e  p re v io u s ly  m entioned a u th o r s ,  th e  fo llo w in g  c r i t e r i a  

were s e le c te d .

Sub j e c t i v e  c r i t e r i a  : These m easures w i l l  be based

iqion employee p e rc e p tio n s  r e l a t i n g  to  th r e e  f a c to r s  : p ro 

d u c t iv i ty ,  a d a p ta b i l i t y ,  and f l e x i b i l i t y .

Job a t t i t u d e s  : These w i l l  b e  m easured by em ployees '

o v e r a l l  sc o re  on th e  Job D e s c r ip t iv e  Index  and tu rn o v e r .



70

P r o f i t a b i l i t y : T his f a c to r  w i l l  be m easured by

g ro ss  o p e ra t in g  p r o f i t  d iv id ed  by t o t a l  p a t i e n t  d a y s .

Q u a lity  o f  p a t i e n t  c a re  : This w i l l  be e v a lu a te d  by

th re e  ite m s : q u a l i ty  o f  n u rs in g  c a re ,  q u a l i ty  o f  o v e r a l l

c a r e ,  and a  com parable m easure o f  p a t i e n t  c a re .  (See Chap

t e r  IV .)

These a re  th e  c r i t e r i a  by which n u rs in g  home e f f e c 

t iv e n e s s  w i l l  be m easured. They w ere s e le c te d  to  r e f l e c t  

th e  " g o a l i s t i c "  o r  r a t io n a l  approach  and th e  "sy s tem ic"  o r  

s o c ia l  system s approach  to  o r g a n iz a t io n a l  a n a ly s i s . The 

s u b je c t iv e  c r i t e r i a  r e l a t e  to  th e  s o c ia l  system s approach ; 

th e  p r o f i t a b i l i t y  d a ta ,  q u a l i ty  o f  p a t i e n t  c a re , and jo b  

a t t i t u d e s  r e l a t e  to  th e  g o a l i s t i c  app roach .

The q u a l i ty  o f  p a t i e n t  c a re  re n d e re d  by a n u rs in g  

home co u ld  be c o n s id e re d  as i t s  p rim ary  o b je c t iv e .  S ev e ra l 

a u th o rs  have used  th e  q u a l i ty  o f  c a re  as  th e  s o le  c r i t e r i o n  

o f  o rg a n iz a t io n a l  e f f e c t iv e n e s s  in  a h e a l th  ca re  i n s t i t u 

t io n .  (S ee G eorgopoulos & Mann, 1962, and M ott, 1960.) I t  

i s  f o r  t h i s  rea so n  t h a t  i t  i s  l i s t e d  w ith  th e  c r i t e r i a  meas

u re s .  However, in  dev elo p in g  th e  r e s e a rc h  model f o r  t h i s  

s tu d y  th e  q u a l i ty  o f  c a re  was s e t  up as  a  s e p a ra te  v a r ia b le .  

T h is  was done in  o rd e r  to  focus a t t e n t io n  on th e  o rg a n iz a 

t io n a l  c h a r a c t e r i s t i c s  o f  th e  n u rs in g  home, which a re  d i 

r e c t l y  r e l a t e d  to  th e  q u a l i ty  o f  c a re  i t  a d m in is te r s . The 

concep t and m easurement o f  th e  q u a l i ty  o f  c a re  w i l l  be
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covered  f u l l y  in  Chapter IV.

S u b je c tiv e  C r i t e r i a  

The developm ent o f  th e  s u b je c t iv e  approach to  th e  

measurem ent o f  o rg a n iz a t io n a l  e f f e c t iv e n e s s  was p io n e e re d  by 

Georgopoulos and Mann (1962) in  a s tu d y  o f  10 community gen

e r a l  h o s p i t a l s  in  M ichigan. Georgopoulos and Mann d esigned  

and a tte m p te d  to  v a l id a te  s u b je c t iv e  m easures o f  th e  q u a l i ty  

o f  p a t i e n t  care, which is  a c r i t e r i o n  s im i la r  to  t h a t  o f  

p r o d u c t iv i ty .  T h e ir  s t r a te g y  was to  o b ta in  c l i n i c a l  ju d g 

m ents from p r o fe s s io n a ls —p h y s ic ia n s  and n u rs e s — and compare 

th e n  w ith  v a r io u s  h a r d - c r i t e r i a  m easu res . T h e ir  f in d in g s  

in d ic a te d  a s ig n i f i c a n t  r e la t io n s h ip  betw een some h a rd -c o re  

c r i t e r i a  and th e  ran k in g s  o f  p r o f e s s io n a l s .

T h is  r e s e a rc h  p ro je c t  employs a s u b s t a n t i a l  amount 

o f  th e  m ethodology developed by Paul E. M ott. M ott w rote 

h i s  d i s s e r t a t i o n  u n d er Mann and in  a l a t e r  s tu d y  (1972) 

developed  q u e s tio n n a ire s  w hich, when com pleted by  members o f 

th e  o r g a n iz a t io n ,  would en ab le  him to  m easure o rg a n iz a t io n a l  

e f f e c t iv e n e s s .  He proposed  th a t  o r g a n iz a t io n a l  e f f e c t iv e n e s s  

c o n s is te d  o f  th re e  f a c to r s  : (1) p r o d u c t iv i ty ,  (2) ad a p ta 

b i l i t y ,  and (3) f l e x i b i l i t y .  H is h y p o th e s is  was q u i te  sim 

p le ;  i t  s t a t e d  t h a t  o v e r a l l  e f f e c t iv e n e s s  was d i r e c t l y  

r e l a t e d  to  th e s e  th r e e  f a c to r s .
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P ro d u c tiv i ty

P r o d u c t iv i ty  was m easured by a v e ra g in g  th e  resp o n ses  

o f  o rg a n iz a t io n a l  members to  two q u e s tio n n a ire  item s. The 

item s ask  each re sp o n d e n t to  e v a lu a te  (1) th e  q u a n t i ty ,  and 

(2) th e  e f f i c i e n c y  o f  work done in  th e  o r g a n iz a t io n .  (See 

Appendix B .) T h is  approach to  th e  m easure o f  p ro d u c t iv i ty  

i s  q u ite  d i f f e r e n t  from th o se  m easures t h a t  u se  "hard" p ro 

d u c t iv i ty  d a ta  such  as c o s t and o u tp u t d a ta .  M ott p o in te d  

o u t t h a t  such s o - c a l le d  "h ard "  d a ta  can have s e r io u s  f la w s . 

F i r s t ,  a lth o u g h  m easures o f p ro d u c t iv i ty  can r e f l e c t  th e  

p a s t  e f f e c t iv e n e s s  o f  an o rg a n iz a tio n  in  a d a p tin g  to  p ro b 

lems and coping  w ith  em erg en c ie s , th ey  t e l l  us n o th in g  about 

i t s  v i a b i l i t y  now o r in  th e  f u tu r e .  Second, raw  p ro d u c tiv 

i t y  m easures may exc lu d e  c o n s id e ra t io n  o f  q u a l i ty  and p ro 

d u c tio n  e f f i c i e n c y .  Even u n i t  c o s t  m easures a r e  in ad eq u a te  

because an o rg a n iz a t io n  w ith  low er u n i t  c o s t  may a c tu a l ly  be 

d ev o tin g  in ad e q u a te  re so u rc e s  to  a c t i v i t i e s  t h a t  m ight en 

hance f u tu r e  e f f e c t iv e n e s s  (M ott, 1972, p . 2 1 ) .

W arren G. Bennis c r i t i c i z e d  th e  u se  o f  h a rd -c o re  o r

o u tp u t d a ta  in  th e  fo llo w in g  s ta te m e n t :

The p r e s e n t  ways o f  th in k in g  about and m easuring  o rg a n i
z a t io n a l  e f f e c t iv e n e s s  a re  s e r io u s ly  in a d e q u a te  and 
o f te n  m is le a d in g . These c r i t e r i a  a re  in s e n s i t iv e  to  
th e  im p o rta n t needs o f  th e  o rg a n iz a t io n  and  o u t o f  j o i n t  
w ith  th e  m erg ing  view  o f  contem porary o rg a n iz a t io n  t h a t  
i s  h e ld  by many o rg a n iz a t io n a l  t h e o r i s t s  and p r a c t i 
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t i o n e r s . The p re s e n t  tech n iq u es  o f  e v a lu a t io n  p ro 
v id e  s t a t i c  in d ic a to r s  o f  c e r t a in  o u tp u t c h a r a c t e r i s 
t i c s  ( i . e . ,  perfo rm ance and s a t i s f a c t io n )  w ith o u t 
i l lu m in a tin g  th e  p ro c e ss  by which th e  o rg a n iz a t io n  
se a rc h e s  f o r ,  a d a p ts  t o ,  and so lv e s  i t s  chang ing  g o a ls .  
However, i t  i s  th e s e  dynamic p ro ce sse s  o f  problem 
s o lv in g  t h a t  p ro v id e  th e  c r i t i c a l  d im ensions o f  o rg an 
i z a t i o n a l  h e a l th ,  and w ith o u t knowledge o f  them o u tp u t 
m easures a re  w o e fu lly  in a d e q u a te . (B en n is , 1962, p.
271)

I t  i s  e v id e n t t h a t  th e  s u b je c tiv e  o r  p e rc e p tu a l  

approach  to  th e  m easurem ent o f  p r o d u c t iv i ty  w ould be  ex 

tre m e ly  u s e fu l  in  th e  a n a ly s is  and management o f  o rg a n iz a 

t io n s  such as h o s p i t a l s ,  n u rs in g  homes, and u n i v e r s i t i e s . 

These o r g a n iz a t io n s ,  u n lik e  some b u s in e ss  f i r m s ,  do n o t have 

c le a r - c u t  v e r i f i a b l e  o u tp u ts  t h a t  le n d  th em selv es  to  o b je c 

t i v e  m easurem ent.

The v a l i d i t y  o f  M o tt 's  m easure i s  open to  some q u es

t i o n ,  t h a t  i s ,  i t  may be t h a t  p e rc e p tio n s  o f  p r o d u c t iv i ty  do 

n o t c o r r e l a t e  w ith  more t y p ic a l ly  u sed  h a rd -c o re  p ro d u c

t i v i t y  d a ta .  However, h i s  s tu d ie s  o f  th e  v a l i d i t y  o f  th e se  

m easures w ere r e a s s u r in g .  The s u b je c t iv e  a sse ssm en t o f  work 

u n i t s  by th e  in d iv id u a ls  who p a r t ic ip a te d  in  them w ere su p 

p o r te d  by th e  a ssessm en ts  from to p  m anagers r e s p o n s ib le  f o r  

a l l  th e  u n i t s  s tu d ie d  in  a p a r t i c u l a r  o rg a n iz a t io n  and from 

p eo p le  in  o th e r  u n i t s  whose work made them f a m i l i a r  w ith  

t h a t  o f  th e  u n i t s  b e in g  a s se s se d  (M ott, 1972, pp . 1 8 7 -205).
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A d a p ta b il i ty

One o f  th e  m ost p o p u la r  books o f  th e  1970s h as  been 

A lv in  T o f f l e r 's  F u tu re  Shock (1970). The w ide ap p ea l o f  

t h i s  book r e s t s  on i t s  d ra m a tiz a tio n  o f change, l a r g e ly  

th o se  te c h n o lo g ic a l  changes t h a t  appear to  be u n h in g in g  our 

i n s t i t u t i o n s  and o u r p sy ch es . T o f f l e r 's  h y p o th e s is  i s  th a t  

change has come upon us so  q u ic k ly  th a t  we a re  p e r s o n a l ly  

and o r g a n iz a t io n a l ly  unab le  to  adap t to  i t  o r  cope w ith  i t .  

H is p o in t  i s  t h a t  o rg a n iz a t io n s  w i l l  no lo n g e r be  p re d ic a te d  

on perm anence. I n s te a d ,  th ey  w i l l  be tem porary  s t r u c tu r e s  

th a t  w i l l  come and go depending on th e  e x ig e n c ie s  o f  th e  

environm ent (T o ff  1 e r ,  1970, pp . 112-135). One o f  th e  main 

c h a lle n g e s  c o n fro n tin g  to d a y 's  o rg a n iz a tio n , w hether i t  i s  

a n u rs in g  home o r  a  b u s in e s s  e n te r p r i s e ,  i s  t h a t  o f  re sp o n d 

in g  to  changing c o n d it io n s  and ad ap tin g  to  e x te rn a l  s t r e s s . 

Many a u th o rs  in  th e  f i e l d  o f  o rg a n iz a t io n a l  b e h a v io r  r e f l e c t  

t h i s  need  and i n t e r e s t .  (See B en n is , 1966; S h u ll & McCammon, 

1970; S ch in e , 1965; P r ic e ,  1968; M ott, 1960, 1972; Duncan, 

1973; Gibson e t  a l . , 1973; and Webb, 1974.)

In  a 1961 monograph on managing m ajor change in

o rg a n iz a t io n s ,  Mann and N e ff  s t a t e d  th e  is s u e  t h i s  way :

Among th e  m ost consp icuous v a lu es  in  American c u l tu r e  
o f  th e  tw e n t ie th  c e n tu ry  a re  p ro g re s s , e f f i c i e n c y ,  
s c ie n c e  and r a t i o n a l i t y ,  achievem ent and s u c c e s s .
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These v a lu e s  have h e lp ed  to  p roduce a  h ig h ly  dynamic 
s o c ie ty — a s o c ie ty  i n  which th e  predom inant c h a r a c te r 
i s t i c  i s  change. (Mann & Nef f ,  1961, p . 1)

Kahn, Mann, and S eash o re , when d is c u s s in g  a c r i t e r i o n  v a r i 

a b le ,  " th e  a b i l i t y  o f  th e  o rg a n iz a t io n  to  change a p p ro p r i

a t e ly  in  a re sp o n se  to  some o b je c t iv e  req u irem en t f o r  

ch an g e ,"  rem arked:

A lthough we a re  convinced o f  th e  t h e o r e t ic a l  im por
ta n c e  o f  t h i s  c r i t e r i o n ,  w hich we have c a l le d  o rg a n i
z a t io n a l  f l e x i b i l i t y ,  we have th u s  f a r  been u n ab le  to  
so lv e  th e  o p e ra t io n a l  problem s in v o lv e d  in  i t s  u se .
(Kahn, Mann, & S eash o re , 1956, p .  4)

M ott o f fe r e d  one p o s s ib le  s o lu t io n  to  th e  m eth o d o lo g ica l

problem s in v o lv ed  in  th e  measurement o f  o rg a n iz a t io n a l

a d a p ta b i l i t y  and f l e x i b i l i t y .

A d ap tab ility  as a  m easure o f e f f e c t iv e n e s s  r e f e r s  to  

th e  e x te n t  to  which th e  o rg a n iz a t io n  can and does respond 

to  changes e i t h e r  in t e r n a l ly  o r  e x te r n a l ly  induced . I f  i t  

i s  h ig h ly  a d a p tiv e ,  i t  can respond  q u ic k ly  to  changing s i t u 

a t i o n s .  This c r i t e r i o n  r e f e r s  to  th e  m anagem ent's a b i l i t y  

to  sen se  changes in  th e  environm ent as w e ll  as w ith in  th e  

o rg a n iz a t io n  i t s e l f .

Management must be in v o lv ed  in  th e  a d a p tiv e  p ro c e sse s  

b ecau se  i t s  members a re  o f te n  th e  o n ly  ones w ith  adequate  

a u th o r i ty  and re so u rc e s  to  make th e  d e c is io n s  o r  changes 

r e q u i r e d . A lso , b ecau se  o f  t h e i r  p o s i t io n  th e y  o f te n  use a
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b ro ad e r  range  o f  c r i t e r i a  f o r  problem  s o lv in g  th a n  do lo w er- 

le v e l  p e rs o n n e l .  I n e f fe c t iv e n e s s  in  a c h ie v in g  p r o d u c t iv i ty ,  

f l e x i b i l i t y ,  and m orale can s ig n a l  th e  need  to  ad ap t mana

g e r i a l  p r a c t i c e s  and p o l i c i e s , o r  th e  env ironm ents may 

demand d i f f e r e n t  o u tp u ts  o r  p ro v id e  d i f f e r e n t  i n p u t s , th u s  

n e c e s s i t a t in g  change. To th e  e x te n t  t h a t  th e  o rg a n iz a t io n  

cannot o r does n o t a d a p t, i t s  s u rv iv a l  i s  in  je o p a rd y .

In  n u rs in g  homes, fo r  exam ple, p e rso n s  in  p o s i t io n s  

o f form al a u th o r i ty  may d isc o v e r  t h a t  in a d e q u a te  u se  i s  

b e in g  made o f th e  s k i l l s  o f  l ic e n s e d  p r a c t i c a l  n u r s e s . In  

view  o f  th e  in c r e a s in g  sh o rta g e  o f  r e g i s t e r e d  n u r s e s , th e  

p ro p er u se  o f l ic e n s e d  p r a c t i c a l  n u rse s  assum es added im por

ta n c e . I t  i s  im p o rta n t, th e r e fo r e ,  th a t  a  new p o l ic y  t h a t  

adds new fu n c tio n s  to  th e  r o le  o f  th e  l ic e n s e d  p r a c t i c a l  

n u rse  be  th e  o b je c t  o f  accep tan ce  and ad ju s tm en t n o t  o n ly  by 

th e  p r a c t i c a l  n u rse s  b u t a ls o  o th e r  p e rso n n e l w ith  whom th e y  

w ork.

The u s u a l  m easures o f  a d a p tiv e n e ss  f o r  r e s e a r c h  p u r 

poses a r e  p ro v id e d  by re sp o n se  to  q u e s t io n n a i r e s .  U n like  

th e  s h o r t - ru n  m easures o f  e f f i c ie n c y ,  th e r e  a r e  few , i f  any , 

s p e c i f i c  and c o n c re te  m easures o f  a d a p tiv e n e s s .  A d a p ta b il

i t y  w i l l  b e  m easured by a sk in g  th e  re sp o n d e n ts  th r e e  q u es

t io n s ,  each  o f  w hich d ea ls  w ith  th e  p ro c e sse s  o f  a n t i c ip a t in g
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and s o lv in g  p ro b lem s. In c luded  in  th e  th r e e  q u e s tio n s  a re  

two t h a t  r e f l e c t  how q u ic k ly  p eo p le  a c c e p t new methods and 

p ro ced u res  and w hat p ro p o r tio n  o f  th e  p e o p le  a c c e p t th e  

change. (See Appendix B .)

F l e x i b i l i t y

O rg a n iz a tio n s  a r e  s u b je c te d  to  a  w ide v a r i e ty  o f 

s t im u l i  from  th e  env ironm ent. Some o f  th e s e  s t im u l i  a re  

sev e re  enough o r  u n p re d ic ta b le  enough to  t e s t  th e  o rg a n iz a 

t i o n 's  a b i l i t y  to  cope w ith  them s u c c e s s f u l ly .  The a b i l i t y  

o f o rg a n iz a t io n s  to  h a n d le  th e s e  s t im u l i  i s  c a l le d  o rg a n iz a 

t io n a l  f l e x i b i l i t y .

The co n cep t o f  f l e x i b i l i t y  r e f e r s  t o  an  o rg a n iz a 

t i o n 's  a b i l i t y  to  cope w ith  te m p o ra r ily  u n p re d ic ta b le  s tim 

u l i  from th e  env ironm ent th a t  a re  s u f f i c i e n t l y  sev e re  as to  

r e q u ir e  some r o l e  m o d if ic a tio n  to  be  h a n d le d  s u c c e s s fu l ly .  

F l e x i b i l i t y  i s  c o n c e p tu a lly  d i f f e r e n t  from  a d a p ta b i l i ty  in  

t h a t  o r g a n iz a t io n a l  changes t h a t  r e s u l t  from  m eeting  emer

g e n c ie s  a r e  u s u a l ly  tem porary ; u s u a lly  th e  o rg a n iz a t io n  r e 

tu rn s  to  i t s  p re-em ergency  s t r u c tu r e .  A d ap tiv e  changes a re  

l i k e ly  to  be  more perm anent (M ott, 1972, p .  2 0 ) .

F l e x i b i l i t y  i s  im p o rtan t to  th e  o rg a n iz a t io n  fo r  two 

re a so n s . The f i r s t  re a so n  i s  t h a t  i t  i s  an  i n t e g r a l  p a r t  o f  

th e  o r g a n iz a t io n a l  o b je c t iv e s  t o  h an d le  a c e r t a i n  amount o f
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th e s e  problem s s u c c e s s f u l ly .  For exam ple, n u rs in g  home p e r 

so n n e l may fa c e  a la rg e  in c re a se  in  t h e i r  work lo ad  because  

o f  bad w ea th e r o r  ic e -c o v e re d  roads t h a t  make i t  im p o ss ib le  

f o r  some p e rso n n e l to  come in .  In  t h i s  c a s e ,  i t  i s  n e c e s 

s a ry  t h a t  th e  n u rs in g  home d isp la y  s u f f i c i e n t  f l e x i b i l i t y  to  

p ro v id e  f o r  th e  e s s e n t i a l  needs o f  i t s  r e s id e n t s .  A second 

re a so n  why f l e x i b i l i t y  i s  im p o rtan t to  th e  o rg a n iz a t io n  i s  

s u r v iv a l .  C a ta s tro p h e s  such as w ars and d e p re s s io n s  can 

d e s tro y  o r g a n iz a t io n s .  O rg a n iz a tio n a l members must d ev ise  

ways o f  cop ing  w ith  th e s e  sev e re  problem s i f  they  a re  to  

s u r v iv e .

F l e x i b i l i t y  w i l l  be m easured by a q u e s tio n  th a t  

ask ed  th e  re sp o n d e n ts  to  e v a lu a te  how w e ll  th e  p eo p le  in  th e  

o rg a n iz a t io n  a d ju s t  to  emergency s i t u a t i o n s ,  such as  f i r e ,  

h e a r t  a t t a c k , o r  work o v e r lo a d s . T his concep t h as appeared  

in  numerous th e o r ie s  and r e s e a rc h . (See Lawrence, 1958; 

M o tt, 1961, 1972; Georgopoulos & Tannenbaum, 1957; S ch ine , 

1965 .)

Job A tt i tu d e  M easures 

The c o n c e p tu a l iz a t io n  o f  th e  o rg a n iz a t io n  as  a 

s o c ia l  system  r e q u ir e s  t h a t  some c o n s id e ra t io n  be g iven  to  

th e  b e n e f i t s  r e c e iv e d  by i t s  p a r t i c ip a n ts  a s  w e ll as i t s  

custom ers and c l i e n t s .  M orale, s a t i s f a c t i o n ,  and jo b
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a t t i t u d e s  a re  s im i la r  term s t h a t  r e f e r  to  th e  e x te n t  to  

which th e  o rg a n iz a t io n  s a t i s f i e s  th e  needs o f  em ployees.

I  have e le c te d  to  u se  jo b  a t t i t u d e  m easures as  th e  l a b e l  f o r  

t h i s  c r i t e r i o n  and i t s  m easures in c lu d e  jo b  s a t i s f a c t i o n  and 

tu rn o v e r .

One problem  w ith  u s in g  jo b  a t t i t u d e s  as a  c r i t e r i o n  

m easure in  e v a lu a t in g  o r g a n iz a t io n a l  e f f e c t iv e n e s s  i s  th e  

p r e c is e  d e f in i t io n  o f  th e  co n c ep ts  o f "m o ra le ,"  " jo b  s a t i s 

f a c t i o n ,"  o r  " jo b  a t t i t u d e s . "

The th re e  term s "m o ra le ,"  "job s a t i s f a c t i o n , "  and 

" jo b  a t t i t u d e s "  cause  confus io n  because many a u th o rs  use 

them in te rc h a n g e a b ly  w h ile  o th e rs  draw s ig n i f i c a n t  d i s t i n c 

t io n s  among them. V ic to r  H. Vroom s ta te d  t h a t  " jo b  s a t i s 

f a c t io n "  and " jo b  a t t i t u d e s "  a r e  used in te rc h a n g e a b ly  s in c e  

b o th  r e f e r  to  th e  a f f e c t iv e  o r ie n ta t io n  o f  th e  in d iv id u a l  

tow ard th e  work r o le  he i s  occupying . P o s i t iv e  a t t i t u d e s  

a re  eq u a ted  w ith  s a t i s f a c t i o n  and n e g a tiv e  a t t i t u d e s  w ith  

d i s s a t i s f a c t i o n .  In tro d u c in g  th e  t h i r d  te rm , Vroom s a id  

t h a t  "m orale" has been  g iv en  many m eanings, some o f  which 

a re  c lo s e ly  r e l a t e d  to  th e  o th e r  two concep ts (1964, pp . 95- 

1 05 ). David S iro ta  (1 9 6 4 ), in  h i s  case  s tu d y  o f  IBM, o p e ra 

t i o n a l i z e d  th e  concep t o f  "m o ra le"  by r e s t r i c t i n g  i t  to  th e  

item s m easuring  " s a t i s f a c t i o n "  w ith  th e  work env ironm en t.
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M ichael B eer d e fin e d  " jo b  s a t i s f a c t i o n "  as  "The 

a t t i t u d e  o f  w orkers tow ard th e  company, t h e i r  jo b , t h e i r  

fe llo w  w orkers and o th e r  p sy c h o lo g ic a l o b je c ts  in  th e  work 

en v iro n m en t."  "M orale" i s  d e f in e d  by Beer as a group phe

nomenon s im i l a r  to  " e s p r i t  de co rp s"  o r  a  "g ro u p 's  e n th u s i

asm in  th e  p u r s u i t  o f  a  common g o a l"  (B eer, 1964, p . 38).

But th e  problem  o f  p r e c is e  d e f i n i t i o n  i s  even more 

b a s ic .  D efin in g  th e  s in g le  term  " jo b  s a t i s f a c t i o n "  has i t 

s e l f  c r e a te d  a p rob lem . Taking p a r t s  o f  d e f in i t io n s  from 

H erzb erg , Maslow, and Vroom, two r e s e a r c h e r s  d e fin e d  "job 

s a t i s f a c t i o n "  as " th e  fa v o ra b le  v iew p o in t o f  th e  w orker 

tow ard th e  work r o l e  he  p r e s e n t ly  o c cu p ie s"  (Iv an cev ich  & 

D onnelly , 1968, p . 173). S a lin a s  approached  th e  concept 

d i f f e r e n t l y  and d e sc r ib e d  jo b  s a t i s f a c t i o n  a s  th e  "ev a lu a 

t io n  o f  o n e 's  jo b  and th e  em ploying company as  c o n tr ib u tin g  

s u i ta b ly  to  th e  a tta in m e n t o f  o n e 's  p e rso n a l o b je c t iv e s "  

(S a l in a s ,  1964, p . 7 ) .  Both o f  th e s e  s ta te m e n ts  a t t e n ç t  to  

d e f in e  jo b  s a t i s f a c t i o n ,  y e t  a  s in g le  p e rso n  may be a t  two 

v e ry  d i f f e r e n t  le v e ls  o f  " s a t i s f a c t i o n "  a s  a r e s u l t  o f  th e  

d i f f e r e n c e s  in  app roach . F u tu re  re s e a rc h  w i l l  depend to  a 

g r e a t  e x te n t  on d ev e lo p in g  a commonly a c c e p te d  system  o f 

d e f i n i t i o n s .

For th e  p u rp o se  o f  t h i s  in v e s t i g a t io n ,  " job
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a t t i t u d e s "  w i l l  be d e f in e d  as th e  degree to  which an i n d i 

v id u a l 's  m otives o r  needs a re  g r a t i f i e d  i n  r e l a t i o n  to  h i s  

jo b  ( P r ic e ,  1968, p .  7 ) .  I f  a  h igh  number o f  needs o f  a  

h ig h  number o f  in d iv id u a ls  in  th e  group a re  h ig h ly  s a t i s 

f ie d ,  job  a t t i t u d e s  sh o u ld  be fa v o ra b le . I f  a h ig h  number 

o f needs o f  a  h ig h  number o f  in d iv id u a ls  rem ain u n s a t i s f i e d ,  

jo b  a t t i t u d e s  w i l l  be u n fa v o ra b le . S a t i s f a c t io n  w i l l  be 

d e f in e d  a s  "a c r i t e r i o n  o f  e f f e c t iv e n e s s  which r e f e r s  to  th e  

o rg a n iz a t io n 's  a b i l i t y  to  g r a t i f y  needs o f  i t s  p a r t i c ip a n t s "  

(G ibson e t  a l . ,  1973, p . 4 53 ). In  p r a c t i c a l  te rm s , s a t i s 

f a c t io n  f o r  th e  in d iv id u a l  w orker i s  u s u a lly  made up o f  a 

m ix tu re  o f  m onetary re w ard s , f u l f i l lm e n t  o f  s o c ia l  n ee d s , 

and a  sense  o f  p u rp o se  o r  accom plishm ent in  h is  t a s k .  I f  

one o r  more o f  th e s e  i s  n e g a t iv e ,  th e  o th e r s  must be s a t i s 

f ie d  to  a  h ig h e r  deg ree  to  b a la n c e  out and keep th e  i n d i 

v id u a l s a t i s f i e d .  However, s a t i s f a c t i o n  i s  more th an  a 

fu n c tio n  o f  th e  amount o f  rew ards re c e iv e d . The amount may 

s a t i s f y  one p e rso n  b u t n o t  a n o th e r , and t h i s  i s  t r u e  n o t 

on ly  o f  m onetary  re w a rd s . A lso , we know t h a t  in d iv id u a l  

p e r s o n a l i t i e s  v a ry  in  r e s p e c t  to  t h e i r  v a r io u s  need  

s tr e n g th s  ; some, f o r  exam ple, a r e  more dependent on s o c ia l  

need s a t i s f a c t i o n  (Maslow, 1943, 1954). In  a d d i t io n ,  we 

must remember t h a t  th e  im p o rta n t th in g  abou t rew ards i s  th e
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p e rc e p tio n  o f  t h e i r  f i t n e s s  r a th e r  th a n  t h e i r  o b je c t iv e  

am ount. M orale , th e n , i s  m easurab le  in  term s o f  a t t i t u d e s  

and p e rc e p tio n s  o f  th e  group members r a t h e r  th a n  in  term s o f  

th e  o r g a n iz a t io n a l  p o l i c i e s .

Job s a t i s f a c t i o n

Job s a t i s f a c t i o n  h as been s tu d ie d  a c ro s s  and w ith in  

a l l  le v e ls  o f  th e  American i n d u s t r i a l  p o p u la tio n . Hundreds 

o f  re se a rc h  a r t i c l e s  have been p u b lish e d  in  th e  p a s t  10 

y e a rs  a lo n e .

The e a r l i e s t  r e s e a rc h  s tu d ie s  in  jo b  s a t i s f a c t i o n  

were a tte m p ts  to  d e term in e  th e  g e n e ra l p ro p o r t io n s  o f  s a t i s 

f i e d  and d i s s a t i s f i e d  w o rk e rs . Then came more s o p h is t ic a te d  

a tte m p ts  to  c o r r e l a t e  c e r t a in  c h a r a c t e r i s t i c s  such a s  age 

(Hoppock, 1960; S a leh  & O tis ,  1964; Form & Geschwender, 

1962), le n g th  o f  employment (Von H a r r e l l ,  1960; Ranchman & 

Kemp, 1964; A ld e r f e r , 1967), perfo rm ance ( P o r te r  & L aw ler, 

1968; L aw ler, 1967; Schwab & Cummings, 1970), s a la r y  (Opsahl 

& D u n n e tte , 1966; Iv an cev ich  & D onnelly , 1968; P e re s ,  1967), 

m a r i t a l  s t a tu s  (Ranchman & Kemp, 1964; Form & Geschwender, 

1962), o r g a n iz a t io n a l  s iz e  ( P o r te r ,  1963; B e e r, 1964), jo b  

le v e l  ( P o r te r  & M itc h e l l ,  1967; G ilm er, 1 961), and sex  

(H u lin  & S m ith , 1964; B eer, 1964, p . 40 ; Ranchman & Kemp, 

1964, pp . 2 -3 ; Iv an cev ich  & D onnelly , 1968, p .  174) w ith  th e
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s a t i s f i e d - d i s s a t i s f i e d  dichotom y. E s ta b l is h in g  a d i r e c t io n  

and e x p la n a tio n  o f  c a u s a l i ty  in  th e se  c o r r e l a t i o n s , and thus 

d e f in in g  th e  d e te rm in a n ts  o f  jo b  s a t i s f a c t i o n ,  h as  become a 

m ajo r theme o f  th e  most r e c e n t  r e s e a rc h .

W ith t h i s  in c re a s e  in  e x p la n a tio n  came a change in  

focus from f a c to r s  " e x t r in s i c "  to  th e  a c tu a l  su b s ta n c e  o f  

th e  jo b ,  i . e . ,  f a c to r s  r e l a t i n g  to  th e  em ployee 's  work e n v i

ronm ent, to  f a c to r s  more i n t r i n s i c a l l y  r e l a t e d  to  th e  jo b  

b e in g  done (Locke, 1965). The p io n e e r in g  work in  t h i s  a re a  

was done by F re d r ic k  H erzberg  and o th e rs  b e g in n in g  in  1957 

(H e rz b e rg , M ausner, P e te r s o n , & C apw ell, 1957; H erzb erg , 

M ausner, & Snyderman, 1959 ; H erzberg , 1966). The th e o ry  

th e y  p ro p o sed  h as  su b se q u en tly  caused  a s iz a b le  d e b a te  among 

re s e a r c h e r s  in  th e  f i e l d  o f  job  s a t i s f a c t i o n  (se e  Ewen, 

H u lin , Sm ith , & Locke, 1966; B e lin g , L a b o v itz , & Kosmo,

1968; H u lin  & S m ith , 1967).

A nother d i r e c t io n  o f  th e  se a rc h  f o r  e x p la n a tio n  

fo cu sed  on th e  in d iv id u a l—n o t j u s t  th e  g e n e ra l iz e d  en ç lo y -  

e e , b u t  "each  em ployee" w ith  h i s  own p e r s o n a l i ty  and range 

o f  e x p e c ta t io n s  and n e e d s . I t  was p roposed  th a t  jo b  s a t i s 

f a c t io n  was a fu n c t io n  o f  th e  e x te n t  to  w hich a w orker f e l t  

h i s  "need s"  w ere f u l f i l l e d  by h i s  jo b  (P a lo la  & L a rso n ,

1965) . In c re a s in g  ev id en ce  seems to  p o in t  to  th e  f a c t  t h a t
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in d iv id u a l  c h a r a c t e r i s t i c s  such as d i f f e r e n c e s  in  p e rso n 

a l i t y ,  m o tiv a t io n , and e x p e c ta tio n  w ere o p e ra tin g  to  obscu re  

many o f  th e  commonly g e n e ra liz e d  r e l a t io n s h ip s  betw een s a t i s 

f a c t io n  and g e n e ra l  group a t t i t u d e s  (L arsen  & Owens, 1965; 

C lic k , 1964).

F in a l ly ,  th e r e  was a s y n th e s is  betw een th e  a n a ly s is  

o f  th e  n a tu re  o f  th e  work r o le  and th a t  o f  in d iv id u a l  c h a r 

a c t e r i s t i c s  (E ran , 1966). S a t i s f a c t i o n  a n a ly s is  now r e 

q u ire d  b o th  v a r i a b le s ,  th e  man and th e  j o b , to  be in  a  s t a t e  

o f s im u ltan eo u s and dynamic i n t e r a c t io n .  I f  we in c lu d e  jo b  

s a t i s f a c t i o n  as  a  c r i t e r io n  o f  o r g a n iz a t io n a l  e f f e c t iv e n e s s ,  

th e  u s u a l  so u rc e s  o f o b je c t iv e  in fo rm a tio n  a re  l im i te d .

Some s o r t  o f  a t t i t u d i n a l  survey  m ust be  u n d e rtak en . In  th e  

o rg a n iz a t io n a l  s e t t i n g ,  " a t t i t u d e s "  a re  th o u g h t to  be  t i e d  

to  o n e 's  p e r s o n a l i ty  and m o tiv a tio n .

S o c ia l s c i e n t i s t s  from a  v a r i e ty  o f  f i e ld s  seem to  

ag ree  t h a t  a t t i t u d e s  can be seen  a s  "a p r e d is p o s i t io n  to  

respond  in  a  fa v o ra b le  o r  u n fa v o ra b le  way to  o b je c ts ,  p e r 

so n s, c o n c e p ts , o r  w hatever" (S c o tt  & M itc h e ll ,  1972, p . 94). 

In  o th e r  w ords, o n e 's  a t t i t u d e  i s  form ed by th e  d eg ree  to  

which th e  a t t i t u d e  o b je c t  i s  a s s o c ia te d  w ith  o th e r  p le a s a n t  

o r  u n p le a sa n t o b je c ts  (see  R osenberg , 1967). We may l i k e  

a s u p e rv is o r  b ecau se  he i s  f r i e n d l y ,  s in c e r e ,  and h o n e s t ,  o r
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we m ight d i s l ik e  o u r jo b  b ecau se  i t  i s  b o r in g  o r t i r i n g .  In  

e i t h e r  c a s e , th e  e v a lu a t io n s  a re  formed acco rd in g  to  th e  

a s s o c ia t io n  betw een th e  a t t i t u d e  o b je c t  and o th e r  r e l a t e d  

s t a t e s ,  c o n ce p ts , o r  o b je c t s .  Most a t t i t u d e  measurement 

te c h n iq u e s  r e f l e c t  t h i s  id e a  in  th e  way t h a t  th ey  e s tim a te  

o n e 's  a t t i t u d e .

There a re  numerous a t t i t u d e s  r e l a t e d  to  jo b  a c t i v i t y  

t h a t  have in te r e s t e d  s o c ia l  s c i e n t i s t s .  However, th e  most 

f r e q u e n tly  re se a rc h e d  a t t i t u d e s  a re  th o se  d e a lin g  w ith  o n e 's  

o v e r a l l  f e e l in g s  tow ard h i s  jo b .  This a t t i t u d e  ty p i c a l ly  i s  

c a l l e d  jo b  s a t i s f a c t i o n .

Job s a t i s f a c t i o n  i s  a m u ltid im e n s io n a l phenomenon 

in  t h a t  a  number o f  d i f f e r e n t  components can be i s o l a t e d .

The n a tu re  o f  th e se  components v a r ie s  from stu d y  to  s tu d y  

(se e  P o r te r  & L aw ler, 1968, and B ra y f ie ld  & R othe, 1951). 

However, th e  dim ensions t h a t  a re  i s o la t e d  m ost o f te n  a re  

s a t i s f a c t i o n  w ith  pay , company p ro c e d u re s , jo b - r e la t e d  a c t i 

v i t i e s ,  s u p e r io r s ,  and p e e r s .  These dim ensions have been 

s tu d ie d  u s in g  a w ide v a r i e ty  o f  o c c u p a tio n s .

The tech n iq u es  f o r  m easuring  jo b  s a t i s f a c t i o n  a re  

v a r ie d  in  n a tu r e ,  w ith  each  h av in g  i t s  p a r t i c u l a r  s tr e n g th s  

and w eaknesses. The ch o ice  o f  w hich method to  u se  f r e 

q u e n tly  depends upon th e  i n v e s t i g a t o r 's  b e l i e f s  abou t
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r e s e a r c h .

In  view  o f  i t s  e x te n s iv e  v a l id a t io n ,  th e  Job D esc rip 

t iv e  In d ex  (JD I) developed  a t  C o rn e ll U n iv e rs ity  (se e  Sm ith, 

K en d a ll, & H u lin , 1969) w i l l  be used  a s  th e  m easure o f  jo b  

s a t i s f a c t i o n .  Vroom h a s  c a l le d  t h i s  m easure "w ith o u t doubt 

th e  m ost c a r e f u l ly  c o n s tru c te d  measure o f  jo b  s a t i s f a c t i o n  

in  e x is te n c e  to d ay " (1964, p . 100).

The JDI m easures employee d e s c r ip t io n  in  r e l a t i o n  to  

f iv e  a s p e c ts  o f  th e  jo b  : th e  work i t s e l f ,  s u p e rv is io n ,

p e o p le , p ay , and p ro m o tio n s , and we s h a l l  e v a lu a te  n u r s in g  

home em ployees ' s a t i s f a c t i o n  w ith  each o f  th e  f iv e  a s p e c ts  

and o v e r a l l  job  s a t i s f a c t i o n .

The JDI i s  n e i t h e r  a p r o je c t iv e  n o r  a d i r e c t io n - o f -  

p e rc e p tio n  ty p e  in s tru m e n t; i t  approaches jo b  s a t i s f a c t i o n  

somewhat i n d i r e c t l y .  The in s tru m en t asks th e  re sp o n d en t to  

d e s c r ib e  h i s  jo b  r a t h e r  than  h i s  f e e l in g s  ab o u t i t .  I t  

seems q u i te  e v id e n t from  th e  numerous s tu d ie s  w ith  th e  JDI 

th a t  a  p e r s o n 's  p e rc e p tio n  o f  h i s  job  i s  h ig h ly  c o lo re d  by 

h is  s a t i s f a c t i o n  w ith  i t .  The JDI i s  a fa c e  v a l id  i n s t r u 

ment t h a t  can be  e a s i l y  ad m in is te re d  and sc o re d  in  a  s h o r t  

tim e (R obinson, A th an as io n , & Head, 1969, p . 1 0 5 ). (See 

Appendix B .)
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Employee Turnover

The concep t o f  la b o r  tu rn o v e r  s ig n i f i e s  an  employee 

d e c is io n  to  d isen g ag e  from an o r g a n iz a t io n 's  a c t i v i t i e s .  

U su a lly , in  th e  management l i t e r a t u r e ,  la b o r  tu rn o v e r  i s  

d e f in e d  as  " th e  number o f  p e o p le  h i r e d  p e r  u n i t  o f  tim e in  

o rd e r  to  m a in ta in  a w orking  fo rc e  a t  a g iv en  f ig u r e "  (Negan- 

d h i & P ra sad , 1971, p . 112). The most f re q u e n t ly  u sed  f o r 

m ula to  m easure la b o r  tu rn o v e r  i s  : T = R /F , w here T = tu r n 

o v e r  r a t e , R = rep lacem en ts  p e r  u n i t  t im e , and F = av erag e  

work fo rc e  (Nemmers & Jan g en , 1959, p . 1 16 ).

T his form ula in c lu d e s  a l l  k in d s  o f  la b o r  tu rn o v e r ,

i . e . , w orkers le a v in g  th e  o rg a n iz a t io n  b ecau se  o f  d e a th , 

s ic k n e s s ,  o r  d is m is s a l ,  o r  f o r  th e  purpose o f  jo in in g  o th e r  

o r g a n iz a t io n s .

Of c o u r s e , v o lu n ta ry  la b o r  tu rn o v e r  i s  a  fu n c tio n  o f  

many e x te rn a l  a s  w e ll  as  i n t e r n a l  f a c to r s  such a s  economic 

c o n d it io n s  and a v a i la b le  o p p o r tu n i t ie s  ; s o c io c u l tu r a l  make

up o f  em ployees; l e g a l  fram ework; and w orking c o n d it io n s  in  

th e  o rg a n iz a t io n ,  in c lu d in g  r e l a t i v e  w ages, o p p o r tu n i t ie s  

f o r  advancem ent, and th e  s a t i s f a c t i o n  d e r iv e d  from  th e  work. 

Management migjht n o t be  a b le  to  c o n tro l  th e  s o - c a l le d  e x t e r 

n a l  f a c to r s  in f lu e n c in g  tu rn o v e r .  However, th e  i n t e r n a l  

f a c to r s  m entioned above a re  in  th e  rea lm  o f  m an ag e ria l
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i n f lu e n c e .

One in t e r n a l  f a c to r  t h a t  i s  d i r e c t ly  in f lu e n c e d  by 

a manager i s  h i s  o r  h e r  le a d e r s h ip  s t y l e .  In  c o n s id e rin g  

th e  le a d e r s h ip  d im ensions e s ta b l i s h e d  by th e  Ohio S ta te  Uni

v e r s i t y  s t u d i e s , F leishm an and H a r r is  found th a t  degree o f  
2

" s t r u c tu r e "  on th e  p a r t  o f  th e  forem an was on ly  s l i g h t l y  

r e l a t e d  to  tu rn o v e r  up to  a  p o i n t , b u t  beyond t h i s  p o in t  

tu rn o v e r  in c re a s e d  r a p id ly  w ith  in c r e a s e  in  s t r u c tu r e  

(F leishm an & H a r r i s , 1962, p . 5 0 ) . "C o n s id e ra tio n "^  was 

found to  b e  in v e r s e ly  r e l a t e d  to  tu rn o v e r ,  a lth o u g h , a g a in , 

th e  tu rn o v e r  r a t e  d id  n o t d e c re a se  w ith  in c re a se d  c o n s id e ra 

t i o n  above a c e r t a in  d eg ree  o f  c o n s id e ra t io n  (F leishm an & 

H a r r i s ,  1962, pp. 4 7 -5 3 ).

T urnover i s  o f te n  u sed  as a m easure o f  jo b  s a t i s f a c 

t io n  (H erzberg  e t  a l . ,  1957, pp . 1 0 5 -1 0 8 ). One would expect 

th e  r e l a t io n s h ip  betw een jo b  s a t i s f a c t i o n  and tu rn o v e r  to  be 

n e g a t iv e ,  i . e . ,  th e  g r e a te r  th e  s a t i s f a c t i o n ,  th e  low er th e  

tu rn o v e r .  In  g e n e r a l , th e  r e s u l t s  su p p o rt t h i s  h y p o th e s is ,  

w ith  c o r r e l a t io n s  from  - .1 3  to  - .4 2  r e p o r te d  in  l i t e r a t u r e  

(Vroom, 1964, pp. 175 -178). I t  a p p e a rs  th a t  th e  s t r e n g th  o f

2
S tru c tu r e — "a  l e a d e r 's  b e h a v io r  ty p i f i e d  by such 

a c ts  as  a s s ig n in g  t a s k ,  c r i t i c i z i n g  d e f i c i e n t  w ork, and 
e s ta b l i s h in g  d e a d lin e s  and p ro c e d u re s ."

3
S«»e s e c t io n  on " R a tio n a l T r u s t , "  C hapter IV.
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t h i s  r e l a t io n s h ip  i s  p a r t ly  dependent on th e  d eg ree  o f  f u l l  

employment t h a t  e x i s t s . There a re  alw ays going t o  be  some 

p eo p le  who le a v e  because o f  d i s s a t i s f a c t i o n  and some tdio 

le a v e  because  they  have to  (change o f  re s id e n c e , fam ily  c r i 

s i s ,  e t c . ) .  In  tim es o f  f u l l  employment when numerous jo b  

o p p o r tu n i t ie s  a re  a v a i la b le  we would ex p ec t th e  p e rc e n ta g e  

o f  th o s e  who leav e  b ecau se  o f  low s a t i s f a c t i o n  to  be g r e a te r  

th a n  when tim es  a re  h a rd . A cco rd in g ly , th e  r e la t io n s h ip  

betw een tu rn o v e r  and s a t i s f a c t i o n  sh o u ld  be s tro n g e r  d u rin g  

f u l l  employment, and in d eed  th i s  i s  w hat i s  r e p o r te d  in  th e  

l i t e r a t u r e  (Vroom, 1964, p . 178).

P robab ly  th e  most c r i t i c a l  problem  fa c in g  th e  ad 

m in i s t r a to r  o f  th e  modem h o s p i ta l  i s  s t a f f i n g .  Modem h o s 

p i t a l s  have had a  seem ingly  endemic problem  o f  s t a f f i n g  and 

la b o r  tu rn o v e r . In a r e p o r t  e n t i t l e d  In s tru m e n ts  f o r  P re 

d ic t in g  A bsenteeism  and T u rn o v er, F e r r e l l  and Shaw d e s c r ib e d  

th e  tu rn o v e r  a t  th e  U n iv e rs ity  o f  Alabama H o sp ita ls  and 

C l i n i c s . They d e f in e d  th e  tu rn o v e r  r a t e  as " .  . . th e  t o t a l  

number o f  te rm in a tio n s  in  a p e r io d  d iv id e d  by th e  t o t a l  num

b e r  o f  en^ loyees a t  th e  b eg in n in g  o f  th e  p e r io d "  (1967, p . 

12) . They found th a t  th e  average an n u a l tu rn o v e r  r a te s  

among f u l l - t im e  h o s p i ta l  employees from  1960 th ro u g h  1965 

ran g ed  from 46 p e rc e n t to  53 p e rc e n t .
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In  a n o th e r  r e p o r t  by G ra ss , Ye r a c a r i e s , and G rosof 

(1966) th e  a u th o rs  u t i l i z e d  th e  form ula: [ ( q u i t t e r ) /

( q u i t t e r  + s t a b l e ) ] [ 1 .0 0 ] ,  In  h o s p i ta l  "A" th e  r a t e s  f o r  a 

p e r io d  o f  one y e a r  were found to  be 22 p e rc e n t  f o r  th e  r e g i s 

te r e d  n u r s e s ,  31 p e rc e n t f o r  th e  l ic e n s e d  p r a c t i c a l  n u rs e s , 

and 17 p e rc e n t f o r  th e  n u r s e s ' a id e s .  In  o th e r  h o s p i t a l s ,  

th e  r a t e s  f o r  th e  r e g i s t e r e d  n u rse s  were 24 p e r c e n t , 19 p e r 

c e n t ,  and 46 p e rc e n t ;  f o r  th e  l ic e n s e d  p r a c t i c a l  n u rs e s ,  14 

p e rc e n t ,  39 p e rc e n t ,  and 12 p e rc e n t;  and f o r  th e  n u r s e s ' 

a id e s , 14 p e r c e n t , 33 p e r c e n t , and 27 p e r c e n t .

T here i s  a  wide ran g e  o f  r a t e s , as was r e p o r te d  by 

W right (1957) in  h i s  s tu d y  o f  th re e  h o s p i t a l s  in  New York 

s t a t e .  The an n u a l tu rn o v e r  r a t e  fo r  f u l l - t im e  employees was 

found to  be 90 p e rc e n t .

The f a c t  t h a t  n u rs in g  homes have s im i l a r  problem s 

w ith  s t a f f i n g  and la b o r  tu rn o v e r  was made e v id e n t  d u rin g  th e  

c o n g re ss io n a l b e a m in g s  b e fo re  th e  U nited  S ta te s  S enate  Spe

c i a l  Committee on Aging (1964-65) re g a rd in g  n u rs in g  home 

c o n d it io n s  and p rob lem s. In  a d d i t io n ,  s e v e ra l  s tu d ie s  have 

p o in te d  o u t th e  c r i t i c a l  n a tu re  o f  t h i s  problem  in  th e  n a 

t i o n 's  n u rs in g  homes (West & Cooney, 1968; P e c a rc h ik  &

M ather, 1 9 7 0 ).

In  a  s tu d y  o f  P en n sy lv an ia  n u rs in g  homes by th e
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M edical Socio logy  C en te r o f  th e  P en n sy lv an ia  S ta te  U niver

s i t y  in  1970, i t  was found th a t  when n u rs in g  home ad m in is

t r a to r s  w ere q u e s tio n e d  abou t problem s in  ru n n in g  t h e i r  

n u rs in g  homes, 36 p e rc e n t re p o r te d  t h a t  " o b ta in in g  a n d /o r  

keep ing  q u a l i f i e d  h e lp "  was th e  most im p o rta n t p rob lem .

This problem  was c i t e d  more than  tw ice  as o f te n  as any 

o th e r  p rob lem . In  a d d i t io n ,  th e  s tu d y  showed th a t  th e  

annual tu rn o v e r  r a t e s  fo r  th e  r e g i s te r e d  n u rse s  were 26 

p e rc e n t;  f o r  th e  l ic e n s e d  p r a c t i c a l  n u r s e s ,  17 p e rc e n t ;  and 

f o r  th e  n u r s e s ' a id e s ,  52 p e rc e n t (P e ca rc h ik  & M ath e r, 1970, 

p . 58).

However, one th in g  we must keep in  mind when e v a lu a 

t in g  la b o r  tu rn o v e r  in  a h e a l th  ca re  i n s t i t u t i o n  such  as a  

h o s p i ta l  o r  n u rs in g  home i s  t h a t  they  a re  to  a much g r e a te r  

degree a fem in ine  w o rld  than  a re  i n d u s t r i a l  o r g a n iz a t io n s .  

Because most o f  th e s e  women employees a re  m a rr ie d , t h e i r  

m ig ra tio n  i s  anchored  to  t h a t  o f  t h e i r  h u sb a n d s . I f  t h e i r  

husbands move e lse w h e re , they  move to o . They a re  a l s o  r e 

sp o n s ib le  f o r  th e  c a re  o f  t h e i r  c h i ld re n .  For th e s e  and 

o th e r  s o c ia l  and b io lo g ic a l  r e a s o n s , th e  employee tu rn o v e r  

and absence r a t e  i s  p ro b ab ly  h ig tie r  in  n u r s in g  homes th an  

th e  n a t io n a l  av e ra g e .

The i n s t a b i l i t y  in  th e  n u rs in g  home la b o r  fo rc e  i s  a
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sou rce  o f  g r e a t  co n cern  in  th e  n u rs in g  home in d u s t r y .  Much 

a d m in is t r a t iv e  en erg y  i s  consumed in  a d v e r t i s in g ,  in te rv ie w 

in g , and t r a in in g  rep lacem en t p e rso n n e l, n o t  to  m ention  

ju g g lin g  work sc h e d u le s  to  s u i t  th e  needs o f  p e rso n n e l who 

a re  in  s h o r t  su p p ly .

I t  ap p e a rs  e v id e n t t h a t  i f  n u rs in g  homes a re  to  be  a 

p o s s ib le  s o lu t io n  to  th e  problem  o f  lo n g -te rm  h e a l th  c a re  

fo r  th e  aged , th e y  m ust be a b le  to  d e a l e f f e c t i v e ly  w ith  th e  

problem  o f a t t r a c t i n g  and k eep in g  h e a l th  c a re  s e rv ic e  p e r 

so n n e l. T h e re fo re , i t  would appear t h a t  " la b o r  tu rn o v e r"  i s  

an im p o rtan t c r i t e r i o n  o f o rg a n iz a t io n a l  e f f e c t iv e n e s s  in  

th e  n u rs in g  home I n d u s t r y .

P r o f i t a b i l i t y  

As was m en tioned  e a r l i e r  in  t h i s  c h a p te r ,  m ost b e 

h a v io ra l  s tu d ie s  em ploying th e  b e fo re  and a f t e r  approach  in  

o rg a n iz a t io n a l  b e h a v io r  have used  "h a rd  c o re "  d a ta  to  demon

s t r a t e  im proved o r g a n iz a t io n a l  e f f ic ie n c y  and e f f e c t iv e n e s s .  

For exam ple, s tu d ie s  in  o rg a n iz a t io n a l  developm ent by such 

au th o rs  as A rg y ris  (1 9 6 4 ), B lak e , Mouton, B a m e s , and G reiner 

(1964) and Huse and  B eer (1971) employed such  d a ta  as  p r o f 

i t s ,  in c r e a s e s  in  p r o d u c t iv i ty ,  r e d u c tio n  in  sc rap p ag e  o r  

w as te , re d u c tio n  in  g r ie v a n c e s , a b se n tee ism , and tu rn o v e r  to  

i l l u s t r a t e  in ^ ro v e d  o r g a n iz a t io n s l  perform ance d u r in g  and
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a f t e r  th e  i n i t i a t i o n  o f  an " o rg a n iz a t io n a l  developm ent" 

program .

However, when we move in to  a  h e a l th  c a re  i n s t i t u t i o n  

such as a  n u rs in g  home o r  h o s p i t a l ,  employee o u tp u t becomes 

d i f f i c u l t  to  q u a n t i fy ,  i f  i t  can be de term ined  a t  a l l .  The 

p rim ary  o u tp u t o f  th e se  i n s t i t u t i o n s  i s  th e  p a t i e n t  c a re  

ex ten d ed , and by i t s  n a tu re  p a t i e n t  ca re  i s  v e ry  s u b je c t iv e ,  

because  our em phasis s h i f t s  from q u a n ti ty  to  q u a l i t y . We 

a re  n o t so much concerned w ith  th e  number o f  b ed -b a th s  g iven  

by a n u r s e 's  a id e  as we a re  w ith  how c lean  she i s  g e t t in g  

th e  p a t i e n t s . When i t  comes down to  th e  p e rso n a l hyg iene  

and c a re  o f th e  p a t i e n t ,  q u a l i ty  i s  o f  th e  u tm ost im portance 

and q u a l i ty  i s  a  r e l a t i v e ly  s u b je c t iv e  f a c to r .

In  a d d i t io n ,  i t  would be ex trem ely  ex p en siv e  to  

a tte m p t to  e v a lu a te  employee p r o d u c t iv i ty  in  a  n u rs in g  home. 

I t  w ould take  a team o f  o b se rv e rs  spending  s e v e ra l  days in  

a  f a c i l i t y  to  e v a lu a te  th e  p ro d u c t iv i ty  o f  th e  n u rs in g  

s t a f f ,  and even th en  th e  o b se rv a tio n  would be in  th e  form 

o f  s u b je c t iv e  p e rc e p t io n s .  Because t h i s  s tu d y  exam ines 24 

homes lo c a te d  in  f iv e  s t a t e s , t h i s  approach was n o t co n s id 

e re d  b ecau se  o f  th e  obvious c o s t  in v o lv ed .

However, th e re  have been  a number o f  m easures o f  

p r o d u c t iv i ty  developed f o r  h o s p i t a l s . One i s  " p a t ie n t
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d a y s ,"  th e  u n i t  o f  m easure th a t  re p re s e n ts  f a c i l i t y  u t i l i z a 

t i o n  and s e rv ic e s  re n d e re d  between th e  c e n su s - ta k in g  tim e  on 

two su c c e ss iv e  d ay s . T his m easure does n o t c o n s id e r  ambu

l a to r y  c a re ,  so " a d ju s te d  p a t i e n t  days" (APD) a re  o f te n  u t i 

l i z e d  to  m easure th e  t o t a l  range o f  s e rv ic e s  p ro v id ed  p e r  

day by th e  h o s p i t a l  (Hand & H o llin g sw o rth , 1975, p . 4 6 ) .

But th i s  m easure does n o t q u a n tify  the a c tu a l  number o f  s e r 

v ic e s  ren d e re d  (b e d -b a th s , m ed ic a tio n s , t r e a tm e n ts ,  e t c . ) ;  

th e s e  a re  sim ply  e s tim a te d . More im p o rta n tly , t h i s  m easure 

r e v e a ls  n o th in g  about th e  q u a l i ty  o f  c a re  a d m in is te re d .

A nother t r a d i t i o n a l  m easure i s  th e  " f u l l - t im e  e q u i

v a le n t  em ployees" (FTE) to  p a t i e n t  r a t i o .  In  1970, th e  

n a t io n a l  av erag e  was 292 FTE p er 100 p a t i e n t s  in  h o s p i t a l s  

(Hand & H o llin g sw o rth , 1975, p . 4 6 ) . In  n u rs in g  homes th e  

f ig u re  would be s u b s t a n t i a l l y  low er, ap p ro x im a te ly  30 FTE 

p e r  100 p a t i e n t s  (HEW, 1970, p . 9 ) .  But t h i s  m easures o n ly  

th e  numbers and ty p es  o f  p e rso n n e l a v a i la b le  to  a d m in is te r  

p a t i e n t  c a r e ;  i t  say s  n o th in g  about th e  amount and q u a l i ty  

o f  c a re  g iv en .

In  a t te m p tin g  to  develop an a c c u ra te  and r e l i a b l e  

o b je c t iv e  m easure o f  o r g a n iz a t io n a l  perfo rm ance, s e v e r a l  

m easures w ere c o n s id e re d  and r e je c te d  f o r  v a r io u s  re a s o n s .  

Having o b se rv e rs  on th e  p ro p e r ty  to  e v a lu a te  w orker
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p ro d u c t iv i ty  was r e je c te d  on th e  b a s is  o f  c o s t  and v a l i d i t y  

o f  th e  o b s e rv a tio n s  c o l le c te d .

Cost d a ta  have o f te n  been employed to  e v a lu a te  

o rg a n iz a t io n a l  e f f ic ie n c y  and w ere co n sid e red  fo r  t h i s  

s tu d y . However, fo r  th e  p u rp o se  o f  t h i s  re se a rc h  i t  i s  

n e c e ssa ry  t h a t  th e  c r i t e r i a  o f  e f f e c t iv e n e s s  be  u n iv e r s a l ly  

a p p lic a b le  to  a l l  p a r t i c ip a t i n g  o rg a n iz a tio n s  and n o t p la c e  

any one o r  group o f i n s t i t u t i o n s  a t  a d isad v an tag e  o r advan

ta g e . Three c o s t  m easures were co n sid e red : Cost o f  C are /

Average P a t i e n t  Days, C ost o f  D ie ta ry  S e rv ic e /A verage Pa

t i e n t  Days, and T o ta l C ost/A verage P a t ie n t  Days. However, 

a f t e r  e x te n s iv e  e v a lu a t io n  and d isc u s s io n s  w ith  company 

o f f i c i a l s , i t  was de term ined  t h a t  because  o f  d i f f e r e n t  r e l a 

t iv e  la b o r  c o s t  and food c o s t i n  d i f f e r e n t  a re a s  o f  th e  

c o u n try , c o s t  d a ta  w ere n o t an a p p ro p r ia te  c r i t e r i o n  by 

which to  e v a lu a te  o r g a n iz a t io n a l  e f f e c t iv e n e s s .  For exam ple, 

when exam ining th e  com para tive  c o s t  f ig u re s  o f  th e  24 n u r s 

in g  hom es, th o se  lo c a te d  in  I l l i n o i s  had th e  h ig h e s t  c o s t  

and th o se  lo c a te d  in  Texas had th e  p redom inan tly  low er c o s t  

a l l  th e  way around .

The m easure t h a t  was f i n a l l y  decided  upon i s  : G ross

P r o f i t  P e r A verage P a t i e n t  Day = x ^ g ^ P a ^ e n t ^ y s

4
O p era tin g  P r o f i t  = T o ta l  Revenue -  (D ire c t  C ost o f
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re a so n  th a t  t h i s  m easure i s  a c c e p ta b le  i s  t h a t  the  r a te  

n u rs in g  homes r e c e iv e  i s  to  some e x te n t  s e t  by fe d e ra l  and 

s t a t e  governm ental a g e n c ie s . In  d e te rm in in g  th e  r a te s  to  

be p a id  to  n u r s in g  homes fo r  v a r io u s  ty p e s  o f  p a t i e n t  c a re , 

th e  a g en c ie s  ta k e  th e  c o s t o f  l iv in g  in  v a r io u s  a re a s  in to  

acco u n t. T h e re fo re , because  revenue i s  a d ju s te d  to  co in c id e  

w ith  c o s t .  Gross P r o f i t  P e r Average P a t ie n t  Day becomes an 

a p p ro p r ia te  m easure upon which to  co n çare  th e  p r o f i t  p e r 

form ance betw een n u rs in g  homes.

A nother advan tage  o f  t h i s  m easure i s  th a t  i t  p u ts  

100-bed and 200-bed f a c i l i t i e s  on an eq u a l f o o tin g .  In 

a d d i t io n .  Gross O p era tin g  P r o f i t  c o n s id e rs  o n ly  v a r ia b le  

c o s ts  t h a t  a re  d i r e c t l y  r e l a t e d  to  o p e ra t io n s .  The manner 

in  which th e  f a c i l i t y  was f in an ced  o r  i t s  i n t e r e s t  r a te  on 

borrow ed money i s  n o t r e f l e c t e d .  The em phasis i s  t o t a l l y  

upon o p e ra t io n s  d a ta .

Summary

When s tu d y in g  th e  l i t e r a t u r e  in  th e  a re a  o f  o rg a n i

z a t io n a l  e f f e c t iv e n e s s ,  one very  q u ic k ly  re a c h e s  th e

P a t ie n t  Care + D ie ta ry  S e rv ic e  + Laundry and Linen + P la n t 
O p era tio n  and M aintenance + A d m in is tra tiv e  O verhead ). T o ta l 

N
P a t ie n t  Days = Z N P .. NP. = Number o f  p a t i e n t s  in  n u rs in g

j = l  J ^
home on th e  j^ h  ^ay o f  th e  month. N = number o f  days in  th e  
month.
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co n c lu s io n  t h a t  th e r e  i s  more d isag reem en t among re s e a rc h e r s  

th an  agreem ent. T here a re  many d i f f e r in g  o p in io n s  re g a rd in g  

th e  concep t o f  o r g a n iz a t io n a l  e f f e c t iv e n e s s  i t s e l f  and how 

i t  sho u ld  be m easured . One group o f  r e s e a rc h e r s  seems to  

f e e l  th a t  o r g a n iz a t io n a l  e f f e c t iv e n e s s  can be m easured by 

th e  a b i l i t y  o f  th e  o rg a n iz a t io n  to  a c q u ire  and keep d e s ire d  

and needed r e s o u r c e s . A nother group th e o r iz e s  t h a t  " e f f e c 

t iv e n e s s "  can b e  d e te rm in ed  by e v a lu a t in g  i n t e r n a l  o rg a n i

z a t io n a l  r e l a t io n s h ip s  and th e  o r g a n iz a t io n 's  a b i l i t y  to  

ad ap t to  en v iro n m e n ta l changes. P robab ly  th e  m ost predom i

n a n t group c la im s t h a t  o rg a n iz a t io n a l  perform ance can be 

judged  o n ly  in  term s o f  i t s  end r e s u l t s  o r  i t s  a b i l i t y  to  

accom plish  i t s  o b je c t iv e s .  In  o th e r  w ords, th e  sc h o o ls  o f 

though t ap p ea r to  be b roken  down betw een m easuring  i n p u t s , 

p r o c e s s e s , and o u tp u t s .

In  a tte n g )tin g  to  determ ine which c r i t e r i a  a re  r e l e 

v an t in  e v a lu a t in g  o rg a n iz a t io n a l  e f f e c t iv e n e s s  in  th e  n u r s 

in g  home, a l l  o f  th e  approaches w ere c o n s id e re d  a lo n g  w ith  

th e  s p e c i f i c  c h a r a c t e r i s t i c s  o f t h i s  o r g a n iz a t io n .  A f te r  

c a r e fu l  c o n s id e ra t io n  and a n a l y s i s , i t  was d ec id ed  n o t to  

t o t a l l y  em brace o r  r e j e c t  any one s p e c i f i c  approach  b u t to  

combine them  to  g e t  a  b e t t e r  o v e r a l l  p e r s p e c t iv e .

The a b i l i t y  o f  th e  o rg a n iz a t io n  to  a c q u ire  and keep
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re so u rc e s  w i l l  be d i r e c t ly  r e f l e c t e d  by th e  c r i t e r i o n  o f  

employee tu rn o v e r .  I n te r n a l  o rg a n iz a t io n a l  p ro c e ss e s  and 

a d a p ta b i l i t y  w i l l  be e v a lu a te d  by th e  s u b je c t iv e  m easures 

o f  p r o d u c t iv i ty ,  a d a p ta b i l i t y ,  and f l e x i b i l i t y .  In  a tte m p t

in g  to  e v a lu a te  how w e ll a  n u rs in g  home i s  acco m p lish in g  i t s  

o b je c t iv e s ,  what b e t t e r  c r i t e r i a  can be employed th a n  q u a l i ty  

o f  p a t i e n t  c a r e ,  p r o f i t a b i l i t y ,  and employee jo b  s a t i s f a c 

t io n ?

By em ploying th e  above c r i t e r i a  t h i s  r e s e a rc h  w i l l  

a tte m p t to  i d e n t i f y  th o se  i n te r n a l  o r g a n iz a t io n a l  c h a ra c te r 

i s t i c s  t h a t  a r e  common to  th e  more e f f e c t iv e  n u rs in g  homes. 

T his shou ld  p ro v id e  us w ith  some in s ig h ts  in to  methods o f 

a c h ie v in g  g r e a t e r  o rg a n iz a t io n a l  e f f e c t i v e n e s s .



CHAPTER IV 

QUALITY OF CARE

Methods o f  E v a lu a tin g  th e  Q u a lity  
o f  P a t ie n t  Care Rendered by 

H ea lth  Care I n s t i t u t i o n s

Over th e  p a s t  few y ea rs  c o n s id e ra b le  a t t e n t io n  has 

been d i r e c te d  tow ard m easuring  q u a l i ty  o f  m ed ica l c a re , 

p a r t i c u l a r l y  in  h o s p i ta l  s e t t in g s  and more r e c e n t ly  in  

am bulatory  environm ents as w e ll .  However, even w ith  th e  

need fo r  a s s e s s in g  q u a l i ty  o f ca re  b e in g  c e n t r a l  to  fu tu r e  

governm ent program s and fu n d in g , te c h n iq u e s  fo r  m easuring  

ca re  a re  s t i l l  f a r  from being  p e r f e c te d .  Most s tu d ie s  have 

dem onstra ted  t h a t  the American m ed ica l system  has many 

d e f ic ie n c ie s .  A lthough M edicare h as  fo cu sed  a t t e n t io n  on 

th e  m ed ica l problem s o f  th e  a g in g , e v a lu a t io n  o f  th e  k in d  

o f  ca re  th e y  r e c e iv e ,  l i k e  so many o th e r  problem s r e l a t e d  

to  a g in g , has been o f  secondary  i n t e r e s t .

99
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I t  i s  th e  purpose  o f  th i s  paper to  draw a t t e n t io n  to  

th e  q u a l i ty  o f  p a t i e n t  c a re  in  n u rs in g  homes and i t s  meas

urem ent. A nother im p o rtan t o b je c tiv e  i s  to  id e n t i f y  i n t e r 

n a l  o rg a n iz a t io n a l  r e la t io n s h ip s  and a d m in is t r a t iv e  p ra c 

t i c e s  th a t  d i r e c t l y  r e l a t e  to  the  q u a l i ty  o f  c a re .

The q u a l i t y  o f  c a re  rendered  by a h e a l th  c a re  i n s t i 

tu t io n  i s  a v e ry  s u b je c t iv e ,  in ta n g ib le ,  and p e rso n a l item  

to  a ttem p t to  m easu re . There a re  many obvious and d i f f i c u l t  

problem s to  be d e a l t  w i th ,  b u t the  developm ent o f a  means o f  

m easuring  th e  q u a l i ty  o f  ca re  ren d e red  in  any g iv en  s i t u a 

t io n  i s  a key s te p  in  ach ie v in g  h ig h  q u a l i ty  c a r e .  W ithout 

such m easurem ents, i t  i s  v i r t u a l l y  im p o ss ib le  to  a s c e r t a in  

q u a l i ty  o r  to  know what improvements a re  needed (Blumberg & 

Drew, 1963, p . 7 2 ) .

B efore rev iew in g  th e  v a rio u s  approaches to  th e  e v a l 

u a t io n  o f  th e  q u a l i t y  o f  c a re , we sh o u ld  f i r s t  d e f in e  th e  

term s " p a t ie n t  c a re "  and " q u a l i ty  c a r e ."  De Geyndt (1970) 

d e f in e s  " p a t ie n t  c a re "  i n  th e  fo llo w in g  m anner:

" P a t ie n t  c a r e "  r e f e r s  t o  th e  e le m e n ts , p ro c e d u re s , and 
consequences o f  a p p ly in g  a  number o f  in p u ts ,  in c lu d in g  
la b o r ,  c a p i t a l  and m a te r i a l s , know ledge, s k i l l s ,  and 
judgm ent, to  th e  c a re  o f  in d iv id u a l  p a t i e n t s  by p h y s i
c ia n s  (n u rs in g  homes) who have a d i r e c t  p ro fe s s io n a l  
r e s p o n s i b i l i t y  f o r  each  p a t ie n t .  (p . 21)

E s s e ls ty n  (1958) o f f e r s  th e  fo llo w in g  d e f in i t i o n  o f  " q u a l i ty

c a r e " :
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S tan d ard s  o f  q u a l i ty  c a re  sh o u ld  be based  on th e  d eg ree  
to  w hich t h i s  c a re  i s  a v a i l a b l e , a c c e p ta b le , compre
h e n s iv e , c o n tin u o u s , and documented, as  w e ll as  on th e  
e x te n t  to  which ad eq u a te  th e ra p y  i s  based  on an a c c u ra te  
d ia g n o s is  and n o t on sym ptom atology. (p . 21)

By i t s  n a tu re  E s s e l s ty n 's  d e f in i t io n  i s  v e ry  b ro a d . 

He i s  concerned  w ith  th e  c o n te n t o f  care  (a c c u ra te  d ia g n o s is ,  

adequate  th e ra p y , docum entation ) b u t , in  a d d i t io n , he con

s id e r s  th e  c a re  p ro c e ss  (com prehensiveness and c o n t in u i ty )  

as w e ll  a s  th e  s t r u c tu r e  ( a v a i l a b i l i t y  and a c c e p ta b i l i ty )  .

H is d e f in i t i o n  encom passes th e  d e l iv e ry  and d i s t r i b u t io n  o f  

m ed ica l c a re  and su g g e s ts  a  m ethodology a k in  to  t h a t  u sed  in  

what have been la b e le d  e n d - r e s u l t  s tu d ie s .

There a re  f iv e  fundam ental approaches to  e v a lu a t in g  

th e  q u a l i ty  o f  c a re  re n d e re d  by a h e a l th  c a re  i n s t i t u t i o n ;  

th ey  in c lu d e  th e  a ssessm en t o f  c o n te n t ,  assessm en t o f p ro c 

e s s ,  assessm en t o f  s t r u c t u r e ,  assessm en t o f  outcom es, and 

a com bination  o f  th e  p re c e d in g .

A ssessm ent o f  C ontent

T his approach to  th e  assessm en t o f  q u a l i ty  o f c a re  

a t t e n ç t s  to  answer th e  b a s ic  q u e s tio n : I s  m edicine p rop 

e r ly  p ra c t ic e d ?  I t  i s  m ain ly  a p p lie d  in  h o s p i ta l s  and c a r 

r ie d  o u t th rough  a system  o f  com m ittees . The com m ittees 

have a  d u a l fu n c tio n :  to  improve th e  le v e l  o f  c a re  and to

ed u ca te  th e  m ed ica l s t a f f  th rough  s e l f - a p p r a i s a l  and
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s e l f - d i s c i p l i n e . Q u a lity  i s  d e f in e d  as th e  deg ree  o f con

fo rm ity  w ith  p r e s e n t  s ta n d a rd s  and deals a lm ost e x c lu s iv e ly  

w ith  p a t i e n t  c a r e . A ssessm ent o f  th e  con ten t o f  c l i n i c a l  

perform ance depends upon th e  development o f  s ta n d a rd s , w hich 

in  tu rn  depends on p r o fe s s io n a l  judgment and p ro fe s s io n a l  

consensus on th e  n a tu r e  o f  good c a re . M edical re c o rd s  a r e  

rev iew ed  to  m easure th e  degree  o f  consensus betw een how 

m edicine  i s  a c tu a l ly  b e in g  p r a c t ic e d  and how i t  ought to  be 

p r a c t ic e d ,  as d e f in e d  by a p a n e l o f  experts  o r  by p e e r  

judgm ents.

The term  g e n e ra l ly  u sed  when r e f e r r in g  to  th i s  

approach  i s  th e  "m ed ical a u d i t"  when the s u b je c t  i s  p h y s i

c ian s  and " n u rs in g  a u d i t"  when n u rs in g  c a re  i s  in v o lv e d .

The b a s i s  o f  th e  m ed ica l a u d i t  i s  a review o f  h o s p i t a l  r e 

co rd in g  o f such c r i t e r i a  as q u a l i t a t iv e  judgm ents o f  th e  

ca re  g iv en  and ex am in a tio n  o f  d ia g n o s tic  e r r o r s  (Sheps,

1955, p . 877) . The H e a lth  In su ran ce  Plan o f  New York and 

th e  famous As1 er P e te rso n  C a ro lin a  s tu d ie s  o f  c l i n i c a l  p r a c 

t i c e  (P e te rs o n , Andrews, S p a in , & G reenberg, 1956) employed 

th i s  te c h n iq u e , b u t  th e y  a ls o  in c lu d ed  in d ep en d en t o b se rv a 

t io n s  by  acknow ledged e x p e r ts  o f  th e  c l i n i c a l  p ro ced u res  

b e in g  e v a lu a te d . O th er s tu d ie s  in  th is  a r e a  in c lu d e  F a lk , 

S ch o n fe ld , H a r r i s ,  Landau, and M ille s  (1 9 6 7 ), McNemey
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(1 9 6 2 ), R o sen fe ld  (1 9 5 7 ), and T ru s s e l ,  E h r l ic h ,  and More- 

head (1962), who used  a p an e l o f  em inent c l i n i c i a n s  to  study 

h o s p i ta l i z e d  members o f  th e  T e am ste rs ' Union in  New York 

C ity  to  a s s e s s  th e  q u a l i ty  o f  c a re  ren d e red  in  v a r io u s  h o s

p i t a l s .  S ig n i f ic a n t  v a r ia t io n s  w ere found and were r e la te d  

to  th e  h o s p i ta l  in  which tre a tm e n t was g iv en  as w e ll as to  

th e  number o f  y e a rs  o f  h o s p i ta l  t r a in in g  o f  th e  re sp o n s ib le  

p h y s ic ia n s  (T ru s s e l  e t  a l . ,  1962).

The " n u rs in g  a u d i t"  i s  a n o th e r  te c h n iq u e  u t i l i z e d  to  

e v a lu a te  th e  q u a l i t y  o f  c a re . Because th e  p a t i e n t  ca re  re n 

dered  in  a n u rs in g  home i s  u s u a lly  in v o lv ed  w ith  th e  d i r e c t  

su p e rv is io n  o f  a  r e g i s t e r e d  n u r s e , t h i s  approach  has more 

a p p l ic a t io n  to  a  n u rs in g  home s e t t i n g .  The n u rs in g  a u d it  i s  

a method fo r  s y s te m a tic  w r i t te n  a p p r a is a l  o f  th e  p ro cesses  

o f  n u rs in g  c a r e ,  w hich i s  made a f t e r  th e  d isc h a rg e  o f  the 

p a t ie n t  th ro u g h  exam ination  o f  th e  p a t i e n t - c a r e  r e c o rd s .

The a p p r a is a l  i s  r e t r o s p e c t iv e  b ecau se  t h i s  p e rm its  a  view 

o f  th e  com pleted  c y c le  o f  c a re .

E v a lu a tio n s  a re  based  on b ro ad  m easurem ent o f  the  

e x te n t  to  which n u rs in g  fu n c tio n s  a re  e x e c u te d . One depen

den t and s ix  in d ep en d en t fu n c tio n s  o f  n u r s in g  a re  used as 

th e  s ta n d a rd s .

The fu n c tio n s  o f  n u rs in g  a r e :
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1. A p p lic a tio n  and ex ecu tio n  o f  p h y s ic ia n 's  le g a l 
o rd e rs

2. O b serv a tio n  o f symptoms and r e a c t io n s
3. S u p e rv is io n  of th e  p a t i e n t s
4 . S u p e rv is io n  of th o se  p a r t i c ip a t i n g  in  c a re
5 . R ep o rtin g  and re c o rd in g
6. A p p lic a tio n  of n u rs in g  p ro ced u res  and tech n iq u es
7. Prom otion o f  h e a l th  by d i r e c t io n  and te a c h in g . 

(P h an eu f, 1969, p . 1828)

The a u d i t  f o r  each  re c o rd  y ie ld s  an o v e r a l l  num eri

c a l  r a t i n g  computed from th e  p o in ts  s c o re d  f o r  each fu n c 

t io n .  The sc o re  f o r  each  fu n c tio n  in d ic a te s  th e  degree to  

which t h a t  fu n c tio n  is  e x ecu ted , i . e . , i t  p ro v id e s  a s p e c i

f i c  b a s is  f o r  a c t io n  tow ard improvement o r  f o r  s a t i s f a c t io n .  

The n u m erica l v a lu e s  a r e  s ta t e d  in  ran g es  and th en  t r a n s 

la te d  in to  word judgm ents : e x c e l l e n t ,  good, incom plete

(c a re  i s  good as f a r  as  i t  goes b u t i t  does n o t go f a r  

enough), p o o r, o r  u n sa fe  (P haneuf, 1969, p . 1828).

The a u d i t  r e p o r t  in c lu d e s  a summary o f  th e  o v e ra l l  

r a t in g s  f o r  each case  a u d ite d , and a summary o f  each o f  th e  

seven c a te g o r ic a l  ( fu n c tio n )  r a t in g s .

A ud its  a re  done by a u d i t  com m ittees t h a t  in c lu d e  an 

a d m in is t r a t iv e  r e p r e s e n ta t iv e ,  s u p e rv is o r s ,  head  n u rse s , and 

s t a f f  whose c l i n i c a l  conq>etence i s  re c o g n iz e d  by the i n s t i 

tu t io n  o r  agency in  which th e  com m ittee o p e r a te s . Addi

t i o n a l l y ,  th e  com m ittee should  in c lu d e  n u rse s  u n a f f i l i a t e d  

w ith  th e  i n s t i t u t i o n  o r  agency. A n u rs in g  home committee
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would draw on a h o s p i ta l  o r  a p u b lic  h e a l th  n u rs in g  agency 

fo r  r e p r e s e n ta t i v e s .

P ro p e rly  u sed , th e  a u d it  is  a d e tach ed  c r i t i c a l  in 

q u iry  in to  q u a l i ty .  However, th e re  a re  s e v e ra l  o b je c t io n s  

to  i t s  u se . F i r s t ,  a u d its  a re  an ex trem ely  c o s t ly  method o f  

e v a lu a tin g  th e  q u a l i ty  o f  c a re .  Second, th e  l e v e l  a t  which 

s ta n d a rd s  sho u ld  be s e t  and who should  s e t  them a re  an o th er 

im p o rtan t m e th o d o lo g ica l problem . F in a l ly ,  th e  q u e s tio n  can 

be r a i s e d  as to  w hat i s  b e in g  a s se s se d  : th e  adequacy and

com pleteness of th e  re c o rd  o r  th e  ca re  t h a t  was re n d e re d .

A ssessm ent o f  P rocess 

The p ro c e ss  view ten d s  tow ard th e  concept o f  th e  

"whole p a t ie n t"  and e v a lu a te s  n o t  only  th e  work o f  th e  

p h y s ic ia n  b u t a ls o  th e  c o n tr ib u t io n s  o f  o th e r  h e a l th  w o rk ers . 

The s i t e  o f  s e rv ic e  may be th e  h o s p i t a l ,  th e  d o c to r 's  o f f i c e ,  

th e  home, th e  ex tended  c a re  f a c i l i t y ,  o r  th e  n u rs in g  home. 

C o o rd in a tio n  o f th e  p ro cess  becomes im p o rtan t and th e  en

a b lin g  r o le  o f  th e  a d m in is tr a to r  i s  c r u c ia l .

A ssessm ent o f  th e  p ro c e ss  o f  c a re  in s te a d  o f  th e  

co n ten t o f  ca re  ta k e s  in to  c o n s id e ra tio n  th e  sequence o f  

ev en ts  in  th e  d e l iv e ry  o f  c a r e ,  th e  in te r a c t io n s  betw een th e  

p a t ie n t  and th e  d i f f e r e n t  k in d s  o f h e a l th  w o rk e rs , in c lu d in g  

th e  p h y s ic ia n , a s  w e ll  as th e  in te r a c t io n s  among h e a l th
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w o rk e rs . C o o rd in a tio n  o f  the  work and c o o p e ra tio n  among 

team  members become im p o rta n t. An im p o rta n t assum ption 

u n d e r ly in g  th e  r a t io n a le  o f  th e  p ro c e ss  approach i s  t h a t  

good c o o rd in a t io n  o f  th e  teamwork and a lo g ic a l  sequence o f  

th e  v a r io u s  e lem en ts  in  th e  c a re  p ro c e ss  w i l l  r e s u l t  in  

b e t t e r  h e a l th  o f  th e  r e c ip ie n t s  o f  c a re  (De Geyndt, 1970, 

p . 2 7 ).

A v a ila b le  s tu d ie s  a s s e s s in g  th e  p ro ce ss  o f th e  

d e l iv e r y  o f  c a re  a re  very  c lo s e ly  r e l a t e d  to  s t r u c tu r e  and 

to  outcom e. Examples o f  such s tu d ie s  exam ining th e  r e l a 

t io n s h ip s  betw een p ro c e ss  and s t r u c tu r e  and between p ro c e ss  

and outcome w i l l  th e r e fo r e  be d is c u s s e d  in  th e  n ex t two 

s e c t io n s .

Assessm ent o f  S t ru c tu r e  

The e v a lu a tio n  o f s t r u c tu r e  c o n s is t s  o f  th e  a p p r a i 

s a l  o f  th e  in s t r u m e n ta l i t ie s  o f  c a re  and o f  t h e i r  o rg a n iz a 

t i o n .  I t  in c lu d e s  th e  p r o p e r t ie s  o f f a c i l i t i e s ,  equ ipm ent, 

manpower, and f in a n c in g . I t  i s  th e  m ajo r approach u sed  in  

draw ing s p e c i f i c a t io n s  f o r  a s se s sm e n t, c e r t i f i c a t i o n ,  o r  

a c c r e d i t a t io n  by o f f i c i a l  and v o lu n ta ry  a g e n c ie s . I t  

assum es t h a t  when c e r ta in  s p e c i f ie d  c o n d it io n s  a re  s a t i s 

f i e d ,  good c a re  i s  l ik e ly  to  r e s u l t  (D onabedian, 1969, p . 

1833).
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K le in , M alone, B en n is , and B erkow itz (1961) i n v e s t i 

g a te d  c r i t e r i a  f o r  ju d g in g  p a t i e n t  c a re  in  th e  o u tp a t ie n t  

departm ents o f  s ix  m e tro p o lita n  h o s p i t a l s . T h e ir  f in d in g s  

in d ic a te  t h a t  s o c ia l  and p sy c h o lo g ic a l f a c to r s  a re  s u p e r io r  

in d ic e s  o f th e  q u a l i ty  o f  p a t ie n t  c a re  re n d e re d  compared to  

m e d ic a l- te c h n ic a l  and p h y s ic a l  f a c to r s .  C onten t and p ro cess  

emerged as more im p o rta n t v a r ia b le s  f o r  th e  q u a l i ty  o f c a re  

than  s t r u c t u r e ,  i . e . ,  equipm ent, f a c i l i t i e s ,  e t c . Georgo- 

pou los and Mann (1962) s tu d ie d  e x te n s iv e ly  10 community h o s 

p i t a l s  in  M ichigan and a ttem p ted  to  i d e n t i f y ,  among a la rg e  

number o f in d ep en d en t v a r ia b le s  r e p re s e n t in g  d i f f e r e n t  a s 

p e c ts  o f  th e  h o s p i t a l  s t r u c tu r e  and i t s  f u n c t io n in g ,  th o se  

th a t  r e l a t e  s ig n i f i c a n t l y  to  th e  q u a l i ty  o f  p a t i e n t  c a re .

In  g e n e ra l ,  b e t t e r  r e l a t io n s h ip s  w ere o b ta in e d  betw een q u a l

i t y  o f  p a t i e n t  ca re  and th o se  independen t v a r ia b le s  th a t  

r e p re s e n t  e i t h e r  p u re ly  s o c ia l-p s y c h o lo g ic a l  a s p e c ts  o f  th e  

h o s p i ta l  s i t u a t i o n  o r  a sp e c ts  o f  th e  co m p o sitio n  and d i s t r i 

b u tio n  o f th e  th e r a p e u t ic  s t a f f  th an  betw een q u a l i t y  o f 

p a t i e n t  c a re  and th e  independent v a r ia b le s  t h a t  r e l a t e  to  

s i z e ,  f in a n c i a l  p o s i t io n ,  p h y s ic a l  f a c i l i t i e s ,  o r  number o f  

p e rso n n e l p e r  b ed . This c o rro b o ra te s  th e  f in d in g s  o f  th e  

s tu d y  by K le in  and h i s  a s s o c ia te s  p re v io u s ly  m en tioned .

Thus, c e r t a in  s t r u c t u r a l  a sp e c ts  in  a  h o s p i t a l  s e t t i n g .
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v i z . ,  d i s t r i b u t io n  and in te rd e p e n d e n t fu n c tio n in g  o f  h e a l th  

p r o f e s s io n a ls , a re  fa v o ra b le  to  a  b e t t e r  q u a l i ty  o f  ca re  

w h ile  o th e r  s t r u c t u r a l  e le m e n ts , v i z . ,  f i s c a l  a s p e c ts ,  num

b e r  o f  p e rso n n e l,  p h y s ic a l  s t r u c t u r e , f a c i l i t i e s ,  and e q u ip 

ment a re  n o t s i g n i f i c a n t l y  r e l a t e d  to  q u a l i ty  o f  c a re .

A ssessm ent o f  Outcome 

The outcome approach , o r  the  s tudy  o f  end r e s u l t ,  

a ttem p ts  to  f in d  a m easurab le  a sp e c t o f  th e  h e a l th  s ta tu s  o f  

an in d iv id u a l o r  o f  a group o f  in d iv id u a ls  and to  d e term in e  

th e  change th a t  h a s  ta k e n  p la c e  in  t h i s  h e a l th  s ta tu s  as a 

r e s u l t  o f  c o n d itio n s  t h a t  a f f e c t  the  c o n te n t,  th e  p ro c e s s ,  

and th e  s t r u c tu r e  o f  h e a l th  c a r e . I t  p roposes t h a t  th e  

u lt im a te  c r i t e r i o n  by w hich to  judge th e  q u a l i ty  o f  p a t i e n t  

c a re  ren d ered  i s  an  a l t e r a t i o n  o f  the  h e a l th  s t a t u s  o f  th e  

r e c ip ie n t  o f  t h i s  c a re .

The outcome o r  end r e s u l t  th a t  i s  m ost r e a d i ly  

m easurab le  i s  d e a th . S e v e ra l outcome s tu d ie s  have focused  

on m o r ta l i ty  as th e  c r i t e r i o n  f o r  ju d g in g  q u a l i ty  c a r e ,  i . e . ,  

th e  number o f  f a t a l i t i e s  p ro v id e  the  in fo rm a tio n  by which to  

measure q u a l i ty .  L ee, î to r r is o n ,  and M orris (1957, 1960) 

used  case f a t a l i t y  r a t e s  to  compare te a c h in g  and n o n - te a c h 

in g  h o s p i t a l s .  S h a p iro , J a c o b z in a r , Dennen, and W einer 

(1960) a ls o  c o n c e n tra te d  on m o r ta l i ty  and s tu d ie d  p r e n a ta l
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m o r ta l i ty  r a t e s  in  a d d i t io n  to  p re m a tu rity  r a t e s .  P a r t  o f  

a  s tu d y  by W illia m s , S h a p iro , Y erley , Dense n , and Rosner 

(1966) d e a l t  w ith  changes in  m o r ta l i ty  r a te s  among p u b lic  

a s s i s ta n c e  r e c ip ie n t s  e n ro l le d  in  m edical groups a f f i l i a t e d  

w ith  th e  H e a lth  In su ran c e  P lan  o f G rea te r New York.

A nother r e a d i ly  m easurab le  outcome i s  th e  removal 

o f  a  d is e a s e d  organ  in  su rg e ry . Appendectomies have been a 

p a r t i c u l a r l y  p o p u la r  s u b je c t .  Lee e t  a l .  (1957, 1960) used  

th e  case  f a t a l i t y  r a t e  among p a t i e n t s  w ith  p e r i t o n i t i s  and 

compared r a t e s  o f  te a c h in g  and no n teach in g  h o s p i t a l s , which 

were 3 .3  and 6 .6  p e rc e n t  r e s p e c t iv e ly .  Lembcke (1953) 

s tu d ie d  th e  freq u en cy  r a t e  o f p rim ary  appendectom ies in  up

s t a t e  New York h o s p i t a l s  and found a  range from  2 .9  to  7 .1  

p e r  1 ,000 p o p u la tio n .

O th er approaches in c lu d e  th a t  o f  E llw ood (1966), who 

used  th e  re d u c tio n  o f  fu n c tio n a l  in c a p a c ity  a s  a m easure o f  

q u a l i ty  o f  c a re .  A r e l a t e d  index  f o r  the  measurem ent o f 

s e l f - c a r e  fu n c t io n a l  d i s a b i l i t y  a ls o  in  th e  c o n te x t o f  r e 

h a b i l i t a t i o n  has been used  by M uller (1961) f o r  aged p ersons 

in  n u rs in g  homes. S anders (1957) em phasized s o c ia l  dimen

s io n s  o f  m o rb id ity  and m easured th e  outcome o f  h e a l th  c a re  

in  term s o f  s o c ia l  f u n c tio n in g . S u lliv a n  (1966) su g g ested  

th e  fo llo w in g  m easures o f  m o rb id ity  : c l i n i c a l  ev id en ce .
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s u b je c t iv e  ev id en ce , and b e h a v io ra l  ev id en ce . The l a t t e r  

in c lu d e s  such in d ic a to r s  as lo s s  o f  tim e from sch o o l o r 

w ork, i n s t i t u t i o n a l  co n fin em en t, r e s t r i c t i o n  o f  s p e c i f ie d  

a c t i v i t i e s , m edical e x p e n d i tu r e s , and b e d - d i s a b i l i ty  d a y s . 

G ruenberg, Brandon, and K asius (1959) c o n c e n tra te d  on m eas

u res  o f g ro ss  b e h a v io r  changes among p s y c h ia tr ic  p a t i e n t s  

i n  o rd e r  to  e s tim a te  th e  outcome o f  tre a tm en t p ro v id ed .

C o n cep tu a lly , t h i s  approach  i s  anchored in  th e  b e 

l i e f  t h a t  th e  end r e s u l t  i s  th e  f i n a l  c r i t e r io n  t h a t  q u a l i ty  

ca re  has been re n d e re d  and th a t  t h i s  i s  th e  only  ev id en ce  by 

which q u a l i ty  o f  c a re  can be a s s e s s e d . In  p r a c t i c e ,  how

e v e r ,  th e  approach has s e v e ra l  l im i t a t io n s .  P robab ly  th e  

most im p o rtan t d e te r r e n t  t o  th e  outcome approach i s  th e  

d i f f i c u l t y  in  f in d in g  th e  a p p ro p r ia te  measure o f  outcome to  

be  used in  any g iven  s tu d y . A second l im i ta t io n  r e f e r s  to  

th e  tem pora l a sp e c t o f  th e  i n d i c a t o r s . M o rta lity  and m ost 

m o rb id ity  can be  a s se s se d  in  a s h o r t  tim e p e r io d , b u t p h y s i 

c a l  and s o c ia l  fu n c tio n in g  o f te n  cannot be m easured a t  th e  

same tim e  th a t  c a re  i s  re n d e re d  and , co n seq u en tly , canno t be 

used  as ev idence o f  p r e s e n t  q u a l i ty  o f  h e a l th  c a re . A lo n g  

le a d  tim e  i s  n e c e ssa ry  in  o rd e r  to  document th e  p o s i t iv e  

e f f e c t  o f  th e  c a re  p ro v id e d . A t h i r d  shortcom ing l i e s  in  

th e  f a c t  th a t  th e r e  does n o t n e c e s s a r i ly  e x i s t  a cause and
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e f f e c t  r e l a t io n s h ip  betw een q u a l i ty  o f  c a re  and outcome 

(De G eyndt, 1970, p . 3 2 ).

O ther C la s s i f ic a t io n s  

There a r e  s e v e ra l  c l a s s i f i c a to r y  schem es, d i f f e r e n t  

from th e  ones p re s e n te d  so  f a r ,  th a t  have been  advanced by 

h e a l th  r e s e a rc h e r s  and h e a l th  p ro fe s s io n a ls  to  d e s c r ib e  cu r

r e n t  methods f o r  a s s e s s in g  th e  q u a l i ty  o f  h e a l th  c a re . 

Donabedian (1966) p roposed  th re e  m ajor approaches to  th e  

e v a lu a t io n  o f q u a l i ty  and d e s ig n a ted  them as  th e  assessm ent 

o f  outcom e, p ro c e ss  o f  c a re ,  and s t r u c tu r e .  P ro cess  i n 

c ludes th e  c o n te n t o r  n a tu re  o f ca re  w ith  i t s  segm ental and 

e p iso d ic  a s p e c ts  as  w e ll as th e  c o o rd in a tio n  and c o n tin u ity  

o f  c a re  w ith  i t s  em phasis on t o t a l  management o f  th e  p a t i e n t . 

A d i s t i n c t io n  betw een th e  co n ten t o f  c a re  and p ro c e ss  p e r  se 

c o n tr ib u te s  to  c o n c e p tu a l c l a r i t y  and enough re s e a rc h  s tu d 

ie s  u s in g  one o r  th e  o th e r  approach have been c a r r ie d  o u t to  

j u s t i f y  th e  d iv i s io n  in to  two d i s t i n c t  ap p ro a c h e s , v i z . ,  

c o n te n t and p ro c e s s .

Densen (1965) d e sc rib e d  two b a s ic  m ethods o f  a s s e s s 

in g  th e  q u a l i ty  o f  m ed ica l c a re . The end r e s u l t  method e v a l

u a te s  q u a l i ty  a c c o rd in g  to  i t s  e f f e c t iv e n e s s  in  d e c rea s in g  

m o r ta l i ty  and m o rb id ity  and in  in c re a s in g  p h y s ic a l  and 

s o c ia l  fu n c t io n in g . The m edical a u d i t  m ethod s e t s  s ta n d a rd s
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o f  a c c e p ta b le  p r a c t i c e s  and then  p roceeds to  m easure th e  

p h y s ic ia n 's  a c t io n s  a g a in s t  th e se  p r e - e s ta b l i s h e d  c r i t e r i a .  

The m ed ica l a u d i t  r e l a t e s  d i r e c t ly  to  th e  c o n te n t o f  ca re  

re n d e re d  and r e l i e s  on p e e r  judgm ents. The meaning o f  

e f f e c t iv e n e s s  in  th e  end r e s u l t  approach w i l l  v ary  w ith  th e  

p e r s p e c t iv e  one t a k e s ,  i . e . ,  from th e  s ta n d p o in t o f  th e  

h e a l th  p r o f e s s io n a l ,  the  consumer, o r  th e  community a t  la rg e .

P e te rso n  (1963) grouped s tu d ie s  o f  q u a l i ty  o f  medi

c a l  c a re  in to  th r e e  types : end r e s u l t  s t u d i e s , d i r e c t

o b s e rv a t io n s ,  and re c o rd  rev iew s. He em phasized how to  

s tu d y  and m a in ta in  th e  q u a l i ty  o f m ed ica l c a re  r a t h e r  than 

what to  s tu d y . In  t h i s  sen se  P e te r s o n 's  c l a s s i f i c a t o r y  

scheme d i f f e r s  from  th e  two o th e rs  p re v io u s ly  o u t l in e d .  He 

a ls o  ta c k le d  th e  problem  o f  where t o  s tu d y  q u a l i ty  o f  medi

c a l  c a re  and p ro p o sed  th a t  th e  h o s p i t a l  env ironm ent f i l l  th e  

c r i t e r i a  o f  f e a s i b i l i t y ,  economy, and im portance o f  the  

problem s o f  c r i t i c a l  d is e a s e  e p is o d e s . H is p ro p o sa ls  as to  

w here to  s tu d y  q u a l i t y  o f  m edical c a re  im ply w hat t o  s tudy ; 

nam ely, th e  c o n te n t  o f  p a t i e n t  c a re  by th e  u se  o f  th e  medi

c a l  a u d i t  m ethod.

W hite (1967) d isc u sse d  th e  assessm en t o f  th e  e f f e c 

t iv e n e s s  o f  c h i ld  h e a l th  s e rv ic e s  and s tro n g ly  ad v o cated  th e  

use o f  end r e s u l t s  to  ach iev e  th a t  p u rp o se . He su g g es ted
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f iv e  p aram eters  t h a t  may be reg a rd ed  as th e  end r e s u l t s  o f  

th e  m ed ical c a re  p ro ce ss  and th e  h e a l th  s e rv ic e s  system : 

d e a th , d is e a s e ,  d i s a b i l i t y ,  d isc o m fo rt, and d i s s a t i s f a c t i o n  

( th e  f iv e  D s) . U n fo r tu n a te ly , th e se  f iv e  in d ic a to r s  a re  a l l  

n e g a tiv e  in  n a tu r e .  H aggerty  (1967) used  f iv e  s im i la r  and 

a ls o  n e g a tiv e  p aram ete rs  as u l t im a te  c r i t e r i a  in  th e  educa

t io n  o f th e  m ed ica l c a re  p ro c e s s ,  v i z . ,  d e a th , d i s a b i l i t y ,  

d is e a s e ,  d i s t r e s s ,  and d i s s a t i s f a c t i o n .  These c r i t e r i a  

re p re s e n t  th e  " u lt im a te "  v a l id a t io n  o f h e a l th  s e rv ic e s  and 

c o n s t i tu te  end r e s u l t  m easures. In a d d i t io n ,  he sug g ested  

measurement o f  th e  in p u ts  ( th e  independen t v a r ia b le )  and o f  

in te rv e n in g  f a c t o r s . Thus he viewed th e  m ed ical c a re  p ro c 

ess  in  term s o f  th re e  s e ts  o f  v a r ia b le s  b u t ag reed  w ith  

W hite t h a t  th e  outcome approach r e p re s e n ts  th e  f in a l  v a l id a 

t io n  o f q u a l i ty  o f  c a re . P ro c e ss , how ever, i s  th e  only 

o p e ra t io n a l  means o f  a r r iv in g  a t  outcome and sh o u ld  be p u t 

In  g r e a te r  ev id en ce .

Sheps (1955) d e l in e a te d  fo u r  app roaches used  in  th e  

a p p ra is a l  o f  th e  q u a l i ty  o f h o s p i ta l  c a re :

1. S e le c t io n  o f  a  s e t  o f  p r e r e q u is i t e s  f o r  adequate
c a re  assum ing th a t  improvement o f  th e s e  f a c to rs
o r  g r e a te r  co n fo rm ity  to  th ese  s ta n d a rd s  lead s  
to  inq)roved c a re ;

2. The u se  o f  in d ic e s  r e f l e c t i n g  one o r  more elem ents 
o f  perform ance ;

3. The u se  o f  in d ic e s  assumed to  m easure th e  e f f e c t s
o f  q u a l i ty  o f  c a re  on th e  h e a l th  o f  p a t i e n t s  ;
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4 . The use  o f  q u a l i t a t i v e  c l i n i c a l  e v a lu a t io n s ,  (p . 878)

The approaches o f t h i s  s e c t io n  can e a s i ly  be  recog

n iz e d  as com binations o f  th e  o th e r  fo u r  te c h n iq u e s , which 

were la b e le d  as assessm en t o f  c o n te n t,  p ro c e s s , s t r u c tu r e ,  

and outcome.

Any o f  th e  fo u r  approaches t o  q u a l i ty  in v o lv es  com

p a r i s o n s , e i t h e r  i n d i r e c t ly  through th e  use  o f  s tan d a rd s  o r 

d i r e c t l y .  I f  a s p e c i f i c  p rocedure  h as  an e f f e c t  on q u a l i ty ,  

i t  must be re v e a le d  in  d i f f e r e n c e s . To f in d  such d i f f e r 

e n c e s , th e  i n s t i t u t i o n  under s tudy  must be compared w ith  

som ething , e i t h e r  w ith  o th e r  i n s t i t u t i o n s  o r  w ith  i t s e l f  

b e fo re  in c e p tio n  o f  th e  p ro ced u re . When d if f e r e n c e s  e x i s t ,  

i t  i s  o f  param ount im portance to  i s o l a t e  d if f e r e n c e s  r e l a t e d  

to  th e  p ro ced u re  i t s e l f  from  d if fe re n c e s  r e s u l t i n g  from such 

o th e r  f a c to r s  as changes in  tim e , economic d i f f e r e n c e s , 

c u l tu r a l  d i f f e r e n c e s ,  and so on. Only in  t h i s  way can we 

id e n t i f y  th o se  p ro ced u res  t h a t  r e l a t e  d i r e c t ly  to  th e  q u a l

i t y  o f p a t i e n t  c a re .

M easuring th e  Q u a lity  o f  P a t ie n t  Care 
in  a N ursing Home

S tu d en ts  o f  lo n g -te rm  ca re  have been  r e c e n t ly  p re 

occup ied  w ith  s e v e ra l  p u b lic  p o l i c y - r e la te d  is su e s  in c lu d 

in g : What i s  a c c e p ta b le  p a t i e n t  c a re  in  th e  n u rs in g  home



115

c o n te x t and how can i t  be m easured? What f a c to r s  e x p la in  

v a r ia t io n s  in  th e  q u a l i ty  and q u a n ti ty  o f  c a re  among d i f f e r 

e n t i n s t i t u t i o n s ?  Are v a r ia t io n s  in  q u a l i ty  and q u a n t i ty  o f  

c a re  a s s o c ia te d  w ith  ty p e  o f  ownership? A lthough many 

re s e a rc h e r s  have ad d ressed  th e s e  q u e s tio n s  a t  th e  co n cep tu a l 

l e v e l , n o t  u n t i l  r e c e n t ly  have a ttem p ts  been  made a t  th e  

e m p ir ic a l  l e v e l .  S tu d ie s  in c lu d e  A nderson, Holm berg, and 

Stone (1967) and L ayer and E r ic k s o n 's  (1973) s tu d ie s  o f  

n u rs in g  home c a re  in  M innesota and th o se  o f  Levey, S to tsk y , 

and Magoon (1968) and Levey e t  a l .  (1973) in  M a ssac h u se tts .

In  th e  s tu d ie s  conducted  in  M assach u se tts  th e  oppor

tu n i ty  was a f fo rd e d  f o r  docum entation  o f  changes in  i n s t i 

tu t io n a l  c o s t and f a c i l i t y  com pliance w ith  r e g u la to ry  

s ta n d a rd s  betw een 1965 and 1969, a  p e r io d  th a t  w itn e s se d  th e  

enactm ent o f th e  h i s t o r i c  M edicare/M edicaid  l e g i s l a t i o n .  

I s su e s  t h a t  w ere in v e s t ig a te d  in c lu d e  (1) e v a lu a t in g  p h y s i

c a l  p la n t  and o r g a n iz a t io n a l  changes in  M assach u se tts  n u r s 

in g  homes betw een 1965 and 1969 and (2) a s s e s s in g  n u rs in g  

homes f o r  f a c to r s  u t i l i z e d  a s  m easures o f  q u a l i t y  o f  c a re  

and r e l a t i n g  them to  th e  c o s t  o f  p ro v id in g  th a t  c a r e .  The 

q u a l i ty  a n a ly s is  b a se d  on com pliance and u t i l i z a t i o n  meas

u re s  c l e a r ly  su g g e s ts  t h a t  m arked in c re a s e s  in  le v e l s  o f  

s e rv ic e  o c cu rre d  betw een 1965 and 1969.
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Linn (1974) in  s tu d y in g  th e  q u a l i ty  o f  c a re  in  40 

n u rs in g  homes en çlo y ed  th e  ra n k in g s  o f  s o c ia l  w orkers as 

m easures o f  th e  q u a l i ty  o f  c a r e .  S ig n i f ic a n t  c o r r e la t io n s  

w ere found betw een r a t in g s  o f  th e  q u a l i ty  o f  c a re  and s iz e  

o f  th e  home, s t a f f - t o - p a t i e n t  r a t i o s ,  and c o s t .  In  a d d i

t i o n ,  s o c ia l  w o rk e rs ' r a t in g s  o f  th e  p h y s ic a l  p l a n t ,  m ea ls , 

a d m in is t r a t iv e  p o l i c i e s ,  and s a f e ty  w ere s ig n i f i c a n t l y  c o r 

r e l a t e d  w ith  t h e i r  r a t in g s  o f  c a re  a t  th e  .01 l e v e l .  The 

number o f  s ta f f i n g  h o u rs  and tu rn o v e r  r a t e s  w ere n o t  s i g 

n i f i c a n t l y  r e l a t e d  to  e s t im a te s  o f  c a r e .

To th e  knowledge of th e  r e s e a r c h e r  l i t t l e ,  i f  any, 

e m p ir ic a l  r e s e a rc h  h as  been done in v e s t ig a t in g  in t e r n a l  

o rg a n iz a t io n a l  r e la t io n s h ip s  and a d m in is t r a t iv e  p r a c t ic e s  

and t h e i r  r e l a t i o n  to  th e  q u a l i t y  o f  c a re .  These a re  th e  

f a c to r s  t h a t  t h i s  r e s e a rc h  a tte m p ts  to  i n v e s t ig a te .

E xclud ing  th e  f in a n c i a l  and te c h n o lo g ic a l  a s p e c t s , 

th e  q u a l i ty  o f  p a t i e n t  c a re  re n d e re d  in  a n u rs in g  home i s

seen  to  depend upon a t  l e a s t  f i v e  m ajo r f a c to r s :

1 . The t r a in in g  and s k i l l s  o f  th e  v a r io u s  m ed ical 
and nonm edical members o f  th e  o rg a n iz a t io n .

2 . The n a tu r e  o f  m ed ic a l and n u rs in g  p r a c t i c e s .
3. The n a tu r e  o f  a d m in is t r a t io n  and s u p e rv is io n .
4 . The n a tu r e  o f  c o o rd in a t io n ,  com m unication, and 

in te r p e r s o n a l  r e l a t io n s h ip s  among n u rs in g  home 
members and betw een them and th e  p a t i e n t s .

5 . The s t r u c t u r e  and c h a r a c te r  o f  th e  t o t a l  n u r s in g  
home o r g a n iz a t io n a l  sy stem .
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In  tu r n ,  each  o f  th e se  f a c to r s  depends upon a h o s t  

o f  more s p e c i f i c  v a r ia b le s  t h a t  w i l l  be s p e l le d  o u t in  th e  

fo llo w in g  c h a p te r .

The s p e c i f i c  o b je c t iv e  o f  t h i s  in v e s t ig a t io n  i s  n o t 

to  a p p ra is e  th e  q u a l i ty  o f  p a t i e n t  ca re  in  an a b s o lu te  

s e n se , b u t to  s u c c e s s fu l ly  d is t in g u is h  th e  b e t t e r - c a r e  n u r s 

in g  homes in  th e  sam ple from th o se  w here ca re  i s  o f  r e l a 

t i v e l y  low er q u a l i ty .  F o r t h i s  purpose i t  i s  n e c e ssa ry  th a t  

th e  m easures be such as to  p e rm it us to  ra n k -o rd e r  th e  n u r s 

in g  homes sam pled from " b e s t"  to  " p o o re s t ,"  a lth o u g h  in  

a b s o lu te  term s th e  " p o o re s t- c a re "  n u rs in g  home may s t i l l  be 

one where p a t i e n t  c a re  i s  s a t i s f a c to r y  from a m ed ica l s ta n d 

p o in t .

To e v a lu a te  th e  q u a l i ty  o f  p a t i e n t  c a re ,  th e  method 

developed  by G eorgopoulos and Mann (1962) w i l l  be employed 

w ith  some m o d if ic a t io n s . (For a f u l l  d e s c r ip t io n  see  Chap

t e r  V I, s e c t io n  on m easuring  q u a l i ty  o f  p a t i e n t  c a r e . )  The 

fo llo w in g  th re e  m easures w ere employed to  e v a lu a te  th e  q u a l

i t y  o f  c a re  re n d e red : (1) an o v e r a l l  m easure o f  th e  q u a l i ty

o f  c a re  re n d e re d ; (2) a m easure o f  th e  q u a l i ty  o f  n u rs in g  

c a re ;  and (3) a  m easure o f  th e  q u a l i ty  o f  t o t a l  c a re  g iven  

to  p a t i e n t s  in  one home in  com parison to  th e  t o t a l  c a re  

g iv en  to  p a t i e n t s  in  o th e r  s im i la r  n u rs in g  homes, i . e . ,  a
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com parative m easure o f  o v e r a l l  c a re .

The m easure o f  th e  o v e r a l l  c a re  i s  b a s ic a l ly  con

cern ed  w ith  th e  ca re  re n d e re d  by th e  n o n p ro fe s s io n a l and 

nonm edical s t a f f ,  i . e . ,  n u r s e 's  a id e s ,  o r d e r l i e s ,  d ie ta r y  

p e rso n n e l, h o u sek eep e rs , e t c .  This m easure o f  ca re  i s  

concerned w ith ; p e rso n a l hyg iene  needs o f  th e  p a t i e n t ,  

adequate  and t a s t e f u l  m e a ls , c le a n l in e s s  o f  th e  f a c i l i t y  and 

in d iv id u a l  rooms, p lan n ed  r e c r e a t io n a l  and d iv e r s io n a l  

a c t i v i t i e s , and th e  g e n e ra l  a t t i t u d e  o f  th e  s t a f f  tow ard 

th e  p a t i e n t .

In  e v a lu a t in g  th e  q u a l i ty  o f  n u rs in g  c a re  we a re  

concerned w ith  how w e ll th e  n u rs in g  s t a f f  perform s th e  fu n c

t io n s  of n u rs in g . In  o th e r  w ords, do th ey  p ro p e r ly  ad m in is

t e r  m ed ica tions and t r e a tm e n t ,  do th ey  a c c u ra te ly  fo llo w  

p h y s ic ia n 's  o rd e rs ,  a re  ad equate  m edical re c o rd s  k ep t fo r  

each p a t i e n t , i s  th e  o v e r a l l  c a re  o f  th e  p a t i e n t  by non

m edical s t a f f  p ro p e r ly  su p e rv is e d , and does th e  n u rs in g  

s t a f f  p ro v id e  ad eq u a te  t r a in i n g  f o r  n o n p ro fe s s io n a ls ?

The conqjarative m easure o f  o v e r a l l  p a t i e n t  c a re  d i f 

f e r s  in  t h a t  i t  i s  a m easure o f  th e  q u a l i ty  o f  o v e r a l l  

p a t i e n t  c a re  a n u rs in g  home p ro v id es  in  co n ç a riso n  to  the  

q u a l i ty  o f  o v e r a l l  c a re  o th e r  s im i la r  n u rs in g  homes p ro v id e . 

F re q u e n tly , a  c o n ç a ra tiv e  m easure i s  s u p e r io r  to  a
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noncom parative one b ecau se  i t  fu rn ish e s  th e  resp o n d en ts  who 

p ro v id e  th e  d a ta  w ith  a frame o f  re fe re n c e  in  term s o f which 

th ey  can a p p ra ise  a  g iv en  s i t u a t i o n .  Of c o u rse , a  su c c e ss fu l 

com parative e v a lu a t io n  o f  o rg a n iz a t io n a l  perform ance assumes 

t h a t  th e  members o f  th e  responden t group a re  f a m il ia r  w ith  

s i tu a t io n s  p r e v a i l in g  in  o th e r  n u rs in g  homes (G eorgopoulos & 

Mann, 1962, p . 2 5 0 ), w hich i s  a v a l id  assum ption in  th e  

w r i t e r 's  o p in io n .

Summary

There a re  f iv e  fundam ental approaches to  e v a lu a t in g  

th e  q u a l i ty  o f  c a re  re n d e re d  by a h e a l th  c a re  i n s t i t u t i o n ;  

th e s e  in c lu d e  th e  a ssessm en t o f  c o n te n t,  assessm en t o f p ro c 

e s s ,  assessm ent o f  s t r u c t u r e ,  assessm ent o f  outcome, and a 

com bination o f  th e  p re c e d in g .

The assessm en t o f  c o n ten t depends upon th e  develop

ment o f  s ta n d a rd s .  M edical re c o rd s  a re  rev iew ed to  m easure 

th e  degree o f  consensus betw een how m edicine i s  a c tu a l ly  

b e in g  p ra c t ic e d  and how i t  ought to  be p r a c t ic e d ,  as  d e fin e d  

by a p an e l o f  e x p e r ts  o r  by p e e r  judgm ents.

In  th e  assessm en t o f  p ro cess  ap p ro ach , th e  im p o rtan t 

u n d e rly in g  a s su n p tio n  i s  t h a t  good c o o rd in a tio n  and teamwork 

among th e  v a r io u s  e lem en ts  in  th e  c a re  p ro cess  w i l l  r e s u l t  

in  b e t t e r  c a re  b e in g  d e l iv e re d .  The r o le  o f  th e
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a d m in is t r a to r  becomes c r u c i a l .

The assessm ent o f  s t r u c tu r e  in v o lv es  th e  a p p r a is a l  

o f  th e  in s t r u m e n ta l i t ie s  o f  c a re  and o f  t h e i r  o r g a n iz a t io n .  

I t  in c lu d e s  th e  p r o p e r t ie s  o f  f a c i l i t i e s ,  equ ipm ent, man

power, and f in a n c in g . I t  i s  th e  m ajo r approach  used  in  

draw ing s p e c i f ic a t io n s  f o r  a sse ssm e n t, c e r t i f i c a t i o n ,  o r  

a c c r e d i ta t io n  by o f f i c i a l  and v o lu n ta ry  a g e n c ie s . I t  a s 

sumes th a t  when c e r ta in  s p e c i f i e d  c o n d itio n s  a re  s a t i s f i e d ,  

good c a re  i s  l i k e l y  to  r e s u l t .

The assessm en t o f  outcome p roposes t h a t  th e  u l t im a te  

c r i t e r i o n  by which to  ju d g e  th e  q u a l i ty  o f  p a t i e n t  c a re  r e n 

dered  l i e s  in  an a l t e r a t i o n  o f  th e  h e a l th  s t a tu s  o f  th e  

r e c ip ie n t  o f  t h i s  c a re .  Outcome o r  end r e s u l t  m easures t h a t  

have been  used  in c lu d e  d e a th ,  rem oval o f a  d is e a s e d  organ in  

s u rg e ry , and th e  re d u c t io n  o f  fu n c t io n a l  in c a p a c i ty .

There a re  s e v e ra l  o th e r  c l a s s i f i c a t o r y  schemes fo r  

e v a lu a tin g  th e  q u a l i ty  o f  p a t i e n t  c a re  re n d e re d  by a  h e a l th  

ca re  i n s t i t u t i o n  th a t  have been developed by such  a u th o rs  

as D onabedian, Densen , P e te r s o n , W hite, and Sheps. These 

approaches used com binations o f  th e  o th e r  fo u r  app roaches to  

e v a lu a te  th e  q u a l i ty  o f  c a re .

In t h i s  s tu d y  p e e r  judgm ents were employed to  de

te rm in e  the  a c tu a l  l e v e l  o f  th e  q u a l i ty  o f  c a re  in  each
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n u rs in g  home. The fo llo w in g  m easures were u sed : (1) an

o v e r a l l  m easure o f  th e  q u a l i ty  o f  t o t a l  c a re  ; (2) a measure 

o f th e  q u a l i t y  o f  n u rs in g  c a re  ; and (3) a m easure o f  th e  

q u a l i ty  o f t o t a l  c a re  g iven  to  p a t ie n t s  in  one home in  com

p a r iso n  to  th e  t o t a l  c a re  g iven  to  p a t i e n t s  in  o th e r  s im ila r  

n u rs in g  homes, i . e . ,  a  com parative  m easure o f  o v e r a l l  ca re .



CHAPTER V

CHARACTERISTICS OF EFFECTIVE ORGANIZATIONS

The n u rs in g  home o rg a n iz a t io n  may b e  c h a ra c te r iz e d  

as a s o c ia l  system . I t  combines th e  s k i l l s  and le a d e rs h ip  

a b i l i t i e s  o f  i t s  p ro fe s s io n a ls  w ith  th e  la b o r  o f  i t s  non

p r o fe s s io n a ls  to  p ro v id e  f o r  th e  needs o f  i t s  p a t i e n t s .  One 

o f  th e  h y p o th eses  o f  t h i s  re se a rc h  i s  t h a t  in  th o se  n u rs in g  

homes w here th e  s o c ia l  system  fu n c tio n s  e f f e c t iv e ly  ( i . e . ,  

low d eg ree  o f  te n s io n , good in te r n a l  s t a f f  com m unications, 

and c o o rd in a tio n  o f e f f o r t s ) , th e r e  w i l l  be a h ig h e r  q u a l i ty  

o f  c a re  a d m in is te re d . In  o th e r  w o rd s , one approach to  in 

c re a s in g  th e  q u a l i ty  o f  c a re  may be th ro u g h  th e  improvement 

o f  i n t e r n a l  s t a f f  r e l a t i o n s .

In  in v e s t ig a t in g  th e  r e l a t io n s h ip  betw een  in t e r n a l  

s t a f f  c h a r a c t e r i s t i c s  and q u a l i ty  o f  c a re  th e  r e s e a rc h  w i l l  

focus on two se p a ra te  a re a s — " a d m in is t r a t iv e  e f f e c t iv e n e s s "

122
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and " in te r n a l  o r g a n iz a t io n a l  r e l a t io n s h ip s ."

A d m in is tra tiv e  E f fe c tiv e n e s s  

A d m in is tra tiv e  e f fe c t iv e n e s s  p robes th e  fu n c tio n  o f  

th e  a d m in is t r a to r  and how s u c c e ss fu l he h as been in  c r e a t in g  

an o r g a n iz a t io n a l  c lim a te  t h a t  f a c i l i t a t e s  i n t e r n a l  s t a f f  

c o o p e ra tio n . Have th e  a d m in is tra to r  and departm en t head 

c le a r ly  e s ta b l i s h e d  o b je c t iv e s ,  p o l i c i e s ,  r u l e s ,  and r e g u la 

t io n s ?  Are th ey  p e rc e iv e d  as fo llo w in g  t h e i r  own r u le s ?  Do 

th ey  u n d e rs tan d  th e  w o rk e rs ' p o in t o f  view  and a re  they  

th o u g h t to  be f a i r  and reaso n ab le?  I t  i s  p r e d ic te d  th a t  

th e se  is s u e s  and o th e rs  w i l l  have a  d i r e c t  r e l a t i o n  to  i n 

te r n a l  s t a f f  r e la t io n s h ip s  and u l t im a te ly  to  o rg a n iz a t io n a l  

e f f e c t iv e n e s s .

O rg a n iz a tio n a l P lan n in g  

S ev e ra l s tu d ie s  re p o rte d  in  th e  l i t e r a t u r e  b e a r  o u t 

th e  p ro p o s i t io n  th a t  : "Managers who engage in  form ing

a c t i v i t i e s  a re  more e f f e c t iv e  than managers who do n o t"  

( F i l l e y  & H ouse, 1969, p . 203). For i l l u s t r a t i o n s  o f  th i s  

p o in t ,  see  H em phill (1964), Comrey, H igh, and W ilson (1 955), 

Bass and L e a v i t t  (1 9 6 3 ), Shure, R ogers, L arso n , and Tassone 

(1 9 6 2 ), and Thane (1969).

P lan n in g  was shown to  be r e l a t e d  to  o b je c t iv e
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m easures o f  o rg a n iz a t io n a l  e f fe c t iv e n e s s  in  a s tudy  con

d u c ted  by Comrey, H igh, and W ilson (1955). Q u e s tio n n a ire s  

w ere employed to  de term ine  m anageria l b e h a v io r  a t  a d iv is io n  

o f  Lockheed A i r c r a f t  C o rp o ra tio n . B ehavior p a t te r n s  were 

th e n  compared w ith  fo u r  m easures o f  o rg a n iz a t io n a l  e f f e c 

t iv e n e s s  , i . e . ,  th e  need fo r  rew ork, accep tan ce  r a t e s ,  p ro 

d u c tio n  r a t e s , and an e x e c u tiv e  r a t in g  o f  d ep artm en ta l 

e f f e c t iv e n e s s .  P lan n in g  was shown to  have a s ig n i f i c a n t ,  

though c u r v i l i n e a r ,  r e la t io n s h ip  to  rew ork and acc e p tan ce -  

r a t e  c r i t e r i a  and some r e la t io n s h ip  to  th e  p ro d u c tio n  r a t e .  

None o f th e  q u e s tio n n a ire  d im ensions, in c lu d in g  p la n n in g , 

w ere r e l a t e d  to  e x e c u tiv e  r a t in g s  o f th e  d ep artm en ts .

I n  n u rs in g  home o r g a n iz a t io n s , p lan n in g  o f  a c t i v i 

t i e s  sh o u ld  be an im p o rtan t p a r t  o f  o rg a n iz a t io n a l  l i f e .

Much o f  th e  p lan n in g  p ro cess  in v o lv e s  th e  e s ta b lish m e n t and 

m ain tenance  o f  o b je c t iv e s , p o l i c i e s ,  and o p e ra t io n a l  r u le s  

and r e g u la t io n s  t h a t  govern work and work r e l a t io n s  in  th e  

system . I t  i s  in  p a r t  th rough  th e  mechanism o f  th e se  p ro d 

u c ts  o f  p la n n in g  th a t  c o o rd in a tio n  can be e f f e c te d .  Negandhi 

and P ra sa d  em phasize t h i s  p o in t  in  r e p o r t in g  th e  r e s u l t s  o f  

s tu d y  o f  m u lt in a t io n a l  companies :

The f irm s  w ith  c le a r e r  s ta te m e n ts  o f  t h e i r  o b je c t iv e s ,  
p o l i c i e s ,  and p ro c e d u re s , r o le  d e f in i t io n  and jo b  
c l a s s i f i c a t i o n ,  and h ig h e r  e d u c a tio n a l a tta in m e n ts  
and t r a in in g  o f  t h e i r  e x e c u tiv e s , a re  more l i k e l y  to
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have c o o p e ra tiv e  in te rd e p a r tm e n ta l  r e la t io n s h ip s  th an  
f irm s  w ith  fuzzy  s ta te m e n ts  o f  t h e i r  o b je c t iv e s ,  p o l i 
c i e s ,  and p ro c e d u re s , r o le  d e f in i t i o n  and jo b  c l a s s i 
f i c a t i o n ,  and low le v e l s  o f  ed u c a tio n  and t r a in in g  o f  
t h e i r  e x e c u t iv e s . (1971, p . 188)

The a c tu a l  im p lem en ta tio n  and e f f ic ie n c y  o f  o rg a n i

z a t io n a l  o b je c t iv e s ,  r u l e s ,  and p o l i c i e s  w i l l  depend on many 

c o n d it io n s .  These in c lu d e  th e  d e f in i t i o n  and c l a r i t y  o f  

e x i s t in g  o b je c t iv e s ,  p o l i c i e s ,  and r u le s  ; the  e x te n t  o f  

o r g a n iz a t io n a l  members' adherence to  r u le s  and r e g u la t io n s ;  

and th e  s k i l l  w ith  w hich p la n n in g  i s  c a r r ie d  o u t .

A c l e a r  s ta te m e n t o f  th e  o r g a n iz a t io n a l  o b je c t iv e  
to  w hich an in d iv id u a l  i s  ex p ec ted  to  c o n tr ib u te  d i 
r e c t l y  im proves in d iv id u a l  perfo rm ance and c o o rd in a te d  
group a c t io n  by d i r e c t in g  in d iv id u a l  c o n tr ib u t io n s  and 
en co u rag in g  c o o p e ra tiv e  e f f o r t s .  ( F i l l e y  & House,
1969, p . 148)

C le a r ly  d e f in e d  o b je c t iv e s  l e t  o r g a n iz a t io n a l  members know 

t h e i r  r e s p o n s i b i l i t i e s  and th e  scope o f  t h e i r  a u th o r i ty  to  

i n i t i a t e  in dependen t a c t io n .  C le a r ly  d e fin ed  o b je c t iv e s  

a ls o  in v o lv e  a  commitment to  ach iev e  th o se  o b je c t iv e s .  

F re d r ic k  Kappel had t h i s  to  say : " I  th in k  more b u s in e s s e s

a re  le a r n in g  t h a t  by th e  v ery  a c t  o f  s t a t i n g  t h e i r  purposes 

th ey  g r e a t ly  encourage t h e i r  own e f f o r t s  to  a c h iev e  them" 

(1963, p .  1 ) .

A number o f s tu d ie s  t h a t  su p p o rt t h i s  p r o p o s i t io n  

have been conducted  u n d er a v a r i e ty  o f  c o n d it io n s  . E x p e ri

ments by Raven and R ietsem a (1957) and by Tomekovic (1962)
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and su rveys by Cohen (1 9 5 9 ), Kahn, W olfe, Q uinn, Snock, and 

R osen thal (1 964), and L ik e r t  (1961) a re  exam ples.

L ik e r t  (1 9 6 1 ), b a s in g  h i s  f in d in g s  on a  s tu d y  o f  

q u e s tio n n a ire  re sp o n se s  and th e  p ro d u c tio n  perform ance o f  

s e v e ra l  thousand  men, r e p o r te d  t h a t  w orkers w ith  c le a r  p e r 

c ep tio n s  o f  p r o d u c t iv i ty  o b je c t iv e s  perform ed s i g n i f i c a n t l y  

b e t t e r ,  and p roduced  m ore, th an  w orkers whose p e rc e p tio n s  

o f p r o d u c t iv i ty  o b je c t iv e s  w ere n o t  in  agreem ent w ith  t h e i r  

s u p e r io r s ’ p e r c e p t io n s . S im ila r  s tu d ie s  have confirm ed  

th e se  f in d in g s  among such w id e ly  d i f f e r e n t  p o p u la tio n s  as  

managers (Rosen, 1 9 6 1 ), n u rse s  (T av es , Cordwin, & H aas, 

1963), and o p e r a t iv e  i n d u s t r i a l  employees (H a rr iso n , 1959; 

B a r r e t t ,  1963).

A nother im p o rta n t p a r t  o f  th e  p la n n in g  p ro c e ss  i s  

th e  fo rm u la tio n  o f  p o l i c i e s , p ro c e d u re s , r u l e s , and g u id e 

l in e s  . P o l ic ie s  a r e  g u id es  to  d e c is io n  m aking. They r e 

f l e c t  and i n t e r p r e t  o rg a n iz a t io n a l  o b je c t iv e s ,  channel 

d e c is io n s  t h a t  c o n t r ib u te  to  th e s e  o b je c t iv e s ,  and e s ta b l i s h  

a  framework o f  th e  v a r io u s  fu n c t io n a l  segm ents o f  th e  b u s i 

ness . A su rvey  o f  w orkers and s u p e rv is o rs  conducted  by 

P f i f f n e r  and High (1954) in d ic a te d  th a t  th e  m ost s ig n i f i c a n t  

f a c to r  in  e f f e c t iv e n e s s  was fo rm u la tio n  o f  p o l ic y .

The r o le  o f  p o l ic y  and i t s  r e la t io n s h ip  to  eu ç lo y ee
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r o le  e x p e c ta tio n s  and perform ance a re  ex p lo red  in  s tu d ie s  

rev iew ed by S to g d i l l  (1959) and Bakke (1950) , and in  s tu d ie s  

conducted  by Comrey e t  a l .  (1 954), Pepinsky e t  a l .  (1960), 

Cohen (1959), and Raven and R ietsem a (1957). These s tu d ie s  

su g g es t t h a t ,  w ith in  c e r t a i n  l i m i t s ,  p o lic y  o r  i t s  fo rm ula

t io n  can c re a te  a more p ro d u c tiv e  and o f te n  a more s a t i s f i e d  

work group.

In  1971, Lyons r e p o r te d  a stu d y  o f  r e g i s t e r e d  n u rse s  

who worked in  a  la rg e  h o s p i t a l ;  th e  s tu d y  in c lu d e d  m easures 

o f  b o th  " ro le  c l a r i t y "  and "need fo r  c l a r i t y . "  He found 

th a t  r o le  c l a r i t y ,  o r la c k  o f i t ,  r e la te d  p o s i t iv e ly  and 

s ig n i f i c a n t ly  to  v o lu n ta ry  tu rn o v e r , te n s io n , and p ro p e n s ity  

to  le a v e  th e  h o s p i t a l .

Hammer and T o si (1974) showed th a t  r o le  am biguity  

was n e g a tiv e ly  and s ig n i f i c a n t l y  c o r r e la te d  w ith  jo b  s a t i s 

f a c t io n ,  and p o s i t i v e ly  and s ig n i f i c a n t ly  r e l a t e d  to  "job 

th r e a t "  and a n x ie ty .

These s tu d ie s  and o th e rs  have shown t h a t  r o le  ambi

g u i ty  i s  r e l a t e d  to  r o le  c o n f l i c t .  Kahn, W olfe, Quinn, 

Snock, and R osen thal (1964) d e sc r ib e d  r o le  am bigu ity  as "a  

d i r e c t  fu n c tio n  o f th e  d isc rep an cy  between th e  in fo rm a tio n  

a v a i la b le  to  th e  p e rso n  and th a t  w hich i s  r e q u ire d  f o r  ade

q u a te  perform ance o f  t h i s  r o le "  (p . 7 3 ). Such d isc rep an cy
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can r e s u l t  from u n c le a r ly  d e f in e d  o b je c t iv e s ,  p o l i c i e s ,  and 

p ro c e d u re s . In  a d d i t io n ,  r o le  am bigu ity  c o n tr ib u te s  to  

i n t e r u n i t  c o n f l i c t  in  s e v e ra l  w ays. D if f ic u l ty  in  a s s ig n in g  

c r e d i t  o r  blame betw een two departm en ts  in c re a se s  th e  l i k e 

lih o o d  o f  c o n f l i c t  betw een u n i t s  (W alton & D utton , 1969, 

p . 77 ).

Low r o u t in iz a t io n  and u n c e r ta in ty  o f means to  accom

p l i s h  g o a ls  in c re a s e  th e  p o t e n t i a l  f o r  i n t e r u n i t  c o n f l i c t . 

This p ro p o s i t io n  i s  su p p o rted  by Z ald  (1962) in  h i s  s tu d y  o f  

i n t e r u n i t  c o n f l i c t  in  f iv e  c o r r e c t io n a l  i n s t i t u t i o n s .  S im i

l a r l y ,  am bigu ity  in  th e  c r i t e r i a  u sed  to  e v a lu a te  th e  p e r 

form ance o f  a u n i t  may a ls o  c r e a te  te n s io n , f r u s t r a t i o n ,  and 

c o n f l i c t  (Kahn e t  a l . , 1964). O rg a n iz a tio n  p la n n in g , vdiich 

in c lu d e s  c l a r i t y  o f  r u le  d e f i n i t i o n ,  c o r r e la te d  p o s i t i v e ly  

w ith  m easures o f  l a t e r a l  c o o rd in a t io n  and problem  s o lv in g  in  

Georgopoulos and M ann's (1962) s tu d y .

A nother im p o rtan t b e n e f i t  o f  c le a r ly  d e fin e d  p o l i 

c ie s  i s  th a t  th ey  p e rm it in d iv id u a ls  in  th e  system  to  p r e 

d i c t  how o th e rs  in  i t  a re  l i k e l y  to  behave and to  know how 

o th e rs  expect them to  behave. When such p r e d ic ta b le  b eh av 

i o r  is  p r e s e n t ,  in d iv id u a ls  i n  th e  system  p e rc e iv e  freedom  

to  a c t .  This p e rc e iv e d  freedom  i s  co n s id e red  to  be g r e a t e s t  

a t  in te rm e d ia te  d eg rees  o f  s t r u c t u r e  and fo rm a li ty .
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P r e d ic ta b i l i t y  o f  b e h a v io r , as su p p o rted  by p o l ic y ,  sho u ld  

le a d  to  an enhancem ent o f  bo th  o r g a n iz a t io n a l  perform ance 

and s a t i s f a c t i o n .  Thus one c h a r a c t e r i s t i c  o f  th e  e f f e c t iv e  

and e f f i c i e n t  o rg a n iz a t io n  i s  th e  p resen ce  o f  a  p r e d ic ta b le  

p a t t e r n  o f  in te rp e r s o n a l  r e la t io n s h ip s  ( S to g d i l l ,  1959). 

However, p o l ic y  m erely  c r e a te s  an environm ent in  which 

so u rces  o f  in d iv id u a l  and group m o tiv a tio n s  can  a c t  more 

e f f e c t iv e ly .  C le a r ly  d e f in e d  p o l i c i e s  a re  a  p r e r e q u i s i t e  to  

o rg a n iz a t io n a l  su ccess  b u t  they  do n o t a u to m a tic a l ly  en su re  

th a t  employees w i l l  be more p ro d u c tiv e  and m o tiv a te d . P o l i 

c ie s  must be s k i l l f u l l y  c o n s tru c te d , p ro p e r ly  c o n s tru c te d , 

and adhered  to  by  th e  members o f  th e  o rg a n iz a t io n .

In  e v a lu a t in g  o rg a n iz a t io n a l  p la n n in g , n u rs in g  home 

employees w i l l  b e  asked  t o  ju d g e  th e  a b i l i t y  o f  t h e i r  su p e r

v is o r  in  p la n n in g , o rg a n iz in g , and s c h e d u lin g  th e  w ork; 

c le a rn e s s  o f  g o a ls  and o b je c t iv e s  tow ard w hich to  work ; 

c le a rn e s s  o f th e  v a r io u s  ru le s  and r e g u la t io n s  o f  th e  n u r s 

in g  home; and th e  e x te n t  to  which s t a f f  members ad h ere  to  

th e se  r u le s  and r e g u la t io n s .

A d m in is tra tiv e  Communications 
and Problem  S o lv ing

This s e c t io n  i s  concerned  w ith  th e  adequacy o f  com

m u n ica tio n  betw een th e  a d m in is tr a to r  o f  th e  n u r s in g  home and
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s t a f f  em ployees. In  a d d i t io n ,  we a re  a ls o  concerned w ith  

employee p e rc e p tio n s  o f  th e  a d m in is t r a to r s ' aw areness o f  

n u rs in g  home problem s and t h e i r  a b i l i t y  to  d e a l w ith  them.

Communication is  c r u c ia l  to  o rg a n iz a tio n s  ; on ly  

th rough  in fo rm a tio n  tra n sm iss io n  can th e  e f f o r t s  o f  peop le  

be c o o rd in a te d  so  t h a t  th e  o rg a n iz a tio n  can respond  e f f e c 

t i v e l y  to  th e  env ironm ent. P r ic e  (1968) p u t f o r th  th r e e  

p ro p o s i t io n s  r e l a t i n g  communication to  o rg a n iz a t io n a l  e f f e c 

t iv e n e s s  :

P ro p o s i t io n  6 .1 .  O rg an iza tio n s  which have a h ig h  de
g re e  o f  com m unication a re  more l i k e ly  to  have h ig h  
d eg rees  o f  e f f e c t iv e n e s s  th an  o rg a n iz a tio n s  which 
have a  low d eg ree  of com m unication.
P ro p o s i t io n  6 .2 .  O rg an iza tio n s  which have a h ig h  de
g ree  o f  v e r t i c a l  communication a re  more l ik e ly  to  
have a  h ig h  d eg ree  o f  e f f e c t iv e n e s s  th a n  o rg a n iz a tio n s  
which have a low degree  o f v e r t i c a l  com m unication. 
P ro p o s i t io n  6 .3 .  O rg an iza tio n s  which have a h ig h  de
g re e  o f  h o r iz o n ta l  com m unication a re  more l i k e ly  to  
have a  h ig h  d eg ree  o f  e f f e c t iv e n e s s  th a n  o rg a n iz a 
t io n s  w hich have a  low degree o f  h o r iz o n ta l  communi
c a t io n .  (p . 167)

P r ic e  employed th e  works o f  Georgopoulos and Mann 

(1 9 6 2 ), S ta n to n  and Schw artz (1 9 5 4 ), Belknap (1956), Kaufman 

(1 9 6 0 ), Lawrence (1 958), Whyte (1948), and C handler (1962) 

to  su p p o rt h i s  p r o p o s i t io n s .

G eorgopoulos and Mann ex p lo red  th e  e f f e c t s  o f  o rg a n i

z a t io n a l  com m unication in  a  h o s p i ta l  s e t t i n g  and came to  

th r e e  b a s ic  c o n c lu s io n s . F i r s t ,  com m unication, o r  la c k  o f
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i t ,  can be in s tru m e n ta l  in  prom oting  o r  im peding th e  d e v e l

opment o f  com plem entary e x p e c ta tio n s  and m utual u n d e rs ta n d 

in g  among o r g a n iz a t io n a l  members whose work a c t i v i t i e s  a re  

i n t e r r e l a t e d .  Second, i t  can be  in s tru m e n ta l  in  in c re a s in g  

o r  d im in ish in g  te n s io n s  and c o n f l i c t s  in  th e  o r g a n iz a t io n .  

T h ird , i t  can be in s tru m e n ta l  in  f a c i l i t a t i n g  o r  im peding 

problem  aw areness and problem  s o lv in g  (G eorgopoulos & Mann, 

1962, p . 5 25 ). In  g e n e r a l ,  th e  exchange o r t ra n s m is s io n  o f  

ad eq u a te  and r e le v a n t  in fo rm a tio n  among d i f f e r e n t  p a r t s  o f  

th e  system  i s  a m a tte r  o f  com m unication, and f a c to r s  t h a t  

make f o r  ad eq u a te  com m unication sh o u ld  a ls o  f a c i l i t a t e  

c o o rd in a t io n .

Most in fo rm a tio n  flow s from th e  to p  down, i . e .  , from 

s u p e r io r  to  s u b o rd in a te  a l l  th e  way to  th e  bottom  le v e l  o f  

th e  o r g a n iz a t io n .  K atz and Kahn (1966) see  th e  downward 

com m unication system  as  hav ing  f iv e  g e n e ra l g o a ls  :

1 . To g iv e  s p e c i f i c  ta s k  d i r e c t io n  about j  ob i n s t r u c 
t io n s  .

2 . To g iv e  in fo rm a tio n  about o r g a n iz a t io n a l  p ro c ed u re s  
and p r a c t i c e s .

3 . To p ro v id e  in fo rm a tio n  abou t th e  r a t io n a le  o f  th e  
jo b .

4 . To t e l l  s u b o rd in a te s  ab o u t t h e i r  perfo rm an ce .
5 . To p ro v id e  id e o lo g ic a l - ty p e  in fo rm a tio n  to  f a c i l i 

t a t e  th e  in d o c t r in a t io n  o f  g o a ls ,  (p . 239)

From a  b e h a v io ra l  s ta n d p o in t ,  a com m unication system

t h a t  o n ly  g iv e s  s p e c i f i c  d i r e c t io n s  ab o u t jo b  in s t r u c t io n s
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and o rg a n iz a t io n a l  p ro ced u res  and t h a t  f a l l s  to  p ro v id e  I n 

fo rm atio n  about jo b  perform ance o r  r a t io n a le - I d e o lo g ic a l  

In fo rm a tio n  about th e  jo b  can have a  n e g a tiv e  I n ta c t  upon 

th e  s u b o rd in a te s . T his ty p e  o f downward o r ie n ta t io n  p ro 

motes an a u th o r i t a t i v e  atm osphere t h a t  tends to  I n h ib i t  th e  

e f f e c t iv e n e s s  o f  upward and h o r iz o n ta l  system s o f  communica

t io n  (L u th a n s , 1973, p . 2 4 9 ). Communicating to  p e rso n n e l 

th e  r a t io n a le  fo r  th e  jo b ,  th e  Id e o lo g ic a l  r e l a t i o n  o f th e  

jo b  to  th e  g o a ls  o f  th e  o rg a n iz a t io n ,  and In fo rm a tio n  about 

jo b  perfo rm ance . I f  p ro p e r ly  h a n d le d , can g r e a t ly  b e n e f i t  

th e  o rg a n iz a t io n .  As K atz and Kahn p o in t o u t,

I f  a man knows th e  rea so n s  fo r  h i s  assignm ents , t h i s  
w i l l  o f te n  In su re  h is  c a r ry in g  o u t th e  jo b  more e f f e c 
t i v e l y ,  and I f  he has an u n d e rs tan d in g  o f  what h i s  
jo b  I s  abou t In  r e l a t i o n  to  h is  subsystem , he I s  more 
l i k e l y  to  I d e n t i f y  w ith  o rg a n iz a t io n a l  g o a ls .  (1966, 
p . 242)

In  sum m arizing t h e i r  f in d in g s , Georgopoulos and Mann

s a id :

I t  seems th a t  In th o se  h o s p i t a l s  where channels  o f  
com m unication betw een s u p e r io r s  and s u b o rd in a te s  a re  
r e l a t i v e l y  more open, p eo p le  can t a lk  when they  see  
a need f o r  doing so , and problem s can be r e a d i ly  Id en 
t i f i e d  and t h e i r  s o lu t io n  can b e  f a c i l i t a t e d  th rough  
ta lk in g  about them; t h i s .  In  t u r n .  I s  a s s o c ia te d  w ith  
b e t t e r  n u rs in g  perfo rm ance . (1962, p . 529)

For exam ple: th e  more ad eq u a te  n u rse s  f e e l  th e  communica

t io n  th ey  r e c e iv e  from t h e i r  s u p e r io r  I s , th e  more l i k e ly  

th e y  a re  to  d isc u s s  ta s k - r e le v a n t  m a t t e r s , such as ways to
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improve p a t i e n t  ca re  o r  to  improve n u rs in g  su p e rv is io n .

O rg a n iz a tio n a l p la n s  th a t  s p e c ify  what a c t i v i t i e s  

need to  be perform ed and how to  accom plish  th e  o b je c tiv e s  

o f  th a t  o rg a n iz a tio n  a re  seldom , i f  e v e r , p e r f e c t .  There

f o r e ,  problem s o f a  c o o rd in a tiv e  n a tu re  a re  r e c u r r e n t .

These problem s r e q u ire  e f f e c t iv e  s o lu t io n s  i f  d is ru p tiv e  

in f lu e n c e s  a re  n o t to  emerge (Ja q u e s , 1952, p . 305). Jaques 

n o te s  t h a t  e f f e c t iv e  problem  s o lv in g  r e q u ire s  : (1) e f f e c 

t iv e  com m unications betw een s u p e r io r s  and s u b o rd in a te s , (2) 

a c c u ra te  in fo rm a tio n , and (3) c o r r e c t  d e c is io n s  (p . 289).

R o th l is b e rg e r  and Dickson (1947) saw, as one o f th e  

v i t a l  ta s k s  o f  s u p e r v is o r s , th e  p ro cess  o f  communicating 

w ith  su b o rd in a te s  in  o rd e r  to  d isc o v e r  th e  problem s they  

were fa c in g  and to  so lv e  th ese  problem s (p . 583). In  o th e r  

s tu d ie s ,  Comrey, and a ls o  Kahn and K atz , found evidence th a t  

th e  s u p e rv is o rs  a re  more e f f e c t iv e  when cap ab le  o f  i n s t r u c t 

in g  s u b o rd in a te s  i n  how to  do th e  jo b  and b e t t e r  work m eth

ods, and i f  th ey  can so lv e  te c h n ic a l  p ro d u c tio n  problems 

(see  Comrey e t  a l . ,  1955, p . 54, and Kahn & K atz , 1953, pp . 

555-557).

In  sum m arizing th e  q u a l i t i e s  o f  an e f f e c t iv e  form al 

le a d e r  o r  a d m in is t r a to r ,  French l i s t s  th e  fo llo w in g  two :

1 . Has a  h ig h e r  b a s ic  problem  s o lv in g  a b i l i t y  than  
h i s  s u b o rd in a te s .
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2. I s  eag er to  h e lp  su b o rd in a te s  to  be  more e f f e c t iv e  
and works a t  removing o b s ta c le s  to  ach ievem en t. 
(F ren ch , 1970, pp . 124-125)

As we have shown, th e  a d m in is t r a to r s ' aw areness o f 

problem s and t h e i r  a b i l i t y  to  d e a l w ith  them a r e  v ery  impor

t a n t  in  f a c i l i t a t i n g  th e  accom plishm ent o f o rg a n iz a t io n a l  

g o a ls  o r  e f f e c t iv e n e s s .  Problem s o lv in g  a ls o  s e rv e s  o rg a n i

z a t io n a l  e f f e c t iv e n e s s  by i t s  p o s i t iv e  e f f e c t  upon o rg a n iz a 

t io n a l  s t r a i n  and se g m e n ta tio n . I n tr a o r g a n iz a t io n a l  s t r a i n  

has a v ery  d e s t r u c t iv e  e f f e c t  upon o rg a n iz a t io n a l  in te g r a 

t io n ;  i f  th e  problem s t h a t  g iv e  r i s e  to  th e se  s t r a i n s  can be  

so lv e d , th ey  w i l l  n o t  d is ru p t  th e  o rg a n iz a t io n .

The a d m in i s t r a to r , th e r e f o r e ,  i s  th e  key f ig u re  in  

o rg a n iz a t io n a l  i n t e g r a t i o n .  He f i l l s  th e  key r o le  in  th e  

in t e g r a t io n  o f  th e  w hole o rg a n iz a tio n  by com m unicating 

c le a r ly  w ith  h i s  s u b o rd in a te s ,  d isc o v e rin g  t h e i r  needs and 

p rob lem s, and s o lv in g  th e  l a t t e r  e f f e c t iv e ly  b e fo re  they  

d is ru p t  th e  o r g a n iz a t io n .  He shou ld  be s i t t i n g  a to p  a sen 

s i t i v e  h ie ra rc h y  in  t h a t  h is  s u b o rd in a te s ,  to o ,  communicate 

w ith  t h e i r  s u b o rd in a te s ,  d isc o v e r  t h e i r  needs and problem s, 

and communicate problem s back up th e  h ie ra rc h y  f o r  s o lu t io n  

(M ott, 1960, p . 1 4 4 ).

Ifo tt d isc o v e re d  th a t  th e  e f f e c t iv e n e s s  o f  problem  

s o lv in g  ten d s  t o  r e l a t e  to  a d a p ta t io n , w hich i s  one o f  our
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prim ary  c r i t e r i a  o f  o rg a n iz a t io n a l  e f f e c t iv e n e s s . A dapta

t io n  b eg in s  when members o f  o rg a n iz a tio n s  become aw are o f  

problem s (G ore, 1956). People  a re  r e l a t i v e ly  a d a p tiv e  i f  

th e y  become aware o f  problem s b e fo re  they  s e r io u s ly  a f f e c t  

th e  o rg a n iz a t io n .  But such  aw areness does n o t alw ays de

v e lo p . Second, even when th e  n e c e ssa ry  aw areness e x i s t s ,  

l i t t l e  is  g a in ed  u n le s s  a p p ro p r ia te  s o lu t io n s  a re  form u

la t e d .  T his s te p  r e q u i r e s  a  com bination  o f  knowledge o f th e  

to o ls  and te c h n iq u e s  t h a t  can b e  used  to  so lv e  th e  problem  

and c o r r e c t  d e c is io n s  on how to  use  them. The p r o b a b i l i ty  

o f  f in d in g  th e  m ost ad eq u a te  s o lu t io n  i s  a ls o  a fu n c tio n  o f 

th e  range o f  p roposed  s o lu t io n s  and o f th e  a b i l i t y  to  choose 

among them r a p id ly  and w e ll  (M ott, 1972, p . 1 9 ). T h ird , 

even when u s e fu l  s o lu t io n s  a re  g e n e ra te d , th e y  a re  s t i l l  

sym bols, n o t  b e h a v io r . Sym bolic e x e rc is e  i s  l i t t l e  more 

th a n  e x e rc is e  u n le s s  a p p ro p r ia te  b e h a v io ra l  a d a p ta t io n  f o l 

lows (M ott, 1972, p .  1 9 ) .

The v a lu e  o f  an a d m in is t r a to r  who i s  aware o f  p ro b 

lems and e f f e c t iv e  in  s o lv in g  them i s  c l e a r ly  in d ic a te d .

The a d m in is t r a to r  can  ta k e  an in te rd e p a r tm e n ta l  view — a view  

o f  th e  o rg a n iz a t io n  as a  whole— o f th e  problem  and so lv e  i t  

in  a  manner t h a t  prom otes o rg a n iz a t io n a l  i n t e g r a t i o n .

In  o rd e r  t h a t  we may d i r e c t ly  a s s e s s  th e  e f f e c t s  o f  

a d m in is t r a t iv e  com m unication and problem  s o lv in g  upon
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o r g a n iz a t io n a l  e f f e c t iv e n e s s  and q u a l i ty  o f  c a r e ,  s t a f f  mem

b e r s  w ere ask ed  to  e v a lu a te  t h e i r  a d m in is t r a to r  on th e  f o l 

low ing i te m s : a b i l i t y  to  communicate, aw areness o f problem s

faced  by s t a f f  members, and h i s  e f f e c t iv e n e s s  a t  s o lv in g  

th e s e  p ro b lem s.

R a tio n a l T ru s t 

The r a t i o n a l  t r u s t  v a r ia b le  i s  concerned  w ith  em

p lo y ee  p e rc e p tio n s  o f  how w e ll management i s  p e rc e iv e d  as 

fo llo w in g  i t s  own r u le s  ; unders ten d in g  w o rk e rs ' p o in ts  o f  

view , n e e d s , and p rob lem s; and being  f a i r  and re a s o n a b le .

The r a t i o n a l  t r u s t  le a d e r  i s  b e l ie v e d ,  f i r s t ,  to  be 

aware o f  th e  p o in ts  o f  v iew , n eed s , and problem s o f  th o se  

who work f o r  him and to  ta k e  them in to  acco u n t (n o t n e c e s 

s a r i l y  to  a g re e  w ith  them) when he makes d e c is io n s ;  second , 

to  make f a i r ,  r a t i o n a l  d e c is io n s ,  u s u a l ly  b ased  on e s ta b 

l i s h e d  and known c r i t e r i a ;  and t h i r d ,  to  conform  in  h i s  

b e h a v io r  to  known s ta n d a rd s  (M ott, 1972, p . 4 2 ) .

Kahn and K atz (1 9 5 3 ), sum m arizing a good d e a l o f  th e  

e a r ly  work o f  th e  Survey R esearch C en te r in  th e  a re a  o f  

l e a d e r s h ip , concluded  th a t  th e  e x te n t to  w hich th e  s u p e r 

v i s o r  te n d s  to  be s u p p o rtiv e  o f  h is  s u b o rd in a te s  and 

em p lo y e e -o rie n te d  r a th e r  th an  concerned  o n ly  w ith  p ro d u c

t i v i t y  o r  i d e n t i f i e d  m ain ly  w ith  management— o r ,  in  o th e r
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w ords, w hether he i s  concerned  w ith  th e  needs o f  h i s  su b o r

d in a te s — r e la te d  c o n s is te n t ly  to  v a rio u s  m easures o f  o rg a n i

z a t io n a l  e f f e c t i v e n e s s , in c lu d in g  m easures o f  p ro d u c t iv i ty  

and member s a t i s f a c t i o n ,  in  s e v e ra l d i f f e r e n t  o rg a n iz a t io n s .

S tu d ie s  conducted  by th e  Ohio S ta te  le a d e rs h ip  group 

( fo r  exam ple, see  S to g d i l l  & Coons, 1956, and S to g d i l l  & 

S h a r t le ,  1956) have r e s u l t e d  in  f a i r l y  c o n s is te n t  f in d in g s  

concern ing  s e v e ra l  a s p e c ts  o f  su p p o rtiv e  l e a d e r s h ip . The 

Ohio S ta te  group d eveloped  a " c o n s id e ra tio n "  q u e s tio n n a ire  

in ten d ed  to  m easure th e  h u m a n -re la tio n s -o r ie n te d  b eh av io r 

a  s u p e r io r  e x h ib i t s  tow ard  h is  s u b o rd in a te s . "C o n sid era 

t io n "  r e f e r s  to  th e  e x te n t  to  \Aiich th e  le a d e r  o r  s u p e r io r  

i s  c o n s id e ra te  o f  th e  f e e l i n g s , a t t i t u d e s , and needs o f  h is  

su b o rd in a te s  , and can  b e  in f e r r e d  from b e h a v io rs  t h a t  a re  

in d ic a t iv e  o f  f r i e n d s h ip ,  m utual t r u s t ,  s u p p o r t iv e n e s s , and 

r e s p e c t  betw een th e  le a d e r  and h is  g ro u p .

In  s tu d ie s  u s in g  th e  Ohio S ta te  c o n s id e ra t io n  s c a le ,  

i t  has been r e p e a te d ly  found th a t ,  in  groups whose le a d e rs  

a re  r a te d  h ig h  in  c o n s id e ra t io n ,  su b o rd in a te  s a t i s f a c t i o n  is  

h igh  (Korman, 1 9 6 6 ), th e r e  i s  le s s  in tra g ro u p  s t r e s s  and 

more group-member c o o p e ra tio n  (O aklander & F le ishm an , 1964), 

and th e r e  a re  low er tu rn o v e r  and g rie v an ce  r a t e s  (F leishm an 

& H a r r i s , 1962).
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When m anagers a r e  p e rce iv ed  as f a i r  and re a so n a b le , 

em ployees a re  more l i k e l y  to  develop a sen se  o f  i d e n t i f i c a 

t io n  and e s p r i t  de co rps w ith  t h e i r  work g roups. On th e  

o th e r  h a n d , when m anagers a re  p e rc e iv e d  as m a le v o le n t, 

c a p r ic io u s ,  and in s e n s i t i v e ,  every o rd e r  i s  view ed w ith  

s u s p ic io n , and few p eo p le  enjoy w orking f o r  them .

Every m an ag eria l d e c is io n  o r  a c t io n  rew ard ing  o r  

p e n a liz in g  in d iv id u a ls  o r  groups has th e  p o t e n t i a l  f o r  be ing  

la b e le d  " f a i r "  o r  " u n f a i r . "  This human tendency  to  e v a lu a te  

th e  f a i r n e s s  o f  ev en ts  pervades th e  o rg a n iz a tio n  and i s  a 

c o n s ta n t c h a lle n g e  in  th e  u t i l i z a t i o n  o f  human r e s o u r c e s .

Thus th e  problem  o f  f a i r n e s s ,  o r  j u s t i c e , i s  a  m ajor one in  

th e  p r a c t i c e  o f  management and i s  one w ith  which every  mana

g e r  m ust c o n s ta n tly  d e a l .  As B arnard s a y s , "There i s  no 

escape from  th e  j u d i c i a l  p ro cesses  in  the  e x e rc is e  o f  execu

t iv e  f u n c t io n s "  (1938, p . 120).

O rg a n iz a tio n a l j u s t i c e  i s  d e fin e d  as  "a  complex flow  

o f  ev en ts  t h a t  a l lo c a te s  rew ards and p e n a l t i e s  to  o rg a n iz a 

t i o n a l  members in  some r e la t io n s h ip  to  p e rc e p tio n s  o f f a i r 

n ess  o r  e q u ity "  (F ren ch , 1970, p . 130). For employees to  

f e e l  f a i r l y  t r e a t e d ,  th e  t r a n s a c t io n s  betw een th e  em ployer 

and th e  employee r e q u i r e  some p ro p e r  a lig n m en t o f  w orkers ’ 

in v e s tm e n ts , jo b  re w ard s , and jo b  c o s t  and alw ays in  r e l a t io n
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to  th e  a lignm ent f o r  o t h e r s . For exam ple, i f  perform ance 

s ta n d a rd s  a r e  h ig h e r  f o r  one p erso n  o r group th an  a n o th e r , 

b u t rew ards a re  th e  same, th e  employee o r group o f  whom 

g r e a te r  demands a re  made w i l l  f e e l  u n f a i r ly  t r e a t e d .  Sim i

l a r l y ,  i f  work r u le s  do n o t app ly  un ifo rm ly  t o  s im i la r  k inds 

o f  jo b s ,  th o se  s u b je c t  to  th e  more s t r in g e n t  r u le s  may f e e l  

they  a re  t r e a t e d  u n ju s t ly .

P atch en  (1960) in v e s t ig a te d  th e  r e l a t io n s h ip  in  a 

Canadian o i l  r e f in e r y  betw een absen tee ism  and em ployees' 

fe e l in g s  about f a i r  tre a tm e n t in  prom otion and pay. He 

found th a t  men who f e l t  u n f a i r ly  t r e a te d  w ith  r e s p e c t  to  

prom otion had a s ig n i f i c a n t l y  h ig h e r  r a t e  o f  absence th an  

th o se  who f e l t  f a i r l y  t r e a t e d .  F u r th e r ,  th o s e  who f e l t  un

f a i r l y  t r e a te d  as to  pay had a h ig h e r  absence r a t e  th an  

th o se  who f e l t  t h e i r  pay was f a i r .  He concluded as fo llo w s :

When men f e e l  t h a t  management i s  t r e a t i n g  them un
f a i r l y  o r ,  n e g le c t in g  t h e i r  i n t e r e s t ,  th e y  f e e l  r e 
l ie v e d  o f  th e  o b l ig a t io n  which th e y , th e  em ployees, 
have assum ed. (p . 350)

J u s t i c e  o r  f a i r n e s s , as i t  r e l a t e s  to  man in  o rg a n i

z a t io n s ,  has a v e ry  e lu s iv e  m eaning. What i s  j u s t ,  o r  f a i r ,  

has been and w i l l  co n tin u e  to  be a  m a tte r  o f  d is p u te  in  

union-management r e l a t io n s  and in  th e  management o f  human 

r e s o u r c e s . N e v e r th e le s s , i f  we can b roaden  o u r  u n d e rs ta n d 

in g  o f  t h i s  concep t and how i t  a f f e c t s  o rg a n iz a t io n a l
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b eh a v io r  and e f f e c t iv e n e s s ,  we w i l l  have a b e t t e r  g rasp  o f  

some o f  th e  most c r i t i c a l  problem s in  th e  a d m in is t r a t iv e  

p ro c e ss .

In  c o n c lu s io n , i t  i s  b e l ie v e d  th a t  when managers 

have a higih r a t io n a l  t r u s t  s t a t u s —o r ,  in  o th e r  w ords, when 

m anagers a r e  co n s id e re d  re a so n a b le , f a i r ,  and w i l l in g  to  

ta k e  th e  view s o f o th e rs  in to  acco u n t—w orkers w i l l  be more 

w i l l in g  to  accep t th e  changes in  ro u tin e s  i n i t i a t e d  by th o se  

le a d e rs  and  w i l l  be  more l ik e ly  to  in fo rm  them o f  o rg a n iz a 

t i o n a l  p ro b le m s . R a tio n a l t r u s t  has th e  e f f e c t  o f  reducing  

b a r r i e r s  t o  com m unication and en ab le s  in d iv id u a ls  to  t e s t  

t h e i r  p e r c e p t io n s .

I n te r n a l  O rg a n iz a tio n a l R e la tio n s h ip  

The a d m in is t r a t io n  o f a h ig h  q u a l i ty  o f  p a t ie n t  ca re  

i s  th e  u l t im a te  o b je c t iv e  o f  a l l  n u rs in g  homes ; w hether t h i s  

o b je c t iv e  i s  a c h ie v e d  w i l l  depend to  a g r e a t  e x te n t  upon th e  

in te r p e r s o n a l  r e l a t io n s  o f  th e  n u rs in g  home s t a f f  members. 

Can th ey  work to g e th e r  t o  c o o rd in a te  a c t i v i t i e s  betw een and 

w ith in  d ep artm en ts?  Does th e  s t a f f  work to g e th e r  in  harmony 

o r  i s  th e  o rg a n iz a t io n  p lag u ed  w ith  c o n f l i c t?  Do s t a f f  mem

b e rs  exchange id e a s  and in fo rm a tio n  f r e e ly  and t r y  to  av o id  

c r e a t in g  problem s f o r  one an o th e r?  These and o th e r  is s u e s  

w ere p ro b ed  in  in v e s t ig a t in g  th e  i n t e r n a l  w ork ing  r e l a t i o n 
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s h ip s  o f  th e  o r g a n iz a t io n .

C o n d itio n s  f o r  N e g o tia tin g  O rders 

In  every  o rg a n iz a t io n  th e re  a re  p eo p le  engaged in  

c o n tro l  and c o o rd in a t io n , in  c r e a t in g ,  m od ify in g , and de

s t r o y in g  s t r u c tu r e s .  B a s ic a l ly ,  th ey  s e t  p a ram e te rs  fo r  

a c c e p ta b le  human a c t i v i t y  by p re s c r ib in g  ta s k  and in t e r t a s k  

r e l a t i o n s h i p s . Sometimes th e y  a re  to o  z e a lo u s  and a t  o th e r  

tim es perhaps n o t  z e a lo u s  enough in  t h e i r  e f f o r t s  to  s p e c ify  

fo rm al p ro ced u res  f o r  ev e ry  con tingency  ; th e y  cannot s t r u c 

tu r e  resp o n ses  f o r  a l l  s i t u a t i o n s ,  how ever.

Sometimes em ployees them selves a re  a b le  to  re c o g n ize  

th e  dynamic c h a r a c te r  o f  t h e i r  environm ent and e x h ib i t  a 

d isa rm in g  w il l in g n e s s  to  im prov ise  in  new s i t u a t i o n s .  O ften  

w ith in  th e  imposed p a ra m e te r s , w orkers a re  a b le  to  so lv e  th e  

u n a n t ic ip a te d ,  b u t o f te n  im p o rta n t, problem s th a t  a r i s e  by 

in fo rm a lly  n e g o t ia t in g  new a c t i v i t i e s  and r e l a t io n s  among 

th e m se lv e s . Anselm S tra u s s  and h is  c o lle a g u e s  have c a l le d  

th e s e  r e la t io n s h ip s  " n e g o t ia te d  o rd e rs ” (S tra u s s  e t  a l . ,  

1963). James Thompson c a l l e d  t h i s  r e l a t io n s h ip  " c o o rd in a 

t io n  by m utual a d ju s tm e n t"  (1967, p . 5 6 ) , and s a id  i t  i n 

v o lv ed  th e  tra n s m is s io n  o f  new in fo rm a tio n  d u rin g  th e  p ro c 

e ss  o f  a c t io n  (March and Simon term  th i s  c o o rd in a t io n  by 

feedback ) . The more v a r ia b le  and u n p re d ic ta b le  th e
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s i t u a t i o n ,  March and Simon o b se rv ed , th e  g r e a te r  th e  r e l i 

ance on c o o rd in a tio n  by m utual ad ju s tm en t (Thompson, 1967, 

p . 5 6 ) .

A " n e g o tia te d  o rd e r"  i s  a p a t t e r n  o f  r e la t io n s h ip s  

among peop le  inq)rov ised , e i th e r  in d iv id u a l ly  o r  c o l le c 

t i v e l y ,  by them in  re sp o n se  to  p rob lem s. To reach  c o l le c 

t i v e  s o lu t io n s ,  p eo p le  must be a b le  to  meet e a s i ly  to  ex

change id ea s  and p ropose  s o lu t io n s . P eop le  so lv e  problem s 

o f  c o o rd in a tio n  sim ply  by n o t c r e a t in g  problem s f o r  one 

a n o th e r  o r  by s ta y in g  o u t o f  one a n o th e r 's  way. These s o lu 

t io n s  may become f a i r l y  perm anen t, o r  th e y  may be q u i te  

ephem era l, b u t e i t h e r  way they  can h e lp  th e  o rg a n iz a t io n  to  

fu n c tio n  more e f f e c t i v e l y .

For exam ple, th e  a b i l i t y  o f  th e  n u rs in g  s t a f f  to  

p ro v id e  e x c e l le n t  c a re  t o  th e  p a t i e n t  depends n o t o n ly  on 

t h e i r  s k i l l  b u t a ls o  upon a web o f  r e l a t io n s h ip s  among them 

t h a t  f a c i l i t a t e s  th e  e s ta b lish m e n t o f  sh a re d  e x p e c ta tio n s  

ab o u t t h e i r  own a c t i v i t i e s  and work r e la t io n s h ip s  and about 

th e  d a y -to -d ay  o p e ra t io n s  o f  th e  f a c i l i t y .  Ease o f  communi

c a t io n  among th o se  whose jo b s  a r e  r e l a t e d  sh o u ld  f a c i l i t a t e  

th e  developm ent o f  such a  web. T h is , in  t u r n , sho u ld  f a c i l i 

t a t e  n u rs in g  p erfo rm ance.

Environm ents pose  problem s f o r  o rg a n iz a t io n s .
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problem s to  which th ey  must o f te n  a d ju s t  i f  they  a r e  to  

rem ain v ia b le .  Many o rg a n iz a tio n  t h e o r i s t s  (see  Lawrence, 

1958; C hand ler, 1962) con tend  th a t  a d a p ta b i l i ty  i s  more 

d i f f i c u l t  f o r  h ig h ly  s t r u c tu r e d  o rg a n iz a t io n s  th an  f o r  le s s  

s t r u c tu r e d  o n es . This i n a b i l i t y  to  ad ap t r e s u l t s  because 

p eo p le  t r a in e d  to  o p e ra te  in  c e r ta in  r o le s  and to  r e l a t e  to  

o th e rs  in  s p e c i f ie d  ways have d i f f i c u l t y  i n  behaving  d i f f e r 

e n t ly .  I f  an  o rg a n iz a t io n  i s  to  ach iev e  a d a p ta b i l i ty  i t  i s  

e s s e n t i a l  t h a t  o rg a n iz a t io n a l  c o n d itio n s  f o s t e r  n e g o tia te d  

o rd e rs :  p eo p le  shou ld  be f re e  to  im p ro v ise  s o lu t io n s  to

problem s ; th ey  sh o u ld  be  a b le  to  come to g e th e r  e a s i ly  to  

exchange id e a s  and p ro p o se  s o lu t io n s , and sh o u ld  u n i l a t e r 

a l l y  av o id  c r e a t in g  problem s fo r  one a n o th e r  (M o tt, 1972, 

p . 2 1 ).

The f r e e r  th e  exchange o f ta s k - r e le v a n t  in fo rm a tio n  

betw een s u p e r io r s  and su b o rd in a te s  , o r  among p e rso n s  whose 

jo b s  a re  r e l a t e d ,  th e  g r e a te r  th e  p r o b a b i l i t i e s  a r e  fo r  

r a t io n a l  p la n n in g , e f f i c i e n t  a r t i c u l a t i o n  o f  e f f o r t ,  and 

ad equate  c o o rd in a tio n  o f  a c t i v i t y .  C o n v erse ly , th e  more 

l im ite d  th e  exchange o f  adequate  in fo rm a tio n , th e  g r e a te r  

th e  p r o b a b i l i t i e s  a re  f o r  th e  developm ent o f  te n s io n s  and 

c o n f l i c t s  among o rg a n iz a t io n a l  members. S im i la r ly ,  th e  more 

ad equate  th e  commun ic a t io n  among work group members, in
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term s o f  amount as w e ll  as  o f  q u a l i ty ,  th e  b e t t e r  th e  p o s s i 

b i l i t y  f o r  d ev e lo p in g  sh a re d  e x p e c ta t io n s ,  consensus about 

th e  work, and commitment to  th e  group and i t s  s ta n d a rd s .  In  

t u r n ,  th e  h ig h e r  th e  consensus about work s ta n d a rd s ,  the 

more l i k e ly  i t  i s  t h a t  th e  perform ance o f  members w i l l  con

s i s t e n t l y  conform  to  such s ta n d a rd s .

In  some o rg a n iz a t io n s ,  management a tte m p ts  to  s t i f l e  

th e  developm ent o f  n e g o t ia te d  o rd e rs  by s p e c ify in g  d e ta i l e d  

p ro c ed u re s ; in  o th e r s ,  th e  param eters  a re  few , and n e g o t i a t 

in g  o rd e rs  i s  th e  dom inant method o f s o lv in g  p ro b le m s , w hich 

i s  th e  s i t u a t i o n  in  n u rs in g  hom es. Both s e t t i n g  p a ram e te rs  

and n e g o t ia t in g  o rd e rs  sh o u ld  o ccu r and th e  r a t i o  o f  t h e i r  

p rev a len ce  in  an e f f e c t i v e  o rg a n iz a tio n  i s  a  fu n c t io n  o f  th e  

a m en a b ility  o f  ta s k  to  s t r u c tu r in g  and v u l n e r a b i l i t y  o f  t a s k  

s t r u c tu r in g  to  th e  environm ent (M ott, 1972, p . 1 0 ) .

The n e g o t ia te d  o rd e r  m a n ife s ts  i t s e l f  when members 

avo id  c r e a t in g  problem s f o r  one a n o th e r , develop  n e c e ssa ry  

channels o f  communi c a t  io n s  to  exchange id e a s  and in fo rm a

t io n ,  and s o lv e  a d a p tiv e  problem s in h e re n t in  p ro d u c tiv e  

a c t i v i t y .

In  o rd e r  t h a t  we may b e t t e r  u n d e rs ta n d  th e  r e l a t i o n 

sh ip  betw een c o n d it io n s  f o r  n e g o t ia t in g  o rd e rs  and o rg a n iz a 

t i o n a l  e f f e c t iv e n e s s  and th e  q u a l i ty  o f  c a re  re n d e re d , s t a f f
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members ' p e rc e p tio n s  o f  how w ell they  exchange id e a s  and 

in fo rm a tio n , h a n d le  c o o rd in a tio n  p rob lem s, and av o id  c r e a t 

ing problem s f o r  one a n o th e r  w i l l  be a n a ly z e d .

H o r iz o n ta l  In té g ra t io n -C o o rd in a t io n

One o f  th e  param ount and most d i f f i c u l t  problem s 

faced  by com plex o rg a n iz a tio n s  i s  th e  p rob lem  o f  i n t e r n a l  

c o o rd in a tio n —how b e s t  to  f i t  th in g s  to g e th e r ,  g e a r in g  r e 

sou rces and f a c i l i t i e s  to  a t t a i n  th e  o b je c t iv e s  o f  th e  

o rg a n iz a tio n  in  th e  m ost e f f i c i e n t  m anner.

C o o rd in a tio n  in v o lv e s  a r t i c u l a t i o n  o f  th e  p a r t s  

acco rd in g  to  some o rg a n iz in g  p r i n c i p l e . Urwick p o in te d  

ou t :

The employment o f  more than  one p e rso n  tow ards a given 
end n e c e s s a r i ly  in v o lv e s  th e  d iv is io n  o f  la b o r .  The 
purpose  o f  o rg a n iz a t io n  is  to  s e c u re  t h a t  t h i s  d iv is io n  
works sm o o th ly , th e r e  i s  u n ity  o f e f f o r t  o r , in  o th e r  
w ords, c o o rd in a t io n .  (1931, p . 21)

Mooney and R e ile y , when d is c u s s in g  th e  p r in c ip le s  

o f  o r g a n iz a t io n , s e le c te d  c o o rd in a tio n  as th e  "m other p r in 

c ip le "  b u t  o n ly  b ecau se  th ey  u n d ersto o d  t h a t  w ith o u t i t , 

o rg a n iz a t io n s  c o u ld  n o t  fu n c tio n  r a t i o n a l l y  in  th e  fa c e  of 

con tin u o u s s p e c i a l i z a t i o n  (1931, ch ap s . 1 - 5 ) .  Mooney de

f in e d  c o o rd in a t io n  as " th e  o rd e r ly  arrangem en t o f group 

e f f o r t ,  to  p ro v id e  u n i ty  o f  a c t io n  in  th e  p u r s u i t  o f  a com

mon p u rp o se"  (1947 , p . 5 ) .  To Mooney and R e ile y ,
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" c o o rd in a tio n "  was a b ro ad  p r in c ip le  th a t  c o n ta in ed  a l l  th e

p r in c ip le s  o f  o rg a n iz a t io n :

This term  e x p re sse s  th e  p r in c ip le  o f  o rg a n iz a t io n  in  
t o t a l  ; n o th in g  l e s s . T h is  does n o t mean th a t  th e r e  
a re  no su b o rd in a te d  p r in c ip le s  ; i t  sim ply  means t h a t  
a l l  th e  o th e rs  a r e  c o n ta in e d  in  t h i s  one o f  c o o rd in a 
t i o n .  The o th e r s  a re  s im ply  th e  p r in c ip le s  th ro u g h  
w hich c o o rd in a t io n  o p e ra te s  and becomes e f f e c t i v e .
(1931, p .  31)

Two contem porary a u th o rs ,  Lawrence and L o rsch , in  

th e i r  work O rg a n iz a tio n  and Environm ent : Managing D i f f e r 

e n t i a t io n  and I n te g r a t io n  (1 969), id e n t i f y  i n t e g r a t io n  and 

d i f f e r e n t i a t i o n  as th e  main elem ents need ing  r e c o n c i l i a t io n  

in  o r g a n iz a t io n s .  However, th e se  elem ents reduce to  c o o rd i

n a t io n  and s p e c i a l i z a t io n ,  r e s p e c t iv e ly .

G eorgopoulos and Mann d e f in e  c o o rd in a tio n  a s  "Those 

o rg a n iz a t io n a l  p ro c e ss e s  th rough  which f u n c t io n a lly  i n t e r 

dependent p a r t s  and a c t i v i t i e s  in  th e  system  a re  a r t i c u l a t e d  

w ith  one a n o th e r  so  a s  to  en su re  th e  system  w i l l  o p e ra te  

e f f e c t iv e ly "  (1962, p . 270). They th en  d is t in g u is h  betw een 

e f f e c t iv e n e s s  and c o o rd in a tio n :

O rg a n iz a tio n a l e f f e c t iv e n e s s  says som ething ab o u t how 
w e ll an o rg a n iz a t io n  i s  doing in  ach iev in g  i t s  o b je c 
t i v e s ,  •idiile c o o rd in a tio n  says som ething about th e  
a r t i c u l a t i o n  o f  d iv e r s e  o rg a n iz a t io n a l  p a r t s  and fu n c 
t i o n s .  (p . 271)

T h e re fo re , th e  concep t o f  o rg a n iz a t io n a l  c o o rd in a 

t io n  sh o u ld  be g e a re d  to  th e  o v e ra l l  o b je c t iv e s  o f  th e
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o rg a n iz a t io n — to  th e  w holeness o f  th e  system . As B arnard  

p u ts  i t .

What i s  r e q u ire d  i s  a sense o f  th in g s  as a  w h o le , th e  
p e r s i s t e n t  su b o rd in a tio n  o f p a r t s  to  th e  t o t a l ,  th e  
d is c r im in a t io n  from th e  b ro a d e s t s ta n d p o in t  o f  th e  
s t r a t e g i c  f a c to r s  from  among a l l  ty p es  o f  f a c to r s .
(1954, p. 256)

What i s  r e q u ire d  i s  t h a t  th e  main o b je c t iv e  o r  th e  system - 

wide o b je c t iv e s  o f  th e  o rg a n iz a t io n  be tak en  in to  c o n s id e ra 

t io n .  In  most l a r g e - s c a le  o rg a n iz a t io n s ,  Georgopoulos and 

Tannenbaum (1957) o b se rv ed , th e  main o b je c t iv e s  o f  th e  s y s 

tem in c lu d e  such th in g s  as h ig h  o u tp u t—w hether q u a n t i t a 

t i v e l y ,  q u a l i t a t i v e l y ,  o r  b o th ; a d ju stm en ts  to  endogenous 

and exogenous changes ; and th e  p r e s e rv a t io n  o f  human and 

m a te r ia l  re so u rc e s  and f a c i l i t i e s .  In  n u rs in g  homes th e  

p rim ary  and u l t im a te  o b je c t iv e  o f  th e  system  i s  to  p ro v id e  

adequate  p a t i e n t  c a re ,  t re a tm e n t,  and l iv in g  c o n d itio n s  to  

th o se  p erso n s  who e n te r  th e  system . In  t h e i r  a n a ly s is  o f  10 

community h o s p i ta l s  Georgopoulos and Mann (1962) found th a t  

q u a l i ty  o f  p a t ie n t  ca re  was p o s i t iv e ly  r e l a t e d  to  c o o rd in a 

t io n .

IM like th e  i n d u s t r i a l  o rg a n iz a t io n , th e  n u rs in g  home 

r e l i e s  v e ry  h e a v ily  on th e  s k i l l s , m o tiv a t io n s , and behav

io r s  o f  i t s  members fo r  th e  a tta in m e n t and m ain tenance o f  

adequate  c o o rd in a t io n . The flow  o f  work i s  to o  v a r ia b le  and
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i r r e g u la r  to  p e rm it c o o rd in a tio n  through m echanical s ta n d 

a r d iz a t io n ,  and th e  p ro d u c t o f  th e  o rg a n iz a tio n — p a t ie n t  

c a re — is  i t s e l f  in d iv id u a l iz e d  r a th e r  than  un ifo rm  o r  i n 

v a r i a n t .  Because th e  work i s  n e i th e r  m echanized n o r uniform  

n o r  s ta n d a rd , and because  i t  cannot be p lanned  in  advance 

w ith  th e  autom ated  p re c is io n  o f an assem bly l i n e ,  th e  o rg a n i

z a t io n  must depend a g re a t d ea l upon i t s  v a r io u s  members to  

make th e  d a y -to -d a y  ad ju stm en ts  th a t  th e  s i t u a t io n  may 

demand, b u t which cannot p o s s ib ly  be com ple te ly  d e ta i l e d  o r 

p re s c r ib e d  by fo rm al o rg a n iz a t io n a l  r u le s  and r e g u la t io n s .

In  a l l  complex o rg a n iz a tio n s  where th e r e  i s  d e ta i le d  

d iv is io n  o f  la b o r ,  d e p a r tm e n ta liz a tio n , s p e c i a l i z a t io n  o f 

fu n c tio n s ,  and a h ig h  degree o f in te rd ep en d en ce  among th e  

d i f f e r e n t  p a r t s  and  members o f  th e  o rg a n iz a t io n ,  th e r e  i s  

a ls o  a  c r i t i c a l  n eed  fo r  c o o rd in a tin g  th e  v a r io u s  r o le s  and 

a c t i v i t i e s  o f  th e  system . C oncerted  e f f o r t ,  u n i f i e d  a c t io n ,  

and o rd e r ly  o rg a n iz a t io n a l  fu n c tio n in g  depend upon c o o rd in a 

t io n ,  and c o o rd in a t io n  i t s e l f  f re q u e n tly  ten d s  to  become one 

o f  th e  most in q jo rta n t s p e c ia l iz e d  a c t i v i t i e s  o f  th e  o rg a n i

z a t io n  .

For pu rp o ses  o f  t h i s  r e s e a rc h ,  th e  term  " in te g r a 

t io n "  w i l l  mean t h a t  th e  v a r io u s  p a r t s  o f  th e  o rg a n iz a t io n —  

i t s  d e p a r tm e n ts , work g ro u p s , and s e c t io n s — a re  bound
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to g e th e r  by c e r t a in  n o rm a tiv e  and fu n c t io n a l  c h a r a c t e r i s t i c s  

in to  a  u n i f ie d  system . In  th e  in te g ra te d  o r g a n iz a t io n , 

b a r r i e r s  betw een p a r t s  o f  th e  system  o f  a p sy c h o lo g ic a l and 

s o c ia l  n a tu re  a re  low enough to  p erm it u n i f ie d  fu n c tio n in g .

One s e t  o f  mechanisms o f  in te g r a t io n  m igh t be term ed 

" h o r iz o n ta l"  o r  " g e n e r a l ."  These mechanisms in c lu d e  i n t e r 

d ep artm en ta l problem  s o lv in g ,  tim in g  and m eshing o f  a c t i v i 

t i e s ,  i n t e r s h i f t  c o o p e ra tio n , p re s s u re  to  p erfo rm , and con

f l i c t  betw een d e p a rtm e n ts . They a re  h o r iz o n ta l  o r  g e n e ra l  

in  th e  sen se  t h a t  th ey  can  be d isc u sse d  in  term s o f  th e  

d eg ree  to  which th e y  a re  c h a r a c t e r i s t i c  o f  th e  w hole o rg a n i

z a t io n .

Each o f  th e s e  c h a r a c t e r i s t i c s  h as  an i n t e g r a t i v e  

e f f e c t  on th e  o rg a n iz a t io n .  When members o f  a  n u r s in g  home 

s t a f f  u n d e rs tan d  one a n o th e r 's  v iew p o in ts  abou t t h e i r  jo b s ,  

th ey  a re  cap ab le  o f  a c c u ra te  en ça th y . M is in te r p r e ta t io n  o f  

th e  b eh av io r o f  o th e r  w orkers i s  le s s  l i k e l y  to  o c c u r . The 

n u rs in g  home h as an investm en t in  goodw ill on w hich i t  can 

draw when problem s do a r i s e .  Georgopoulos and Mann (1962) 

a ls o  show th a t  u n d e rs ta n d in g  o f one a n o th e r 's  v iew p o in ts  i s  

e s s e n t i a l  to  a n o th e r  i n t e g r a t iv e  f a c to r  c o o rd in a t io n .

The m ajo r symptom o f  f a i lu r e  in  fo rm al c o o rd in a t io n  

i s  i n t e r m i t  c o n f l i c t .  O rg a n iz a tio n a l c o n f l i c t  can be
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d e fin e d  as

t h a t  b e h a v io r  which r e s u l t s  when two p a r t ie s  (p erso n s 
o r  g roups) a re  in  o p p o s it io n  due to  a p e rc e iv e d  d e p r i 
v a t io n  o f  o rg a n iz a t io n a l  rew ards, r e so u rc e s , o r i n t e r 
a c t io n  w ith  o th e r  p a r t i e s .  (S ex ton , 1970, p . 325)

C o n f lic t  o f te n  ta k e s  th e  form  o f anger o r  re se n tm e n t, o r  i t  

can appear as a  d isag reem en t about how to  s t r u c tu r e  i n t e r 

fac e  r e l a t i o n s .  Problem s betw een d i f f e r e n t  u n i t s  can  le a d  

to  t h i s  ty p e  o f  c o n f l i c t  u n le s s  they  a re  so lved  prom ptly  and 

s a t i s f a c t o r i l y .  Problem s t h a t  re c u r  cause f r u s t r a t i o n  and a 

tendency to  blam e th e  p eo p le  in  th e  o th e r  u n i t . When f r u s 

t r a t i o n  a t  th e  i n t e r f a c e  b u i ld s  up to  h o s t i l i t y ,  w hich 

re p la c e s  em phasis on problem  s o lv in g , members o f th e  i n 

vo lved  u n i t s  w i l l  go o u t o f  t h e i r  way to  c re a te  problem s f o r  

each o th e r ,  r a th e r  th an  av o id in g  them. The c lim a te  f o r  

n e g o t ia t in g  o rd e r  i s  d e s tro y e d , h o s t i l i t y  e s c a la te s ,  and 

p ro d u c tiv e  g o a ls  a re  no lo n g e r  se rv ed  (M ott, 1972, p . 4 1 ). 

T h e re fo re , i t  i s  param ount t h a t  s u p e rv is o rs  d ea l e f f e c t i v e ly  

w ith  m isu n d e rs tan d in g s  betw een s t a f f  members.

The p re v a le n c e  o f  c o n f l i c t  i n  o rg a n iz a tio n s  i s  appa

r e n t  from th e  l i t e r a t u r e  o f  o rg a n iz a t io n a l  s tu d ie s  ( s e e ,  f o r  

exam ple, A r g y r is , 1952; G ouldner, 1954; D atto n , 1959 ; B la i r ,  

1955). A ll  sc h o o ls  o f  th o u g h t on o rg a n iz a tio n s  have reco g 

n iz e d  t h a t  c o n f l i c t  e x i s t s , a lth o u g h  th ey  have d i f f e r e d  in  

how th e y  looked  a t  i t .  The w r i te r s  on c l a s s i c a l
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o rg a n iz a t io n  th e o ry  view ed c o n f l ic t  as u n d e s ira b le  and d e t 

r im e n ta l to  th e  o rg a n iz a t io n  ( s e e ,  f o r  exam ple, T a y lo r ,

1947; Urwick, 1943; Mooney, 1947). R ecen tly  a number o f  

a u th o rs  have re ac h e d  th e  co n c lu s io n  th a t ,  w i th in  c e r ta in  

bounds, c o n f l i c t  i s  a c c e p ta b le  and u s e fu l  (B ou ld ing , 1961; 

A rg y r is , 1 964).

Lewis A. C oser i s  one o f th e  main a r c h i t e c t s  re sp o n 

s ib le  fo r  b u i ld in g  a " p o s i t iv e  th eo ry "  o f c o n f l i c t .  He 

says :

C o n f l ic t  may se rv e  to  remove d is s o c ia t in g  e lem en ts  in  
a  r e l a t io n s h ip  and to  r e - e s t a b l i s h  u n i ty .  In s o fa r  as 
c o n f l i c t  i s  th e  r e s o lu t io n  o f  te n s io n  betw een a n tag o 
n i s t s  i t  has s t a b i l i z i n g  fu n c tio n s  and becomes an 
in t e g r a t in g  component o f  th e  r e l a t io n s h ip .  However, 
n o t a l l  c o n f l i c t s  a re  p o s i t iv e ly  fu n c tio n a l  f o r  the  
r e l a t io n s h i p .  (1956, p . 80)

Cohen e t  a l .  a rg u ed  in  a r e c e n t  t e x t  th a t

W ithout c o n f l i c t  among subsystem s, th e  t o t a l  needs o f  
th e  o r g a n iz a t io n  m igh t be ig n o red  in  fa v o r  o f  th e  h ig h 
e s t  s t a t u s  su b sy s te m 's  n eed s , o r  pushed a s id e  by th e  
more p o w erfu l sub g ro u p s. (1976, p . 231)

However, th ey  go on to  say  th a t  "Where in te rg ro u p  

problem s s u r f a c e  a s  w a s te fu l  c o n f l i c t ,  they  n eed  to  be 

approached in  term s o f  red u c in g  c o n f l i c t  and b u ild in g  co o p er

a t io n "  (p . 2 3 2 ). A m a jo r i ty  o f  o rg a n iz a t io n a l  t h e o r i s t s  

would most l i k e ly  a g ree  th a t  c o n f l i c t  has some fu n c t io n a l  

a s p e c ts ,  such  a s  h e lp in g  i n i t i a t e  change o r g e t t in g  deep- 

s e a te d  problem s o u t in to  th e  open. However, p ro longed
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c o n f l ic t  betw een m ajo r o p e ra tin g  u n i t s  canno t be c o n s id e red  

an y th in g  b u t  dys f unet i o n a l . Georgopoulos and Mann found 

th a t  h o s p i t a l s  w ith  a  h ig h e r  l e v e l  o f  te n s io n  among t h e i r  

v a r io u s  i n t e r a c t in g  ( in te rd e p e n d e n t)  groups and departm ents 

were s ig n i f i c a n t l y  more l i k e ly  th an  th e  low er te n s io n  i n s t i 

tu t io n s  to  p ro v id e  a p o o re r  q u a l i ty  o f  n u rs in g  c a re  (1962, 

p . 398).

The s u b je c t  o f  " c o n f l i c t  r e s o lu t io n "  i s  one th a t  has 

re c e iv e d  a c o n s id e ra b le  amount o f  a t t e n t io n  in  th e  l i t e r a 

tu r e .  b i t t e r e r  (1970) was concerned t h a t  modem o rg a n iz a 

t io n s  do n o t have b u i l t  in to  t h e i r  fo rm al s t r u c tu r e s  th e  

means f o r  r e s o lv in g  in e v i ta b le  c o n f l i c t .  T h e re fo re , t h i s  

r e s o lu t io n  must o ccu r th rough  th e  s o c ia l  i n t e r a c t io n  o f th e  

p a r t i c ip a n ts  a s id e  from  th e  demands o f  t h e i r  p o s i t io n s .  I t  

i s  c le a r  t h a t  t h i s  p ro c e ss  o f  r e s o lu t io n  produced a communi

c a t io n  and in f lu e n c e  c i r c u i t r y  th a t  i s  unp lanned  and o f te n  

u n reco g n ized  by to p  management.

Lawrence and L orsch (1967) argued  t h a t  th e  r e s o lu 

t io n  o f  c o n f l i c t  i s  one o f  th e  in ç o r ta n t  p ro c e sse s  in v o lv ed  

in  d i f f e r e n t i a t i o n  and in te g r a t io n  o f o r g a n iz a t io n a l  fu n c

t io n s  . The models o f  c o n f l i c t  r e s o lu t io n  te n d  to  be e x c e l

le n t  p r e d ic to r s  o f  e f f e c t iv e  in te g r a t io n  in  co n ç lex  o rg a n i

z a t io n s .  B lake and Mouton have developed a  "M anagerial
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G rid" t h a t  em phasizes th e  lo n g -te rm  e f f e c t s  o f  a v o id in g  

c o n f l i c t s , conçrom ising  c o n f l i c t s , o r  c o n fro n tin g  c o n f l i c t s . 

" G e ttin g  c o n f l i c t  in to  th e  open c o n s t i tu te s  th e  m ost v a l id  

approach t o  i t s  management and d i r e c t  c o n f ro n ta t io n  i s  

advocated" (B lake & Mouton, 1964, pp. 164-165). A rg y ris  

(1964) argued  th a t  th e  most e f f i c i e n t  way to  h an d le  c o n f l i c t  

i s  by c o n f r o n ta t io n , from th e  p o in t  o f  v iew  o f  b o th  th e  

o r g a n iz a t io n 's  p ro d u c t iv i ty  and th e  w o rk e r 's  m ental h e a l th .

Because o f th e  human f a c to r  the  e f f e c t s  o f  o rg a n iz a 

t io n a l  c o n f l i c t  a re  d i f f i c u l t  to  d e te rm in e . One o f  th e  

o b je c t iv e s  o f  t h i s  re se a rc h  i s  to  shed some l i g h t  upon how 

c o n f l ic t  betw een o p e ra tin g  u n i t s  a f f e c ts  o rg a n iz a t io n a l  

e f f e c t iv e n e s s .

Where s u p e rv iso rs  have f a i l e d  to  make t h e i r  work 

e x p e c ta tio n s  o f  su b o rd in a te s  c le a r  to  them o r  where th ey  

have done an in ad eq u a te  jo b  o f  programming s u b o rd in a te s ' 

r o le s ,  a f e e l in g  on th e  p a r t  o f  s u b o rd in a te s  o f u n re a so n a b le  

p re s s u re  t o  perfo rm  can be  d e te c te d  (G eorgopoulos & Mann,

1962). As a  r e s u l t , te n s io n  w i l l  in c re a s e  and o rg a n iz a 

t io n a l  e f f e c t iv e n e s s  w i l l  s u f f e r .

I t  i s  f e l t  th a t  th o se  n u rs in g  homes whose s t a f f  

e x p e rien ce  a h ig h e r  amount o f  u n reaso n ab le  p re s s u re  f o r  b e t 

t e r  perform ance—p re s s u re  over and above w hat th ey  c o n s id e r
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re a so n a b le — a re  more l i k e l y  th a n  o th e r  n u rs in g  homes to  p ro 

v id e  a p o o re r  q u a l i ty  o f  p a t i e n t  c a re .

O rg a n iz a tio n a l i n t e g r a t io n  in  a n u rs in g  home co u ld  

be co n s id e re d  tw o -d im en sio n a l. A g iven  s h i f t  may be i n t e 

g ra te d  and a l l  s h i f t s  may be more o r le s s  in te g ra te d  w ith  

each  o th e r .  However, th e re  i s  v ery  l i t t l e  in te r a c t io n  b e 

tween th e  s h i f t s  in  a n u rs in g  home as f a r  as p u r s u i t  o f  the  

d a y -to -d ay  g o a ls  o f  th e  n u rs in g  home i s  concerned . The 

head  n u rse  o f  each s h i f t  can h an d le  a l l  th e  com m unication 

n e c e s sa ry  to  c o n tin u e  th e  co u rse  o f c a re  p re s c r ib e d  f o r  th e  

p a t i e n t s .

Where i n t e r s h i f t  in t e g r a t io n  and r e la t io n s h ip  become 

im p o rtan t i s  in  an emergency s i t u a t i o n .  For exam ple, a  

s e v e re  snowstorm may r e s u l t  in  on ly  a few members o f  th e  

day s h i f t  a r r iv in g  a t  work. A prompt roundup o f  n earb y  p e r 

so n n e l from o th e r  s h i f t s  may be n e c e s sa ry . I f  r e l a t io n s  

betw een th e  s h i f t s  a re  c h a ra c te r iz e d  by a minimum o f  t e n 

s io n ,  th e  problem  o f  e n l i s t i n g  a id  i s  s im p l i f ie d .  However, 

i f  th e  s h i f t s  have b u i l t  up h o s t i l i t y  f o r  each o th e r  by 

le a v in g  work f o r  each o th e r  o r  making i t  d i f f i c u l t  f o r  one 

s h i f t  to  ta k e  o v e r from th e  o th e r ,  th en  they  a re  le s s  l i k e l y  

to  resp o n d  to  r e q u e s ts  made by th e  o th e r  s h i f t  when an emer

gency a r i s e s .
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I t  can be concluded  th a t  in te rd e p a r tm e n ta l  te n s io n  

and p oor i n t e r s h i f t  c o o p e ra tio n  a re  b o th  causes and e f f e c t s  

o f  o rg a n iz a t io n a l  se g m e n ta tio n . Georgopoulos and Mann 

(1962) found th a t  in te rd e p a r tm e n ta l  te n s io n  was n e g a tiv e ly  

r e l a t e d  to  bo th  th e  adequacy o f  c o o rd in a tio n  and o rg a n iz a 

t i o n a l  e f f e c t iv e n e s s .  W hyte 's s tu d y  o f  te n s io n  in  r e s t a u 

r a n ts  d em onstra ted  t h a t  c a r e fu l  a r t i c u l a t i o n  o f  a c t io n  p a t 

te r n s  betw een c a te g o r ie s  o f  r e s ta u r a n t  p e rso n n e l i s  i n s t r u 

m en tal in  th e  re d u c tio n  o f  te n s io n  betw een th e se  p e rso n n e l 

(1948, pp. 6 2 -6 3 ).

To de term ine how th e  f a c to r s  c o n s id e re d  under th e  

la b e l  o f  "H o riz o n ta l I n te g r a t io n "  a c tu a l ly  a f f e c t  o rg a n iz a 

t i o n a l  perform ance and th e  q u a l i ty  o f  c a re , s t a f f  members' 

p e rc e p tio n s  o f  th e  fo llo w in g  f a c to r s  were m easured: e x te n t

to  w hich r o u tin e  a c t i v i t i e s  a re  w e ll meshed and tim ed ; hand

l in g  o f  in te rd e p a r tm e n ta l  problem s ; th e  degree o f  c o n f l i c t  

and te n s io n  betw een departm en ts  ; amount o f  p re s s u re  p laced  

on s t a f f  members f o r  perfo rm ance ; and th e  e x te n t  to  which 

d i f f e r e n t  s h i f t s  c o o p e ra te  w ith  one a n o th e r .

C u ltu ra l  and S o c ia l P sy ch o lo g ica l 
I n te g r a t io n

" C u ltu ra l  and s o c ia l-p s y c h o lo g ic a l  in te g r a t io n "  in  

t h i s  sen se  r e f e r s  to  th e  em ployee 's  i d e n t i f i c a t i o n  w ith  th e
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o rg a n iz a t io n  and i t s  g o a ls ,  h i s /h e r  o c cu p a tio n , and h i s  o r  

h e r  work group. O rg a n iz a tio n a l i d e n t i f i c a t i o n ,  o r  th e  

p ro c e ss  by which in d iv id u a ls  i d e n t i f y  w ith  t h e i r  em ploying 

o rg a n iz a t io n ,  has been th e  s u b je c t  o f  an in c re a s in g  number 

o f  b e h a v io ra l s tu d ie s  (se e  Brown, 1969; H a ll & S ch n e id e r,

1972; H a ll  e t  a l . ,  1970; L ee, 1971 ; P a tch en , 1970; and 

R o tan d i, 1972, 1975). I t  h as  been a s s e r te d  th a t  i d e n t i f i e d  

em ployees p ro v id e  o rg a n iz a t io n s  w ith  a number o f  im p o rtan t 

b e n e f i t s  (see  L i k e r t , 1967; McGregor, 1964; and W atson,

1963), in c lu d in g  g o a l commitment and goal ach ievem ent. The 

b a s ic  b e l i e f  i s  t h a t  th e  g r e a te r  th e  degree o f  i d e n t i f i c a 

t i o n ,  th e  b e t t e r  th e  o v e r a l l  perfo rm ance, r e s u l t i n g  in  a 

more e f f e c t iv e  o r g a n iz a t io n .

I t  i s  a ls o  th e  p u rp o se  o f  t h i s  s e c t io n  to  i n v e s t i 

g a te  th e  e x te n t to  which p eo p le  from d i f f e r e n t  departm en ts 

see  one a n o th e r 's  p o in ts  o f  view about m utual work r e l a t i o n 

s h ip s .  The h y p o th e s is  i s  t h a t  th e  g r e a te r  u n d e rs ta n d in g , the 

g r e a te r  th e  le v e l  o f  o r g a n iz a t io n a l  in te g r a t io n .

In  form al o r g a n iz a t io n s , n o t only  i s  th e  in d iv id u a l  

member w orking in  th e  p re se n c e  o f  o th e r s ,  he i s  o f te n  work

in g  w ith  them on a  common t a s k .  In d iv id u a l i d e n t i f i c a t i o n  

w ith  th e  group g o a ls  becomes im p o rta n t. We s h a l l  r e f e r  to  

t h i s  phenomenon, which h a s  long  been reco g n ized  as an
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im p o rtan t d e te rm in an t o f  group b e h a v io r , as group i d e n t i t y  

o r group lo y a l ty .  B erkow itz and Levy (1956), B erkow itz , 

Levy, and Harvey (1 9 5 7 ), P ry e r  and Bass (1 959), H a ll  (1957), 

and Zander and W olfe (1964) have a l l  s tu d ie d  th e  e f f e c t s  o f  

d i f f e r e n t  k inds o f  feed b ack  p a t te r n s  on in d iv id u a l  perfo rm 

ance, in te rp e rs o n a l  o r ie n ta t io n s  (such  as f e e l in g s  o f  t r u s t ,  

o p en n ess), w orker s a t i s f a c t i o n s ,  and group c o h e s iv e n e ss . I t  

was found th a t  em phasiz ing  group lo y a l ty  and group g o a ls  

( i . e . , on ly  p ro v id in g  feedback  o f  how th e  group was doing) 

in c re a se d  group i d e n t i t y  and le d  to  improved p erfo rm ance , 

le s s  concern about p e rs o n a l  rew ard s, more m utual t r u s t ,  and 

le s s  s t r a i n  on in te r p e r s o n a l  r e l a t io n s  (L itw in  & S t r in g e r ,  

1968). D e-em phasizing group go a ls  (g iv in g  o n ly  in d iv id u a l  

feedback) le d  to  more w ithd raw al from in te rp e r s o n a l  i n t e r 

a c t io n ,  le s s  d e s ir e  to  ach iev e  a good s c o re , and le s s  m utual 

t r u s t . When b o th  p e rs o n a l  and group g o a ls  w ere em phasized 

(when th e re  was feed b ack  o f  how th e  group was do ing  and how 

in d iv id u a ls  were d o in g ) , th e r e  was th e  g r e a te s t  in c r e a s e  in  

p e rso n a l perfo rm ance , in te rp e r s o n a l  s e n s i t i v i t y  was i n 

c re a se d , and ta s k  o r g a n iz a t io n  (d iv is io n  o f  la b o r )  was p r e 

v a le n t  (Zander & W olfe, 1964, pp. 6 7 -6 8 ). These r e s u l t s  

r e f l e c t  some o f  th e  d i f f e r e n t  m o tiv a tio n a l e f f e c t s  t h a t  

group id e n t i ty  and group lo y a l ty  may have on o rg a n iz a t io n
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b e h a v io r .

A c r u c ia l  f a c to r  in  any work group i s  th e  degree to  

which members tu rn  ou t to  l ik e  each  o th e r  and th e  group. A 

group t h a t  i s  c lo s e ,  t i ÿ i t ,  and u n i f ie d  w i l l  behave d i f f e r 

e n t ly ,  f o r  b e t t e r  o r  w orse, th an  one t h a t  i s  d i s t a n t  and 

fragm en ted . Cohen e t  a l .  (1976) p u t f o r th  a numbe r  o f  i n 

t e r r e l a t e d  p ro p o s i t io n s  co n cern in g  why groups form  and why 

th ey  become c o h e s iv e . They b eg in  w ith  th e  p ro p o s i t io n  th a t  

"The g r e a te r  th e  o p p o r tu n ity  req u irem en ts  f o r  i n t e r a c t io n ,  

th e  g r e a te r  th e  l ik e l ih o o d  o f  i n t e r a c t io n  o c c u rr in g "  (p . 5 3 ). 

That le a d s  d i r e c t ly  to  th e  n ex t p ro p o s i t io n ,  w hich i s  fu n 

dam ental t o  a l l  human r e la t io n s h ip s  : "The g r e a te r  th e  i n 

te r a c t io n  among p e o p le , th e  g r e a te r  th e  l ik e l ih o o d  o f t h e i r  

d ev e lo p in g  p o s i t iv e  f e e l in g s  f o r  one a n o th e r"  (p . 54) and 

in  tu rn ,  "The g r e a te r  th e  p o s i t iv e  f e e l in g s  among p eo p le , 

th e  more f re q u e n t ly  th ey  w i l l  i n t e r a c t "  (p . 5 4 ) . In  o th e r  

w ords, i f  you l i k e  someone, you w i l l  p ro b ab ly  choose to  

spend more tim e w ith  h im /h er th an  w ith  someone you do n o t 

l i k e .

The p rev io u s  p ro p o s it io n s  su g g es t t h a t  once th e r e  i s  

a  work re a so n  f o r  peop le  to  i n t e r a c t , th ey  w i l l  b eg in  to  do 

i t  more o f te n  and w i l l  develop some l ik in g  f o r  one an o th e r 

beyond th e  o r ig in a l  ta s k  reaso n  f o r  t h e i r  i n t e r a c t io n .
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T hus, " th e  g r e a te r  th e  in te r a c t io n  r e q u ire d  by th e  jo b ,  th e  

more l i k e l y  t h a t  s o c ia l  r e la t io n s h ip s  and b e h a v io r  w i l l  

develop  a lo n g  w ith  ta s k  r e la t io n s h ip s  and b e h a v io r"  (Zander 

& W olfe, 1964. p . 5 4 ) .

When members o f  a group b eg in  to  l i k e  one a n o th e r  

and l ik e  b e in g  in  th e  g roup , then  th e  group w i l l  have 

a t t r a c t i o n  f o r  th e  members and accep tan ce  from  th e  group 

w i l l  be seen  as  d e s i r a b le  by them. In  o th e r  w ords, "The 

more a t t r a c t i v e  th e  g ro u p , th e  more c o h es iv e  w i l l  be i t s  

members" (Zander & W olfe, 1964, p . 5 4 ). As th e  em erging 

s o c ia l  r e la t io n s h ip s  form , th e  group w i l l  develop  norm s- 

id e a s  abou t what b e h a v io r  i s  expected  o f  group members.

"The more co h esiv e  th e  g roup , the  more e a g e r  in d iv id u a ls  

w i l l  be f o r  m em bership, and thus th e  more l i k e l y  th e y  w i l l  

be to  conform  to  th e  g ro u p 's  norms" (p . 5 5 ) . A nother way 

o f  sa y in g  t h i s  i s  t h a t  "The more co h esiv e  th e  group , th e  

more in f lu e n c e  i t  h as  on i t s  members" (p . 5 5 ) .  C onverse ly , 

"The l e s s  c e r ta in  and c le a r  a g roup’s norms and s ta n d a rd s  

a r e ,  th e  l e s s  c o n tro l  i t  w i l l  have over i t s  members" (p .

55 ). T h e re fo re , a  group can b e s t  reach  i t s  g o a ls  when i t  

has e v e ry o n e 's  a l le g ia n c e  and w ill in g n e s s  to  s a c r i f i c e  p e r 

so n a l d e s i r e s  on b e h a lf  o f  th e  group.

H orw itz (1956) su g g ested  th a t  th e  power o f  groups to
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g e t  members to  a c c e p t group g o a ls  and to  perfo rm  group fu n c

t io n s  depends la r g e ly  on th e  d eg ree  to  which members a re  

a t t r a c t e d  to  membership in  th e  g ro u p .

A stu d y  by S eashore (1954) in d ic a te d  th a t  th e  mem

b e r s  o f  a  v e ry  co h es iv e  group w ould n e a r ly  conform to  th e  

s ta n d a rd s  s e t  by th e  group w h eth er th e  s ta n d a rd s  w ere h ig h  

o r  low, b u t th e  group th a t  la c k e d  co h es iv en ess  ten d ed  to  

have c o n s id e ra b le  v a r i a t io n  in  p r o d u c t iv i ty  among members.

A h ig h  degree o f  co h es iv en ess  seemed to  le a d  to  h ig h  p ro 

d u c t iv i ty  when th e  a t t i t u d e s  o f  th e  group tow ard th e  company 

w ere fa v o ra b le . I f  th e re  were good r e la t io n s h ip s  among 

management, u n io n , and em ployees, th e  co h esiv e  group would 

s e t  h ig h  s ta n d a rd s  o f  p erfo rm ance. I f  n o t ,  a co h esiv e  group 

ten d ed  to  have a  much low er th an  average  le v e l  o f  p ro d u c tiv 

i t y .

L i k e r t ' s  (1961) o r g a n iz a t io n a l  s tu d ie s  em phasized 

th e  im portance o f  b u i ld in g  group lo y a l ty ,  and many o f  th e  

s tu d ie s  o f  " p a r t i c ip a t iv e  management" r e s t  t h e i r  case  on th e  

p o s i t iv e  e f f e c t s  o f  dev elo p in g  s tro n g  group l o y a l t i e s  and 

group id e n t i t y .  G e lle rm an 's  (1963) d is c u s s io n  o f  le a d e r s h ip  

re v o lv e d  la r g e ly  around th e  e f f e c t iv e  u t i l i z a t i o n  o f  group 

l o y a l t i e s .  We can a p p re c ia te  some o f  th e  assum ptions t h a t  

u n d e r l ie  G e lle rm an 's  argum ent:



161

The e f f e c t iv e  le a d e r  a lso  b e n e f i t s  from group lo y a l 
t i e s .  These o p e ra te  to  enhance p r o d u c t iv i ty ,  r a t h e r  
th an  r e s t r i c t  i t ,  because  h is  men ach iev e  t h e i r  p ro 
d u c t iv i ty  by them selves and th e r e fo r e  tak e  p r id e  in  
i t  . . .  a  good p ro d u c tio n  re c o rd  i s  a  very  f l a t t e r i n g  
form o f  feedback  f o r  men who can b u i ld  t h e i r  egos by 
w orking w e ll  to g e th e r ,  (p . 223)

B a rn e tt su p p o rted  th e  view th a t  th o se  who id e n t i f y  

w ith  a s o c ia l  system  a re  more l i k e ly  to  accep t i t s  innova

t io n s  (1953, p . 4 0 ). W ith r e fe re n c e  to  n u rs in g  homes, th i s  

sch o o l o f  th o u g h t would undoub ted ly  p r e d ic t  th a t  a d a p ta t io n , 

and as a  r e s u l t ,  e f f e c t iv e n e s s ,  would be h ig h e s t  in  th o se  

n u rs in g  homes where th e  h ig h e s t  p ro p o rtio n s  o f p e rso n n e l 

id e n t i f y  w ith  th e  n u rs in g  home and i t s  g o a ls .  However, 

th e r e  i s  an im p o rtan t flaw  in  t h i s  re a so n in g  th a t  m i l i t a t e s  

a g a in s t  such a f in d in g . Simon, in  h is  book A d m in is tra tio n  

B ehav io r (1951, p . 206) , p o in te d  o u t t h a t  a person  may w e ll 

i d e n t i f y  w ith  th e  o rg a n iz a t io n  and i t s  g o a ls  and s t i l l  have 

reaso n  f o r  r e s i s t i n g  th e  demands o f  fo rm al a u t h o r i t i e s .  He 

may id e n t i f y  w ith  th e  g o a l o f  g iv in g  good p a t ie n t  c a r e  and 

s t i l l  see  th e  a d m in is t r a to r  a s  o b s tru c t in g  th a t  p u rp o se . He 

may id e n t i f y  v e ry  s tro n g ly  w ith  th e  g o a l and d is a g re e  w ith  

th e  means o f  a c h ie v in g  i t .

The n a tu r e  o f  members’ e x p e c ta tio n s  is  v e ry  im p o rtan t 

to  o r g a n iz a t io n a l  f u n c t io n in g . By e x p e c ta t io n s , we mean th e  

a n t ic ip a t io n s  t h a t  o rg a n iz a t io n  members have w ith  r e s p e c t  to
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how o th e r  o r g a n iz a t io n a l  members w ith  whom they  i n t e r a c t  

w i l l  a c t  o r  th in k  under g iven  c irc u m s ta n c e s . When th e  

m utual e x p e c ta t io n s  o f  d i f f e r e n t  members show a poor f i t ,  

adequate  o r g a n iz a t io n a l  c o o rd in a tio n  becomes d i f f i c u l t  to  

a t t a i n  and m a in ta in .

V ollm er (1960) f e l t  th a t  c o o p e ra tiv e  endeavors among

human b e in g s  w ere v e ry  im p o rtan t to  e f f e c t iv e  o rg a n iz a t io n a l

fu n c tio n in g  f o r  th e  accom plishm ent o f  o b je c t iv e s :

C oopera tive  endeavor among human b e in g s  depends upon 
(1) th e  a r t i c u l a t i o n  o f  r e c ip ro c a l  b e h a v io r  p a t te r n s  
so t h a t  each  p a r ty  in  r e l a t io n  perform s a ta s k  o r 
s e r ie s  o f  ta s k s  which c o n tr ib u te s  e f f e c t iv e ly  to  a 
common o b je c t iv e ,  (2) m u tu a lity  o f  r e c ip r o c a l  expec
ta t i o n s  so  t h a t  each p a r ty  h as  a  c le a r  id e a  o f  what 
th e  o th e r  p a r ty  i s  supposed to  do and how he i s  sup
posed to  do i t ,  and (3) th e  observance o f  th e se  ro le  
e x p e c ta tio n s  so  th a t  each  p a r ty  a c tu a l ly  behaves in  
a manner w hich confirm s th e  e x p e c ta tio n s  o f  th e  o th e r  
p a r ty .  C o n v erse ly , where r o le  req u irem en ts  a re  in 
e f f e c t i v e l y  i n t e r r e l a t e d ,  where they  a re  n o t m u tually  
h e ld  o r  c l e a r l y  understood  by e i t h e r  p a r ty ,  o r  where 
th ey  a r e  n o t  d eserv ed  in  a c tu a l  b e h a v io r , c o n f l i c t  i s  
l i k e ly  to  o c c u r , (p . 63)

By p rom oting  o rg a n iz a t io n a l  in t e g r a t io n ,  adequate 

e x p e c ta tio n  system s a ls o  prom ote o r g a n iz a t io n a l  e f f e c t i v e 

ness  by in c r e a s in g  a d a p ta b i l i ty .  When p e rso n n e l u n d erstan d  

each o t h e r ’s v ie w p o in ts , n eed s , and problem s w ith  re fe re n c e  

to  t h e i r  m utual w ork, they  a re  cap ab le  o f  in t e r p r e t i n g  more 

a c c u ra te ly  r e le v a n t  communication from a sen d e r because th ey  

can g rasp  h i s  fram e o f  r e fe r e n c e .  S u sp ic io n  and d i s t r u s t  o f
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th e  sen d e r can be m inim ized. H is m essages can appear more 

r a t io n a l  even i f  they  a re  c o n tra ry  to  th e  p e rso n a l i n t e r e s t s  

o f  th e  r e c e iv e r .  Thus, messages from th e  fo rm al a u th o r ity  

in  n u rs in g  homes p re s c r ib in g  changes in  r o u t in e s  w i l l  appear 

more re a so n a b le  to  th e  r e c ip ie n t  and more l i k e l y  to  engender 

com pliance from  him because he u n d e rs tan d s  th e  p a r t i c u la r  

problem  o r  n eed  c o n fro n tin g  form al a u t h o r i t i e s  th a t  p r e c ip i 

t a te d  th e  d e c is io n  to  make th e  change. O bv iously , th e se  

messages in v o k in g  new r u le s ,  p o l i c i e s ,  o r  p ro ced u res  must be 

c le a r  i f  th e  p e rso n n e l a re  to  adap t to  them . They must be 

ab le  to  i n t e r p r e t  th e  messages a c c u ra te ly  and t r a n s l a t e  them 

in to  th e  a c t io n  s te p s  d e s ire d  by th e  p o l ic y  maker.

T h e re fo re , when members o f a  n u r s in g  home s t a f f  

u n d e rs tan d  e v e ry o n e 's  v iew poin t about t h e i r  jo b s  from th e  

a d m in is t r a to r  on down, they  a re  more c a p ab le  o f  a c c u ra te  

em phasiz ing . M is in te rp re ta t io n  o f th e  b e h a v io r  o f o th e r  

w orkers i s  l e s s  l i k e l y  to  occur.

In  p ro b in g  th e  r e la t io n s h ip  o u t l in e d  in  t h i s  s e c 

t io n ,  s t a f f  members’ i d e n t i f i c a t i o n  w ith  th e  n u rs in g  home 

and i t s  g o a l s , t h e i r  work g roup , and t h e i r  o ccu p a tio n  was 

m easured. A lso  t h e i r  f e e l in g s  re g a rd in g  th e  e x te n t to  which 

p eo p le  from d i f f e r e n t  departm ents see  th e  o th e r  p e rso n ’s 

v iew po in t in  co n n e c tio n  w ith  t h e i r  m utual w orking  r e l a t i o n 
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sh ip  were m easured .

Summary

In  summary, t h i s  c h a p te r  concerns i t s e l f  w ith  two 

groupings o f  f a c to r s  th a t  a re  h y p o th esized  to  have a  d i r e c t  

r e la t io n s h ip  to  " o rg a n iz a t io n a l  e f f e c t iv e n e s s ” and " q u a l i ty  

o f c a re "  in  th e  n u r s in g  home o rg a n iz a tio n . F i r s t ,  "ad m in is

t r a t i v e  e f f e c t iv e n e s s "  i s  a d i r e c t  probe in to  a d m in is t r a t iv e  

management p r a c t ic e s  o f  th e  n u rs in g  home. The in t e n t  i s  to  

a f f irm  o r d is a f f i rm  th e  r e la t io n s h ip  betw een n u rs in g  home 

perform ance and th e  q u a l i ty  o f  a d m in is tra t io n . Is  th e  q u a l

i t y  o f  p a t i e n t  c a re  in f lu e n c e d  by th e  a d m in is t r a to r 's  a b i l 

i t y  to  e s ta b l i s h  o b je c t iv e s  and communicate c l e a r ly  th e  

p o l i c i e s ,  r u l e s ,  and p ro ced u res?  Do employees have g r e a te r  

jo b  s a t i s f a c t i o n  when th e y  f e e l  t h a t  departm ent heads and 

th e  a d m in is t r a to r  u n d e rs ta n d  t h e i r  needs and problem s? In  

g e n e ra l ,  can th e  a d m in is t r a to r  f a c i l i t a t e  th e  i n t e r n a l  r e l a 

t io n s h ip  among s t a f f  members by th e  p ro c e sse s  h e  c o n tro ls ?

Second, " i n t e r n a l  o rg a n iz a t io n a l  r e l a t io n s h ip s "  i n 

v e s t ig a te s  th e  s o c ia l-p s y c h o lo g ic a l  a sp ec ts  o f  th e  n u rs in g  

home o r g a n iz a t io n .  The purpose i s  to  e s ta b l i s h  th e  e f f e c t s  

o f  s o c ia l  i n t e r a c t io n  p a t te r n s  upon o rg a n iz a t io n a l  p erfo rm 

ance. Most o f  th e  s tu d ie s  o f  o rg a n iz a t io n a l  e f f e c t iv e n e s s  

in  th e  h e a l th  c a re  in d u s try  r e l a t e  e f f e c t iv e n e s s  to  p h y s ic a l
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f a c i l i t i e s , and th e  number and s k i l l  l e v e l s  o f  i t s  s t a f f  

members. I t  i s  th e  h y p o th e s is  o f  t h i s  r e s e a rc h  t h a t  th e  

e x te n t  t o  which n u rs in g  home p e rso n n e l i n t e r r e l a t e  w ith  one 

a n o th e r  in  th e  perform ance o f  t h e i r  work a c t i v i t i e s  w i l l  be 

j u s t  as im p o rtan t as p h y s ic a l  f a c i l i t i e s  and s k i l l  in  r e l a 

t io n  to  th e  s t a f f ' s  a b i l i t y  to  p ro v id e  q u a l i ty  c a re . In  

o th e r  w o rd s , t h e r e  w i l l  be a d is c e rn ib le  r e l a t io n s h ip  b e 

tween th e  q u a l i ty  o f  p a t ie n t  c a re  and th e  e x te n t  to  which 

s t a f f  members exchange id e a s  and in fo rm a tio n  and c o o rd in a te  

t h e i r  a c t i v i t i e s .

T his s e c t io n  o f  th e  r e s e a rc h  and i t s  h y p o th e s is  a re  

in te n d e d  to  fo cu s  a t t e n t io n  on th e  im portance o f  a d m in is tra 

t i v e  p r a c t i c e s  and  in te r n a l  s o c ia l  fu n c tio n in g  to  th e  e f f e c 

t i v e  p erfo rm ance o f  th e  n u rs in g  home o rg a n iz a t io n  and th e  

q u a l i ty  o f  c a re  i t  p ro v id e s .



CHAPTER VI

RESEARCH METHODS

R esearch  Design 

The purpose  o f  t h i s  in v e s t ig a t io n  i s  an a tte m p t to  

d is c e rn  th o se  f a c to r s  th a t  a re  n e c e ssa ry  f o r  e f f e c t i v e  

o rg a n iz a t io n a l  perform ance and q u a l i ty  ca re  in  a  n u rs in g  

home s e t t i n g .  The t h e o r e t i c a l  framework f o r  t h i s  s tu d y  i s  

based  p r im a r i ly  upon th e  works o f  Georgopoulos and Mann 

(1962) and M ott (1960, 1972). As in d ic a te d  in  C hapter I ,  

the  th re e  b a s ic  s e t s  o f  v a r ia b le s  ex p lo red  in  t h i s  s tu d y  

a re  : (1) c h a r a c t e r i s t i c s  o f  e f f e c t iv e  o r g a n iz a t io n s ,  (2)

o rg a n iz a t io n a l  e f f e c t iv e n e s s ,  and (3) q u a l i ty  o f  p a t i e n t  

care  a d m in is te re d .

Because t h i s  s tu d y  w i l l  be conducted in  a c tu a l  

o p e ra tin g  o r g a n iz a t io n s , i t  w i l l  n o t be p o s s ib le  to  c o n tro l  

v a r ia b le s .  A cc o rd in g ly , we m ust measure c o n d itio n s  as  th e y
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e x i s t  in  t h e i r  p r e s e n t  s t a t e .  In  a d d i t io n ,  random ization

w i l l  n o t be p o s s ib le  because  i t  i s  very d i f f i c u l t  to  secure

th e  co o p e ra tio n  o f  in d iv id u a l  n u rs in g  home a d m in is tra to rs

in  any type o f  i n v e s t ig a t iv e  s tu d y . T his i s  b ecau se  they

a re  c o n s ta n tly  b e in g  in sp e c te d  and in v e s t ig a te d  by v a rio u s

governm ental and p r iv a te  ag e n c ie s . T h e re fo re , th e  re se a rc h

d es ig n  can be c l a s s i f i e d  as  an ex p o s t  f a c to  f i e l d  s tu d y .

Ex p o s t f a c to  re s e a rc h  may be d e fin e d  as :

That r e s e a rc h  in  which th e  independen t v a r ia b le  o r 
v a r ia b le s  have a lre a d y  o ccu rred  and in  which th e  
r e s e a rc h e r  s t a r t s  w ith  the o b se rv a tio n s  o f  a depen
dent v a r ia b le  o r  v a r ia b le s .  He then  s tu d ie s  th e  
independent v a r ia b le  o r  v a r ia b le s .  (K e r l in g e r ,
1964, p . 130)

F ie ld  s tu d ie s  a re  g e n e ra lly  c l a s s i f i e d  as ex p o s t 

f a c to  s c i e n t i f i c  in q u i r ie s  aimed a t  d isc o v e r in g  th e  r e l a 

t io n s  and in te r a c t io n s  among s o c io lo g ic a l ,  p sy c h o lo g ic a l, 

and e d u c a tio n a l v a r ia b le s  in  r e a l  s o c ia l  s t r u c tu r e s  o r  

o rg a n iz a t io n s .  F e s t in g e r  and Katz (1958) have d iv id ed  f i e l d  

s tu d ie s  in to  two b ro ad  ty p es  : e x p lo ra to ry  and h y p o th e s is -

t e s t in g .  The e x p lo ra to ry  ty p e , they  sa y , seek s  w hat i s ,  

r a th e r  than  p r e d ic t in g  r e l a t io n s  to  be found (p p . 75-83).

The second sub type o f  f i e l d  s tu d y , under which th i s  

s tu d y  i s  c l a s s i f i e d ,  i s  th e  h y p o th e s is - t e s t in g  v a r ie ty .  

H ypo thesis  t e s t i n g ,  though im p o rtan t in  a l l  r e s e a r c h ,  i s  

p a r t i c u la r l y  im p o rta n t in  ex p o s t f a c to  s tu d i e s ,  because i t
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i s  one o f  th e  on ly  ways to  " c o n tro l"  th e  v a r i a b l e s . K er

l i n g e r  p o in ts  o u t t h a t :

Lacking th e  p o s s i b i l i t y  o f  rand o m iza tio n  and m anipu
l a t i o n ,  ex p o s t  f a c to  r e s e a r c h ,  p e rh ap s  more so th a n  
e x p e r im e n ta l is t ,  must b e  very  s e n s i t i v e  to  a l t e r n a 
t iv e  h y p o th e s i s - t e s t in g  p o s s i b i l i t i e s .  (1964 , p . 371)

I t  co u ld  be concluded by some t h a t  ex p o s t  f a c to

re s e a rc h  i s  more im p o rta n t to  the  b e h a v io ra l  s c ie n c e s  th an

e x p e rim e n ta l r e s e a r c h ,  p r im a r i ly  b ecau se  th e  m ost im p o rtan t

s o c ia l  s c i e n t i f i c  r e s e a rc h  problem s do n o t  le n d  them selves

to  e x p e r im e n ta tio n , a lth o u g h  many o f  them do le n d  them selves

to  c o n t r o l le d  in q u iry  o f  th e  ex p o s t  f a c to  k in d . K e r lin g e r

says t h a t :

I f  a  t a l l y  o f  sound and im p o rtan t s tu d ie s  in  p sy c h o l
ogy, so c io lo g y  and ed u c a tio n  w ere made, i t  i s  l i k e l y  
th a t  ex p o s t  f a c to  s tu d ie s  would outnum ber and o u t 
rank  e x p e rim e n ta l s tu d ie s .  (1964, p . 373)

S e le c t io n  o f Sample 

Because o f a  trem endous amount o f  governm ental reg u 

l a t i o n  and co n tin u o u s in s p e c tio n s  by f e d e r a l ,  s t a t e ,  and 

county  a g e n c ie s ,  th e  n u rs in g  home in d u s t ry  i s  n o t  one th a t  

encourages in v e s t ig a t io n s  by o u t s id e r s . A no ther problem  

fa c ed  by th e  r e s e a r c h e r  i s  th a t  th e  m a jo r i ty  o f  n u r s in g  

homes a re  owned and o p e ra te d  by in d iv id u a ls  f o r  a  p r o f i t .

I t  would ta k e  th e  c o o p e ra tio n  of many owners and a d m in is tra 

to r s  to  o b ta in  enough homes to  c o n s t i tu t e  an ad e q u a te  sam ple.
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To se c u re  t h i s  c o o p e ra tio n  would be a long and in v o lv e d  

p ro c e ss  and i t  i s  ex trem ely  d o u b tfu l th a t  p r o f i t a b i l i t y  

d a ta ,  so v a lu a b le  to  t h i s  r e s e a r c h ,  co u ld  be o b ta in e d .

T h e re f o re , a c t in g  upon th e  ad v ice  and p e rs o n a l 

recom m endation o f  Dr. Jo e  R ogers, E x ecu tiv e  D ir e c to r  o f  th e  

Oklahoma S ta te  N ursing  Home A s s o c ia t io n , th e  o p e r a t io n a l  

management team  o f  A lpha C o rp o ra tio n  was c o n ta c te d .

A lpha C o rp o ra tio n  owns and o p e ra te s  26 n u rs in g  homes 

in  a f i v e - s t a t e  a r e a  (C o lo rad o , New M exico, I l l i n o i s ,  O kla

homa, and T exas) . A lpha C o rp o ra tio n  i s  managed by a group 

o f e x e c u tiv e s  who a re  i n t e r e s t e d  in  and encourage  r e s e a rc h
f

in  th e  a re a  o f  n u r s in g  home a d m in is t r a t io n .  In  accordance 

w ith  t h i s  i n t e r e s t ,  th e y  p e rm itte d  th e  r e s e a r c h e r  to  u se  th e  

employees o f  th e s e  s k i l l e d  n u rs in g  homes as  s u b j e c t s . More

o v e r , th ey  o f f e r e d  to  a s s i s t  th e  r e s e a r c h e r  in  c o l le c t in g  

th e  q u e s t io n n a ir e  d a ta  and make a l l  o f  t h e i r  o p e r a t io n a l  

d a ta  a v a i l a b l e .  In  r e t u r n ,  th e  r e s e a rc h e r  a g re e d  to  sup p ly  

them w ith  th e  r e s u l t s  and c o n c lu s io n s , and t h e i r  im p lic a 

t io n s  f o r  im proved o rg a n iz a t io n  perfo rm ance and q u a l i ty  o f  

c a re .

In  o rd e r  to  a c h ie v e  th e  b ro a d e s t ,  m ost in c lu s iv e  

stu d y  p o s s ib le  w ith in  t h i s  o rg a n iz a t io n ,  an e f f o r t  was made 

to  c o l l e c t  d a ta  in  a l l  26 n u rs in g  hom es, and a l l  b u t two
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c o o p e ra te d . An a d d i t io n a l  advantage o f  a  l a r g e r  N (sam ple) 

i s  t h a t  i t  enhances th e  chances o f  o b ta in in g  s i g n i f i c a n t  

f in d in g s .

A ll  24 n u r s in g  homes a re  i d e n t i c a l  in  th e  fo llo w in g  

c h a r a c t e r i s t i c s  : (1) t h e i r  s iz e  ran g es  from 100 to  200 b e d s ,

(2) th e y  etq>loy from  70 to  130 em ployees, (3) each  h as a 

l ic e n s e d  a d m in i s t r a to r ,  (4) they  a re  lo c a te d  in  c i t i e s  o f 

30,000 o r  m ore, (5) th e y  a re  p r iv a te ly  owned and o p e ra te d  f o r  

a p r o f i t ,  and (6) th e y  a r e  a l l  c l a s s i f i e d  as s k i l l e d  o r  

in te rm e d ia te  by th e  D epartm ent o f  H e a lth , E d u c a tio n , and 

W e lfa re .

A lpha C o rp o ra tio n  employs a  d e c e n t r a l iz e d  p h ilo so p h y  

o f  management and p e rm its  i t s  n u rs in g  home a d m in is t r a to r  to  

e s t a b l i s h  h i s  o r  h e r  own p o l i c i e s  and p ro c e d u re s . In  a d d i

t i o n ,  th e  management team  a ssu re d  me I  w ould f in d  homes 

s c o r in g  a l l  a lo n g  th e  continuum  on m easures o f  o rg a n iz a t io n a l  

e f f e c t iv e n e s s .  T h is  i s  p a r t i a l l y  a t t r i b u t a b l e  to  th e  f a c t  

t h a t  th e  c u r r e n t  management took  o v er th e  o rg a n iz a t io n  

ap p ro x im a te ly  t h r e e  y e a rs  ago in  r e c e iv e r s h ip  and  h as su c 

ceeded in  r e v e r s in g  p r i o r  u n s a t i s f a c to r y  f in a n c ia l  d e f ic ie n 

c ie s .  As a r e s u l t ,  th e r e  a re  numerous n u r s in g  homes in  

v a r io u s  s ta g e s  o f  developm ent re g a rd in g  p r o f i t a b i l i t y  and 

p e rfo rm an ce . F o r th e s e  re a s o n s .  Alpha C o rp o ra tio n  makes an
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e x c e l le n t  s u b je c t  f o r  t h i s  s tu d y .

P i l o t  S tudy

In  o rd e r  to  p r e t e s t  th e  r e s e a rc h  in s tru m e n t, a p i l o t  

s tu d y  was u n d e rtak en  a t  N orthw est N ursing  C enter in  Oklahoma 

C ity , Oklahoma d u rin g  th e  l a s t  week in  June 1975. A t o t a l  

o f  46 q u e s tio n n a ire s  was p a sse d  o u t to  n u rs in g  home p e rso n 

n e l and 18 w ere re c o v e re d  f o r  a re sp o n se  r a te  o f 39 p e rc e n t .

The n u rs in g  home p e rso n n e l were given s p e c i f i c ,  fa c e -  

to - f a c e  in s t r u c t io n  by th e  r e s e a r c h e r  to  p la c e  a q u e s tio n  

mark "?"  n e x t  to  any q u e s tio n s  th e y  d id  n o t u n d e rs ta n d . Out 

o f  th e  18 q u e s t io n n a ir e s  r e c e iv e d ,  th e re  was a  t o t a l  o f  o n ly  

th re e  q u e s tio n  m ark s . T his sh o u ld  be an in d ic a t io n  t h a t  th e  

in s tru m e n t was r e a d a b le  and u n d e rs ta n d a b le  to  n u rs in g  home 

s t a f f  members. On th e  b a s i s  o f  in te rv ie w s  w ith  th e  s t a f f  

and th e  e x e c u tiv e s  o f  A lpha C o rp o ra tio n  i t  was d ec id ed  to  

r e w r i te  s e v e ra l  q u e s tio n s  to  make them even more re a d a b le  

and u n d e rs ta n d a b le . A lpha C o rp o ra tio n  th en  r e t e s t e d  th e  r e 

v is e d  in s tru m e n t on s e v e ra l  o f  i t s  s t a f f  to  see  i f  th e y  

cou ld  comprehend i t ,  and approved u se  o f  the q u e s t io n n a i r e .

In  a d d i t io n ,  two q u e s tio n s  were dropped from  th e  

p r e t e s t  in s tru m e n t b ecau se  f u r th e r  e v a lu a tio n  showed them as 

h e a v ily  o v e rla p p in g  and m easu rin g  th e  same th in g s  a s  o th e r  

q u e s t io n s .
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C o lle c t io n  o f  D ata 

There a re  ap p ro x im ate ly  2,500 p eo p le  employed in  

A lp h a 's  26 n u r s in g  homes. The m a jo r ity  o f  th e s e  in d iv id u a ls  

would be c l a s s i f i e d  as n o n p ro fe s s io n a ls  ( a id e s ,  o r d e r l i e s ,  

h o u sek ee p e rs , k i tc h e n  h e l p e r s , la b o r - g r a d e s , e t c . ) .  P re 

v io u s  s tu d ie s  have su g g es te d  t h a t  a low er th a n  norm al r e 

sponse  r a t e  can b e  a n t i c ip a te d  in  th e se  la b o r  g ra d e s . To 

o b ta in  an ad eq u a te  sam ple from  each n u r s in g  home a t o t a l  

sam ple o f  a l l  n o n su p e rv iso ry  p e rso n n e l was a tte m p te d .

In d iv id u a l  re sp o n d en ts  from each n u r s in g  home were 

asked  to  p ro v id e  d a ta  co n cern in g  t h e i r  own p e rso n a l f e e l i n g s , 

b e l i e f s ,  and a c t io n s ,  b u t  a l s o ,  and more im p o r ta n tly ,  to  

p ro v id e  d a ta  c o n ta in in g  t h e i r  o b s e rv a tio n s  abou t d i f f e r e n t  

a s p e c ts  o f  n u rs in g  home fu n c tio n in g  and abou t th e  a t t i t u d e s  

and b e h a v io r  o f  o th e r  p eo p le  in  th e  n u r s in g  home w ith  whom 

they  work o r i n t e r a c t .

The members o f th e  re sp o n d en t group in  each  n u rs in g  

home w ere asked  to  c o c ç le te  id e n t i c a l  r e s e a r c h  in s tru m e n ts  

to  en su re  c o m p a ra b ility  o f  th e  d a ta  a c ro s s  n u rs in g  hom es.

The q u e s t io n n a ir e  form s a re  o f  th e  p a p e r -a n d -p e n c il  t y p e , 

c o n s is t in g  o f  m u lt ip le -c h o ic e  o r c h e c k - l i s t  q u e s tio n s  w ith  

f ix e d  re sp o n se  a l t e r n a t iv e s  fo llo w in g  each  q u e s tio n . The 

main purpose  o f  u s in g  q u e s tio n s  o f  t h i s  ty p e  i s  s ta n d a rd iz e -
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tion-, every  in d iv id u a l  b e lo n g in g  to  a p a r t i c u l a r  group o f  

re sp o n d en ts  i s  exposed to  th e  same s t im u lu s . (See A ppendix 

B.)

A f te r  d is c u s s in g  th e  c o l l e c t io n  o f  d a ta  w ith  th e  top  

management team  i t  was d ec id ed  t h a t  th e  d i r e c to r  o f  t r a in in g  

and developm ent w ould c o o rd in a te  th e  c o l le c t io n  o f  d a ta  

th ro u g h  th e  t r a in in g  c o o rd in a to r  in  each f a c i l i t y .  The 

q u e s tio n n a ire s  and b la n k  w h ite  envelopes to  s e a l  them  in  

w ere p la c e d  in  a box and sh ip p ed  to  each home. The t r a in i n g  

d i r e c to r  was r e s p o n s ib le  f o r  d i s t r i b u t i n g  and c o l l e c t in g  th e  

in d iv id u a l  q u e s tio n n a ire s  and th en  sh ip p in g  them b ack  to  th e
f

r e s e a r c h e r .  A ll re sp o n d e n ts  were in s t r u c te d  to  f i l l  o u t th e  

q u e s tio n n a ire  on t h e i r  own tim e , p la c e  th e  com pleted  q u es

t io n n a i r e  in  th e  envelope p ro v id e d , and r e tu r n  i t  to  th e  

t r a in in g  d i r e c to r .  A ll  re sp o n d en ts  were prom ised  com plete  

anonym ity and s t r i c t  c o n f i d e n t i a l i t y  f o r  t h e i r  a n sw e rs .

The t r a in in g  c o o rd in a to rs  w ere in s t r u c te d  to  d i s 

t r i b u t e  q u e s tio n n a ire s  to  a l l  s t a f f  members w ith  th e  excep

t io n  o f  th e  a d m in is t r a to r ,  d i r e c t o r  o f  n u r s in g ,  e x e c u tiv e  

h o u sek eep er, and food s e rv ic e  d i r e c t o r .  In  d i s t r i b u t i n g  th e  

q u e s t io n n a i r e s , th e  su g g e s tio n  was made to  l e t  in d iv id u a l  

s t a f f  members s e l e c t  t h e i r  own, r a th e r  th an  hav ing  them 

p a sse d  o u t. T his was done to  h e lp  e l im in a te  any s u s p ic io n s
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on th e  p a r t  o f  th e  r e s p o n d e n ts .

In  o rd e r  to  p ro v id e  th e  s t a f f  members w ith  com plete  

anonym ity and s t r i c t  c o n f id e n t i a l i t y  f o r  t h e i r  a n sw e rs , th e  

t r a in in g  c o o rd in a to r s  w ere in s t r u c te d  to  c o l l e c t  th e  q u e s 

t io n n a i r e s  in  th e  fo llo w in g  manner:

P ro v id e  a " c o l l e c t io n  box" fo r  th e  s t a f f  members to  
d e p o s i t  t h e i r  com pleted  surveys i n .  Use th e  box th e  
su rv e y s  came in  o r  a  b ig g e r  one i f  h an d y . W rite  
"D ep o s it Surveys H ere" on th e  s id e  o f  i t  and c u t  a 
s l i t  i n  th e  to p . Then p la c e  i t  in  an  a re a  w here a l l  
s t a f f  members w i l l  have access  to  i t .  (Exam ple: 
em ployees ' lo u n g e , m ain lobby , o r  th e  tim e c lo c k .)
(See A ppendix A .)

A f te r  ap p ro x im a te ly  one to  two weeks th e  t r a in in g  

c o o rd in a to rs  packed  th e  com pleted q u e s t io n n a ir e s  in  a box 

and sh ip p e d  them back  to  th e  r e s e a r c h e r .

C lose to  2 ,300  q u e s tio n n a ire s  w ere sh ip p ed  to  th e  26 

n u rs in g  homes and n e a r ly  1 ,850 were p la c e d  in  th e  hands o f  

n u rs in g  home p e r s o n n e l .  Out o f  th e s e ,  a p p ro x im a te ly  860 

q u e s t io n n a ir e s  w ere re c o v e re d  fo r  an o v e r a l l  re sp o n se  r a t e  

o f  46 p e r c e n t . Because o f  th e  n a tu re  o f  th e  p e rso n n e l s u r 

vey ed , t h i s  ap p e a rs  to  be  a very  good re sp o n se  r a t e  (se e  

T ab le  1) .

I n d iv id u a l  n u r s in g  home re sp o n se  r a t e s  ranged  a l l  

th e  way from  11 p e rc e n t to  72 p e rc e n t .  Only f iv e  homes had 

re sp o n se  r a t e s  below  30 p e r c e n t .  S u rp lu s  su rv ey  forms were 

n o t r e tu rn e d  from  f iv e  n u rs in g  homes so  t h a t  t h e i r  re sp o n se



175

TABLE 1

SUMMARY OF QUESTIONNAIRE DATA COLLECTION

N urs
ing

Home

No. o f  
Q u e s tio n 

n a i r e s  
Sen t

No. o f^  No. D i s t r i -  
B lanks b u ted  to  

R e tu rn ed  N.H. S t a f f

No. o f  
R esponses 

R e tu rn ed

Response
R ate

7.

1 75 12 63 35 55
2 135 32 103 52 48
3 135 26 109 64 63
4 130 19 111 25 22
5 132 23 109 45 41
6 130 44 86 44 51
7 104 1 103 68 66
8 80 26 54 29 53
9 75 24 51 25 49

10 65 23 42 36 85
11 68 24 44 29 65
12 75 15 60 26 43
13 75 43 32 23 71
14 65 19 46 34 79
15 110 54 56 36 64
16 75 — “ 75 16 21
17* 135 — — 135 15 11
18 Dropped from  Survey
19 104 41 63 31 49
20* 110 — — 110 28 25
21* 77 — — 77 29 42
22 Dropped from  Survey
23 121 3 118 29 24
24* 104 •  “ 104 75 72
25 70 23 47 33 68
26 70 26 44 24 54

T o ta ls 2 ,320 478 1,842 852 46

Number o f  unmarked q u e s tio n n a ire s  r e tu rn e d  from 
each  n u rs in g  home.

*No unm arked q u e s t io n n a ir e s  were r e c e iv e d  from 
th e s e  n u rs in g  homes so re sp o n se  r a t e s  w ere ap p ro x im a ted .
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r a t e s  w ere approxim ated  (NH #16, 17, 20, 21, 2 4 ) .

Respondent Job C la s s i f i c a t io n  

R espondents were asked  to  d e s ig n a te  t h e i r  jo b  c l a s s i 

f i c a t io n  i f  in  th e  n u rs in g  departm ent o r in d ic a te  w hich o f  

th e  o th e r  n u r s in g  home departm ents they  w ere members o f .  In  

a l l , th e  re sp o n d e n ts  were d iv id ed  in to  seven  c a te g o r ie s  :

Nurse (RN & LPN), N u rse 's  a id e  and o r d e r ly .  N urse o th e r .  

D ie ta ry , H ousekeep ing , A d m in is tr a t iv e , and M ain tenance . And 

as cou ld  be  e x p e c te d , s e v e ra l  re sp o n d en ts  f a i l e d  to  d e s ig 

n a te  t h e i r  jo b  c l a s s i f i c a t i o n  o r  d ep a rtm en t—ap p ro x im a te ly  

2 .5  p e rc e n t o r 20 re sp o n d en ts .

As e x p e c te d , th e  l a r g e s t  number o f  re sp o n d en ts  came 

from th e  n u r s e 's  a id e  ca teg o ry  w ith  a lm o st 50 p e rc e n t o f  th e  

t o t a l .  N ext came th e  p r o fe s s io n a l  n u rse s  w ith  1 8 .6  p e rc e n t 

o f  the  t o t a l .  The d iv is io n s  o f  H ousekeep ing , D ie ta ry , and 

A d m in is tra tio n  w ere v e ry  c lo se  in  t h e i r  p ro p o r t io n  o f r e 

spondents , b e in g  10 .6  p e r c e n t , 9 .1  p e r c e n t , and 7 .6  p e rc e n t 

r e s p e c t iv e ly .  N u rsin g  o th e r  and M aintenance h ad  r e l a t i v e l y  

sm all p ro p o r t io n s  o f 3 p e rc e n t and 1 .6  p e r c e n t  r e s p e c t iv e ly  

(se e  T able 2 ) .

Because th e  p ro p o r tio n  o f re sp o n d en ts  in  each o f  th e  

c a te g o r ie s  i s  d i f f e r e n t  i n  a l l  24 n u rs in g  hom es, th e  q u e s tio n  

a r i s e s  as  to  w h e th e r t h i s  could  have a s ig n i f i c a n t  in f lu e n c e
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TABLE 2

NUMBER AND PROPORTION OF RESPONDENTS 
BY JOB CLASSIFICATION

N urs
ing

Home

N urse 
RN o r 

LPN
Nurse
Aide

Nurse
O ther D ie ta ry

H ouse
k e e p 

in g
Admin. M ain t. Unela s  

s i f i e d

1 7* 16 0 5 1 4 0 1
21 .1**48 .5 0 .0 15.2 3 .0 12 .1 0.0 0

2 8 22 3 3 11 2 2
15 .7 43 .1 5 .9 5 .9 21.6 3 .9 3.9

3 15 29 5 5 1 6 0 3
24 .6 47.5 8 .2 8 .2 1 .6 9 .8 0 .0

4 6 10 1 2 3 2 0 1
25 .0 47.5 4 .2 8 .3 12.5 8 .3 0.0

5 7 24 0 3 9 1 0 1
15 .5 54.5 0 .0 6 .8 20.5 2 .3 0 .0

6 10 24 1 1 5 0 0 1
2 4 .4 58.5 2 .4 2 .4 12 .2 0 .0 0.0

7 11 32 1 6 7 7 2 2
16 .7 48 .5 1 .5 9 .1 10.6 10 .6 3.0

8 5 12 0 3 5 3 0 1
17.9 42.9 0 .0 10.7 17 .9 10 .7 0

9 2 15 0 2 4 0 1 1
8 .3 62.5 0 .0 8 .3 16 .7 0 .0 4 .2

10 5 21 0 2 5 2 0 1
14 .3 60.0 0 .0 5 .7 14 .3 5 .7 0.0

11 4 17 0 1 3 2 1 1
14.3 60.7 0 .0 3 .6 10 .7 7 .1 3.6

12 6 11 1 2 3 2 1 0
23 .1 42.3 3 .8 7.7 11.5 7 .7 3.8

13 4 12 0 2 3 2 0 0
1 7 .4 52 .2 0 .0 8 .7 13 .0 8 .7 0.0

14 7 13 0 5 2 5 1 1
21 .2 39 .4 0 .0 15.2 6 .1 15 .2 3.0
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TABLE 2 (CONTINUED)

N urs
in g

Home

Nurse 
RN o r 

LPN
Nurse
Aide

N urse
O th er D ie ta ry

House
k eep 

ing
Admin. M a in t. U nclas

s i f i e d

15 4 23 3 0 3 3 0 0
11.1 63 .9 8 .3 0 .0 8 .3 8 .3 8 .3

16 4 8 1 0 0 3 0 0
25.0 5 0 .0 6 .3 0 .0 0 .0 18 .7 0 .0

17 2 9 0 2 2 0 0 0
13.3 60 .0 0 .0 13.3 13.3 0 .0 0 .0

19 2 26 0 0 1 2 0 0
6 .5 8 3 .9 0 .0 0 .0 3 .2 6 .5 0 .0

20 5 6 2 8 1 4 1 1
18.5 2 2 .2 7 .4 29.6 3 .7 14 .8 3 .7

21 6 14 2 4 1 2 0 1
20.7 4 8 .3 6 .9 13.8 3 .4 6 .9 0 .0

23 8 10 1 0 5 3 2 0
27.6 3 4 .5 3 .4 0 .0 17.2 10 .3 6 .9

24 14 32 3 13 9 4 1 1
18 .4 4 2 .1 3 .9 17.1 11.8 5 .3 1 .3

25 7 18 0 3 3 1 1 0
21.2 54 .5 0 .0 9 .1 9 .1 3 .0 3 .0

26 6 8 1 4 1 3 0 1
26.1 34 .8 4 .3 17 .4 4 .3 13 .0 0 .0

T o ta l 155 412 25 76 88 63 13 20
18.6 4 9 .5 3 .0 9 .1 10.6 7 .6 1 .6

*N m ber o f  R e sp o n d en ts--P e r  N ursing  Home.

* * P ro p o rtio n  o f  R esp o n d en ts--P e r N ursing  C e n te r .
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upon th e  v a r ia n c e  betw een v a r ia b le  s c o re s .  To ad d re ss  t h i s  

p rob lem , th e  re sp o n d e n ts  from each n u rs in g  home w ere grouped 

in to  two c l a s s i f i c a t i o n s — p r o f e s s io n a l  and n o n p ro fe s s io n a l. 

The re a so n  f o r  choosing  th e se  c l a s s i f i c a t i o n s  i s  p r ima r i ly  

t h a t  th e  p e rso n n e l in  a n u rs in g  home a r e  d iv id e d  in to  two 

b a s ic  t y p e s . The p ro fe s s io n a l  c l a s s i f i c a t i o n  i s  composed o f  

th e  r e g i s t e r e d  n u rse s  and th e  l ic e n s e d  p r a c t i c a l  n u r s e s .

Both have re c e iv e d  d eg rees in  n u rs in g  from  a reco g n ized  

sch o o l o f  n u rs in g  and a r e  l ic e n s e d  by th e  s t a t e  in  which 

th ey  p r a c t i c e .

The n o n p ro fe s s io n a l c l a s s i f i c a t i o n  i s  made up p r i 

m a r ily  o f  u n s k i l l e d  la b o r .  T h is  c a te g o ry  in c lu d e s  n u r s e 's  

a id e s  and o r d e r l i e s ,  k i tc h e n  h e lp e r s ,  m a id s , p o r t e r s ,  and 

m ain tenance men. No l ic e n s e s  o r  fo rm al t r a in i n g  a re  re q u ire d  

fo r  th e s e  jo b s ;  most o f  the  t r a in i n g  o cc u rs  on th e  job  o r  

th ro u g h  in s e r v ic e  program s.

A f te r  d is c u s s in g  th e  m a tte r  w ith  n u r s in g  home admin

i s t r a t o r s  and e x e c u t iv e s , i t  was concluded  t h a t , i f  th e re  

were d i f f e r e n c e s  in  th e  p e rc e p tio n s  o f  n u r s in g  home s t a f f  

members, i t  w ould o ccu r between th e s e  two c l a s s i f i c a t i o n s .

The f i r s t  s te p  in  a n a ly z in g  th e  e f f e c t  t h a t  d i f f e r 

ences in  th e  p ro p o r t io n s  o f  p r o f e s s io n a l  and n o n p ro fe s s io n a l 

s t a f f  members m ight h ave  on th e  v a r ia b le  mean s c o re s  was to
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d e te rm in e  i f  th e r e  was a s ig n i f i c a n t  d i f f e r e n c e  in  th e  p ro 

p o r t io n s  betw een th e  24 n u rs in g  homes. T h e re fo re , th e  f o l 

low ing n u l l  h y p o th e s is  was t e s t e d .

H y p o th e s is : Each n u r s in g  home w i l l  have i d e n t i c a l
p r o p o r t io n a l  r e l a t io n s h ip s  betw een th e  
number o f  p ro fe s s io n a l  and n o n p ro fe s 
s io n a l  re sp o n d e n ts .

In  s t a t i s t i c a l l y  t e s t i n g  t h i s  h y p o th e s is  th e  

CROSSTABS subprogram  o f th e  S t a t i s t i c a l  Package f o r  the  

S o c ia l  S c ien ces  was used  (N ie e t  a l . ,  1975, p . 2 1 6 ). The 

SPSS subprogram  CROSSTABS produced  a tw o -d im en sicn a l to l l .3. 

The d a ta  in  th e  t a b l e  r e p re s e n t  a ta b u la t io n  o f  re sp o n d e n ts  

by p ro fe s s io n a l - n o n p ro f e s s io n a l  c l a s s i f i c a t i o n  and by n u r s 

in g  home ( s e e  T able 3 ) .  The c h i- sq u a re  t e s t  o f  s t a t i s t i c a l  

s ig n i f i c a n c e  was u sed  to  d e term in e  w hether th e r e  was a s i g 

n i f i c a n t  d i f f e r e n c e  in  th e  p ro p o r t io n a l  r e l a t io n s h i p s  b e 

tw een n u r s in g  homes (se e  S t a t i s t i c a l  A n a ly s is ,  p . 223 b e lo w ).

A c h i  sq u a re  v a lu e  o f  14 .75  was computed and w ith  

23 d eg rees  o f  freedom , th e  p r o b a b i l i l i t y  o f  o c cu rre n c e  i s  

.9031 , o r  n o t  s i g n i f i c a n t .  T h e re fo re , b ased  upon th e  s t a 

t i s t i c a l  d a ta ,  we can n o t r e j e c t  th e  n u l l  h y p o th e s is .  T h ere

f o r e ,  b ased  upon th e  d a ta ,  we can conclude t h a t  even  i f  th e  

p e rc e p tio n s  o f  p r o f e s s io n a l  and n o n p ro fe s s io n a l a r e  s i g n i f i 

c a n t ly  d i f f e r e n t ,  i t  w i l l  n o t  s i g n i f i c a n t l y  in f lu e n c e  th e  

v a r io u s  means b ecau se  th e  p r o p o r t io n a l  r e l a t io n s h ip s  o f th e
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TABLE 4

NUMBER AND PROPORTION OF PROFESSIONAL AND NON-PROFESSIONAL 
RESPONDENTS PER NURSING HOME

N ursing
Home P r o f e s s io n a l N o n -P ro fe ss io n a l U n c la s s if ie d

1 7* 26 2
21.1** 78 .8

2 8 44 0
1 5 .4 8 4 .6

3 15 46 2
24.6 7 5 .4

4 6 19 0
24.0 76 .0

5 7 38 0
15.6 8 4 .4

6 10 31 3
2 4 .4 75 .6

7 11 56 1
1 6 .4 83 .6

8 5 24 0
17.2 8 2 .4

9 2 23 0
8 .0 92 .0

10 5 30 1
14.3 8 5 .7

11 4 24 1
14:3 8 5 .7

12 6 20 0
23 .1 76 .9

13 4 19 0
17 .4 8 2 .6

14 7 26 1
21 .2 78 .8
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TABLE 3 (CONTINUED)

N ursing
Home P ro fe s s io n a l N o n -P ro fe ss io n a l U n c la s s i f ie d

15 4 32 1
11 .1 88.9

16 4 12 0
25 .0 25 .0

17 O 13 0
13.3 86 .7

19 2 29 0
6 .5 93.5

20 5 22 1
18.5 81.5

21 6 23 0
20 .7 79.3

23 8 21 0
27 .6 72 .4

24 14 62 0
18 .4 81.6

25 7 26 0
21 .2 78.8

26 6 17 1
26 .1 73.9

T o ta l 155 683 14
18.5 81.5

*Number o f R e sp o n d e n ts --P e r  N ursing  C e n te r .

* * P ro p o rtio n  o f  R esponden ts—Per N ursing  C e n te r . 

DF = 23 

P = .9031
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n u rs in g  homes a r e  a p p ro x im a te ly  i d e n t i c a l .

S co rin g  Q u e s tio n n a ire s  

A ll  q u e s tio n n a ire s  u sed  in  t h i s  s tu d y  have b een  used  

and v a l id a te d  by p re v io u s  r e s e a r c h .  I t  i s  n o t th e  p u rp o se  

o f  t h i s  i n v e s t ig a t io n  to  develop  new m ethods o f  m easu rin g  

i n t e r n a l  o rg a n iz a t io n a l  fu n c t io n in g  and e f f e c t iv e n e s s  o r  any 

o th e r  o r g a n iz a t io n a l  b e h a v io ra l  v a r i a b l e s .

S u b je c tiv e  M easures o f  E f fe c t iv e n e s s  

The q u e s tio n n a ire  item s  developed  by M ott (1972 , pp. 

25-26) u sed  h e re  as  " S u b je c tiv e  M easures o f  O rg a n iz a tio n a l 

E f f e c t iv e n e s s "  w i l l  be sc o re d  in  th e  fo llo w in g  m anner. In  

com puting  th e  s c o re  f o r  p r o d u c t iv i ty  each re s p o n d e n t 's  a n s 

w ers  to  q u e s tio n s  1 and 2 w ere sc o re d  acco rd in g  to  th e  num

b e r s  n e x t  to  th e  o p tio n s  he  s e le c te d .  These numbers w ere 

added , and th e  sum d iv id e d  by two to  g iv e  a p r o d u c t iv i ty  

s c o re  ra n g in g  betw een 1 .00  and 5 .0 0  f o r  each re sp o n d e n t.

When a re sp o n d e n t d id  n o t answ er one o r  more o f th e  compo

n e n t  i te m s ,  no sc o re  was c o n s tru c te d  f o r  him o r h e r  ( t h i s  

same p ro c e d u re  was a p p lie d  to  th e  in d ex  o f  a d a p t a b i l i t y ) .

N

d N
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= I n d iv id u a l  p ro d u c t iv i ty  sc o re  

Oj = O ption  s e le c te d  on the  q u e s tio n  

N = Number o f  q u e s tio n s  (N = 2)

In  c o n s tr u c t in g  th e  p r o d u c t iv i ty  sc o re  f o r  each  

n u rs in g  home, th e  mean p r o d u c t iv i ty  sc o re  f o r  each  re sp o n d 

e n t in  t h a t  n u r s in g  home was summed; th e  t o t a l  was th e n  

d iv id e d  by th e  number o f  re sp o n d en ts  in  t h a t  n u rs in g  home. 

The form ula i s  a s  fo llo w s  :

N

NHA-P, =d N

P .j  = P r o d u c t iv i ty  sco re  f o r  th e  re sp o n d e n t 
i n  n u rs in g  home "A"

N = Number o f re sp o n d e n ts  i n  n u rs in g  home "A"

NHA-Pj = P r o d u c t iv i ty  sco re  f o r  n u rs in g  home "A"

The a d a p t a b i l i t y  in d e x  was c o n s tru c te d  th e  same way, 

u s in g  q u e s tio n s  3 , 4 , and 5 on th e  q u e s t io n n a i r e .  (See 

Appendix B .)

The f l e x i b i l i t y  s c o re  w i l l  b e  much s im p le r  to  d e r iv e  

b ecau se  o n ly  one s c o re  i s  o b ta in e d  f o r  each  re sp o n d e n t,  

th e re b y  making th e  com p u ta tio n  o f  a  mean f o r  each  re sp o n d e n t 

u n n e c essa ry . The p e rc e iv e d  f l e x i b i l i t y  o f  th e  n u r s in g  home 

was m easured by th e  r e s p o n d e n t 's  answ er to  q u e s tio n  6 . Each
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re s p o n d e n t 's  answ er was sc o re d  acco rd in g  to  th e  number n e x t 

to  th e  o p in io n  t h a t  he o r she s e le c te d .  In  d e te rm in in g  th e  

n u rs in g  hom e's s c o re  f o r  f l e x i b i l i t y ,  a l l  th e  re sp o n d e n ts ' 

s c o re s  w i l l  be summed and th en  d iv id e d  by th e  t o t a l  number 

o f  re sp o n d en ts  in  t h a t  n u rs in g  home u s in g  th e  fo llo w in g  f o r 

m ula:

N

NHA-Flex = ----

NHA-Flex = N ursing  home "A" s c o re  f o r  f l e x i b i l i t y

0^ = O ption  s e le c te d  by re sp o n d e n t i

N = Number o f  re sp o n d en ts  in  n u rs in g  home "A"

In  o rd e r  to  d e te rm in e  th e  b a s ic  d i s t r i b u t i o n a l  c h a r a c t e r i s 

t i c s  o f  each  o f  th e  35 v a r ia b le s  in  th e  s tu d y , d e s c r ip t iv e  

s t a t i s t i c s  w ere com puted. T his p ro v id e d  th e  r e s e a rc h e r  w ith  

in fo rm a tio n  on th e  d i s t r i b u t i o n ,  v a r i a b i l i t y ,  and c e n t r a l  

te n d e n c ie s  o f  th e  v a r i a b l e s .  (See s e c t io n  on D e s c r ip tiv e  

S t a t i s t i c s ,  p . 214 b e lo w .)

T ab le  4 shows t h a t  th e  m a jo r i ty  o f  th e  n u rs in g  homes 

s c o re  in  th e  m id -ran g es  on th e  v a r ia b le s  o f  p r o d u c t iv i ty  and 

a d a p ta b i l i t y .  The v a r ia b le  p r o d u c t iv i ty  c lo s e ly  approaches

th e  norm al d i s t r i b u t i o n  ; s in c e  i t  i s  somewhat skewed to  th e  

l e f t ,  we w ould e x p e c t t h a t  on ly  5 p e rc e n t  o f  th e  n u rs in g
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homes would sc o re  a s  h ig h  as fo u r  o r  above and th e  m a jo r i ty  

would s c o re  betw een th re e  and fo u r .  The same w ould b e  tru e  

f o r  a d a p ta b i l i t y  and the  s c o re s  would b e  d i s t r i b u t e d  more 

e v e n tly . The s c o re s  f o r  f l e x i b i l i t y  w ere somewhat h ig h e r ,  

w ith  th e  p r o b a b i l i t y  b e in g  th a t  45 p e rc e n t  would s c o re  above 

fo u r ;  how ever, t h i s  p e rc e n ta g e  m ight b e  in c re a s e d  because  o f 

th e  d i s t r i b u t i o n 's  skew edness to  th e  r i g h t .

TABLE 4

DESCRIPTIVE STATISTICS FOR THE SUBJECTIVE 
MEASURES OF ORGANIZATIONAL EFFECTIVENESS

V a ria b le  Mean S td . Dev. Skewness K u rto s is Range

P ro d u c tiv i ty  3 .628 .23 .228 .11 1.04

A d a p ta b i l i ty  3 .5 4 .27 .048 - .7 2 9 .98

F l e x i b i l i t y  3 .88 .299 - .6 3 6 - .3 2 9 1.10

N = 24

Q u a lity  o f  P a t ie n t  Care 

To e v a lu a te  th e  q u a l i ty  o f  p a t i e n t  c a r e ,  th e  methods 

developed  by G eorgopoulos and Mann (1962 , pp. 200-225) w i l l  

be  employed w ith  some m o d if ic a t io n s .

The re sp o n se  a l t e r n a t iv e  o f f e r e d  by th e  q u e s tio n s  

form  a s e v e n -p o in t s c a le  t h a t  makes i t  p o s s ib le  to  o b ta in
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th e  answ er o f  any group o f  re sp o n d e n ts  and th e n  to  compute 

th e  a r i th m e t ic  mean, o r average  o f  a l l  answ ers. Georgopou

lo s  and Mann (1962) f e l t  t h a t  seven  re sp o n se  a l t e r n a t iv e s  

w ere n e c e s sa ry  f o r  th e  fo llo w in g  re a so n s  : (1) to  p e rm it as

much d is c r im in a t io n  among as  many d i f f e r e n t  deg rees o f  q u a l

i t y  o f  c a re  as  might re a so n a b ly  b e  ex p ec ted  f o r  h o s p i ta l s  o f  

th e  k in d  s tu d ie d ;  (2) to  a llo w  th e  re sp o n d en ts  r e l a t i v e ly  

g r e a t  freedom  o f  cho ice in  t h e i r  answ ers ; and (3) th e  r e 

s u l t s  o f  t h e i r  p r e t e s t  and r e s e a r c h  dem onstra ted  t h a t  th e  

m a jo r i ty  o f  resp o n d en ts  m ostly  te n d  to  check a l t e r n a t iv e s  

tow ard th e  fa v o ra b le  end o f th e  s c a l e ,  th u s  making i t  n e c e s 

s a ry  t o  d es ig n  a s c a le  p e rm it t in g  r a th e r  f in e  d i s t i n c t i o n s ,  

e s p e c ia l ly  on th e  fa v o ra b le  s id e .

In  t h e i r  study The Community G eneral H o s p i ta l , 

G eorgopoulos and Mann (1962) n o t  o n ly  d es ig n ed  th e se  s u b je c 

t i v e  m easures o f  th e  q u a l i ty  o f  p a t i e n t  c a re  b u t a ls o  

a ttem p ted  to  v a l id a te  them . Each m easure o f  p a t i e n t  c a re  

was v a l id a te d  u s in g  a d i f f e r e n t  s e t  o f  d a ta  f o r  t h i s  p u rp o se . 

The n u r s in g  c a re  m easure was v a l id a t e d  by com paring i t  

a g a in s t  (1) d a ta  from h o s p i t a l  r e c o rd s  re g a rd in g  th e  compo

s i t i o n  o f th e  n u rs in g  s t a f f  in  th e  v a r io u s  h o s p i t a l s ,  (2) 

q u e s t io n n a ir e  d a ta  on how good a  jo b  th e  n u rs in g  s t a f f  does 

f o r  th e  h o s p i t a l  and on how w e ll  th e  n u rs in g  departm en t i s
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doing  in  r e l a t i o n  to  w hat i t  sh o u ld  be ac c o m p lish in g , and

(3) v o lu n te e re d  comments by d i f f e r e n t  re sp o n d en ts  from each  

p a r t i c ip a t i n g  h o s p i t a l  abou t n u r s in g  c a re  and th e  n u rs in g  

s t a f f  (G eorgopoulos & Mann, 1962, p . 261).

The o v e r a l l  c a re  m easure was s im i la r ly  v a l id a te d  by 

com paring i t  a g a in s t  (1) d a ta  on how w e ll p a t i e n t s  speak  o f  

th e  h o s p i t a l ,  a c c o rd in g  to  m ed ica l and nonm edical re sp o n d 

e n ts  from  each  i n s t i t u t i o n ;  (2) d a ta  abou t th e  r e p u ta t io n  

each h o s p i t a l  en jo y s  in  i t s  com m unity, in  th e  v iew  o f  m edi

c a l  and nonm edical re sp o n d en ts  ; and (3) f r e e  q u a l i t a t i v e  

comments by v a r io u s  re sp o n d e n ts  ab o u t p a t i e n t  c a re  in  each 

h o s p i t a l .  F in a l l y ,  th e  com para tive  m easure o f  th e  q u a l i ty  

o f  o v e r a l l  p a t i e n t  c a re  was v a l id a te d  by com paring i t  w ith  

each  o f  th e  o th e r  m easures o f p a t i e n t  c a re  developed  in  

t h e i r  s tu d y , and a g a in s t  c e r t a in  d a ta  d em o n stra tin g  t h a t  th e  

m ed ica l re sp o n d e n ts  idio r a te d  o v e r a l l  c a re  c o c ç a r a t iv e ly  had 

a  r e a l i s t i c  fram e o f  re fe re n c e  i n  term s o f  w hich to  p e rfo rm  

such a  r a t i n g  (G eorgopoulos & Mann, 1962, p . 2 6 2 ) .

The p rim a ry  re a so n in g  b e h in d  th e  G eorgopoulos and 

Mann app roach  was t h a t  members o f  th e  h o s p i t a l  s t a f f  would 

s e rv e  a s  r a t h e r  in e x p e n s iv e  b u t a c c u ra te  a s s e s s o r s  o f  h o s p i

t a l  f u n c t io n in g  and th e y  d isc o v e re d  t h a t  th e  judgm ents o f  

h o s p i t a l  em ployees w ere s ig n i f i c a n t l y  r e l a t e d  to  th o se  o f
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th e  p h y s ic ia n s .  T his f in d in g  su g g e s ts  t h a t  o th e r  groups in  

th e  h o s p i t a l  were cap ab le  o f  making e v a lu a t io n s  by e s s e n 

t i a l l y  th e  same c r i t e r i a  a s  th o s e  u sed  by p h y s ic ia n s  (M ott, 

1972. p . 1 9 0 ).

In  o rd e r  to  m inim ize a change r e l a t i o n s h i p ,  i t  i s  

e s s e n t i a l  t h a t  p a t i e n t  c a re  be e v a lu a te d  a long  more than  one 

d im ension . T h e re fo re , th e  fo llo w in g  th re e  m easures were 

employed: (1 ) an o v e r a l l  m easure o f  th e  q u a l i ty  o f  c a re ,

(2) a  m easure o f  th e  q u a l i ty  o f  n u rs in g  c a r e ,  and (3) a 

m easure o f  th e  q u a l i ty  o f  t o t a l  c a re  g iv en  to  p a t i e n t s  in  

one home in  com parison to  th e  t o t a l  ca re  g iv en  to  p a t i e n t s  

in  o th e r  s im i l a r  n u rs in g  homes, i . e . ,  a co m p ara tiv e  m easure 

o f  o v e r a l l  c a re .

T hese dim ensions w ere combined to  o b ta in  an o v e r a l l  

mean s c o re  f o r  each n u r s in g  home f o r  th e  q u a l i ty  o f  c a re .

In  d e te rm in in g  th e  s c o re  f o r  q u a l i ty  o f c a r e ,  each re sp o n d 

e n t 's  answ ers to  q u e s tio n s  29 , 30, and 31 w ere s c o re d  

a c co rd in g  to  th e  numbers n e x t  to  th e  o p tio n s  he  s e le c te d .  

These num bers w ere added and th e n  d iv id e d  by th e  number o f  

o b s e rv a t io n s  checked to  d e te rm in e  a  q u a l i ty  o f  c a r e  sc o re  

f o r  each  re sp o n d e n t. For p u rp o ses  o f  co n v en ien ce , th e  

n u m erica l v a lu e s  n e x t to  th e  o p tio n s  s e le c te d  w ere re v e rs e d . 

I f  a  re sp o n d e n t l e f t  a q u e s tio n  b la n k  i t  was th e n  o m itte d  in
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com puting h i s  s c o re .  The fo rm u la  i s  as fo llo w s :

N
Z G.

QCj = Q u a li ty  o f  c a re  sc o re  f o r  th e  re sp o n d e n t 

0^ = O ption  s e le c te d  on th e  i^ ^  q u e s tio n

NQ = Number o f  q u e s tio n s  s e le c te d

To d e te rm in e  th e  q u a l i t y  o f  c a re  sc o re  f o r  each 

n u r s in g  home, th e  mean q u a l i ty  o f  ca re  sc o re  f o r  each  r e 

sp o n d en t w i l l  be summed and th e n  d iv id e d  by th e  t o t a l  num

b e r  o f  re sp o n d e n ts  in  t h a t  n u rs in g  home a s  fo llo w s  :

N
Z QC 

j = l  ^
OCNHA = N

OCHNA = Q u a li ty  o f c a re  s c o re  fo r  n u rs in g  home "A'

QCj = Q u a lity  o f c a re  s c o re  f o r  th e  re sp o n d e n tjCh

N = Number o f  re sp o n d e n ts

The m ain d i f f e r e n c e  i n  th e  m ethods used  to  d e term in e  

th e  s c o re s  f o r  p r o d u c t iv i ty  and q u a l i ty  o f  c a re  i s  t h a t  in  

com puting q u a l i t y  o f  c a r e ,  i f  a  re sp o n d e n t f a i l e d  to  check 

a l l  th re e  m easures th e  sc o re  was n o t throw n o u t .  The re a so n  

f o r  t h i s  i s  t h a t  q u e s tio n  31, th e  com para tive  m ea su re , was 

o p t io n a l .  I t  assum es t h a t  th e  re sp o n d en t has w orked in  

o th e r  n u r s in g  homes o r h as  some knowledge o f  th e  q u a l i ty  o f
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c a re  a d m in is te re d  in  them . I f  th e  re sp o n d en t does n o t  have 

such  know ledge, he was in s t r u c te d  to  om it th e  q u e s tio n . (See 

Appendix B .)

TABLE 5

DESCRIPTIVE STATISTICS FOR THE QUALITY OF CARE

V a r ia b le Mean S td . Dev. Skewness K u r to s is  Range

Q u a lity  o f 
Care* 4.479 .596 .379 - .2 7 6  2 .20

N = 24

* = 7 p o in t  s c a le

The d i s t r i b u t i o n  o f  th e  q u a l i ty  o f  c a re  mean sco res  

i s  m o d e ra te ly  f l a t  and skewed to  th e  l e f t .  Based on th e  

norm al d i s t r i b u t i o n  we can say  th a t  ap p ro x im a te ly  68.26 p e r 

c e n t o r  16 o f  th e  n u rs in g  homes sc o re  betw een 3.856 and 

5 .04— a r a t in g  o f  good. In  a d d i t io n ,  31 p e rc e n t  o r  seven  

n u rs in g  homes a c h ie v e d  a r a t i n g  o f  v e ry  good o r  b e t t e r .  The 

maximum s c o re  was 5 .7  and th e  minimum sc o re  was 3 .5 .  The 

lo w est s c o r in g  n u r s in g  home would sc o re  midway in  th e  f a i r  

to  good c a te g o ry .

The C h a r a c te r i s t i c s  o f  E f f e c t iv e  
O rg a n iz a tio n s

The r e s e a rc h  q u e s tio n s  employed in  t h i s  s e c t io n  of 

th e  r e s e a r c h  w ere tak en  from  th e  works o f  P au l E. M ott,
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"Sources o f  A d a p ta b i l i ty  and F l e x i b i l i t y  in  L arge O rg an iza

t io n s "  (1960) and The C h a r a c te r i s t i c s  o f  E f f e c t iv e  O rg an iza

t io n s  (1972) . The o n ly  e x c e p tio n  i s  th e  m easure r e l a t i n g  to  

th e  p la n n in g  a b i l i t y  o f  th e  s u p e rv is o r ,  which was tak en  

d i r e c t ly  from G eorgopoulos and M ann's The Community G eneral 

H o sp ita l (1 9 6 2 ). However, s e v e ra l  q u e s tio n s  w ere employed 

in  b o th  th e  works o f  M ott and G eorgopoulos and Mann.

A d m in is tra tiv e  E f fe c t iv e n e s s

To e v a lu a te  th e  e f f e c t iv e n e s s  o f  n u rs in g  home admin

i s t r a t i o n  and i t s  r e l a t io n s h ip  to  " o rg a n iz a t io n a l  e f f e c t i v e 

n e s s"  and th e  " q u a l i ty  o f  c a r e ,"  th r e e  a re a s  o f  a d m in is tr a 

t i o n  w ere s e le c te d  f o r  s tu d y — o r g a n iz a t io n a l  p la n n in g , ad 

m in i s t r a t iv e  com m unication and prob lem  s o lv in g , and r a t i o n a l  

t r u s t  o f a d m in is t r a t io n .

O rg a n iz a tio n a l P lan n in g

To m easure " o rg a n iz a t io n a l  p la n n in g ,"  n u rs in g  home 

s t a f f  members w ere asked  to  e v a lu a te  th e  a b i l i t y  o f  t h e i r  

s t^ e r v i s o r  in  p la n n in g , o rg a n iz in g , and s c h e d u lin g  th e  work 

(q u e s tio n  7 ); c le a rn e s s  o f  g o a ls  and o b je c t iv e s  tow ard w hich 

to  work (q u e s tio n  8 ) ;  c le a rn e s s  o f  th e  v a r io u s  r u le s  and 

r e g u la t io n s  o f  th e  n u rs in g  home (q u e s t io n  9 ) ;  and th e  e x te n t  

to  which th e  s t a f f  members obey th e s e  ru le s  and r e g u la t io n s



193

(q u e s tio n  1 0 ). (See A ppendix B .)

In o rd e r  to  f a c i l i t a t e  s t a t i s t i c a l  a n a l y s i s ,  th e  

n u m eric a l v a lu e s  n e x t to  th e  o p tio n s  fo r  a l l  f o u r  q u e s tio n s  

were re v e rs e d . The n u r s in g  home mean sc o re s  f o r  th e  fo u r 

"m easures o f  o r g a n iz a t io n a l  p la n n in g "  w ere d e te rm in e d  by th e  

same method th a t  was u t i l i z e d  to  compute f l e x i b i l i t y .  (See 

S u b je c tiv e  m easures o f  e f f e c t iv e n e s s ,  p .  183 a b o v e ) .

TABLE 6

DESCRIPTIVE STATISTICS FOR ORGANIZATIONAL PLANNING

V a ria b le Mean S td . Dev. Skewness . K u r to s is Range

*P lan  Abl 
o f  Süp. 5 .083 .512 .049 -1 .2 9 4 1.565

C la r i t y  o f  
O b je c tiv e s 3.832 .312 .15 -  .871 1.11

C la r i t y  o f 
R u le s , Reg. 3.96 .317 - .2 8 -  .395 1.25

Adhere 
to  R ules 3 .18 .262 .29 .779 1.15

N = 24

* Seven p o in t  s c a le

N ursing  home p e rso n n e l r a t e  th e  p la n n in g  a b i l i t y  o f  

t h e i r  s u p e rv is o r  as  f a i r  to  good. T h is  d i s t r i b u t i o n  would
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be c o n s id e re d  to  be very  p l a ty k u r t i c  ( f l a t ) . The maximum 

v a lu e  was 5 .9  and th e  minimum was 4 .3 7 5 . S t a f f  members seem 

to  f e e l  t h a t  o b je c t iv e s ,  r u l e s ,  and p o l i c i e s  a r e  d e f in e d  

a lm ost as c l e a r l y  as th ey  sho u ld  b e . Both o f  th e s e  d i s t r i 

b u tio n s  w ould be c o n s id e re d  to  be p l a t y k u r t i c .  A m a jo r i ty  

o f  th e  p e rso n n e l w ith in  th e  n u rs in g  c e n te r  a re  p e rc e iv e d  to  

fo llo w  th e  r u le s  and r e g u la t io n s .  T his d i s t r i b u t i o n  i s  

c h a r a c te r iz e d  as b e in g  l y r t o k u r t i c  (p e a k e d ) . I t  says p r i 

m a r ily  t h a t  most o f  th e  s c o re s  c l u s t e r  c lo s e  to  th e  mean.

A d m in is tra t io n  Communication 
and Problem  S o lv in g

In  o rd e r  to  probe th e  e f f e c t s  o f  a d m in is t r a t iv e  com

m u n ica tio n  and problem  s o lv in g  upon " o rg a n iz a t io n a l  e f f e c 

t iv e n e s s "  and " q u a l i ty  o f  c a r e ,"  s t a f f  members w ere  ask ed  to  

e v a lu a te  t h e i r  a d m in is t r a to r  on th e  fo llo w in g  item s : a b i l 

i t y  to  communicate (q u e s tio n  2 4 ) , aw areness o f  problem s 

fac ed  by s t a f f  members (q u e s tio n  25) , and h i s / h e r  e f f e c t i v e 

n e ss  a t  s o lv in g  th e s e  problem s (q u e s t io n  2 6 ).

To f a c i l i t a t e  s t a t i s t i c a l  a n a ly s is ,  th e  n u m eric a l 

v a lu e s  n e x t  to  th e  o p tio n s  w ere re v e rs e d  and to  d e te rm in e  

th e  s c o re s  f o r  each  n u rs in g  home, th e  same fo rm u la  and p ro 

ced u re  w ere u sed  as  to  compute f l e x i b i l i t y .
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TABLE 7

DESCRIPTIVE STATISTICS FOR ADMINISTRATIVE 
COMMUNICATION AND PROBLEM SOLVING

V a r ia b le s Mean S td . Dev. Skewness K u rto s is Range

Adm. Comm. 3.315 .453 .38 -.8 6 7 1.59

Aware o f 
P rob . 3.486 .368 .23 -.5 0 3 1.29

A b il .  to  
S o lve P rob . 3.415 .421 .34 .253 1.79

N = 24

The s c o re s  w ould seem to  in d ic a te  t h a t  th e re  i s  room 

f o r  improvement i n  a d m in is t r a t iv e  com m unications and problem  

s o lv in g . A d m in is tra t iv e  com m unication was p e rc e iv e d  to  be 

o n ly  f a i r l y  ad eq u a te  on th e  whole ; ap p ro x im ate ly  94 p e rc e n t 

o f  th e  s c o re s  f e l l  below  fo u r  and th e  d i s t r i b u t io n  would 

have to  be d e s c r ib e d  as p l a t y k u r t i c .  The aw areness o f  and 

a b i l i t y  to  d e a l e f f e c t i v e l y  w ith  problem s was g iven  on ly  

f a i r  to  good r a t i n g s . Only 8 p e rc e n t  o f  th e  d i s t r i b u t i o n  

would exceed  a r a t i n g  o f  v e ry  good.

R a tio n a l T ru s t

The s e c t io n  on " r a t i o n a l  t r u s t "  i s  concerned  w ith  

employee p e rc e p tio n s  o f  how w e ll  management i s  p e rc e iv e d  as
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fo llo w in g  i t s  own r u le s  (q u e s tio n  1 5 ); u n d e rs ta n d in g  w o rk e rs ' 

p o in ts  o f  v iew , n e e d s , and problem s (q u e s tio n  16); and b e in g  

f a i r  and re a so n a b le  (q u e s tio n  1 7 ) .

The same p ro ced u re  was en ç lo y ed  in  com puting th e  

r a t i o n a l  t r u s t  s c o re s  as was used  in  d e te rm in in g  f l e x i b i l i t y ,  

w ith  th e  e x c e p tio n  t h a t  th e  n u m eric a l v a lu e s  w ere r e v e r s e d .

TABLE 8

DESCRIPTIVE STATISTIC FOR RATIONAL TRUST

V a r ia b le Mean S td . Dev. Skewness K u rto s is Range

Adm. F o l. 
R u l. & Reg. 3.447 .378 - .2 3 8 -.4 3 6 1.433

Und Wks 
Needs 3.17 .395 .462 -.4 9 3 1.46

Adm. F a ir  
Reason 3.462 .3 .517 -.6 2 2 1.06

N = 24

A d m in is tra t io n  was r a te d  o n ly  f a i r  to  m o d era te ly  

good on a l l  th r e e  m easures in  th r e e  p la ty k u r t i c  d i s t r i b u 

t io n s  . U n d erstan d in g  w orkers ' need s  and problem s i s  th e  

a r e a  in  g r e a t e s t  n eed  o f  im provem ent, w ith  a mean o f  o n ly  

3 .17  and o n ly  one n u r s in g  home s c o r in g  above fo u r .
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I n te r n a l  O rg a n iz a tio n a l 
R e la tio n s h ip s

The o b je c t iv e  o f  th i s  p a r t  o f  th e  re se a rc h  i s  to  

probe th e  i n t e r n a l  w orking r e l a t io n s h ip s  o f  the  n u rs in g  home 

o rg a n iz a t io n  and e s ta b l i s h  i t s  co n n e c tio n  to  " o rg a n iz a t io n a l  

e f f e c t iv e n e s s "  and th e  " q u a l i ty  o f  c a r e ."  To accom plish  

th i s  o b je c t iv e  th re e  a re a s  o f  i n t e r n a l  o rg a n iz a t io n a l  r e l a 

t io n s h ip s  w ere s e le c te d  fo r  s tu d y — c o n d it io n s  f o r  n e g o t i a t 

in g  o r d e r s ,  h o r iz o n ta l  in te g r a t io n - c o o r d in a t io n , and c u l 

t u r a l  and s o c ia l-p s y c h o lo g ic a l  i n t e g r a t i o n .

C o n d itio n s  f o r  N e g o tia t in g  
O rders

In  o rd e r  to  e s t a b l i s h  th e  r e l a t io n s h ip  betw een "con

d i t io n s  f o r  n e g o t ia t in g  o rd e rs "  and " o rg a n iz a t io n a l  e f f e c 

t iv e n e s s "  and th e  " q u a l i ty  o f  c a r e , "  s t a f f  members p e rc e p 

t io n s  o f  how w e ll  th ey  exchange id e a s  and in fo rm a tio n  (q u es

t io n  1 2 ) , h a n d le  c o o rd in a tio n  problem s (q u e s tio n  1 4 ) , and 

av o id  c r e a t in g  problem s f o r  one a n o th e r  (q u e s tio n  13) were 

a n a ly z e d .

S cores w ere d e te rm in ed  in  th e  same manner t h a t  a l l  

o th e r  v a r ia b le  s c o re s  have been d e te rm in ed  in  t h i s  s e c t io n .

As c o u ld  be  e x p e c te d , 68 p e rc e n t  o f  a l l  th e  n u rs in g  

homes sc o re d  betw een th re e  and fo u r  on a l l  th re e  v a r i a b le s .
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P erso n n e l in  a l l  24 n u r s in g  homes r a t e d  them selves and t h e i r  

co-w orkers above th re e  on exchanging id e a s  and in fo rm a tio n . 

The minimum s c o re  was 3 .03  and th e  maximum was an amazing 

4 .5 6  o u t o f  a p o s s ib le  5 .0 0 ; as f a r  a s  h a n d lin g  c o o rd in a t io n  

p ro b lem s, th e  g r e a t  m a jo r i ty  was r a t e d  l i t t l e  b e t t e r  than  

f a i r .

TABLE 9

DESCRIPTIVE STATISTICS CONDITIONS FOR NEGOTIATING ORDER

V a ria b le Mean S td . Dev. Skewness K u r to s is Range

E xc. Id ea  
I n f . 3 .574 .41 .791 - .0 5 3 1.53

Avoid 
C re a t. 
Problem s 3.467 .332 .553 - .0 6 1 .28

Hand.
Cord.
Problem s 3 .372 .285 .12 - .4 5 7 1 .14

N = 24

H o r iz o n ta l  I n té g r a t i o n -  
C o o rd in a tio n

To d e te rm in e  how th e  f a c to r s  c o n s id e re d  u n d er th e  

la b e ls  o f  " h o r iz o n ta l  in te g r a t io n - c o o r d in a t io n "  a c tu a l ly  

a f f e c t  o r g a n iz a t io n a l  perform ance and th e  q u a l i ty  o f  c a r e ,  

s t a f f  mem bers' p e rc e p t io n s  o f  th e  fo llo w in g  f a c to r s  were



199

m easured: e x te n t  to  w hich r o u t in e  a c t i v i t i e s  a re  w e ll

meshed (q u e s tio n  11) and tim ed  (q u e s tio n  18) ; h a n d lin g  o f  

in te rd e p a r tm e n ta l  problem s (q u e s t io n  19) ; the  d eg ree  o f  con

f l i c t  and te n s io n  betw een d ep artm en ts  (q u e s tio n  2 0 ) ; amount 

o f  p re s s u re  p la c e d  on s t a f f  members fo r  perfo rm ance (q u es

t io n  21) ; and th e  e x te n t  t o  w hich d i f f e r e n t  s h i f t s  co o p e ra te  

w ith  one a n o th e r  ( q u e s t io n s  22 and 23).

To f a c i l i t a t e  s t a t i s t i c a l  a n a ly s is  n u m eric a l v a lu e s  

were r e v e rs e d  f o r  a l l  q u e s t io n s  w ith  th e  e x c e p tio n  o f  q u es

t io n s  11, 20, and 21, b ecau se  f o r  th e se  th re e  q u e s tio n s  th e  

more fa v o ra b le  th e  o p tio n  s e le c te d  by th e  re sp o n d en t th e  

g r e a t e r  i t s  n u m e ric a l v a lu e  and i t  i s  v e ry  co n v en ien t to  

have th e  l a r g e r  n u m eric a l v a lu e s  co rresp o n d  to  th e  more 

f a v o ra b le  o p t io n s . The mean s c o re s  f o r  th e  m easures o f  tim 

in g  a c t i v i t i e s , m eshing o f  a c t i v i t i e s , h a n d lin g  o f  i n t e r 

d e p a rtm e n ta l p ro b le m s, and  th e  amount o f  p re s s u re  p la c e d  on 

s t a f f  members f o r  perfo rm ance  w ere determ ined  by em ploying 

th e  same methods and p ro c e d u re s  u sed  on th e  o th e r  v a r ia b le s  

in  t h i s  s e c t io n .

The n u r s in g  home’s mean s c o re  f o r  c o n f l i c t  was com

p u te d  in  much th e  same way as th e  mean sc o re  f o r  q u a l i ty  o f  

c a r e .  T h is  was done by summing th e  n u m erica l v a lu e s  n e x t  to  

th e  o p tio n s  s e le c te d .  I f  o p tio n  number s ix  was s e l e c t e d ,  i t
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was counted a s  a  m iss in g  v a lu e  and n o t  in c lu d e d  in  th e  N fo r  

t h a t  re sp o n d e n t. Second, th e  re sp o n d en t means were summed 

and d iv id ed  by th e  number o f re sp o n d en ts  to  g iv e  us th e  con

f l i c t  sco re  f o r  t h a t  n u rs in g  home.

The mean f o r  i n t e r s h i f t  c o o p e ra tio n  was determ ined  

in  th e  same m anner as th e  means f o r  p r o d u c t iv i ty  and ad a p ta 

b i l i t y  (see  p p . 183-186 above).

TABLE 10

DESCRIPTIVE STATISTICS FOR HORIZONTAL INTEGRATION

V a ria b le Mean S td . Dev. Skewness K u rto s is Range

Meshing 
o f Jobs 3 .279 .379 .014 .203 1.59

Act W ell 
Timed 3.283 .418 -.1 0 7 -.9 7 9 1.45

Hand I n t .  
D ep t. P ro b . 3.35 .289 - .7 1 2 .749 1.24

C o n f l ic t 3 .52 .256 .544 -.2 6 6 .98

P r e s . f o r  
Perform 3.236 .337 .361 .161 1.39

I n t .  S h if t  
Coop. 2.975 .362 .485 -.7 6 1 1.20

N = 24

The m eshing and tim in g  o f  a c t i v i t i e s  w ith in  th e  

n u rs in g  home w ere p e rc e iv e d  a s  b e in g  on ly  f a i r .  The h an d lin g
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o f in te rd e p a r tm e n ta l  problem s would a ls o  ach iev e  on ly  a f a i r  

r a t in g .  From th e  d e g rees  o f  skewness and k u r to s i s  we would 

d e s c r ib e  t h i s  d i s t r i b u t i o n  a s  peaked and skewed to  th e  r ig h t .  

The maximum v a lu e  was on ly  3 .8 . Based upon th e  sc o re  fo r  

h a n d lin g  in te rd e p a r tm e n ta l  problem s and th e  m eshing and 

tim in g  o f  a c t i v i t i e s  i t  i s  s u r p r i s in g  th a t  th e  c o n f l i c t  

sco re  i s  as  low as i t  i s .  The n u rs in g  hom es' s t a f f s  p e r 

c e iv ed  o n ly  some to  a l i t t l e  te n s io n  between d ep a rtm en ts .

The minimum sc o re  was 3 .1 7 , which would in d ic a te  on ly  some 

te n s io n .  A lso th e  s t a f f  members f e l t  t h a t  th ey  w ere under 

some p re s s u re  to  p e rfo rm  and saw d i f f e r e n t  s h i f t s  as w orking 

on ly  f a i r l y  w e ll to g e th e r .

C u l tu r a l  and S o c ia l-P s y c h o lo g ic a l  
I n te g r a t io n

To e v a lu a te  th e  e f f e c t s  o f  " c u l tu r a l  and s o c ia l -  

p s y c h o lo g ic a l i n t e g r a t i o n "  upon n u rs in g  home perform ance and 

th e  q u a l i ty  o f  c a r e , s t a f f  members’ i d e n t i f i c a t i o n  w ith  th e  

n u rs in g  home and i t s  g o a ls  (q u e s tio n  27-B) , t h e i r  work group 

(q u e s tio n  27-A ), and  t h e i r  o ccu p a tio n  (q u e s tio n  27-C) was 

m easured. In  a d d i t io n ,  t h e i r  f e e l in g s  about th e  e x te n t  to  

w hich p eo p le  from d i f f e r e n t  departm ents see  th e  o th e r  p e r 

s o n 's  v iew p o in t in  co n n e c tio n  w ith  t h e i r  m utual w orking 

r e la t io n s h ip  were m easured  (q u e s tio n  28) . The sc o re s  f o r



2 0 2

th e se  v a r ia b le s  were d e te rm in ed  in  th e  same manner t h a t  

f l e x i b i l i t y  was d e te rm in e d .

TABLE 11

DESCRIPTIVE STATISTICS FOR CULTURAL AND SOCIAL 
PSYCHOLOGICAL INTEGRATION

V a ria b le Mean S td . Dev. Skewness K u r to s is Range

I d e n t i f y
With

Work Group 3.998 .229 -1 .129 1 .634 1.00

N.H. Objective 3.724 .292 - .1 1 6 - .5 8 5 1.09

P ro fe ss 3.994 .42 -1 .881 4 .958 2.00

Abl See 
0 th  View 3.08 .333 - .  044 1.809 1.730

N = 24

The freq u en cy  d i s t r i b u t i o n s  f o r  c u l t u r a l  and s o c i a l -  

p sy c h o lo g ic a l i n t e g r a t i o n  d e v ia te  s ig n i f i c a n t l y  from  n o rm a l. 

S t a f f  members would have to  b e  d e sc r ib e d  as i d e n t i f y in g  

s tro n g ly  w ith  a l l  th r e e  f a c t o r s .  Based on th e  h ig h  d eg ree  

o f  skew ness to  th e  r i g h t  ( .8 8 1 )  and th e  h ig h  v a lu e  f o r  k u r

t o s i s  (4 .9 5 8 ) f o r  th e  f a c to r  o f  i d e n t i f i c a t i o n  w ith  p r o f e s 

s io n ,  th e  c o n c lu s io n  co u ld  be  reach ed  t h a t  p e rso n n e l a re  

more i d e n t i f i e d  w ith  t h i s  f a c t o r .  In  a d d i t io n ,  t h i s
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d i s t r i b u t i o n  f o r  i d e n t i f i c a t i o n  w ith  work group i s  heavily- 

skewed to  th e  l e f t  and th e  k u r to s i s  m easure in d ic a te s  a 

peaked d i s t r i b u t i o n .  L a s t ,  i n  a  d i s t r i b u t i o n  t h a t  w ould be 

d e s c r ib e d  a s  v e ry  peaked , em ployees r a te d  t h e i r  co -w orkers 

as a b le  to  see  th e  o th e r  p e r s o n 's  v iew p o in t to  o n ly  a f a i r  

d e g re e .

Job S a t i s f a c t i o n  

In v iew  o f  i t s  e x te n s iv e  v a l id a t io n ,  th e  Job De

s c r i p t i v e  In d ex  (JD I) dev e lo p ed  a t  C o rn e ll U n iv e rs i ty  w i l l  

be u sed  as th e  m easure o f  jo b  s a t i s f a c t i o n .  There a re  s e v 

e r a l  c h a r a c t e r i s t i c s  o f  th e  JD I t h a t  recommend i t s  use  in  

t h i s  a p p l ic a t io n .  F i r s t ,  th e  te ch n iq u e  g e n e ra te s  a  s a t i s 

f a c t io n  sco re  f o r  f iv e  jo b  a re a s  as w e ll as an o v e r a l l  s c o re . 

This in fo rm a tio n  h e lp s  th e  in v e s t i g a to r  in  u s in g  th e  to o l  as 

a  d ia g n o s t ic  d e v ic e .  He can  d e term in e  w ith  w hat a re a  p eo p le  

a re  more o r  l e s s  s a t i s f i e d .  A no ther s tro n g  p o in t  i s  th e  

s c a l e 's  ease  o f  a d m in is t r a t io n .  An a d d i t io n a l  advan tage  

th a t  makes i t  a p p l ic a b le  to  t h i s  r e s e a rc h  i s  t h a t  th e  v e rb a l  

l e v e l  o f  th e  ite m s  i s  q u i te  low  and does n o t  r e q u i r e  th e  

resp o n d en t to  u n d e rs ta n d  c o m p lica te d  o r  vague a b s t r a c t io n s  

(R obinson, A th an a s io n , & H ead, 1969, p . 1 0 5 ).

In  a d d i t io n ,  th e r e  a r e  e x te n s iv e  n o rm a tiv e  d a ta  

a v a i la b le  f o r  th e  JD I. Thousands o f  em ployees have f i l l e d
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o u t t h i s  s c a le  in  many d i f f e r e n t  ty p es  o f  o rg a n iz a tio n s  

a c ro ss  th e  c o u n try . I t  i s  p o s s ib le ,  th e r e f o r e ,  n o t o n ly  to  

make com parisons betw een job  a s p e c ts  in  th e  same o rg a n iz a 

t io n  b u t  a l s o  in  some cases to  compare d i f f e r e n t  o rg a n iz a 

t io n s  on th e  same jo b  a s p e c t.

The q u e s tio n n a ire  c o n s is t s  o f  72 item s— 18 in  each 

o f  th e  w ork, s u p e rv is io n ,  and p eo p le  s u b s c a le s  and n in e  each 

in  pay and p ro m o tio n . Each g ro u p in g  c o n s is t s  o f  a l i s t  o f  

a d je c t iv e s  o r  d e s c r ip t iv e  p h ra s e s .  The resp o n d en t i s  asked 

to  check  " y e s"  i f  he f e e ls  i t  d e s c r ib e s  h is  pay (p rom otion , 

e t c . ) ,  "no" i f  i t  does n o t ,  and "?" i f  h e  can n o t d e c id e . 

" P o s i t iv e "  answ ers a re  sco red  3 , " n e g a tiv e "  answ ers 0 , and 

"?"  answ ers 1 p o in t  (Robinson e t  a l . ,  1969, p . 105).

In  d e te rm in in g  the  s c o re s  f o r  jo b  s a t i s f a c t i o n ,  a 

m ajor p rob lem  was en co u n te red  in  t h a t  many re sp o n d en ts  

f a i l e d  to  com plete  a l l  f iv e  s e c t io n s  o f  th e  JD I. T h e re fo re , 

to  om it a l l  th e  re sp o n d en ts  who d id  n o t com plete  th e  JDI 

w ould mean d is c a rd in g  a s u b s ta n t i a l  amount o f d a ta .  In  

o rd e r  to  u t i l i z e  as many o f  th e  d a ta  a s  p o s s ib le ,  i t  was 

d e te rm in ed  to  compute a sc o re  f o r  each resp o n d en t on each  

one o f  th e  jo b  a s p e c ts  t h a t  he com ple ted . From th e  resp o n d 

e n t s c o r e s ,  on th e  f iv e  jo b  a s p e c ts ,  a  mean sc o re  was com

p u te d  f o r  th e  n u r s in g  home. To d e te rm in e  th e  n u rs in g  hom e's



205

sco re  f o r  o v e r a l l  jo b  s a t i s f a c t i o n  th e  mean s c o re s  f o r  th e  

f iv e  jo b  a s p e c ts  w ere summed and d iv id e d  by f iv e .

The fo llo w in g  fo rm u la  was used  to  compute th e  mean 

sco res  fo r  each  n u r s in g  home on th e  f iv e  jo b  a s p e c ts  ( jo b , 

s u p e rv is io n , c o -w o rk e rs , p ay , and p ro m o tio n ).

N
S RS.

NHA-JA. = l= i  ^
^ N

NHA-JAj = N u rsin g  home "A" sc o re  on jo b  a s p e c t  " j "

RS^ = Respondent s c o re  f o r  th e  i^ ^  re sp o n d e n t

N = Number o f  re sp o n d en ts  in  n u rs in g  home "A"
co m p le tin g  th e  resp o n ses  r e l a t i n g  to  jo b  
a s p e c t " j "

To d e te rm in e  th e  s c o re  f o r  each  n u rs in g  home on 

o v e r a l l  jo b  s a t i s f a c t i o n ,  th e  fo llo w in g  p ro ced u re  was used ; 

NHA-Job SAT = + (3âUP) + (XCOWKS) + (XPAY) + (XPROM)

NHA-Job SAT = N ursing  home "A" sc o re  on o v e r a l l  jo b  s a t i s 
f a c t io n

X Job = N ursing  home "A" sc o re  on th e  a s p e c t  o f  job

X SUP = N ursing  home "A" sc o re  on th e  a s p e c t  o f  su p e r
v is io n

X CONKS = N u rsin g  home "A" sc o re  on th e  a s p e c t  o f  co
w orkers

X PAY = N u rsin g  home "A" sc o re  on th e  a s p e c t  o f  pay

X PROM = N ursing  home "A" sc o re  on th e  a s p e c t  o f  p ro 
m otion
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TABLE 12

DESCRIPTIVE STATISTICS FOR JOB SATISFACTION

V a ria b le Mean S td . Dev. Skewness K u rto s is Range

Job 32.372 2 .967 .047 -1 .0 7 4 9.788

Sup 39.871 3 .77 -.2 6 3 -  .102 14.977

Cowrs 39.211 3 .4 3 8 .49 -  .176 12.789

Pay 16.276 2 .822 -1 .196 .92 10.813

Prom 20.615 4 .936 .459 -  .252 18.925

O v e ra l1 29.669 2 .788 .25 -  .163 12.016

N = 24

In o rd e r  to a n a ly ze  th e mean sco res fo r  jo b  s a t i s -

f a c t io n  to  d e te rm in e  th e  r e l a t i v e  amounts o f  s a t i s f a c t i o n  o r 

d i s s a t i s f a c t i o n  w i th in  a  n u rs in g  home, i t  was n e c e s s a ry  to  

u se  com parative  d a ta .  The com parative m easures chosen  were 

tak en  from  S m ith , K e n d a ll, and H u lin , The M easurement o f  

S a t i s f a c t i o n  in  Work and R e tirem en t (1969, p . 1 0 6 ). Because 

th e  n u rs in g  home i s  p re d o m in a n tly  a fem ale w o rld , th e  n u r s 

in g  home mean s c o re s  w ere compared w ith  r e l a t i v e  s c o re s  o f  

o th e r  fem ales on a n a t io n a l  sam ple.

The mean s c o re  f o r  s a t i s f a c t i o n  w ith  work o r  jo b  o f  

32.372 l i e s  on th e  3 5 th  p e r c e n t i l e .  In  o th e r  w ords, n u rs in g  

home p e rso n n e l a r e  more s a t i s f i e d  than  35 p e rc e n t o f  th e
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sample and l e s s  s a t i s f i e d  th an  65 p e rc e n t .  I f  we move one 

s ta n d a rd  d e v ia t io n  to  th e  r i g h t  to  35 .339 , t h i s  p u ts  th e  

sc o re  in  th e  4 5 th  p e r c e n t i l e .  C on tin u in g  to  th e  5 0 th  p e r 

c e n t i l e  o r  37 .000 , we a re  1 .55  s ta n d a rd  d e v ia tio n s  from  th e  

mean. T his can  be i n t e r p r e t e d  to  mean th a t  94 p e rc e n t  o f  

th e  n u rs in g  homes f a l l  below  th e  50 th  p e r c e n t i l e  on s a t i s 

f a c t io n  w ith  th e  jo b  i t s e l f .

P e rso n n e l w ere more s a t i s f i e d  w ith  s u p e rv is io n .  The 

mean (39.871) f a l l s  ap p ro x im a te ly  on th e  4 0 th  p e r c e n t i l e ,  

and we have to  move o u t  o n ly  .56 s ta n d a rd  d e v ia t io n  to  reach  

th e  50 th  p e r c e n t i l e .  T h e re fo re , ap p ro x im a te ly  28 p e rc e n t  o f  

th e  n u rs in g  homes w ould s c o re  above th e  50th  p e r c e n t i l e .

The maximum s c o re  was 4 6 .1 3 8 , w hich i s  on th e  60 th  p e rc e n 

t i l e  .

The s a t i s f a c t i o n  o f  n u r s in g  home p e rso n n e l w ith  

t h e i r  co -w orkers w ould have to  be d e s c r ib e d  as low . The 

mean (39 .211) f a l l s  c lo s e  to  th e  32nd p e r c e n t i l e  and more 

th an * 90 p e rc e n t  o f  th e  n u rs in g  home sc o re s  would f a l l  below  

th e  50th  p e r c e n t i l e .

S a t i s f a c t i o n  w ith  pay i s  th e  lo w est o f  a l l  f a c t o r s .  

The mean o f  16 .276  f a l l s  on th e  25 th  p e r c e n t i l e  and th e  

HiaYTnnim s c o re  o f  2 0 .5  f a l l s  on ap p ro x im a te ly  th e  32nd p e r 

c e n t i l e  .



208

However, one v e ry  s u r p r i s in g  f a c t o r  i s  th e  le v e l  o f  

n u r s in g  home s t a f f  m em bers' s a t i s f a c t i o n  w ith  t h e i r  oppor

t u n i ty  f o r  p ro m o tio n . The mean o f  20.615 f a l l s  betw een Che 

65th  and 75 th  p e r c e n t i l e  and fu r th e rm o re , th e  minimum v a lu e  

o f  12 .718 i s  above th e  4 5 th  p e r c e n t i l e .  One re a so n  f o r  t h i s  

cou ld  be t h a t  A lpha C o rp o ra tio n  w a s , a t  th e  tim e o f  d a ta  

c o l l e c t i o n ,  c o n s id e r in g  a  p e rso n n e l developm ent program .

The program  would a llo w  s t a f f  members to  r e c e iv e  v o c a tio n a l  

t r a in in g  w h ile  w ork ing  f o r  th e  n u rs in g  hom es.

O v e ra l l ,  n u rs in g  home s t a f f s  would have to  be con

s id e r e d  as  s c o r in g  low on c o n ç a ra tiv e  m easures o f  job  s a t i s 

f a c t io n .  The la r g e  m a jo r i ty  o f  n u rs in g  home mean sco res  

would f a l l  below  th e  5 0 th  p e r c e n t i l e .  These f in d in g s  a re  

c o n s is te n t  w ith  a s tu d y  by Woolf (1970) t h a t  d isco v e re d  

n u r s in g  home p e rso n n e l to  have a  low er o v e r a l l  l e v e l  o f  jo b  

s a t i s f a c t i o n  th a n  h o s p i t a l  p e rso n n e l p e rfo rm in g  ap p ro x im ate ly  

th e  same jo b s  in  th e  same o r g a n iz a t io n .  However, in  a 

r e c e n t  c o n v e r s a t io n . Dr. P a t r i c i a  C. Sm ith  s t a t e d  th a t  jo b  

s a t i s f a c t i o n  s c o re s  have dropped and th e  norms re p o r te d  in  

1969 may be o v e r s ta te d .^

^R ecent s c o re s  on th e  JDI have been  m arkedly low er 
th an  th o s e  is s u e d  to  compute p u b lish e d  n o rm s, a cc o rd in g  to  
P a t r i c i a  C. Sm ith in  a  te le p h o n e  c o n v e rsa tio n  w ith  Donald 
A. W oolf in  August 1976.
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Turnover

The r a t e  o f  la b o r  tu rn o v e r  in  A lpha C o rp o ra t io n 's  26 

n u rs in g  homes was computed f o r  each o f th e  th r e e  m onths 

p r i o r  to  d a ta  c o l l e c t i o n .  The form ula used  to  d e te rm in e  

m onthly tu rn o v e r  r a t e  i s  as fo llo w s :

M onthly T urnover R ate = —

The r e s e a r c h e r  was p ro v id ed  w ith  th e  a v e rag e  la b o r  

fo rc e  in  each  n u r s in g  c e n te r  fo r  th e  month o f  d a ta  c o l l e c 

t io n  (A u g u st). In  a d d i t io n ,  th e  number o f  te rm in a t io n s  and 

new h i r e s  f o r  May, J u n e , and Ju ly  was a ls o  p ro v id e d . To 

d e te rm in e  th e  av e rag e  la b o r  fo rc e  fo r  J u ly  and th e  p re c e d in g  

m onths, th e  fo llo w in g  fo rm u la  was used :

Average Labor F orce  ( Ju ly )  = (Average Labor F o rce  (A ugust)
+ T erm in a tio n s  ( J u ly ) )
-  (New H ire s  ( J u ly ) )

In  e s ta b l i s h in g  th e  tu rn o v e r  r a t e  fo r  J u ly ,  th e  av e rag e

la b o r  fo rc e  was d iv id e d  in to  th e  number o f  te rm in a t io n s  in
#

acco rd an ce  w ith  th e  fo rm u la  above, and th e  p ro c e d u re  was 

re p e a te d  f o r  May and Ju n e . Each n u rs in g  hom e's  tu rn o v e r  

r a t e  was d e te rm in ed  by summing th e  tu rn o v e r  r a t e s  f o r  May, 

J u n e , and J u ly .

The th r e e  m onths p re ce d in g  d a ta  c o l l e c t i o n  w ere 

chosen as  th e  b a s is  to  m easure tu rn o v e r  b ecau se  th e s e  months
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sh o u ld  r e f l e c t  c u r re n t  a t t i t u d e s  and f e e l in g s  w ith in  th e  

n u rs in g  home.

TABLE 13

DESCRIPTIVE STATISTICS FOR TURNOVER RATES

V a ria b le  Mean S td . Dev. Skewness K u r to s is  Range

T urnover 46.269*% 17.448 .979 1 .494  79.53%

N = 26

*T hree months : May, June and J u ly ,  1975

I t  i s  r e a d i ly  a p p a re n t t h a t  n u rs in g  homes have a 

h ig h  r a te  o f  s t a f f  tu rn o v e r .  This co u ld  be ex p ec ted  b ased  

upon the  l e v e l  o f  jo b  s a t i s f a c t i o n .  The mean o f  46 .269  p e r 

c e n t in d ic a te s  t h a t  th e  av erag e  n u rs in g  home lo s e s  a p p ro x i

m a te ly  h a l f  o f  i t s  em ployees every  th re e  m onths. The lo w est 

s c o re  was 17 .12  p e r c e n t ,  b u t  t h i s  i s  a  q u a r te r ly  r a t e ;  th e  

an n u a l r a t e  would approach 70 p e rc e n t .  The TnaviTniim tu rn o v e r  

r a t e  fo r  th e  th r e e  months was a s ta g g e r in g  96.65 p e r c e n t .

P r o f i t a b i l i t y  

A lm ost a l l  s tu d ie s  e v a lu a tin g  o r g a n iz a t io n a l  p e r 

formance have employed some form  o f  w hat h as been  c a l l e d  

"h a rd  c r i t e r i a . "  The h a rd  c r i t e r i o n  enp loyed  by t h i s  s tu d y  

i s  c a l le d  "G ross P r o f i t  p e r  Average P a t i e n t  D ay." I t  i s
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rough ly  th e  amount o f  p r o f i t  made p e r  p a t i e n t  p e r  day in  th e  

n u rs in g  home. G ross p r o f i t  p e r av e rag e  p a t i e n t  day has th e  

a t t r i b u t e  o f an a l l-e n c o n ç a s s in g  m easure o f  perform ance 

because i t  r e f l e c t s  re v e n u es , c o s t ,  and occupancy r a t e .  In 

a d d i t io n ,  th e  rev en u es  re c e iv e d  by th e  n u rs in g  homes a re  

a d ju s te d  upward o r  downward by governm ental ag e n c ie s  to  

r e f l e c t  th e  c o s t  o f  l iv in g  in  d i f f e r e n t  a r e a s  o f  th e  coun

t r y .  T h is  has th e  ad v an tag e , f o r  o u r p u rp o se , o f  p la c in g  

th e  n u rs in g  homes on a more eq u al f o o t in g .

The m ethod by w hich g ro ss  p r o f i t  p e r  av e rag e  p a t i e n t  

day i s  d e te rm in e d  i s  as fo llo w s :

O p era tin g  P r o f i t  = TR -  (DCPC + DS + LL +  TOM + AO)

TR = T o ta l  Revenue

DCPC = D ire c t  C ost o f  P a t ie n t  Care

DS = C ost o f  D ie ta ry  S e rv ice

LL = Laundry and L inen

POM » P la n t  O p e ra tio n s  and M aintenance

AO = A d m in is tra t iv e  Overhead

N
T o ta l  P a t i e n t  Days = Z NP.

i= l  ^

NP. = Number o f  p a t i e n t s  in  th e  n u rs in g  home on th e  " i"
^ day o f  th e  month

N * Number o f  days in  th e  month

Gross P r o f i t  p e r  Average P a t ie n t  Day = O p e ra tin g  P r o f i t  _
T o ta l  P a t i e n t  Days
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In  in c o r p o ra t in g  t h i s  m easure in to  th e  s tu d y ,  th e  

g ro ss  p r o f i t  p e r  av erag e  p a t i e n t  day was com puted f o r  each 

n u rs in g  home f o r  th e  seven months p r io r  to  th e  c o l l e c t i o n  o f 

q u e s t io n n a ir e  d a ta .  I t  i s  th e  r e s e a r c h e r 's  o p in io n  th a t  a t  

l e a s t  a seven-m onth p e r io d  i s  n e c e ssa ry  to  a c h ie v e  an accu 

r a t e  gauge o f  p r o f i t  p e rfo rm an ce . The seven-m onth  p e r io d  

was chosen f o r  p r o f i t a b i l i t y  in  an a tte m p t to  b a la n c e  o u t 

tem porary  f lu c tu a t io n s  i n  p a t i e n t  lo a d s .

These d a ta  w ere r e a d i ly  a v a i la b le  from A lpha C orpor

a t i o n 's  home o f f i c e  and w ere c o l le c te d  w ith  a  minimum amount 

o f  e f f o r t .

TABLE 14

DESCRIPTIVE STATISTICS FOR PROFITABILITY

V a ria b le Mean S td . Dev. Skewness K u r to s is  Range

* P r o f i t $26,408 8.493 .534 -0 .1 3 1  $35.25

N = 26

*Seven m onths: J a n u a ry - J u ly , 1975

Because th e s e  d a ta  were c o l le c te d  d i r e c t l y  from 

A lp h a 's  home o f f i c e s ,  th e  r e s e a r c h e r  was a b le  to  o b ta in  

p r o f i t a b i l i t y  d a ta  f o r  a l l  26 n u rs in g  homes. P r o f i t a b i l i t y
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d a ta  showed a la rg e  ran g e  ($35.25) o f  s c o re s  t h a t  a re  moder

a te ly  skewed tow ard th e  sm a lle r  num bers.

S t a t i s t i c a l  A n a ly s is  

The main p u rp o se  o f  the  s t a t i s t i c a l  a n a ly s is  i s  to  

show how and to  w hat e x te n t  the  concep ts  and v a r ia b le s  (o r  

t h e i r  co rre sp o n d in g  m easures) w ith  w hich th e  s tu d y  d e a ls  a re  

i n t e r r e l a t e d .  For each  p a i r  o f  v a r ia b le s  s tu d ie d ,  we f i r s t  

want to  know w h eth er th e  v a r ia b le s  a re  r e l a t e d ,  i . e . , w hethe: 

th ey  a re  a s s o c ia te d  o r  independen t o f  each  o th e r .  For exam

p le  , i s  c o o rd in a t io n  r e l a t e d  to  th e  q u a l i ty  o f  p a t i e n t  ca re  

in  th e  v a r io u s  n u r s in g  homes? Second, i f  two v a r ia b le s  a re  

found to  be i n t e r r e l a t e d  we want to  know th e  deg ree  (h ig h  o r 

low) o f  th e  r e l a t io n s h ip  between them o r  how c lo s e ly  th e y  

a re  r e l a t e d .  T h ird , we w ant to  know th e  d i r e c t io n  o f  th e  

r e l a t i o n s h i p .  I s  th e  r e la t io n s h ip  betw een th e  two v a r ia b le s  

a  p o s i t iv e  one o r  a  n e g a tiv e  one? F o u r th , how much c o n f i 

dence can we p la c e  in  th e  o b ta in e d  r e l a t io n s h ip ?

I t  i s  n o t th e  o b je c t iv e  o f t h i s  r e s e a r c h  to  p ro v e  

c a u s a l i ty  betw een th e  v a r ia b le s ;  t h e r e f o r e ,  v a r ia b le s  have 

n o t been c l a s s i f i e d  as dependent o r in d e p e n d e n t.

Once th e  mean sc o re s  fo r  a l l  o f  th e  v a r ia b le s  had 

been de term in ed  f o r  ev ery  n u rs in g  home, fo u r  s e p a ra te  s t a 

t i s t i c a l  app roaches were tak en  in  a n a ly z in g  th e  d a ta .
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I n i t i a l l y ,  d e s c r ip t iv e  s t a t i s t i c s  were computed; seco n d , 

ran k  o rd e r  c o r r e la t io n s  w ere d e te rm in ed ; t h i r d ,  c h i- s q u a re  

t e s t  was a p p lie d  to  th e  p ro p o r tio n s  o f p r o fe s s io n a ls  and 

n o n p ro fe s s io n a ls ;  and f o u r th ,  th e  c o e f f i c i e n t  o f  concordance 

was d e te rm in ed  fo r  th re e  s e ts  o f  v a r i a b l e s .

D e s c r ip t iv e  S t a t i s t i c s  

The f i r s t  ta s k  o f  th e  d a ta  a n a ly s is  was to  d e te rm in e  

th e  b a s ic  d i s t r i b u t i o n a l  c h a r a c t e r i s t i c s  o f  each o f  th e  

v a r ia b le s  in c lu d e d  in  th e  s tu d y . When d e a lin g  w ith  more 

o r l e s s  con tinuous v a r ia b le s  a t  an in t e r v a l  le v e l  o f  m eas

u rem en t, v a r io u s  summary s t a t i s t i c s  can be r e l i e d  upon to  

r e v e a l  th e  u n d e r ly in g  d i s t r i b u t i o n a l  c h a r a c t e r i s t i c s .  The 

mean p ro v id e s  a m easure o f  c e n t r a l  tend en cy , s ta n d a rd  d e v ia 

t io n  in d ic a te s  th e  d ig re e  o f  d is p e r s io n  around th e  mean, and 

m easures such a s  skew ness and k u r to s is  en ab le  th e  r e s e a r c h e r  

to  d e f in e  more p r e c i s e ly  th e  shape o f th e  v a r i a b l e 's  d i s t r i 

b u t io n .  The SPSS (Nie e t  a l . ,  1975, chap . 14) subprogram  

CONDESCRIPTIVE p ro v id e s  th e  r e s e a rc h e r  w ith  th e se  and o th e r  

s t a t i s t i c s  f o r  th e  v a r ia b le s  in  th e  s tu d y .

The mean i s  th e  m ost common m easure o f  c e n t r a l  t e n 

dency f o r  v a r ia b le s  m easured a t  th e  i n t e r v a l  l e v e l . O ften  

r e f e r r e d  to  as th e  " a v e ra g e ,"  i t  i s  m erely  th e  sum o f  th e  

in d iv id u a l  v a lu e s  f o r  each  case  d iv id e d  by th e  number o f
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cases  (N ie e t  a l . ,  1975, pp. 183 -184).

The s ta n d a rd  d e v ia tio n  i s  a  m easure o f  d is p e r s io n  

abou t th e  mean o f  an in te r v a l  l e v e l  v a r i a b le .  Very s im p ly , 

i t  i s  th e  sq u a re  r o o t  o f  th e  v a r ia n c e .  The v a r ia n c e  i s  th e  

average  sq u a red  d e v ia t io n  from th e  mean (N ie e t  a l . ,  1975, 

p . 1 84 ).

Skewnes s i s  a  s t a t i s t i c  needed to  d eterm ine th e  

degree to  w hich a d i s t r i b u t io n  o f  ca ses  approxim ates th e  

normal c u rv e , s in c e  i t  m easures d e v ia t io n s  from symmetry.

The m easure o f  skewness i s  sometim es c a l l e d  th e  " t h i r d  

moment” and w i l l  ta k e  on a  v a lu e  o f  zero  when th e  d i s t r i b u 

t io n  i s  a  co m p le te ly  sym m etrical b e l l - s h a p e d  cu rv e . A p o s i 

t i v e  v a lu e  in d ic a te s  t h a t  th e  ca se s  a re  c lu s te r e d  more to  

th e  l e f t  o f  th e  mean w ith  most o f  th e  extrem e v a lu es  to  th e  

r i g h t .  A n e g a t iv e  v a lu e  in d ic a te s  c lu s t e r in g  to  th e  r i g h t .  

I t  i s  a p p l ic a b le  f o r  i n t e r v a l - l e v e l  v a r ia b le s  (Nie e t  a l . ,  

1975, p p . 1 8 4 -1 8 5 ).

K u r to s is  i s  a m easure o f  th e  r e l a t i v e  peakedness o r  

f l a tn e s s  o f  th e  cu rv e  d e f in e d  by th e  d i s t r i b u t i o n  o f  c a s e s .

A norm al d i s t r i b u t i o n  w i l l  have a k u r to s i s  o f  z e ro . I f  th e  

k u r to s i s  i s  p o s i t i v e ,  th e n  th e  d i s t r i b u t i o n  i s  more peaked 

(narrow ) th a n  w ould be t ru e  f o r  a  norm al d i s t r i b u t i o n ,  w h ile  

a  n e g a tiv e  v a lu e  means t h a t  i t  i s  f l a t t e r .  K u rto s is  i s
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sometimes c a l le d  th e  " fo u r th  moment" and assum es i n t e r v a l -  

l e v e l  d a ta  (N ie e t  a l . ,  1975, p . 1 8 5 ).

The o th e r  s t a t i s t i c  u sed  was th e  " ra n g e ,"  which is  

s im ply  th e  d if f e r e n c e  betw een th e  maximum and minimum v a lu e s .

Rank-O rder C o r r e la t io n s  

B iv a r ia te  c o r r e l a t i o n  p ro v id e s  a s im p le  number t h a t  

summarizes th e  r e l a t io n s h ip  betw een two v a r i a b le s .  The 

c o r r e la t io n  c o e f f i c i e n t s  in d ic a te  th e  d eg ree  to  w hich v a r i a 

t i o n  (o r change) in  one v a r ia b le  i s  r e l a t e d  to  v a r i a t io n  

(change) in  a n o th e r . A c o r r e l a t i o n  c o e f f i c i e n t  n o t on ly  

summarizes th e  s t r e n g th  o f  a s s o c ia t io n  betw een a p a i r  o f  

v a r i a b le s ,  b u t  a ls o  p ro v id e s  an easy  means f o r  com paring th e  

s t r e n g th  o f  r e l a t io n s h ip  betw een  one p a i r  o f  v a r ia b le s  and 

a  d i f f e r e n t  p a i r .

To in v e s t ig a te  th e  r e l a t io n s h ip  betw een th e  v a r i 

a b le s  s e le c te d  fo r  t h i s  s tu d y , th e  ra n k -o rd e r  c o r r e l a t io n

tec h n iq u e  was s e le c te d .  The c o n v e n tio n a l r a n k -o rd e r  c o r re -
•

l a t i o n  i s  th e  most a p p r o p r ia te  te c h n iq u e  fo r  a  number o f  

rea so n s  ; (1) th e  r a n k -o rd e r  c o r r e la t io n  makes few er s t a t i s 

t ic a l-m a th e m a tic a l  assu m p tio n s  abou t th e  n a tu r e  o f  a v a i la b le  

d a ta  th an  th e  product-m om ent c o r r e l a t i o n .  Because o f  th e  

o r d in a l  n a tu re  o f  many o f  o u r  q u e s t io n n a ir e  m e a su re s , a  non

p a r  ame t r i e  c o r r e l a t i o n  te c h n iq u e  such  as th e  ra n k -o rd e r
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c o r r e l a t io n  sh o u ld  be u se d . (2) S ince  th e  u n i t  o f  a n a ly s is  

in  t h i s  s tu d y  i s  th e  n u r s in g  home and n o t th e  in d iv id u a l  

re s p o n d e n ts , th e  number o f  cases  w ith  w hich we a r e  d e a lin g  

i s  r e l a t i v e l y  s m a ll, nam ely , 24 n u rs in g  homes; and f o r  an N

o f  24 th e  ra n k -o rd e r  c o r r e l a t i o n  i s  more s u i t a b l e  th an  th e

product-m om ent c o r r e l a t i o n .  (3) The r a n k -o rd e r  c o r r e l a t i o n  

i s  s im p le r , more f a m i l i a r ,  more p r e f e r a b le ,  and g e n e r a l ly  

more a p p ro p r ia te  f o r  o u r p u rp o ses  th an  o th e r  c o r r e l a t i o n  

te c h n iq u e s  a v a i la b le .

Of a l l  th e  s t a t i s t i c s  b ased  on r a n k s , th e  Spearman 

ran k  c o r r e l a t i o n  c o e f f i c i e n t  was s e le c te d .  I t  was th e  e a r 

l i e s t  to  be developed  and i s  perhaps th e  b e s t  known to d ay .
ê

I t  i s  a  m easure o f  a s s o c ia t io n  t h a t  r e q u ir e s  t h a t  b o th  v a r i 

a b le s  be  m easured in  a t  l e a s t  an o rd in a l  s c a le  so  t h a t  th e

o b je c ts  o r  in d iv id u a ls  u n d e r s tu d y  may b e  ran k ed  in  two 

o rd e re d  s e r i e s .  T h is  s t a t i s t i c  i s  r e f e r r e d  to  a s  rho  (Rs) 

( S ie g e l .  1956, pp . 2 0 2 -2 1 3 ).

Spearm an 's rho  i s  one o f th e  n o n p a ra m e tr ic  c o r r e l a 

t io n s  computed by th e  NONPARA.CORR subprogram  and th e  SPSS 

package (N ie e t  a l . ,  1975, pp. 288-292). S pearm an 's  Rs i s  

d e f in e d  as th e  sum o f  th e  sq u ared  d if f e r e n c e s  in  th e  p a ir e d  

ran k s  f o r  two v a r ia b le s  o v e r  a l l  c a s e s , d iv id e d  by a  quan

t i t y  t h a t  can perhaps b e s t  be d e sc rib e d  a s  fo llo w s  : i t  i s
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w hat th e  sum o f  th e  sq u a red  d i f f e r e n c e s  in  ran k s would have 

b een  had th e  two s e t s  o f  ran k in g s  been  t o t a l l y  in d e p e n d e n t. 

T h is q u o t ie n t  i s  th e n  s u b tra c te d  from  1 to  p roduce th e  

s ta n d a rd iz e d  c o e f f i c i e n t  (N ie e t  a l . ,  1975, p . 2 8 9 ). S p ea r

man Rs i s  fo rm a lly  d e f in e d  as :

B . .  1 -  6
N - N

For co m p u ta tio n a l p u rp o ses  and p a r t i c u l a r l y  to  c o r r e c t  f o r  

th e  o cc u rren c e  o f  t i e d  ra n k s , S pearm an 's Rs can be r e d e f in e d  

as :
n

Tx + Ty - .Z, d i
Rs = 2 (Tx Ty) 1 /2

Where d i  i s  th e  d i f f e r e n c e  betw een th e  ran k s  o f  th e  two 

v a r ia b le s  f o r  case  " i , "  and ■sdiere Tx o r  Ty i s  to  be d e f in e d  

by th e  q u a n t i ty .

N (N^ -  1) - Z R(R^ -  1)
12

Where R i s  th e  number o f  t i e s  a t  a  g iv en  ran k  f o r  X o r  Y, 

r e s p e c t iv e ly .  The s ig n i f ic a n c e  on any Rs c o e f f i c i e n t  can be 

de term in ed  by c o n ça rin g  th e  q u a n t i ty

w ith  th e  s tu d e n t ’s T d i s t r i b u t i o n  w ith  N-2 d eg rees  o f
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freedom  (N ie e t  a l . ,  1975, p . 290).

The e f f i c i e n c y  o f th e  Spearman ran k  c o r r e l a t i o n  when 

compared w ith  th e  m ost pow erfu l p a ra m e tr ic  c o r r e l a t i o n ,  th e  

P ea rso n , i s  ab o u t 91 p e rc e n t (H o te llin g  & P a b s t ,  1936).

T hat i s ,  when Rs i s  u sed  w ith  a sample to  t e s t  f o r  th e  e x i s 

ten ce  o f  an  a s s o c ia t io n  in  th e  p o p u la tio n , and when th e  

assum ptions and req u ire m e n ts  u n d e rly in g  th e  p ro p e r  u se  o f  

th e  P ea rso n  R a re  m et, th a t  i s ,  when the p o p u la tio n  has a 

b i v a r i a t e  norm al d i s t r i b u t i o n  and measurem ent i s  in  th e

sen se  o f  a t  l e a s t  an  i n t e r v a l  s c a le ,  then  Rs i s  91 p e rc e n t
2

as e f f i c i e n t  as R i n  r e j e c t i n g  HO (N ull H y p o th e s is ) . I f  

a c o r r e l a t i o n  e x i s t s  betw een X and Y in  t h a t  p o p u la t io n ,  

w ith  100 c a se s  Rs w i l l  r e v e a l  t h a t  c o r r e la t io n  a t  th e  same 

l e v e l  o f  s ig n i f i c a n c e  th a t  R a t t a i n s  w ith  91 c a se s  ( S ie g e l ,  

1956, p . 213) . F or a d d i t io n a l  r e fe re n c e s  on Spearman ra n k -  

o rd e r  c o r r e l a t i o n  s e e  H o te l l in g  and P a b s t (1936 , pp . 2 9 -4 3 ), 

K endall (1948a, 19 4 8 b ), and Olds (1949, pp. 117 -118).

The p ro c e d u re  o f com puting th e  ra n k -o rd e r

2
In  o rd e r  t o  r e s o lv e  th e  c o n tro v e rsy  o v e r th e  u se  o f 

Spearman Rs v e rsu s  th e  P earso n  R i n  an a ly z in g  th e  d a ta ,  
P earso n  R was computed f o r  a l l  th e  m ajor r e l a t io n s h ip s  in  
th e  s tu d y  u s in g  th e  PEARSON CORR s u b ro u tin e  o f  th e  SPSS 
p ack ag e . The P ea rso n  R c o r r e l a t i o n  c o e f f i c i e n t s  a re  d i s 
p la y e d  in  Appendix D. I t  i s  th e  r e s e a r c h e r 's  o p in io n  t h a t  
th e  p rim ary  f in d in g s  w i l l  rem ain  th e  same r e g a r d le s s  o f  
w hich s e t  o f  s t a t i s t i c s  i s  employed to  a n a ly ze  th e  d a ta .
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c o r r e la t io n s  betw een two v a r i a b l e s ,  e . g . ,  betw een an ite m  o f  

o r g a n iz a t io n a l  c o o rd in a t io n  and th e  q u a l i ty  o f  p a t i e n t  c a re  

in  th e  p a r t i c ip a t i n g  n u rs in g  hom es, i s  r e l a t i v e l y  s im p le . 

F i r s t ,  means a re  d e te rm in ed  f o r  each n u rs in g  home from th e  

d a ta  as m easures o f  th e  v a r ia b le s  in v o lv ed . In  th e  example 

c i t e d  h e re ,  one s e t  o f  n u rs in g  home means i s  re q u ire d  to  

m easure th e  v a r ia b le  item  under c o o rd in a t io n , and an o th e r  

s e t  o f  24 means i s  r e q u ire d  to  m easure th e  v a r ia b le  q u a l i ty  

o f  c a re .  Then th e  n u r s in g  homes a re  ra n k -o rd e re d , from 1 

th ro u g h  24, a c c o rd in g  to  the m agnitude o f t h e i r  r e s p e c t iv e  

means, on (1) th e  v a r i a b le  ite m  under c o o rd in a t io n , and (2) 

th e  v a r ia b le  o f  q u a l i t y  o f  c a r e . Having ra n k -o rd e re d  th e  24 

n u rs in g  homes w ith  r e s p e c t  to  th e  c o o rd in a tio n  v a r ia b le  and 

th e  q u a l i ty  o f  c a re  v a r i a b l e s , th e  ra n k -o rd e r  c o r r e la t io n s  

betw een th e  two v a r i a b le s  u s in g  th e  c o n v en tio n a l r a n k -o rd e r -  

c o r r e l a t io n  fo rm ula  can  be com puted. The same p ro ced u re  

w i l l  be a p p lie d  to  a l l  o th e r  p a i r s  o f  v a r i a b l e s .

The end r e s u l t  o f  com puting th e  c o r r e la t io n  betw een 

two v a r ia b le s  i s  e x p re sse d  in  n u m eric a l form and i s  r e f e r r e d  

to  as th e  c o e f f i c i e n t  o f  c o r r e l a t io n  o r  sim ply as c o r r e l a 

t i o n .  C o r r e la t io n  c o e f f i c i e n t s  v a ry  in  s iz e  from a  minimum 

o f  0 .00  to  a TTiflvîTTniTn o f  1 .0 0 . A c o r r e la t io n  o f  zero  

s in g ly  means t h a t  th e  two v a r ia b le s  a r e  n o t r e l a t e d ,  A
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c o r r e la t io n  o f  t  I . 00 , w hich in  p r a c t i c e  o ccu rs  v e ry  r a r e ly ,  

means t h a t  th e  two v a r ia b le s  a re  p e r f e c t ly  r e l a t e d .

The v a s t  m a jo r i ty  o f  c o r r e la t io n s  o b ta in e d  in  th i s  

s tu d y , o r  any o th e r  s tu d y  f o r  t h a t  m a t te r ,  a re  n e i th e r  zero  

n o r p e r f e c t ,  i . e . ,  t  1 .0 0 ; th e y  f a l l  betw een th e s e  two ex

trem es . The more c lo s e ly  a p a r t i c u l a r  c o r r e l a t i o n  approaches 

th e  maximum v a lu e  o f  t  1 .0 0 , th e  h ig h e r ,  o r  th e  g r e a t e r  th e  

r e l a t io n s h ip  t h a t  i t  s i g n i f i e s .  C o n v erse ly , th e  more c lo s e ly  

a c o r r e l a t io n  approaches z e r o , th e  s m a lle r  th e  r e l a t io n s h ip  

betw een th e  v a r ia b le s  in v o lv e d . The q u e s tio n  th e n  a r i s e s  as 

to  how h ig h  a p a r t i c u l a r  c o r r e l a t io n  c o e f f i c i e n t  h as  to  be 

in  o rd e r  t h a t  we may be c o n f id e n t t h a t  i t  i s  l i k e l y  to  r e p r e 

s e n t  a r e l a t io n s h ip  a t t r i b u t a b l e  to  mere chance o r  c o in c i 

dence r a t h e r  th an  to  the  n a tu re  o f  th e  v a r ia b le s  in v o lv e d .

Assuming an N o f  24, which i s  e q u a l to  th e  number o f  

n u rs in g  homes p a r t i c ip a t i n g  in  th e  s tu d y , we can th en  say 

th a t  f o r  a  c o r r e l a t i o n  to  be s ig n i f i c a n t  (o r  s i g n i f i c a n t l y  

d i f f e r e n t  from  ze ro )  a t  th e  .05 l e v e l  i t  m ust be  as  g r e a t  

as - .35 ( S ie g e l ,  1956, p . 284) ( a c tu a l ly  t  .343) o r  h ig h e r ,  

and to  b e  s t a t i s t i c a l l y  s ig n i f i c a n t  a t  th e  .01 l e v e l  i t  m ust 

be as g r e a t  as  I" .49 ( S ie g e l ,  1956, p . 284) ( a c tu a l ly  

t  .485) o r g r e a t e r .  What m a tte rs  h e re  i s  th e  s i z e  o f  th e  

c o r r e l a t i o n ,  n o t  i t s  s ig n —w hether th e  c o r r e l a t i o n  i s
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p o s i t iv e  o r  n e g a tiv e  i s  i r r e l e v a n t  from  th e  p o in t  o f  s t a t i s 

t i c a l  s ig n i f i c a n c e .  The v a lu e s  o f  t  .3 5 , f o r  th e  .05 le v e l  

o f  c o n f id e n c e , and t  .4 9 , f o r  th e  .01 l e v e l  o f  c o n f id e n c e , 

a re  known as th e  c r i t i c a l  v a lu e s  o f  th e  ra n k -o rd e r  c o r r e l a 

t io n  c o e f f i c i e n t  and a re  com puted on th e  b a s is  o f  s t a t i s t i 

c a l  m a th em a tica l c o n s id e ra t io n s  r a th e r  th a n  a r b i t r a r i l y .  

However, th e s e  c r i t i c a l  v a lu e s  rem ain  th e  same as long  as  we 

a re  d e a lin g  w ith  ra n k -o rd e r  c o r r e l a t i o n s  based  on an N o f  24 

c a s e s .

But w hat do we a c t u a l ly  mean when we say  th a t  a  c o r 

r e l a t i o n  c o e f f i c i e n t  o f t  .35 i s  s i g n i f i c a n t  a t  th e  .05 

le v e l?  I t  means t h a t  a c o r r e l a t i o n  o f  t h i s  p a r t i c u l a r  s i z e , 

o r  o f  h ig h e r  s i z e ,  co u ld  be due to  chance on ly  5 p e rc e n t  o f  

th e  tim e . In  o th e r  w ords, we can  be c o n f id e n t  t h a t  i n  95 

in s ta n c e s  o u t o f  100, a c o r r e l a t i o n  as la r g e  as t  .35 co u ld  

n o t be th e  r e s u l t  o f  chance and c o n se q u e n tly , th e  p r o b a b i l 

i t y  i s  h ig h  t h a t  th e  v a r ia b le s  in v o lv e d  a re  a c tu a l ly  c o r r e 

l a t e d .  S im i la r ly ,  say in g  th a t  a  c o r r e l a t i o n  o f  t  .49 i s  

s t a t i s t i c a l l y  s ig n i f i c a n t  a t  th e  .01 l e v e l  means t h a t  a 

c o r r e l a t i o n  o f  t h i s  p a r t i c u l a r  s i z e ,  o r  o f  g r e a te r  s i z e ,  

c o u ld  be a t t r i b u t e d  to  chance o n ly  1 p e rc e n t  o f  th e  tim e , 

o r  once i n  e v e ry  100 in s t a n c e s .

In  th e  case  where a c o r r e l a t i o n  approaches t  .35
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r a t h e r  c lo s e ly  ( g r e a t e r  th a n  t  .30 and l e s s  th a n  t  .35) we 

s h a l l  c a l l  i t  s u g g e s tiv e  r a th e r  th an  s i g n i f i c a n t .  When a 

c o r r e l a t io n  i s  n o t  c lo s e  to  t  .35 ( le s s  th a n  .30) we s h a l l  

c a l l  i t  n o n s ig n i f i c a n t .

B ecause o f  th e  low re sp o n se  r a t e  in  f iv e  n u rs in g  

homes (N ursing  Homes N os. 4 , 16, 17, 20, & 23) a g r e a t  d ea l 

o f  c o n s id e ra t io n  was g iv en  to  d ro p p in g  them from  th e  s tu d y . 

To s e t t l e  t h i s  d ilem m a, c o r r e l a t i o n  c o e f f i c i e n t s  were com

p u te d  u s in g  an N o r  b o th  19 and 24. The r e s u l t s  were 

ap p ro x im a te ly  th e  same. T h e re fo re , i t  was d e c id e d  to  use 

a l l  the  d a ta .

C ontingency T ab les  

Subprogram  CROSSTABS o f  th e  SPSS (N ie e t  a l . ,  1975, 

chap . 16, p p . 218-248) com putes and d is p la y s  two-way to  N- 

way c r o s s - t a b u la t io n  ta b le s  fo r  any d i s c r e t e  v a r i a b l e s ,  

e i t h e r  n um eric  o r  a lp h an u m eric . A c r o s s - t a b u la t io n  i s  a 

j o i n t  freq u en cy  d i s t r i b u t i o n  o f  ca se s  a c c o rd in g  to  two or
»

more c l a s s i f i c a t o r y  v a r i a b l e s .  The d is p la y  o f  th e  d i s t r i 

b u tio n  o f  c a se s  by t h e i r  p o s i t io n  on two o r  more v a r ia b le s  

i s  th e  c h ie f  conçonen t o f  c o n tin g en cy  t a b le  a n a ly s is  and i s  

in d eed  th e  m ost commonly u sed  a n a ly t i c  m ethod in  th e  s o c ia l  

s c ie n c e s .  These j o i n t  freq u en cy  d i s t r i b u t i o n s  can be s t a 

t i s t i c a l l y  a n a ly z e d  by  c e r t a i n  t e s t s  o f  s ig n i f i c a n c e ,  e . g . .
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th e  c h i- s q u a re  s t a t i s t i c ,  to  d e te rm in e  w hether th e  v a r ia b le s  

a re  s t a t i s t i c a l l y  in d ep en d en t.

To d e te rm in e  w h eth er th e  p ro p o r tio n  o f  th e  re sp o n d 

e n ts  c l a s s i f i e d  as  p r o f e s s io n a l  o r  n o n p ro fe s s io n a l i s  id e n 

t i c a l  f o r  a l l  n u rs in g  homes o r  s i g n i f i c a n t l y  d i f f e r e n t  b e 

tween n u rs in g  homes, th e  c h i- s q u a re  t e s t  o f  s t a t i s t i c a l  

s ig n i f ic a n c e  was em ployed. C h i-sq u a re  h e lp s  us to  de term ine  

w hether a s y s te m a tic  r e l a t io n s h ip  e x i s t s  betw een two v a r i 

a b le s  . T his i s  done by com puting th e  c e l l  f re q u e n c ie s  t h a t  

would be ex p ec ted  i f  no r e l a t io n s h ip  i s  p r e s e n t  between th e  

v a r ia b le s  g iv en  th e  e x i s t in g  row and column t o t a l  (m arg i

n a ls )  . The ex p ec ted  c e l l  f re q u e n c ie s  a re  th e n  computed to  

th e  a c tu a l  v a lu e s  found in  th e  t a b le  a c co rd in g  to  th e  fo llo w 

in g  fo rm ula:

where eq u a ls  th e  o b serv ed  freq u en cy  in  each c e l l ,  and

eq u a ls  th e  ex p ec ted  freq u en cy  c a lc u la te d  as

e N

where i s  th e  freq u e n c y  in  a  r e s p e c t iv e  column m a rg in a l,

i s  th e  freq u en cy  in  r e s p e c t iv e  row m a rg in a l, and N s ta n d s
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f o r  t o t a l  number o f  v a l i d  ca se s  (N ie e t  a l . ,  1975, p . 223).

As can  be se e n , th e  g r e a te r  th e  d is c r e p a n c ie s  b e 

tween th e  ex p ec ted  and a c tu a l  f r e q u e n c ie s , th e  l a r g e r  c h i-  

sq u are  becom es. T h e re fo re , we would i n t e r p r e t  a  sm a ll v a lu e  

o f  c h i- s q u a re s  to  in d ic a te  th a t  th e  p ro p o r tio n s  o f  resp o n d in g  

s t a f f  members were ap p ro x im a te ly  th e  same f o r  a l l  n u rs in g  

hom es, b ecau se  i f  th e  p ro p o r t io n a l  r e l a t io n s h ip s  a r e  approx

im a te ly  th e  same f o r  a l l  n u rs in g  homes, th e  o b se rv ed  f r e 

q u en c ies  and ex p ec ted  f re q u e n c ie s  w i l l  a ls o  be  ap p ro x im a te ly  

th e  same.

In  o rd e r  to  d e te rm in e  w h eth er a s t a t i s t i c a l l y  s ig 

n i f i c a n t  r e l a t io n s h ip  does e x i s t  betw een th e  p ro p o r t io n s  o f  

s t a f f  members, i t  i s  n e c e s sa ry  to  a s c e r t a in  th e  p r o b a b i l i ty  

o f  o b ta in in g  a v a lu e  o f  c h i- s q u a re  as  la rg e  as  o r l a r g e r  

than  th e  one c a lc u la te d  from  th e  sam ple , when in  f a c t  th e  

v a r ia b le s  a r e  a c tu a l ly  in d ep e n d e n t. This depends i n  p a r t  

upon th e  d eg ree  o f freedom . The d eg ree  o f  freedom  v a r ie s  

w ith  th e  numbers o f  rows and columns in  th e  t a b l e , and i t  i s  

im p o rta n t b ecau se  th e  p r o b a b i l i ty  o f  o b ta in in g  a s p e c i f i c  

c h i- s q u a re  v a lu e  depends on th e  number o f c e l l s  in  th e  

t a b l e .  For th e  r e s e a r c h e r 's  co n v en ien ce , th e  SPSS subpro 

gram CROSSTABS computes th e  ex a c t p r o b a b i l i t y .
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C o e f f ic ie n t  o f  Concordance 

In  th e  s e c t io n  "Rank-O rder C o r r e la t io n ,"  we were 

concerned  w ith  m easures o f  th e  c o r r e l a t io n  betw een two s e t s  

o f  ra n k in g s  o f  24 n u rs in g  homes. Now we s h a l l  c o n s id e r  a 

m easure o f  th e  r e l a t i o n  among s e v e ra l  ran k in g s  o f  th e  24 

n u rs in g  homes.

When we have K s e ts  o f  r a n k in g s , we may d e te rm in e  

th e  a s s o c ia t io n  among them by u s in g  th e  K en d a ll c o e f f i c i e n t  

o f  concordance W ( S ie g e l ,  1956, p . 229). W hereas Spearm an 's 

rho  e x p re sse d  th e  degree  o f  a s s o c ia t io n  betw een  two v a r i 

a b le s  m easured i n ,  o r  tra n sfo rm e d  to ,  r a n k s ,  W e x p re sse s  th e  

d eg ree  o f  a s s o c ia t io n  among K such v a r i a b l e s . Such a m eas

u re  may be p a r t i c u l a r l y  u s e fu l  in  s tu d ie s  o f  in te r ju d g e  

r e l i a b i l i t y ,  and a ls o  h as  a p p l ic a t io n  in  s tu d ie s  o f  c lu s t e r s  

o f  v a r i a b l e s . F or th e  p u rp o ses  o f  t h i s  r e s e a r c h  th e  v a r i 

a b le s  w ere c lu s te r e d  in to  th re e  groups : m easures o f  o rg a n i

z a t io n a l  e f f e c t iv e n e s s  (K =12), m easures o f  th e  c h a r a c t e r i s 

t i c s  o f  e f f e c t i v e  o rg a n iz a t io n s  (K=23), and a l l  v a r ia b le s  

(K=35) , and W was computed f o r  each o n e . The fo llo w in g  n u l l  

h y p o th eses  w ere t e s t e d :

H y p o th es is  (HO-1) : There i s  no r e l a t i o n  among th e  v a r i 
a b le  m easures o f  " o rg a n iz a t io n a l  
e f f e c t i v e n e s s . "  ( In c lu d in g  th e  
q u a l i ty  o f  c a r e .)
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H y p o th es is  (HO-2 )  : There i s  no r e l a t i o n  among th e
v a r ia b le  m easures o f  c h a r a c t e r i s 
t i c s  o f  e f f e c t i v e  o rg a n iz a t io n s .

H y p o th esis  (HO- 3 ) : When c o n s id e re d  as a w h o le , th e r e
i s  no r e l a t i o n  among a l l  th e  
v a r ia b le s  in  th e  s tu d y .

To c o n fu te  W, we f i r s t  f in d  th e  sum o f  ra n k s ,  Rj , 

in  each column o f  a  K x  N t a b l e .  Then we sum th e  Rj and 

d iv id e  t h a t  sum by N to  o b ta in  th e  mean v a lu e  o f  th e  R j .

Each o f  th e  Rj may th e n  be  e x p re sse d  as a d e v ia t io n  from  th e  

mean v a lu e .  F in a l ly ,  S , th e  sum o f  sq u a res  o f  th e se  d e v ia 

t i o n s ,  i s  found . Knowing th e se  v a lu e s ,  we may compute th e  

v a lu e  o f  W ( S ie g e l ,  1956, p . 231):

W
1/12 K^ (N^ - N)

where S = sum o f  sq u a re s  o f  th e  o b se rv ed  d e v ia t io n s  from  th e  

mean o f  Rj

S = ZCRj -

K = number o f  s e t s  o f  ra n k in g s

N = number o f  e n t i t i e s  (n u rs in g  homes) ranked  
2 31/12 K (N - N) = maximum p o s s ib le  sum o f  th e  sq u a re d

d e v ia t io n s ,  i . e . ,  th e  sums t h a t  w ould 
o ccu r w ith  p e r f e c t  agreem ent among 
K ran k in g s

We may t e s t  s ig n i f ic a n c e  o f  any observed  v a lu e  o f  W
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when N i s  l a r g e r  th an  seven  by em ploying th e  c h i- s q u a re  

d i s t r i b u t i o n  w ith  ( S ie g e l ,  1956, p .  236):

dF = N -  1 

= K(N-1)W

T hat i s ,  th e  p r o b a b i l i ty  a s s o c ia te d  w ith  th e  o c c u rren c e

un d er HO o f  any v a lu e  as l a r g e  as an observed  W may be
2

d e te rm in ed  by f in d in g  X by  th e  above form ula and then

d e te rm in in g  th e  p r o b a b i l i t y  a s s o c ia te d  w ith  so la r g e  a v a lu e  
2

o f  X by r e f e r r in g  to  a s ta n d a rd  c h i-sq u a re  t a b le  (S ie g e l ,  

1956, p . 2 49 ).

TABLE 15 

COEFFICIENTS OF CONCORDANCE

V a ria b le
C lu s te rs W X^ dF S ig

O rg a n iz a tio n a l
E f f e c t iv e n e s s .3999 110.37 23 .001

C h a r a c te r i s t i c s  
o f E f f e c t iv e  
O rg a n iz a tio n s .4895 258.95 23 .001

A ll  V a r ia b le s .4246 341.80 23 .001

N = 23

Based upon th e  W c o e f f i c i e n t s  th e  n u l l  h y p o th eses
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can a l l  be r e j e c t e d .  We can conclude  th a t  ra n k in g s  o f  th e  

v a r ia b le s  m easures o f  o rg a n iz a t io n a l  e f f e c t iv e n e s s  a re  r e 

l a t e d .  T h is  means t h a t  th e re  i s  a  s ig n i f i c a n t  degree  o f  

s im i l a r i t y  betw een th e  rank ings o f  each  n u rs in g  home on the  

v a r ia b le s  t h a t  m easure o rg a n iz a t io n a l  e f f e c t iv e n e s s .  The 

same c o n c lu s io n s  h o ld  t ru e  fo r th e  v a r ia b le  c l u s t e r  o f  c h a r 

a c t e r i s t i c s  o f  e f f e c t iv e  o r g a n iz a t io n s .

In  f a c t ,  we can say  the s i m i l a r i t y  betw een th e  ra n k 

in g s  o f  th e  n u r s in g  home on a l l  35 v a r ia b le s  i s  s t a t i s t i 

c a l ly  s i g n i f i c a n t .

L im ita tio n s  o f R esea rch  Methods 

Ex p o s t  f a c to  re se a rc h  has th r e e  m ajor l im i t a t i o n s ,  

two o f  w hich have a lre a d y  been d is c u s s e d :  (1) th e  i n a b i l i t y

to  m a n ip u la te  v a r i a b le s ,  (2) th e  la c k  o f  power to  random ize, 

and (3) th e  r i s k  o f  in ç ro p e r  i n t e r p r e t a t i o n .  In  o th e r  

w o rd s , ex p o s t  f a c to  re se a rc h  la c k s  c o n tro l  ; t h i s  la c k  is  

th e  b a s i s  o f  th e  t h i r d  weakness , th e  r i s k  o f  im proper i n 

t e r p r e t a t i o n .

The m ost common method em ployed to  i n t e r j e c t  some 

form o f  " c o n tro l"  o f  th e  v a r ia b le s  i n  ex p o s t  f a c to  re s e a rc h  

i s  th e  c a r e f u l  c o n s tru c t io n  of r e s e a r c h  h y p o th e se s . The 

r e s e a r c h e r  has a tte m p te d  to  develop  a  re s e a rc h  model t h a t  

w i l l  e n a b le  us to  p r e d ic t  and, i t  i s  hoped, e s t a b l i s h  th e
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r e l a t io n s h ip s  betw een th e  m ajo r v a r ia b le s  in  th e  s tu d y .

P erhaps th e  m ost s e r io u s  l i m i t a t i o n  i s  th e  d e l ib e r 

a te  r e s t r i c t i o n  o f  th e  p o p u la tio n  o f  n u rs in g  homes s tu d ie d .  

R e s t r i c t in g  th e  p o p u la tio n  means t h a t  th e  r e s u l t s  cannot be 

e x t r a p o la te d  and g e n e ra liz e d  w ith  co n fid en ce  to  a l l  n u rs in g  

homes in  th e  n a t io n  on a  s t a t i s t i c a l  b a s i s . In  th e  s t r i c t 

e s t  sen se  p o s s ib le ,  and from a p u re ly  s t a t i s t i c a l  s ta n d 

p o in t ,  th e  o b ta in e d  f in d in g s  w i l l  ap p ly  o n ly  to  th e  group 

o f  n u r s in g  homes t h a t  was a c tu a l ly  s tu d ie d .

A no ther l im i ta t io n  stem s from  th e  f a c t  t h a t  p a t i e n t s  

w i l l  n o t be in c lu d e d  in  th e  s tu d y  a s  re s p o n d e n ts . They w i l l
9

n o t be in c lu d e d  b ecau se  i t  i s  d o u b tfu l w hether th e y  cou ld  

p ro v id e  v a l i d  d a ta  even w ith  r e fe re n c e  to  p a t i e n t  c a re . In  

a n u rs in g  home a s u b s ta n t i a l  p e rc e n ta g e  o f  th e  p a t i e n t s  a r e  

m e n ta lly  in c o m p e te n t. I t  i s  conceded t h a t  th e r e  would be 

s e v e ra l  p a t i e n t s  in  each home who co u ld  p ro v id e  ad equate  

p e rc e p tio n s  o f  th e  q u a l i ty  o f c a re  th ey  w ere r e c e iv in g .  

However, t h e  d e te rm in a tio n  o f  w hich p a t i e n t s  c o u ld  and w hich 

p a t i e n t s  c o u ld  n o t g iv e  a c c u ra te  r e f l e c t i o n s  o f  p a t i e n t  c a re  

i s  a  m a t te r  w ith  which t h i s  r e s e a rc h e r  d id  n o t w ant to  con

te n d .

Some in d iv id u a ls  may q u e s tio n  th e  v a l i d i t y  o f  u s in g  

n u rs in g  home em ployees' p e rc e p tio n s  o f th e  q u a l i ty  o f  c a re
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r a th e r  th a n  th o se  o f  p h y s ic ia n s .  P h y s ic ia n s  w ere n o t  u sed  

fo r  s e v e ra l  r e a s o n s .  F i r s t ,  th e  c o l l e c t i o n  o f  p h y s ic ia n  

r a t in g s  o f  th e  q u a l i t y  o f  c a re  re n d e re d  in  th e  v a r io u s  

n u rs in g  homes would be ex trem ely  d i f f i c u l t .  I t  i s  d o u b tfu l 

th a t  enough re sp o n se s  co u ld  be o b ta in e d  f o r  each  p a r t i c i p a t 

in g  n u rs in g  home to  draw any k in d  o f  s t a t i s t i c a l  s i g n i f i 

cance. Second, i n  m ost c a s e s ,  th e  p h y s ic ia n  r a r e ly  v i s i t s  

th e  n u r s in g  home. The p a t i e n t  i s  e i t h e r  b ro u g h t to  h i s  

o f f ic e  o r  he g iv e s  h i s  o rd e rs  to  th e  n u rse  o v e r the  phone. 

T h e re fo re , i t  i s  d o u b tfu l  t h a t  p h y s ic ia n s  c o u ld  e v a lu a te  th e  

d a y -to -d a y  c a re  t h a t  p a t i e n t s  r e c e iv e .  F in a l ly ,  i t  h a s  been
9

found in  p re v io u s  h o s p i t a l  s tu d ie s  t h a t  th e  judgm ents o f  

h o s p i t a l  en p lo y ees who w ere n o t p h y s ic ia n s  w ere s i g n i f i 

c a n t ly  r e l a t e d  to  th o se  o f  p h y s ic ia n s  (M ott, 1972, p . 190). 

This f in d in g  su g g e s ts  t h a t  o th e r  g roups in  th e  h o s p i t a l  were 

cap ab le  o f  making e v a lu a t io n s  by e s s e n t i a l l y  th e  same c r i 

t e r i a  as  th o se  u sed  by p h y s ic ia n s .

The v a l i d i t y  o f  M o tt 's  s u b je c t iv e  m easures o f  e f f e c 

t iv e n e s s  h as been open to  some q u e s tio n .  However, th e  s tu d 

ie s  o f  v a l i d i t y  o f  th e s e  m easures a re  r e a s s u r in g  (M ott, 1972, 

Appendix A, p p . 1 8 9 -2 0 0 ). The s u b je c t iv e  a sse ssm en ts  o f  

work u n i t s  by th e  in d iv id u a ls  who p a r t i c ip a t e d  in  them w ere 

su p p o rte d  by th e  a sse ssm en ts  o f  top  m anagers r e s p o n s ib le  f o r
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a l l  u n i t s  s tu d ie d  in  a  p a r t i c u l a r  o rg a n iz a t io n  and o f  p eo p le  

in  o th e r  u n i t s  whose work made them  f a m i l ia r  w ith  th a t  o f  

u n i ts  b e in g  a s se s se d  (M o tt, 1972, p . 2 1 ) .

W hile i t  i s  n o t  p o s s ib le  to  gauge th e  n e t  e f f e c t  o f  

th e  above-m entioned  l im i t a t i o n s  upon p a r t i c u l a r  f in d in g s  to  

be o b ta in e d  in  the  s tu d y , i t  i s  my b e l i e f  t h a t  th e  n a tu r e  o f  

s p e c i f i c  r e s u l t s  and c o n c lu s io n s  o f  th e  s tu d y  would n o t  be 

s u b s t a n t i a l l y  a l t e r e d  upon rem oval o f  th e  l im i t a t io n s  in  

q u e s tio n .

In  o rd e r  to  t e s t  th e  r e s e a r c h  h y p o th ese s  s e t  f o r th  

by th e  r e s e a r c h e r ,  th e  d a ta  w i l l  now be an a ly zed  em ploying 

th e  s t a t i s t i c a l  m ethods d e s c r ib e d  in  th e  p rec ed in g  c h a p te r .



CHAPTER VII

ANALYSIS OF THE RELATIONSHIP BETWEEN THE 

CHARACTERISTICS OF EFFECTIVE ORGANIZATIONS 

AND ORGANIZATIONAL EFFECTIVENESS 

PART I :  ADMINISTRATIVE EFFECTIVENESS AND

ORGANIZATIONAL EFFECTIVEÎŒSS

Having s t a t e d  th e  m ajor t h e o r e t i c a l  and m e th o d o lo g i

c a l  c o n s id e ra t io n s  o f  t h i s  s tu d y , th e  purpose* o f  th e  n e x t 

two c h a p te r s  i s  to  an a ly ze  th e  re se a rc h  f in d in g s  re g a rd in g  

th e  s e c t io n  of th e  r e s e a rc h  model t h a t  r e l a t e s  th e  c h a ra c 

t e r i s t i c s  o f  e f f e c t i v e  o rg a n iz a t io n s  to  o r g a n iz a t io n a l  

e f f e c t iv e n e s s .

C h a r a c te r i s t i c s  o f
E f f e c t iv e  O rg a n iz a tio n s

P a r t  I :  A d m in is tra t iv e  _________________  O rg a n iz a t io n a l
E f f e c t iv e n e s s  E f f e c t iv e n e s s

P a r t  I I  : I n te r n a l
O rg a n iz a tio n a l 
R e la t io n s h ip s

233
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B ecause th e  v a r ia b le  g ro u p in g  c h a r a c t e r i s t i c s  o f  

e f f e c t i v e  o rg a n iz a t io n s  can be  d iv id e d  in to  two d i s t i n c t i v e  

p a r t s —A d m in is tra t iv e  E f f e c t iv e n e s s  and I n t e r n a l  O rg an iza

t i o n a l  R e la t io n s h ip s — smd th e  a n a ly s is  o f  each  i s  r a th e r  

le n g th y , t h i s  s e c t io n  o f  th e  s tu d y  i s  d iv id e d  i n to  two 

p a r t s .  P a r t  I  w i l l  i n v e s t ig a te  th e  r e l a t i o n s h i p  betw een 

a d m in is t r a t iv e  e f f e c t iv e n e s s  and o r g a n iz a t io n a l  e f f e c t i v e 

n ess  . P a r t  I I  w i l l  p robe th e  r e l a t io n s h ip  betw een in te r n a l  

o r g a n iz a t io n a l  r e l a t io n s h ip s  and o r g a n iz a t io n a l  e f f e c t i v e 

n e s s  .

In  P a r t  I :  A d m in is tra tiv e  E f f e c t iv e n e s s  and O rgani-
t

z a t io n a l  E f f e c t iv e n e s s , th e  fo llo w in g  h y p o th e s is  w i l l  be 

t e s t e d :  -

H y p o th es is  1 : T here w i l l  be a  d i r e c t  and s ig n i f i c a n t
r e l a t io n s h ip  betw een a d m in is t r a t iv e  
e f f e c t iv e n e s s  and o r g a n iz a t io n a l  e f f e c 
t iv e n e s s  .

The r o le  and fu n c tio n  o f n u rs in g  home a d m in is t r a t io n  

have been  d e s c r ib e d  as c r e a t in g  an env ironm en t in  which p ro 

f e s s io n a l  p e o p le  can p r a c t i c e  t h e i r  p r o fe s s io n s  m ost ade

q u a te ly  (B aum gartner, 1969). This in v o lv e s  th e  o rg a n iz a t io n  

o f  th e  s t a f f  so  t h a t  each member o f  each  p r o f e s s io n  or 

departm en t can p erfo rm  h is  jo b  in  th e  m ost e f f e c t i v e  m anner, 

w ith  th e  c o n c lu s io n  b e in g  t h a t  th e  more o rg a n iz e d  and b e t t e r  

o p e ra te d  th e  n u r s in g  home, th e  g r e a te r  th e  d e g re e  o f
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o r g a n iz a t io n a l  e f f e c t i v e n e s s .  In  o th e r  w ords, e f f e c t i v e  

a d m in is tr a t io n  w i l l  b r in g  ab o u t more s a t i s f i e d  enqsloyees who 

w i l l  be w i l l in g  to  work h a r d e r ,  accep t change r e a d i l y ,  and 

id e n t i f y  w ith  th e  n u rs in g  home and i t s  g o a ls .  S e le c te d  com

ments w r i t t e n  on th e  backs o f  q u e s tio n n a ire s  by n u r s in g  home 

p e rso n n e l su p p o rt t h i s  c o n c lu s io n .

I  f e e l  t h a t  . . .  i s  th e  b e s t  n u rs in g  home I  have e v e r  
worked in .  I t  i s  more o rg an ized  and th in g s  ru n  sm oother 
h e re  th an  anywhere e l s e  . (NH 25, Resp . 7, N u rse ' s Aide)

I  th in k  . . . N u rsin g  Home is  a w onderfu l p la c e  f o r  our 
e ld e r ly — i t s  o p e ra t io n  i s  g r e a t .  I  have worked as  LVN 
only  4 months and I  lo v e  i t .  (NH 21, Resp. 4 , LVN)

On th e  w hole, I  th in k  we have a v ery  n i c e ,  v e ry  w e ll  
run n u rs in g  c e n te r .  I  am happy w ith  my j o b , en jo y  my 
work and am p roud  to  be connected  w ith  t h i s  N u rsin g  
C e n te r . (NH 2 0 , R esp. 19, N urse’s A ide)

F ar from  p ro v in g  th e  h y p o th e s is ,  th e se  comments do, 

how ever, i l l u s t r a t e  th e  co n n ec tio n  betw een th e  o v e r a l l  ad 

m in is t r a t io n  o f  th e  f a c i l i t y  and employee a t t i t u d e s  and 

f e e l in g s  tow ard t h e i r  jo b  and th e  n u rs in g  home i t s e l f .  The 

re v e rs e  i s  a ls o  t r u e .  When employees view  a d m in is t r a t io n  as 

i n e f f e c t iv e  and u n concerned  w ith  th e  w e lfa re  o f  th e  r e s i 

d en ts  and em p lo y ees, th e y  had u n fa v o rab le  a t t i t u d e s  tow ard 

t h e i r  jo b s ,  co -w o rk e rs , and th e  n u rs in g  home in  g e n e r a l .

To a n a ly z e  th e  d a ta  from the  s tu d y  t h a t  p ro b e  th e  

r e la t io n s h ip  betw een a d m in is t r a t iv e  e f f e c t iv e n e s s  and o rg an 

i z a t i o n a l  e f f e c t i v e n e s s ,  th e  a re a  o f a d m in is t r a t iv e
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e f f e c t iv e n e s s  was su b d iv id e d  in to  th re e  a r e a s :  (1) O rgan i

z a t io n a l  P la n n in g , (2) A d m in is tra tiv e  Communication and 

Problem  S o lv in g , and (3) R a tio n a l T ru s t o f  A d m in is tra tio n . 

T h is  was done in  an a tte m p t to  d e te rm in e  w hich a s p e c ts  o f  

a d m in is t r a t io n  have th e  g r e a t e s t  r e l a t io n s h ip  to  o rg a n iz a 

t i o n a l  e f f e c t iv e n e s s .

O rg a n iz a tio n a l P la n n in g

Many s tu d ie s  have confirm ed  th e  p ro p o s i t io n  t h a t  

m anagers who engage in  p la n n in g  a c t i v i t i e s  a re  more s u c c e s s 

f u l  th an  m anagers who do n o t (se e  C h ap ter V, s e c t io n  on 

"O ccu p a tio n a l P la n n in g " ) . P la n n in g  a c t i v i t i e s  sh o u ld  be an 

im p o rta n t fu n c t io n  o f  th e  n u rs in g  home a d m in is t r a to r  and 

departm en t h e a d s . The p la n n in g  p ro c e ss  in  th e  n u rs in g  home 

o rg a n iz a t io n  i s  concerned  p r im a r i ly  w ith  th e  sc h e d u lin g  o f  

work and th e  e s ta b lis h m e n t and m ain ten an ce  o f  o b je c t iv e s ,  

p o l i c i e s , and  o p e r a t io n a l  r u le s  and r e g u la t io n s  t h a t  govern 

work and work r e g u la t io n s  in  th e  system .

C le a r ly  d e f in e d  o b je c t iv e s ,  p o l i c i e s ,  r u le s ,  and 

r e g u la t io n s  l e t  o r g a n iz a t io n a l  members know t h e i r  r e s p o n s i 

b i l i t i e s  and th e  scope o f  t h e i r  a u th o r i ty  to  i n i t i a t e  in d e 

p en d en t a c t io n .  In  a d d i t io n ,  th e y  p e rm it in d iv id u a ls  in  th e  

n u rs in g  home o rg a n iz a t io n  to  p r e d i c t  how o th e r s  in  i t  a re  

l i k e l y  to  behave and to  know how o th e r s  e x p e c t them to
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b eh av e . I t  i s  in  p a r t  th ro u g h  th e  mechanism o f  th e s e  p ro d 

u c ts  o f  p la n n in g  t h a t  c o o rd in a t io n  can be e f f e c te d .

However, th e  a c tu a l  im p lem en ta tio n  and e f f i c i e n c y  o f  

o r g a n iz a t io n a l  o b je c t iv e s ,  r u l e s ,  and p o l ic ie s  w i l l  depend 

upon th e  e f f e c t iv e n e s s  o f  o r g a n iz a t io n a l  p la n n in g . The 

a s p e c ts  o f  o r g a n iz a t io n a l  p la n n in g  m easured by t h i s  s tu d y  

in c lu d e  th e  d e f in i t i o n  and c l a r i t y  o f  e x is t in g  o b je c t iv e s ,  

r u l e s , and r e g u la t io n s  ; th e  e x te n t  o f  o rg a n iz a t io n a l  m em bers' 

ad h eren ce  to  r u le s  and r e g u la t io n s  ; and th e  s k i l l  w ith  w hich 

p la n n in g  i s  c a r r ie d  o u t .

The d a ta  su p p o rt a  c o n c lu s io n  t h a t  n u rs in g  home 

s t a f f  members p e rc e iv e  a d i r e c t  r e l a t io n s h ip  betw een o rg a n i

z a t io n a l  p la n n in g  and p r o d u c t iv i ty .  The h ig h e s t  le v e l  o f  

s ig n i f ic a n c e  was ach iev ed  by  th e  p la n n in g  a b i l i t y  o f  th e  

s u p e rv is o r  (Rs = .4 7 ) .  T h is i s  a p p ro p r ia te  because th e  

a b i l i t y  o f  th e  im m ediate s u p e rv is o r  in  p la n n in g , o rg a n iz in g , 

and s c h e d u lin g  th e  work w ould have th e  m ost d i r e c t  e f f e c t  

upon ev ery d ay  work r o u t in e s  and sh o u ld  be  fo rem ost in  th e  

minds o f  s t a f f  members.

The f in d in g s  a ls o  su p p o rt th e  p ro p o s i t io n  t h a t  w ork

e r s  w i l l  p u t f o r th  more e f f o r t  when g o a ls  and o b je c t iv e s  have 

been c l e a r ly  d e f in e d  and th e y  u n d e rs ta n d  th e  r u le s  and re g u 

l a t i o n s  o f  th e  o r g a n iz a t io n s .  N ursing  home em ployees, i t



238

TABLE 16

RELATIONSHIP BETWEEN ORGANIZATIONAL PLANNING AND THE 
SUBJECTIVE MEASURES OF ORGANIZATIONAL EFFECTIVENESS

i S u b je c t iv e  Measuri 
o f  E f fe c tiv e n e s s Î"

Produc
t i v i t y

A dapta
b i l i t y

F le x i 
b i l i t y

O rg a n iz a t io n a l  P lan n in g ^

P la n n in g  a b i l i t y  of 
s u p e rv is o r .47*b .69* .62*

C la r i ty  o f  g o a ls  
and o b je c t iv e s .38^ .71* .38=

C la r i ty  o f  r u l e s  
and r e g u la t io n s .36= .70* .37=

A dherence to  r u le s  
and r e g u la t io n s .42= .52^ .43=

N

*

a
b
c

= 24

= Spearman ra n k -o rd e r  c o r r e l a t i o n s  w ere used

= Rs s ig n i f i c a n t  a t  th e  .001 le v e l
= Rs s ig n i f i c a n t  a t  th e  .01 le v e l
= Rs s ig n i f i c a n t  a t  th e  .05 l e v e l

See M ott (1972)
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would seem, f e e l  t h a t  a c e r t a in  amount o f  s t r u c t u r in g  o f 

a c t i v i t i e s  i s  n e c e s s a ry  in  o rd e r  f o r  th e  p eo p le  in  t h e i r  

departm en t to  p ro d u c e . O r, in  o th e r  w ords, when r o le s  have 

been  c l e a r ly  d e f in e d ,  w orkers p e rc e iv e  t h e i r  work groups to  

be more p ro d u c tiv e .

The in d ex  o f  a d a p ta b i l i ty  i s  s tro n g ly  r e l a t e d  to  a l l  

th e  f a c to r s  o f  o r g a n iz a t io n a l  p la n n in g . When em ployees have 

co n fid en ce  in  th e  p la n n in g  a b i l i t y  o f  t h e i r  s u p e rv is o r  they  

w i l l  be more w i l l i n g  to  a c c e p t changes in  p ro c e d u re s . In  

a d d i t io n ,  th e  e x is te n c e  o f  a c le a r  s e t  o f  o b je c t iv e s  f o s te r s  

a d a p ta tio n  f o r  two re a s o n s .  F i r s t ,  o b je c t iv e s  can  p ro v id e  

d i r e c t io n  f o r  p rob lem  s o lv in g  so t h a t  a d a p ta t io n  can be 

g ea red  to  c o l l e c t i v e  p u rp o se . Second, c l e a r ,  v ia b le  o b je c 

t i v e s  h e lp  in d iv id u a ls  to  u n d e rs ta n d  th e  o r g a n iz a t io n  in  

w hich th e y  w ork. They can i n t e r p r e t  m a n ag e ria l b e h a v io r  in  

th e  l i g h t  o f  th e s e  o b je c t iv e s ,  and thus t h e i r  env ironm ent 

becomes more r a t i o n a l  and c e r t a in .  They a re  more l i k e l y  to  

e x h ib i t  g r e a te r  s e n s i t i v i t y  and concern  f o r  a s s i s t i n g  th e  

u n i t  to  ach iev e  i t s  o b je c t iv e s .  The r e s u l t s  a l s o  in d ic a te  

th a t  r u le s  and r e g u la t io n s  th a t  a r e  g e n e r a l ly  ad h e red  to  

f a c i l i t a t e  t h i s  r e l a t i o n s h i p .

Mott ( I9 6 0 ; 1972, p p . 66-70) h y p o th e s iz e d  t h a t  f l e x 

i b i l i t y  would n o t  b e  r e l a t e d  to  th e  v a r ia b le  item s  o f
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o r g a n iz a t io n a l  p la n n in g . The f in d in g s  from  h i s  s tu d ie s  g iv e  

mixed r e s u l t s  b u t  th e y  a re  m o stly  s u p p o rtiv e  o f  h i s  h y p o th e

s i s .  H is th e o ry  i s  b a s ic a l ly  t h a t  th e  manner in  which 

everyday work ta s k s  a re  p lan n ed  and th e  e x te n t  to  w hich p o l i 

c ie s  , r u l e s , and r e g u la t io n s  a re  c l e a r ly  d e f in e d  w i l l  have 

no e f f e c t  in  em ergency s i t u a t i o n s . On th e  o th e r  hand, th e  

c o n te n tio n  c o u ld  be made th a t  when un ex p ec ted  s i t u a t io n s  

have been  a d e q u a te ly  p lan n ed  f o r ,  th e  o rg a n iz a t io n s  w i l l  be 

more e f f e c t i v e  in  d e a lin g  w ith  them. F u rth e rm o re , t h i s  i s  

what th e  f in d in g s  in d i c a t e .

F in d in g s  in d ic a te  a d i r e c t  and s i g n i f i c a n t  r e l a t i o n 

sh ip  betw een f l e x i b i l i t y  and th e  v a r ia b le  item s under o rg an 

i z a t i o n a l  p la n n in g . To e x p la in  why f l e x i b i l i t y  r e l a t e s  to  

o r g a n iz a t io n a l  p la n n in g  one m ust an a ly ze  th e  i n t e r r e l a t i o n 

sh ip s  o f  th e  s u b je c t iv e  m easures o f o r g a n iz a t io n a l  e f f e c 

t iv e n e s s  and t h e i r  r e l a t io n s h ip  to  jo b  s a t i s f a c t i o n  ( se e  

T ables 17 and 1 8 ).

F l e x i b i l i t y  was g r e a t e s t  in  th o se  n u r s in g  homes t h a t  

had th e  h ig h e s t  le v e l s  o f  p r o d u c t iv i ty .  T h e o re t ic a l ly  th e se  

n u rs in g  homes would have th e  m ost w orkable  p ro c e d u re s . They 

can h a n d le  o v e rlo a d s  o f work w e ll b ecau se  o f  t h e i r  p ro ced 

u re s  and b e ca u se  th e y  keep s u f f i c i e n t l y  a b r e a s t  o f  t h e i r  

r e g u la r  work to  p e rm it t h e i r  tu rn in g  a t t e n t i o n  from  i t  to
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TABLE 17

INTERRELATIONSHIPS AMONG THE SUBJECTIVE MEASURES 
OF ORGANIZATIONAL EFFECTIVENESS^

P r o d u c t iv i ty A d a p ta b i l i ty

A d a p ta b i l i ty .68*^

F l e x i b i l i t y .64^ .64^

N = 24
* = Spearman ra n k -o rd e r  c o r r e l a t io n s  w ere u sed  
a = Rs s i g n i f i c a n t  a t  th e  .001 le v e l
^Mott (1 972).

TABLE 18

RELATIONSHIP BETWEEN THE SUBJECTIVE MEASURES 
OF ORGANIZATIONAL EFFECTIVENESS 

AND JOB SATISFACTION

S u b je c tiv e  M easures o f  
E f f e c t iv e n e s s

P r o d u c t iv i ty  A d a p ta b i l i ty  F l e x i b i l i t y

2
Job S a t i s f a c t i o n  

( o v e r a l l ) .67*^ .71® .43^

N = 24
* = Spearman ra n k -o rd e r  c o r r e l a t i o n s  w ere used  
a  = Rs s i g n i f i c a n t  a t  th e  .001 le v e l  
c = Rs s ig n i f i c a n t  a t  th e  .05 le v e l
^ o t t  (1972).

^S m ith , K e n d a ll, and H u lin  (1969) .
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h an d le  em e rg e n c ie s . One re a so n  why f l e x i b i l i t y  i s  s i g n i f i 

c a n t ly  r e l a t e d  to  o r g a n iz a t io n a l  p lan n in g  i s  t h a t  i t  i s  

th ro u g h  c l e a r l y  d e f in e d  o b je c t iv e s ,  r u l e s ,  and r e g u la t io n s  

t h a t  w orkab le  p ro c e d u re s  a re  e s ta b l i s h e d .

A nother e x p la n a tio n  f o r  th e se  f in d in g s  i s  t h a t  

f l e x i b i l i t y  and a d a p t a b i l i t y  depend to  a g r e a t  e x te n t  on 

employee a t t i t u d e s  tow ard  t h e i r  jo b ,  t h e i r  s u p e r v is o r ,  and 

th e  n u r s in g  home. In  o th e r  w ords, s t a f f  members a r e  more 

w i l l i n g  to  a c c e p t changes in  r o u t in e s ,  equ ipm en t, o r  a s s ig n 

m ents and p i t c h  in  and h e lp  in  tim es o f  em ergency when th ey  

have fa v o ra b le  a t t i t u d e s  tow ard t h e i r  jo b s .  T h is  i s  e v i 

denced by th e  s i g n i f i c a n t  p o s i t i v e  c o r r e la t io n s  betw een jo b  

s a t i s f a c t i o n  and a d a p t a b i l i t y  and f l e x i b i l i t y .  T h e re fo re , 

i t  can be con c lu d ed  t h a t  th o se  n u rs in g  homes t h a t  a re  h ig h  

in  a d a p ta b i l i t y  and  f l e x i b i l i t y  w i l l  be th o se  n u r s in g  homes 

w ith  h ig h e r  o v e r a l l  jo b  s a t i s f a c t i o n  (se e  T ab le  1 8 ) .

I t  was su g g e s te d  e a r l i e r  by th e  comments o f  n u rs in g  

home s t a f f  members t h a t  th e re  i s  a r e l a t io n s h ip  betw een  th e  

jo b  s a t i s f a c t i o n  o f  em ployees and th e  q u a l i ty  o f  a d m in is t r a 

t i o n .  I f  t h i s  i s  th e  c a s e ,  i t  can be concluded  t h a t  e f f e c 

t i v e  a d m in is t r a t io n  le a d s  to  fa v o ra b le  em ployee a t t i t u d e s  

t h a t  a r e  n e c e s s a ry  f o r  a d a p ta b i l i t y  and f l e x i b i l i t y ,  and 

t h i s  i s  p r e c i s e ly  w hat th e  f in d in g s  in  T ab le  19 in d i c a t e .
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RELATIONSHIP BETWEEN ORGANIZATIONAL PLANNING AND MEASURES OF
JOB ATTITUDE

O rg a n iz a tio n a l
P lan n in g !

Job 2
A reas o f Job S a t i s f a c t io n

S a t i s f a c t io n
(O v e ra ll) Job » 

I t s e l r
S uper-
v is io n ^

Co-
w o rk e rs2 Pay^ P ro - 2  

m otion
T urn j
over

P lan n in g  A b i l i ty  
o f  S u p e rv iso r .52*b .41® .75® .35® .30^ .27^ -.39®

C la r i ty  o f G oals 
and O b je c tiv e s .65® .39® .76® .49^ .2?d .48^ -.35®

C la r i ty  o f  Rules 
and R e g u la tio n s .68® .46^ .49^ .47^^ .52^ .55^ - .3 2 ^

Adherence to  Rules 
and R eg u la tio n s .48^ .36® .32^ .35® .37® .40® -.0 7

to
f -w

N = 24
* = Spearman ra n k -o rd e r  c o r r e la t io n s  were u sed , 
a = Rs s ig n i f i c a n t  a t  th e  .001 l e v e l ,
b = Ra s ig n i f i c a n t  a t  th e  .01 l e v e l ,
c = Rs s ig n i f i c a n t  a t  th e  .05 l e v e l ,
d = Rs s ig n i f i c a n t  a t  th e  .10 l e v e l .
^Mott (1972).
^Sm ith eu a l .  (1 9 6 9 ).
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The d a ta  show s tro n g  r e la t io n s h ip s  betw een a l l  th e  

v a r ia b le  item s o f o r g a n iz a t io n a l  p la n n in g  and o v e r a l l  jo b  

s a t i s f a c t i o n .  T h is  i s  c o n s is te n t  w ith  o th e r  s tu d ie s  t h a t  

have shown th a t  r o l e  am bigu ity  was n e g a t iv e ly  and s i g n i f i 

c a n tly  r e l a t e d  to  jo b  s a t i s f a c t i o n  (se e  C hap ter V, s e c t io n  

on " O rg a n iz a tio n a l P la n n in g " ) . T h e re fo re , i t  co u ld  be ex 

p e c te d  th a t  r o le  c l a r i t y  would be p o s i t i v e l y  and s i g n i f i 

c a n t ly  r e l a t e d  to  jo b  s a t i s f a c t i o n .  I t  i s  i n t e r e s t i n g  to  

n o te  t h a t  th e  l a r g e s t  c o r r e la t io n s  occu r under th e  a re a  o f  

s u p e rv is io n .  In  o th e r  w ords, n u rs in g  home employees p r e f e r  

a s u p e rv is o r  who i s  good a t  p la n n in g , o rg a n iz in g , and sch ed 

u l in g  th e  work and c l e a r ly  d e f in e s  o b je c t iv e s ,  r u l e s ,  and 

r e g u l a t io n s . S a t i s f a c t i o n  w ith  p ay , low as i t  i s , and p r o 

m otion , h o p e le s s  as  i t  may seem to  many n u r s in g  home p e rso n 

n e l ,  i s  h ig h e r  in  th o se  n u rs in g  homes w here r u le s  and re g u 

l a t i o n s  have been c l e a r ly  d e f in e d  and p rom otion  i s  a ls o  

s tro n g ly  r e l a t e d  t o  c l a r i t y  o f o b je c t iv e s .  In  a d d i t io n ,  

s t a f f  m embers' s a t i s f a c t i o n  w ith  th e  jo b  i t s e l f  was r e l a t e d  

to  a l l  a s p e c ts  o f  o r g a n iz a t io n a l  p la n n in g . These f in d in g s  

seem to  p o in t  to  a  c e n t r a l  theme t h a t  jo b  s a t i s f a c t i o n  i s  

dependent upon r o l e  c l a r i t y .

A d d it io n a l  s u p p o r tin g  ev id en ce  f o r  t h i s  theme comes 

from a n a ly z in g  th e  co n n ec tio n  betw een o r g a n iz a t io n a l
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p lan n in g  and tu rn o v e r .  Turnover was found to  r e l a t e  nega

t i v e l y  and s i g n i f i c a n t l y  to  th e  p la n n in g  a b i l i t y  o f  th e  

s u p e rv is o r  (Rs = - . 3 9 ) ,  c l a r i t y  o f  g o a ls  and o b je c t iv e s  

(Rs * - .3 5 ) ,  and c l a r i t y  o f  r u le s  and r e g u la t io n s  (Rs = - .3 2 ,  

s ig .  .0 6 ) .  T h e re fo re , th e  c o n c lu s io n  can be  drawn t h a t  la ck  

o f  co n fid en ce  in  th e  a b i l i t y  o f  th e  s u p e rv is o r  to  p lan  

e f f e c t i v e l y  and c l a r i f y  r o le s  i s  d i r e c t l y  a s s o c ia te d  w ith  

employee tu r n o v e r .

In  rev ie w in g  l i t e r a t u r e  re g a rd in g  o rg a n iz a t io n a l  

p la n n in g , the  o b s e rv a t io n  was made t h a t  r o le  am bigu ity  i s  

a s s o c ia te d  w ith  r o le  c o n f l i c t .  Because i t  i s  th rough  o rg an 

i z a t i o n a l  p la n n in g  t h a t  r o le s  a re  c l a r i f i e d  and o rg a n iz a 

t io n a l  env ironm ents made more r a t io n a l  and c e r t a i n ,  i t  cou ld  

be assumed t h a t  o r g a n iz a t io n a l  p la n n in g  w i l l  be in v e r s e ly  

r e l a t e d  t o  in te rd e p a r tm e n ta l  te n s io n  and c o n f l i c t .

By th e  s t r i c t  s t a t i s t i c a l  s ta n d a rd s  th e  on ly  s i g 

n i f i c a n t  r e l a t io n s h i p  e x i s t s  betw een c o n f l i c t  and c l a r i t y  

o f  ru le s  and r e g u la t io n s .  However, th e  r e l a t io n s h ip  betw een 

c o n f l ic t  and c l a r i t y  o f  g o a ls  and o b je c t iv e s  i s  s i g n i f i c a n t  

a t  th e  .06  l e v e l ,  so  i t  i s  v e ry  l i k e ly  t h a t  th e s e  two v a r i 

a b le s  a re  r e l a t e d .  The o th e r  two i te m s , p la n n in g  a b i l i t y  o f 

s u p e rv is o r  and ad h eren ce  to  r u le s  and r e g u l a t i o n s , d id  n o t 

o b ta in  s tr o n g  enough m easures from w hich to  draw c o n c lu s io n s .
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TABLE 20

RELATIONSHIP BETWEEN ORGANIZATIONAL PLANNING AND 
INTERDEPARTMENTAL TENSION AND CONFLICT

P lan n in g  
A b i l i t y  
o f  Sup-, 
e r v i s o r

C la r i ty  
o f  Goals 
and Ob

j e c t i v e s !

C la r i ty  
o f R ules 
and Reg

u l a t i o n s !

Adherence 
to  Rules 
and Reg

u la t io n s

I n t e r 
d e p a r tm e n ta l 
T en sio n  and 
C o n f l ic t^

•

. .2 7 * d - .3 2 ^ - .3 9 ^ - .2 3

N = 24
* = Spearman r a n k -o rd e r  c o r r e la t io n s  w ere u sed , 
c = Rs s i g n i f i c a n t  a t  th e  .05 l e v e l ,  
d * Rs s i g n i f i c a n t  a t  th e  .10 l e v e l .

^Mott (1 9 7 2 ).

S to t t  (1960)

TABLE 21

RELATIONSHIP BETWEEN ORGANIZATIONAL PLANNING 
AND PROFITABILITY

P la n n in g  
A b i l i ty  
o f  Sup
e r v i s o r !

C la r i ty  
o f  Goals 
and Ob

j e c t i v e s !

C la r i ty  
o f R u les  
and Reg

u l a t i o n s !

Adherence 
to  Ru!es 
and Reg

u l a t i o n s !

P r o f i t a b i l i t y - .0 1 * - .4 8 ^ - .2 2 - .1 9

N = 24
* = Spearman ra n k -o rd e r  c o r r e la t io n s  w ere u se d , 
b = Rs s i g n i f i c a n t  a t  th e  .01 l e v e l .
S io t t  (1972) .
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A cco rd in g ly , th o se  n u r s in g  homes where o b je c t iv e s ,  r u l e s ,  

and r e g u la t io n s  have been  c l e a r l y  d e f in e d  w i l l  b e  th o se  

n u r s in g  homes w ith  th e  low er amounts o f  te n s io n  and c o n f l i c t  

betw een d e p a r tm e n ts .

A r e s e a r c h e r  i n  th e  f i e l d  o f  a d m in is t r a t io n  w ould 

n a t u r a l l y  p r e d ic t  t h a t  th e  r e l a t io n s h ip  betw een o rg a n iz a 

t i o n a l  p la n n in g  and p r o f i t a b i l i t y  w ould be  p o s i t i v e  and s ig 

n i f i c a n t  . Those o r g a n iz a t io n s  t h a t  have th e  more cap ab le  

p la n n e rs  and c l e a r l y  d e f in e d  o b je c t iv e s  would a l s o  be th e  

more p r o f i t a b l e  o r g a n iz a t io n s .  However, th e  r e s u l t s  o f  th i s  

s tu d y  do n o t b e a r  o u t t h i s  c o n c lu s io n . In  f a c t ,  th e  r e 

s u l t s ,  though somewhat in c o n c lu s iv e ,  a re  j u s t  th e  o p p o s ite .  

I n s te a d  o f  p o s i t i v e  r e l a t i o n s h i p s ,  o n ly  n e g a t iv e  ones were 

d is c o v e re d . The o n ly  s i g n i f i c a n t  r e l a t io n s h ip  was betw een 

th e  c l a r i t y  o f  g o a ls  and o b je c t iv e s  and p r o f i t a b i l i t y .

The in v e r s e  r e l a t io n s h i p  betw een p r o f i t a b i l i t y  and 

c l a r i t y  o f  o b je c t iv e s  i s  somewhat d i f f i c u l t  to  e x p la in .  

C o n sid er th e  fo llo w in g  r e l a t io n s h ip  :

< (RS-.65, sig. .001)
Objectives (Overall)

ÎProfitability
(Rs=-.32, sig. .06)

C la r i t y  o f  o b je c t iv e s  i s  s i g n i f i c a n t l y  r e l a t e d  to  jo b  s a t i s 

f a c t io n  and jo b  s a t i s f a c t i o n  i s  in v e r s e ly  r e l a t e d  to
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p r o f i t a b i l i t y .  Job s a t i s f a c t i o n  now becomes th e  c e n t r a l  

i s s u e .  But why i s  i t  n e g a t iv e ly  r e l a t e d  to  p r o f i t a b i l i t y ?  

L arge numbers o f  the  re sp o n d en ts  in  th e  open-ended s e c t io n  

o f  th e  q u e s tio n n a ire  com plained b i t t e r l y  t h a t  th e  n u rs in g  

homes were u n d e r s ta f fe d  and i l l - e q u ip p e d ,  making i t  v e ry  

d i f f i c u l t  f o r  them to  p erfo rm  t h e i r  d u t ie s  a d e q u a te ly . This 

made th e i r  w orkload  t h a t  much h e a v ie r  and more d i f f i c u l t ,  

r e s u l t i n g  in  t h e i r  b e in g  d i s s a t i s f i e d  w ith  t h e i r  jo b .

Through th e  d es ig n  o f  t h i s  s tu d y  th e r e  i s  no way to  s u b s ta n 

t i a t e  th is  r e l a t i o n s h i p , b u t  i t  i s  one e x p la n a tio n  o f  th e  

in v e rs e  r e l a t io n s h ip  betw een p r o b a b i l i ty  and jo b  s a t i s f a c 

t i o n .  Because la b o r  i s  such a  l a r g e  expense in  n u rs in g  

hom es, th o se  homes th a t  a re  u n d e r s ta f f e d  and i l l - e q u ip p e d  

may have a tendency  to  show h ig h e r  p r o f i t s .  T h e re fo re , th e  

v a r ia b le  o f  jo b  s a t i s f a c t i o n  c o u ld  b e  th e  key to  i n t e r p r e t 

in g  th e  in v e r s e  a s s o c ia t io n  betw een th e  c l a r i t y  o f  o b je c 

t i v e s  and p r o f i t a b i l i t y .

In summary, th e  o r g a n iz a t io n a l  p la n n in g  r e l a t e s  

d i r e c t l y  and s ig n i f i c a n t ly  to  a l l  th e  s u b je c t iv e  m easures o f 

o r g a n iz a t io n a l  e f f e c t iv e n e s s ,  jo b  s a t i s f a c t i o n ,  and tu r n 

o v e r , th e  o n ly  e x c e p tio n  b e in g  t h a t  adherence to  r u le s  and 

r e g u la t io n s  d id  n o t c o r r e l a t e  w ith  tu rn o v e r .  P r o f i t a b i l i t y  

was an o th e r  m a tte r  e n t i r e l y .  The c o r r e la t io n s  w ere th e
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o p p o s ite  o f  w hat was ex p ec ted  and p re s e n te d  a  d i f f i c u l t  

problem  to  r e s o lv e .  The c e n t r a l  theme o f  t h i s  s e c t io n  i s  

r o le  c l a r i t y .  When s t a f f  members u n d e rs ta n d  th e  o b je c t iv e s  

o f  th e  n u r s in g  home and i t s  r u le s  and p ro c e d u re s  have been 

c le a r ly  e x p la in e d  to  them , th ey  p e rc e iv e  t h e i r  co-w orkers 

to  be more p ro d u c tiv e ,  a re  more w i l l in g  to  a c c e p t changes in  

ro u t in e s  and a s s ig n m e n ts , and a r e  more a p t  to  p i tc h  in  and 

h e lp  in  tim es o f  em erg en c ie s . In  a d d i t i o n , th e y  have a b e t 

t e r  a t t i t u d e  tow ard  t h e i r  jo b s  and a re  l e s s  l i k e l y  to  le a v e  

th e  n u r s in g  home.

In  c o n c lu s io n , i t  ap p ears  t h a t ,  w ith  th e  n o ta b le  

e x c e p tio n  o f  p r o f i t a b i l i t y ,  o r g a n iz a t io n a l  e f f e c t iv e n e s s  i s  

s i g n i f i c a n t l y  r e l a t e d  to  o rg a n iz a t io n a l  p la n n in g .

A d m in is tra tiv e  Communication 
and Problem  S o lv ing

The b ig g e s t  prob lem  a t  t h i s  c e n te r  i s  th e  f a i l u r e  to  
com m unicate. (NH 12, Resp. 1 , N urse O ther)

Communication i s  c r u c ia l  to  o rg a n iz a t io n s  because  

on ly  th ro u g h  th e  tra n s m is s io n  and u n d e rs ta n d in g  o f  in fo rm a

t io n  i s  th e  c o o rd in a t io n  o f e f f o r t s  ach iev ed  t h a t  i s  so 

n e c e s sa ry  f o r  e f f e c t i v e  fu n c tio n in g . A d m in is tra t iv e  commu

n ic a t io n  i n  a  n u r s in g  home s e t t i n g  can be  in s tru m e n ta l  in  

p rom oting  th e  developm ent o f  com plem entary e x p e c ta t io n  and
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m utual u n d e rs ta n d in g  betw een th e  a d m in is t r a to r  and n u rs in g  

home p e rso n n e l t h a t  i s  so n e c e s sa ry  f o r  a d a p ta b i l i t y  and 

f l e x i b i l i t y .  P e rso n n e l a re  more w i l l i n g  to  a d ju s t  and ad ap t 

to  p ro c ed u re s  when th e y  have a  c l e a r  u n d e rs ta n d in g  o f  th e  

problem s in v o lv e d . In  th e  p re v io u s  s e c t io n ,  we e s ta b l i s h e d  

a d i r e c t  co n n ec tio n  betw een r o le  c l a r i t y  and a d a p ta b i l i ty  

and f l e x i b i l i t y .  I t  i s  th rough  th e  tra n s m is s io n  and u n d e r

s ta n d in g  o f  r e le v a n t  in fo rm a tio n  t h a t  n u r s in g  home p e rso n n e l 

g a in  an  i n s ig h t  in to  n u r s in g  home problem s and , in  a d d i t io n ,  

i t  h e lp s  c l a r i f y  t h e i r  r o l e s .

I f  r o l e  c l a r i t y  and m utual u n d e rs ta n d in g  can be 

a ch iev ed  th ro u g h  th e  e x c e l le n t  u se  o f  a d m in is t r a t iv e  commu

n ic a t io n ,  th en  te n s io n s  and c o n f l i c t s  sh o u ld  be reduced  

w ith in  th e  n u rs in g  home. When n u rs in g  home p e rso n n e l c l e a r ly  

u n d e rs ta n d  t h e i r  d u t i e s , c o n f l i c t s  betw een s h i f t s  and d e p a r t

m ents over who is  supposed to  do w hat a r e  l e s s  l i k e l y  to  

o c c u r .

A dequate com m unication from  th e  a d m in is t r a to r  sh o u ld  

enhance p ro d u c tio n  b ecau se  in a d e q u a te  com m unication le a d s  to  

r o le  am b ig u ity , d i s s a t i s f a c t i o n ,  and g e n e ra l  o v e r a l l  co n fu 

s io n ,  as can b e  seen  in  th e  fo llo w in g  exam ples :

Ify on ly  comment i s  t h a t  th e re  seems to  be  a la c k  o f  
com m unication betw een th e  a d m in is t r a to r  and we, th e  
w o rk e rs . Our im m ediate s u p e rv is o r  w i l l  t e l l  us what
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th e  a d m in is t r a to r  s a i d ,  and th e  a d m in is t r a to r  w i l l  
t e l l  u s som ething  e n t i r e l y  d i f f e r e n t  on th e  same 
s u b je c t .  I t  seems to  me t h a t  e i t h e r  th e  a d m in is tr a 
t o r  o r  our s u p e rv is o r  i s  t r y in g  to  make him o r  h e r 
s e l f  lo o k  good in  o u r  e y e s . I  f e l l  f o r  i t  f o r  a 
w h ile  b u t a f t e r  so many l i e s , I  have l o s t  f a i t h  in  
b o th  o f  them. Our p r e s e n t  s u p e rv is o r  i s  le a rn in g  
and  maybe t h i s  w i l l  end th e  problem ; I  c e r t a in ly  
hope so  b ecau se  we n eed  some g u id a n c e . (NH 3 ,
R esp. 25, D ie ta ry )

A d m in is tra to r  sho u ld  g e t  to g e th e r  w ith  b o ss  and i n 
s p e c to r s .  One says one th in g  and o th e r  p eo p le  say  
som eth ing  e l s e .  T his way nobody knows w h a t 's  happen
in g  o r  w hat to  do. A t l e a s t  to  g e t i t  done r i g h t .
(NH 7 , Resp. 39, H ousekeeping)

C o n seq u en tly , i t  can be p r o je c te d  t h a t  in  th o se  

n u r s in g  homes w here ch an n e ls  o f  com m unication betw een th e  

a d m in is t r a to r  and s t a f f  members a re  r e l a t i v e l y  more open , 

problem s can be  more r e a d i ly  i d e n t i f i e d  and t h e i r  s o lu t io n  

can be f a c i l i t a t e d  by d is c u s s in g  them; t h i s  in  tu rn  sh o u ld  

le a d  to  more e f f e c t iv e  o r g a n iz a t io n a l  perfo rm ance  and g r e a te r  

o v e r a l l  jo b  s a t i s f a c t i o n .

The v a lu e  o f  ad e q u a te  com m unication to  th e  n u r s in g  

home a d m in is t r a to r  i s  c l e a r l y  a p p a re n t.  A dequate p e rfo rm 

ance i n  t h i s  a r e a  r e l a t e d  s ig n i f i c a n t l y  to  a l l  th e  s u b je c 

t i v e  m easures o f  o r g a n iz a t io n a l  e f f e c t i v e n e s s , and i t  had a 

p a r t i c u l a r l y  s tr o n g  c o r r e l a t i o n  w ith  a d a p t a b i l i t y .  Because 

th e  n u r s in g  home i s  a r e l a t i v e l y  sm a ll o rg a n iz a t io n  w ith  

few la y e r s  o f  s u p e rv is io n ,  i t  co u ld  be e x p ec ted  t h a t  th e  

adequacy o f  a d m in is t r a t iv e  com m unication would be d i r e c t l y
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TABLE 22

RELATIONSHIP BETWEEN ADMINISTRATIVE COMMUNICATION AND 
PROBLEM SOLVING AND THE SUBJECTIVE MEASURE OF 

ORGANIZATIONAL EFFECTIVENESS

S u b je c t iv e  M easures o f  . 
O rg a n iz a tio n a l E ffec tiv en ess-^

P ro d u c tiv i ty  A d a p ta b i l i ty F l e x i b i l i t y

Adm. Comm, and 
Problem  S o lv in g ^

Adequacy o f 
Adm. Comm. .45*^ .64^ .34^

Awareness o f  
Problem s .30^ .46^ .21

A b i l i ty  to  S o lve  
Problem s .50^ .63^ .45^

N = 24
* = Spearman ra n k -o rd e r  c o r r e l a t i o n s  were u sed , 
a = Rs s i g n i f i c a n t  a t  th e  .001 l e v e l ,
b = Rs s ig n i f i c a n t  a t  th e  .01 l e v e l ,
c = Rs s ig n i f i c a n t  a t  th e  .05 l e v e l ,
d = Rs s i g n i f i c a n t  a t  th e  .10 l e v e l .
H lo tt  (1 9 7 2 ).
^ o t t  (1960) -
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connected  w ith  p r o d u c t iv i ty  and th e  d a ta  su p p o rt t h i s  o b s e r 

v a t io n .  When d u t ie s  have been c le a r ly  d e f in e d  and a d e q u a te ly  

communicated, th e n  s t a f f  members are  r a t e d  more e f f e c t iv e  in  

t h e i r  p erfo rm an ce .

In  th e  l a s t  s e c t io n  e n t i t l e d  " O rg a n iz a tio n a l P la n 

n in g "  th e  data_show ed a d a p ta b i l i ty  and f l e x i b i l i t y  to  be  

r e l a t e d  to  r o le  c l a r i t y  and i t  i s  th rough  th e  p ro ce ss  o f  

a d m in is t r a t iv e  com m unications t h a t  r o le s  a re  d e f in e d . 

T h e re fo re , th e r e  sh o u ld  be  a s ig n i f i c a n t  r e l a t io n s h ip  b e 

tween th e  adequacy o f  a d m in is tra t iv e  com m unication, th e  

c l a r i t y  o f  g o a ls  and o b je c t iv e s ,  and th e  c l a r i t y  o f r u le s  

and r e g u la t io n s .  The r e s u l t s  showed com m unications to  be 

c o r r e la te d  w ith ;

P lan n in g  a b i l i t y  o f  s u p e rv is o r  (Rs = .4 2 , s ig .  .02) 
C la r i ty  o f  g o a ls  and o b je c t iv e s  (Rs = .5 6 , s ig .  .002) 
C la r i ty  o f  r u le s  and re g u la tio n s  (Rs = .8 9 , s i g .  .001) 
Adherence to  r u le s  and r e g u la t io n s  (Rs = .6 5 , s ig .  .001)

Based on th e s e  d a ta ,  communication ap p ears  to  be 

a s s o c ia te d  w ith  r o l e  c l a r i t y  o r ,  fo r t h a t  m a t te r ,  w ith  a l l  

o f  th e  item s o f  o r g a n iz a t io n a l  p la n n in g . B ecause communica

t io n  can be seen  as c l a r i f y in g  ro le s  and  c o n tr ib u t in g  to  

com plem entary e x p e c ta t io n s  and m utual u n d e rs ta n d in g s , i t  i s  

o n ly  n a tu r a l  t h a t  i t  i s  d i r e c t ly  and s i g n i f i c a n t l y  r e l a t e d  

to  a d a p ta b i l i ty  and f l e x i b i l i t y .
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An a d d i t io n a l  v a lu e  o f ad eq u a te  a d m in is t r a t iv e  com

m u n ica tio n  i s  t h a t  i t  i s  t h r o u ^  t h i s  p ro c e ss  t h a t  th e  

a d m in is t r a to r  becomes aware o f and e f f e c t i v e l y  d e a ls  w ith  

o r g a n iz a t io n a l  p rob lem s. I f  a d m in is t r a t iv e  com m unication i s  

in a d e q u a te , i t  w i l l  become d i f f i c u l t  f o r  th e  a d m in is t r a to r  

to  become aw are o f  e x i s t in g  problem s w ith in  th e  f a c i l i t y  and 

d i f f i c u l t  t o  d is c e rn  th e  p ro p e r  s o lu t io n s .  In  a d d i t io n ,  

even though th e  p ro p e r  s o lu t io n s  have been d e r iv e d , th ey  

w i l l  n ev er b e  im plem ented u n le s s  p ro p e r ly  com municated. 

T h e re fo re , a  s tro n g  r e la t io n s h ip  betw een th e  adequacy o f  th e  

a d m in i s t r a to r 's  com m unication and h is  aw areness o f  problem s 

and a b i l i t y  to  so lv e  them co u ld  be  p r e d ic te d .  Communication 

was c o r r e l a t e d  w ith :

Awareness o f  problem s by a d m in is t r a to r  (Rs = .7 0 , s i g .  
. 001)

A b i l i ty  o f  a d m in is t r a to r  t o  s o lv e  problem s (Rs = .9 1 , 
s ig .  .001)

The d a ta  b e a r  o u t t h i s  e x p e c ta t io n  q u i te  im p res

s iv e ly .  Those n u rs in g  homes in  w hich s t a f f  members r a te d  

a d m in is t r a t iv e  com m unications fa v o ra b ly  w ere ap p ro x im a te ly  

th e  same n u r s in g  homes i n  w hich th e  a d m in i s t r a to r 's  aw are

n e ss  o f  and a b i l i t y  to  d e a l w ith  problem s was a ls o  h ig h ly  

r a te d .

A d d itio n a l  a n a ly s is  o f  th e  f in d in g s  in  T ab le  22 r e 

g a rd in g  prob lem  aw areness in d ic a te s  t h a t  sim ply  b e in g  aware
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o f  p rob lem s does n o t r e l a t e  to  th e  m easures o f  e f f e c t iv e n e s s  

w ith  th e  e x c e p tio n  o f  a d a p t a b i l i t y .  But th e  a d a p ta t io n  

p ro c e ss  b e g in s  when s t a f f  members become aware o f  prob lem s 

and i f  th e y  have co n fid en ce  in  th e  com m unication p ro c e s s  th e y  

w i l l  view  a d m in is t r a t iv e  aw areness o f  problem s as th e  f i r s t  

s te p  in  th e  a d a p ta t io n  p ro c e s s .  C o n sequen tly , th e y  can make 

th e  c o n n e c tio n  betw een a d a p ta b i l i t y  and problem  aw aren ess . 

T h is w i l l  be e s p e c ia l ly  t r u e  i f  th e y  have co n fid en ce  in  th e  

a d m in i s t r a to r 's  p ro b le m -so lv in g  a b i l i t y .

The aw areness o f  problem s h as  l i t t l e  to  do w ith  

f l e x i b i l i t y .  This i s  b ecau se  th e  aw areness o f  o rg a n iz a 

t i o n a l  problem s i s  a  lo n g -ran g e  c o n c e p t , w hereas f l e x i b i l i t y  

r e l a t e s  p r im a r i ly  to  th e  a b i l i t y  o f  th e  o rg a n iz a t io n  to  

h a n d le  em ergencies o r  un ex p ec ted  e v e n ts . I t  i s  p o s s ib le  

t h a t  th e  o r g a n iz a t io n a l  problem s may c r e a te  th e  e m e rg e n c ie s , 

b u t in  e i t h e r  c a s e , we would n o t ex p e c t o rg a n iz a t io n a l  f l e x 

i b i l i t y  to  be r e l a t e d  to  th e  a d m in i s t r a to r 's  aw areness o f  

p ro b le m s .

The aw areness o f  p rob lem s by th e  a d m in is t r a to r  came 

c lo s e  to  b u t  d id  n o t ach iev e  a s i g n i f i c a n t  c o r r e l a t io n  w ith  

p r o d u c t iv i ty  (Rs = .3 0 , s i g .  .0 7 1 ) . The in fe re n c e  h e re  

w ould seem to  be th a t  more i s  r e q u ir e d  f o r  p r o d u c t iv i ty  th a n  

m ere ly  b e in g  aware o f  o r g a n iz a t io n a l  p rob lem s. T h e ir
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e f f e c t i v e  r e s o lu t io n  i s  r e q u ir e d .  T h is  i s  r e in fo r c e d  by th e  

s ig n i f i c a n t  r e l a t i o n s h i p  betw een p r o d u c t iv i ty  and th e  adm in

i s t r a t o r ' s  a b i l i t y  to  so lv e  problem s e f f e c t i v e l y  (se e  T ab le  

22 ). A c c o rd in g ly , th e  same c o n c lu s io n  a p p l ie s  to  f l e x i b i l 

i t y ,  b ecau se  i t  i s  a ls o  s i g n i f i c a n t l y  r e l a t e d  to  th e  a b i l i t y  

o f  th e  a d m in is t r a to r  to  so lv e  problem s e f f e c t i v e l y  b u t  i s  

n o t s i g n i f i c a n t l y  r e l a t e d  to  h is  aw areness o f  p rob lem s.

Mott found in  h i s  s tu d ie s  (1960, 1972) t h a t  f o r  th e  m ost 

p a r t  p rob lem  s o lv in g  had l i t t l e  r e l a t io n s h ip  to  p r o d u c t iv i ty  

and f l e x i b i l i t y ,  b u t  h i s  s tu d ie s  w ere conducted  in  la r g e  

o r g a n iz a t io n s . In  c o n t r a s t ,  th e  n u r s in g  home o rg a n iz a t io n  

i s  r e l a t i v e l y  s m a ll ,  em ploying betw een 70 and 135 p e o p le .

When o p e r a t io n a l  problem s a r i s e  o r  em ergencies  o c c u r , th e  

a d m in is t r a to r  i s  much c lo s e r  to  th e  s i t u a t i o n .  C o n seq u en tly , 

h is  s k i l l  i n  d e a l in g  w ith  th e se  s i t u a t i o n s  w i l l  have a more 

d i r e c t  e f f e c t  upon t h e i r  o v e r a l l  outcome and th u s  on o rg a n 

i z a t i o n a l  p e rfo rm a n c e .

E f f e c t iv e n e s s  o f  problem  s o lv in g  i s  d i r e c t l y  r e l a t e d  

to  a d a p t a b i l i t y .  Having an a d m in is t r a to r  who i s  aw are o f  

problem s and e f f e c t i v e  in  s o lv in g  them i s  c l e a r ly  a s s o c ia te d  

w ith  th e  o r g a n iz a t io n 's  a b i l i t y  to  a d a p t .  The a d m in is t r a to r  

can ta k e  an in te rd e p a r tm e n ta l  view  o f  th e  problem  and s o lv e  

i t  in  a m anner th a t  prom otes o r g a n iz a t io n a l  i n t e g r a t i o n .  He
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can enhance o r g a n iz a t io n a l  i n t e g r a t io n  by com m unicating 

c l e a r l y  w ith  h i s  s u b o rd in a te s ,  d is c o v e r in g  t h e i r  n eed s  and 

p ro b le m s , and s o lv in g  th e  l a t t e r  e f f e c t i v e l y  b e fo re  th ey  

c r e a te  i n t e r n a l  o r g a n iz a t io n a l  s t r a i n ,  w hich can segm ent th e  

o rg a n iz a t io n .  A segm ented o rg a n iz a t io n  can be c h a r a c te r iz e d  

as h av in g  a h ig h  d eg ree  o f  f r i c t i o n  among work g ro u p s , 

s h i f t s ,  o r  d e p a rtm e n ts . In  o th e r  w ords, th e  v a r io u s  e l e 

m ents o f  th e  o rg a n iz a t io n  do n o t work to g e th e r  as a  team . 

T h e re fo re , by p re v e n tin g  se g m e n ta tio n , th e  a d m in is t r a to r  

becomes th e  key f ig u r e  in  p rom oting  o rg a n iz a t io n  i n t e g r a t i o n .  

H ence, a d i r e c t  r e l a t io n s h ip  betw een in te rd e p a r tm e n ta l  t e n 

s io n  and c o n f l i c t  and a d m in is t r a t iv e  com m unication and p ro b 

lem s o lv in g  w ould be ex p ec te d .

Once a g a in ,  th e  v a lu e  o f  a d m in is t r a t iv e  communica

t io n  i s  c l e a r ly  d em o n stra ted . In  th o se  n u r s in g  homes in  

w hich th e  a d m in is t r a to r  i s  p e rc e iv e d  as com m unicating e f f e c 

t i v e l y ,  in te rd e p a r tm e n ta l  te n s io n  and c o n f l i c t  a r e  lo w er.

By c l e a r l y  d e f in in g  o b je c t iv e s ,  r u l e s ,  and r e g u la t io n s  and 

a d e q u a te ly  com m unicating them to  t h e i r  p e r s o n n e l ,  some n u r s 

in g  home a d m in is t r a to r s  seem to  have ach iev ed  low le v e l s  o f  

in te rd e p a r tm e n ta l  te n s io n  and c o n f l i c t .  C o n sid e r th e  f o l 

low ing i n t e r r e l a t i o n s h i p  :
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Adequacy o f  (Rs = .8 9 , s ig .  .001) C la r i ty  o f
A d m in is tra tiv e  ------------------------------------------> R ules and
Communication R e g u la tio n s

(Rs = - . 3 9 ,  
s i g .  .029)

In te rd e p a r tm e n ta l  
T ension  and C o n f l ic t

In  a d d i t io n ,  th e  a b i l i t y  o f  th e  a d m in is t r a to r  to  

d e a l w ith  problem s e f f e c t iv e ly  i s  d i r e c t l y  co n n ec ted  to  con

f l i c t .  When th e  a d m in is t r a to r  does n o t d e a l s k i l l f u l l y  w ith  

problem s when th ey  a r i s e ,  th e  o rg a n iz a t io n  can become s e g 

m ented. Segm entation  r e s u l t s  b ecau se  when th e  a d m in is t r a to r  

f a i l s  to  r e s o lv e  problem s betw een work g ro u p s, th e  groups 

a re  l e f t  no o th e r  a l t e r n a t iv e  b u t to  band to g e th e r  a g a in s t  

one a n o th e r  f o r  t h e i r  own common cau se . N a tu ra l ly ,  ;dien 

t h i s  s i t u a t i o n  o c c u rs , th e  outcome w i l l  be in c re a s e d  te n s io n  

and c o n f l i c t  w ith in  th e  o r g a n iz a t io n .

The aw areness o f problem s by th e  a d m in is t r a to r  was 

n o t r e l a t e d  to  te n s io n  and c o n f l i c t .  Once a g a in , we s e e  

t h a t  s im p ly  b e in g  aware o f  problem s i s  n o t enough; th e y  m ust 

be e f f e c t i v e l y  d e a l t  w ith .

I n  e a r l i e r  s e c t io n s ,  i t  has been su g g ested  t h a t  

n u rs in g  home employees p r e f e r  w orking in  n u rs in g  homes th e y  

p e rc e iv e  to  b e  w e ll  ru n . C on seq u en tly , jo b  s a t i s f a c t i o n
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sho u ld  be h ig h e r  and tu rn o v e r  low er in  th o se  n u r s in g  homes 

where a d m in is t r a t iv e  com m unication and problem  so lv in g  a re  

s k i l l f u l l y  perfo rm ed .

TABLE 23

THE RELATIONSHIP BETWEEN ADMINISTRATIVE COMMUNICATION 
PROBLEM SOLVING AND INTERDEPARTMENTAL 

TENSION AND CONFLICT

Adequacy o f  
A d m in is tra t iv e  
Communication^

Awareness of 
Problem s by , 

A d m in is tra to r

A b i l i ty  o f 
Adminis t r a t o r  

to  Solve 
Problem s^

I n te r d e p a r t 
m en ta l Ten
s io n  and -.39*(= - .1 2 -.3 4 ^
C o n f lic t^

N = 24
* = Spearman ra n k -o rd e r  c o r r e la t io n s  w ere used , 
b = Rs s ig n i f i c a n t  a t  th e  .01  l e v e l ,  
c = Rs s i g n i f i c a n t  a t  th e  .05 l e v e l .
^ o t t  (1972).
^ o t t  (1960) .

The v a lu e  o f  a d m in is t r a t iv e  com m unication and p ro b 

lem s o lv in g  i s  f u r th e r  d em o n stra ted  by i t s  la r g e  and v e ry  

s ig n i f i c a n t  c o r r e la t io n s  w ith  o v e r a l l  jo b  s a t i s f a c t i o n .  The 

d a ta  in  T ab le  24 im ply t h a t  n u rs in g  home p e rso n n e l a re  more 

s a t i s f i e d  w ith  a l l  a s p e c ts  o f  t h e i r  jo b s  when th e y  p e rc e iv e  

th e  com m unication th e y  r e c e iv e  from  th e  a d m in is t r a to r  to  be



TABLE 24

RELATIONSHIP BETWEEN ADMINISTRATIVE COMMUNICATION AND PROBLEM SOLVING AND
MEASURES OF JOB ATTITUDES

A d m in is tra tiv e  
Communication and 

Problem S o lv in g !

Areas o f  Job S a t i s f a c t io n '

Job
S a t i s f a c t io n ^

(O v e ra ll)
Job 9  

I t s e l f ^
S uper-2
v is io n

Co- 2  
Worker Pay^ P ro - 2  

m otion
Turn
over

Adequacy of
A d m in is tra tiv e
Communication .76*“ .52^ .45* .58* .65* .65® -.2 3

Awareness o f 
Problem s by 
A d m in is tra to r .68* .70* .33** .47*^ .52*^ .54» .00

A b i l i ty  o f 
A d m in is tra to r  to  
Solve Problem s .80* .68* .55» .58* .71* .61“ - .1 9

ho
o \
o

N = 24
* = Spearman ra n k -o rd e r  c o r r e la t io n s  were u sed , 
a = Rs s ig n i f i c a n t  a t  th e  .001 l e v e l ,
b =Rs s ig n i f i c a n t  a t  th e  .01 l e v e l ,
c = Rs s ig n i f i c a n t  a t  th e  .05 l e v e l ,
d = Rs s ig n i f i c a n t  a t  th e  .10 l e v e l .
^Mott (1972).
^Smith e t  a l .  (1969) .
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adequate  and have c o n fid e n c e  in  h i s  a b i l i t y  to  become aware 

o f  problem s and s o lv e  them e f f e c t i v e l y .  T h is  i s  f u r th e r  

su p p o rt f o r  th e  t h e s i s  t h a t  s t a f f  membe rs  * a t t i t u d e s  a re  

d i r e c t ly  a s s o c ia te d  w ith  th e  q u a l i ty  o f  n u rs in g  home admin

i s t r a t i o n .

I t  i s  i n t e r e s t i n g  to  n o te  t h a t  th e  o n ly  c o r r e la t io n  

c o e f f i c i e n t  t h a t  co u ld  be co n s id e red  to o  low to  be s t a t i s t i 

c a l ly  s i g n i f i c a n t  i s  betw een th e  aw areness o f  p rob lem s and 

th e  v a r ia b le  s u p e rv is io n  (Rs = .3 3 , s i g .  .0 5 5 ) ,  b u t i t  i s  

very  c lo s e .  A lso , in  a l l  th e  m easures o f jo b  s a t i s f a c t i o n  

b u t one ( th e  jo b  i t s e l f )  th e  c o r r e l a t io n  c o e f f i c i e n t s  a re  

sm a lle r  f o r  th e  v a r i a b le  aw areness o f  p ro b lem s. T h is  would 

seem to  in d ic a te  f u r t h e r  su p p o rt f o r  our o b s e rv a t io n  th a t  

problem  aw areness on th e  p a r t  o f  th e  a d m in is t r a to r  i s  n o t 

enough in  i t s e l f  b u t  m ust be d i r e c t ly  co n n ec ted  to  th e  

e f f e c t iv e  s o lu t io n  o f  problem s to  enhance o r g a n iz a t io n a l  

perform ance and employee a t t i t u d e s .

No s i g n i f i c a n t  r e l a t io n s  w ere found betw een admin

i s t r a t i v e  com m unication and problem  s o lv in g ,  and employee 

tu rn o v e r. The c o r r e l a t i o n  c o e f f i c i e n t s  w ere in  th e  p ro 

je c te d  d i r e c t io n  (n e g a tiv e )  b u t w ere n o t s tr o n g  enough to  

p ro v id e  a s o l id  b a s is  f o r  c o n c lu s io n s .
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TABLE 25

RELATIONSHIP BETWEEN ADMINISTRATIVE COMMUNICATION 
AND PROBLEM SOLVING AND PROFITABILITY

Adequacy o f  Awareness o f  A b i l i ty  o f
A d m in is tra t iv e  Problem s by , A d m in is tra to r  to
Communication^ A d m in is tra to r  Solve Problem s

P r o f i t a b i l i t y  - .1 4 *  - .2 3  - .1 7

N = 24
* = Spearman ra n k -o rd e r  c o r r e la t io n s  were used .
^Mott (I960)'.

The d a ta  in d ic a te  no s ig n i f i c a n t  r e l a t io n s h ip  b e 

tween a d m in is t r a t iv e  com m unication and problem  s o lv in g  and 

p r o f i t a b i l i t y .  I t  i s  i n t e r e s t i n g  to  n o te  t h a t  th e  c o r r e la 

t i o n  c o e f f i c i e n t s  a r e  n e g a tiv e  when p o s i t iv e  ones were ex 

p e c te d .  This i s  p ro b ab ly  due to  th e  i n t e r r e l a t i o n s h i p  

betw een a d m in is t r a t iv e  com m unications and problem  s o lv in g , 

jo b  s a t i s f a c t i o n ,  and p r o f i t a b i l i t y .

In  summary, th e  adequacy o f  a d m in is t r a t iv e  communi

c a t io n  was s i g n i f i c a n t l y  r e l a t e d  to  a l l  th e  s u b je c t iv e  m eas

u re s  o f  o r g a n iz a t io n a l  e f f e c t iv e n e s s ,  th e  item s o f  o rg a n iz a 

t i o n a l  p la n n in g , and a l l  a s p e c ts  o f  jo b  s a t i s f a c t i o n  and had 

an in v e r s e  r e l a t i o n  to  te n s io n  and c o n f l i c t  betw een d e p a r t 

m ents w i th in  th e  o r g a n iz a t io n .  C on seq u en tly , a d m in is t r a t iv e
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com m unication i s  d i r e c t l y  a s s o c ia te d  w ith  e f f e c t iv e  o r g a n i

z a t io n a l  fu n c t io n in g .  The aw areness o f  problem s by th e  

a d m in is t r a to r  was s i g n i f i c a n t l y  r e l a t e d  on ly  to  a d a p ta b i l i t y  

and jo b  s a t i s f a c t i o n .  Of th e  th re e  f a c t o r s ,  i t  was found  to  

have th e  lo w est r e l a t i o n s h i p s .  The a b i l i t y  o f  th e  a d m in is 

t r a t o r  to  so lv e  problem s was s i g n i f i c a n t l y  r e l a t e d  to  each  

o f  th e  s u b je c t iv e  m easures o f  o r g a n iz a t io n a l  e f f e c t iv e n e s s  

and a l l  a s p e c ts  o f  jo b  s a t i s f a c t i o n  and was found to  have an 

in v e rse  r e l a t io n s h ip  to  in te rd e p a r tm e n ta l  te n s io n  and con

f l i c t .  This s e c t io n  r e in f o r c e s  th e  conclus io n  o f th e  p r e 

v io u s  s e c t io n ,  w hich em phasized th e  a s s o c ia t io n  o f  r o l e  

c l a r i t y  to  o r g a n iz a t io n a l  perfo rm ance  and v a r ia b le  em ployee 

a t t i t u d e s , b ecau se  i t  i s  th ro u g h  p ro p e r  com m unications t h a t  

r o le s  a r e  c l a r i f i e d .  In  a d d i t io n ,  t h i s  s e c t io n  b r in g s  to  

l i g h t  and en ^ h as iz e s  th e  im p o rtan ce  o f  a d m in is t r a t iv e  p ro b 

lem s o lv in g .

R a tio n a l T ru s t 

This s e c t io n  in v e s t ig a te s  n u r s in g  home s t a f f  mem

b e r s '  p e rc e p t io n s  o f  how w e ll  th e  a d m in is t r a to r  and th e  

departm en t heads a r e  ob serv ed  to  fo llo w  t h e i r  own r u le s  and 

r e g u la t io n s ;  w h e th er th ey  u n d e rs ta n d  th e  s t a f f  m em bers' 

needs and p rob lem s; and i f  th e y  a r e  th o u g h t to  be f a i r  and
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rea so n ab le  in  t h e i r  d e c is io n s  t h a t  a f f e c t  th e  n u r s in g  home 

s t a f f .

The r a t i o n a l  t r u s t  l e a d e r  can b e  c h a r a c te r iz e d  as 

one who is  aware o f  th e  needs and problem s o f  th o se  who work 

f o r  him and ta k e s  them in to  acco u n t when d e c is io n s  a re  made. 

In  a d d i t io n ,  h is  d e c is io n s  a r e  ju d g ed  to  be f a i r  and re a so n 

a b le  based  upon e s ta b l i s h e d  and known c r i t e r i a  and he i s  

seen  to  a b id e  by s e lf - im p o s e d  r u le s  and r e g u l a t i o n s . In  

t h e i r  comments, n u rs in g  home s t a f f  members seem to  be de

s c r ib in g  j u s t  such a le a d e r :

I  th in k  we have one o f  th e  f i n e s t  n u r s in g  homes in  
. . . C ity , I  have worked h e re  7 y e a r s .  The N ursing  
S u p e rv iso r i s  one o f  th e  f i n e s t  p eo p le  I  have ev e r  
worked u n d e r . She sees  b o th  s id e s  o f  ev e ry  is s u e  
w ith  p a t i e n t s  and h e r  a id e s .  (NH 12 , R esp. 6 , N u rse 's  
Aide)

As f a r  a s  w orking w ith  my a d m in is t r a to r ,  I  f in d  i t  a 
g re a t p le a s u re .  I  want to  do a good jo b  f o r  h e r  b e 
cause sh e  i s  a good p e rso n . (NH 1 3 , Resp. 4 , A dm inis
t r a t i v e )

I  have en joyed  w orking a t  . . . and th in k  I  g e t  a lo n g  
w e ll w ith  most everyone o r  a t  l e a s t  make an e f f o r t  to  
do s o . I  have found th e  a d m in is t r a to r  to  be f a i r  to  
me as f a r  as c o m p la in ts . (NH 6 , R esp. 18, N u rse ’ s 
Aide)

I  r e s p e c t  my s u p e rv is o r ,  b ecau se  sh e  i s  v e ry  c o n s ta n t 
in  h e r  th in k in g  and h e r  a t t i t u d e  tow ard  h e r  n u rse s  
a ides i s  e x c e l le n t .  (NH 24, Resp. 13 , N u rse 's  Aide)

C onsequen tly , when th e  a d m in is t r a to r  and departm ent 

heads are  view ed as f a i r  and r e a s o n a b le ,  em ployees a re  more
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l i k e l y  to  develop a  se n se  o f  i d e n t i f i c a t i o n  w ith  th e  n u rs in g  

home and e s p r i t  w ith  t h e i r  work g ro u p s , w hich sh o u ld  f a c i l i 

t a t e  jo b  s a t i s f a c t i o n  and o r g a n iz a t io n a l  p e rfo rm an ce . But 

when th e y  a re  p e rc e iv e d  as u n f a i r ,  u n re a so n a b le , and as h av 

in g  a  p o o r a t t i t u d e  tow ard  em ployees, ev e ry  o r d e r  i s  view ed 

w ith  s u s p ic io n ,  and few p eo p le  en jo y  w orking  f o r  them. 

S u p e rv iso rs  view ed in  t h i s  l i g h t  a re  d e s c r ib e d  by th e  fo llo w 

in g  comments :

Some o f  th e  p r o f e s s io n a l  n u rs e s  t r e a t  th e  a id e s  as i f  
th e y  were i n f e r i o r  to  them and th e  a id e s  a r e  human j u s t  
l i k e  them, even though th e y  d o n 't  have an in ç o r ta n t  
t i t l e  in  f r o n t  o f  t h e i r  name. (NH 23, Resp. 19, N u rse 's  
A ide)

I  f e e l  th a t  th e  a d m in is t r a to r  i s  n o t f a i r  in  a l o t  o f  
h i s  d e c i s io n s , and t h i s  makes f o r  a  v e ry  u n co m fo rtab le  
w ork ing  s i t u a t i o n .  He w i l l  n o t su p p ly  enough equipm ent. 
(NH 14, Resp. 7, N urse)

Most o f  th e  s t a f f  have to  pay f o r  lu n c h e s . But th e  
a d m in is t r a to r .  D ir e c to r  and A s s is ta n t  D ir e c to r  o f  N u rs
in g  do n o t— th ey  a ls o  g e t b e t t e r  q u a l i ty  m ea ls— Is  
t h a t  f a i r ?  (NH 5 , Resp. 11, N u rse 's  A ide)

T here i s  g r e a t  la c k  o f  un de r s  t  an d in g  betw een th e  D ire c 
t o r  o f  n u rs in g  and th e  n u rse s  and n u rse s  a i d e s . I f  she 
c o u ld  j u s t  be  in  o u r shoes f o r  a  co u p le  o f  d ay s , she 
m ight u n d e rs ta n d  us f o r  a  change. (NH 2 , R esp. 26, 
N u rs e 's  A ide)

A cco rd in g ly , i f  th e  a d m in is t r a to r  and d ep artm en t 

heads a r e  e v a lu a te d  fa v o ra b ly  a c c o rd in g  to  th e  r a t i o n a l  

t r u s t  v a r i a b l e s , em ployees w i l l  p e rc e iv e  t h e i r  co -w orkers  as 

w ork ing  h a rd e r  and more e f f i c i e n t l y ,  and th ey  w i l l  be more
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w i l l i n g  to  a c c e p t changes i n  r o u t in e s  and a s s i s t  i n  tim es o f  

em ergency. In  a d d i t io n ,  n u rs in g  home s t a f f  members w i l l  

i d e n t i f y  more c lo s e ly  w ith  th e  o rg a n iz a t io n  and t h e i r  work 

g ro u p ; th e y  w i l l  be more s a t i s f i e d  w ith  t h e i r  jo b  ; b a r r i e r s  

t o  com m unications w i l l  be re d u ce d , and so  w i l l  i n t e r d e p a r t 

m en ta l te n s io n  and c o n f l i c t .

TABLE 26

RELATIONSHIP BETWEEN RATIONAL TRUST AND THE SUBJECTIVE 
MEASURES OF ORGANIZATIONAL EFFECTIVENESS

S u b je c t iv e  M easures o f  Ort 
E f fe c t iv e n e s s -

;a n iz a t io n a l

P ro d u c tiv i ty A d a p ta b i l i ty F l e x i b i l i t y

R a tio n a l  T ru s t

Admin, and D ept. 
Heads :

P e rc e iv e d  as 
fo llo w in g  r u le s .44*": .70^ .33^

P e rc e iv e d  as 
u n d e rs ta n d in g  
w o rk ers ' needs .48’’ .57^ .38^

Seen as f a i r  
and re a so n a b le .58® .55^ .47^

N = 24
* = Spearman ra n k -o rd e r  c o r r e l a t i o n s  were u sed ,
a = Rs s ig n i f i c a n t  a t  th e  .001 l e v e l ,
b = Rs s ig n i f i c a n t  a t  th e  .01 l e v e l ,
c = Rs s ig n i f i c a n t  a t  th e  .05 l e v e l .
^ o t t  (1972) .
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The d a ta  show t h a t  a r a t i o n a l  t r u s t  a tm osphere i s  

d i r e c t l y  co n n ected  to  p r o d u c t iv i ty ;  when n u r s in g  home p e r 

so n n e l p e rc e iv e  th e  a d m in is t r a to r  and departm en t heads as 

f a i r  and re a s o n a b le ,  th e y  w i l l  more r e a d i ly  a c c e p t p roduc

t i o n  o b je c t iv e s  s e t  by th e s e  l e a d e r s .  W ithou t t h i s  atm os

p h ere  , th e r e  i s  no re a so n  to  assume th a t  en ^ lo y ees  w ith  h ig h  

m ora le  and team  s p i r i t  w i l l  t r a n s l a t e  them in to  p ro d u c tiv e  

b e h a v io r . A c o h es iv e  in fo rm a l work group w i l l  s t r i v e  to  

a c h ie v e  th e  g o a ls  o f  th e  o rg a n iz a t io n  i f  i t  a c c e p ts  th e  

g o a ls  and i d e n t i f i e s  w ith  th e  o rg a n iz a t io n  (Cohen, 1976, 

p . 5 7 ) , and i t  i s  th ro u g h  a r a t i o n a l  t r u s t  atm osphere t h a t  

n u r s in g  home management can f a c i l i t a t e  t h i s  r e l a t io n s h ip .

The f in d in g s  show th a t  th e  r a t io n a l  t r u s t  s t a tu s  o f  

n u r s in g  home le a d e r s  i s  s i g n i f i c a n t l y  r e l a t e d  to  th e  o rg an 

i z a t i o n ’s a b i l i t y  to  a d a p t in  a changing en v iro n m en t. When 

th e  a d m in is t r a to r  and departm en t heads have a h ig h  r a t i o n a l  

t r u s t  s t a t u s ,  o r g a n iz a t io n a l  a d a p ta t io n  i s  g r e a t e r .  When 

th e  n u r s in g  hom e's le a d e r s  a re  co n s id e re d  r e a s o n a b le ,  f a i r ,  

and w i l l i n g  to  ta k e  th e  views o f  o th e rs  in to  a c co u n t, n u r s 

in g  home s t a f f  members a re  more w i l l in g  to  a c c e p t th e  

changes in  ro u tin e s  i n i t i a t e d  by th e se  le a d e r s  and more 

l i k e l y  to  in fo rm  them o f  o rg a n iz a t io n a l  p ro b lem s.

F l e x i b i l i t y  in  th e  n u r s in g  home r e q u i r e s  o f i t s
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s t a f f  s e r v ic e  above and beyond th e  c a l l  o f  d u ty . When emer

g e n c ie s  a r i s e ,  th e  s t a f f  may be r e q u ire d  to  do an e x tr a  

heavy w o rk lo ad , work e x t r a  s h i f t s ,  o r  come in  on t h e i r  days 

o f f .  A cc o rd in g ly , th e r e  shou ld  be a  d i r e c t  r e la t io n s h ip  

betw een f l e x i b i l i t y  and the a t t i t u d e s  o f  s t a f f  members tow ard 

th e  n u r s in g  home in  g e n e ra l  and i t s  l e a d e r s h ip .  A r e l a t i o n 

s h ip  betw een  f l e x i b i l i t y  and jo b  s a t i s f a c t i o n ,  p lan n in g  

a b i l i t y  o f  s u p e rv is o r ,  r o le  c l a r i t y ,  and a d m in is t r a t iv e  com

m u n ic a tio n  and prob lem  s o lv in g  has a l r e a d y  been  e s ta b l is h e d .  

C o n seq u en tly , a n y th in g  t h a t  enhances th e  em ployees ' i d e n t i 

f i c a t i o n  w ith  and a t t i t u d e  tow ard th e  n u r s in g  home shou ld
i

r e l a t e  t o  f l e x i b i l i t y ,  and th e  f in d in g s  show a l l  o f  th e  

r a t i o n a l  t r u s t  item s b u t  one r e l a t i n g  s i g n i f i c a n t l y  to  f l e x 

i b i l i t y .  (A d m in is tra to r  and D epartm ent Heads p e rc e iv e d  as 

fo llo w in g  r u le s  Rs = .3 4 , s ig .  .0 5 5 .)  B ut in  o rd e r  fo r  

t h i s  e x p la n a t io n  re g a rd in g  f l e x i b i l i t y  to  be  v a l id ,  th e  

r e l a t io n s h i p  betw een r a t i o n a l  t r u s t  and th e  e n p lo y e e s ' id e n 

t i f i c a t i o n  w ith  th e  n u r s in g  home m ust be e s ta b l i s h e d .

A ccord ing  to  th e  c o r r e l a t io n  d a ta ,  i t  can be con

c lu d ed  t h a t  a  d i r e c t  r e l a t io n s h ip  e x i s t s  betw een th e  r a 

t i o n a l  t r u s t  s t a t u s  o f  n u rs in g  home le a d e r s  and th e  i d e n t i 

f i c a t i o n  o f  n u r s in g  home p e rso n n e l w ith  th e  n u rs in g  home, 

t h e i r  c o -w o rk e rs , and o c c u p a tio n . A ll  c o r r e l a t io n s  were
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TABLE 27

RELATION BETWEEN RATIONAL TRUST AND THE NURSING HOME 
STAFF MEMBERS IDENTIFICATION WITH THEIR WORK 

GROUP, THEIR NURSING HOME AND THEIR 
PROFESSION

R a tio n a l T ru s t^

Adm. and D e p t. 
Heads P e r 

c e iv e d  a s  F o l 
low ing R ules

Adm. and D e p t. 
Heads P e r 
ce iv ed  a s  

U nderstand ing  
Workers' Needs

Adm. and Dept 
Heads Seen as 

F a i r  
and 

Reasonable

N ursing  Home 
S t a f f  Members' 
I d e n t i f i c a t i o n  
w ith  : 2

Im m ediate Work 
Group .34*'= .41*= .46*=

N ursing  Home 
and I t s  Goals .57^ .63^ .63^

P ro fe s s io n .49^ .58^ .59®

N = 24
* = Spearman ra n k -o rd e r  c o r r e la t io n s  w ere u sed ,
a = Rs s i g n i f i c a n t  a t  th e  .001 l e v e l ,
b = Rs s ig n i f i c a n t  a t  th e  .01 l e v e l ,
c = Rs s ig n i f i c a n t  a t  th e  .05 l e v e l .
H lo tt  (1972) .
^ o t t  (1960) .
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s ig n i f i c a n t  a t  th e  .05 l e v e l .  The r a t i o n a l  t r u s t  s t a t u s  o f 

th e  a d m in is t r a to r s  and departm ent head s  seems to  have had  a 

g r e a t e r  im pact upon enqsloyees' i d e n t i f i c a t i o n  w ith  th e  n u r s 

in g  home and t h e i r  jo b  th an  upon t h e i r  i d e n t i f i c a t i o n  w ith  

t h e i r  work g ro u p s . In  a l l  c a s e s , th e  low er c o r r e la t io n s  

o c cu r w ith  em ployee i d e n t i f i c a t i o n  w ith  t h e i r  work g roup .

I t  i s  on ly  n a tu r a l  t h a t  th e  a c t io n s  o f  th e  n u r s in g  home’s 

l e a d e r s h ip  w ould have more in f lu e n c e  upon employee a t t i t u d e s  

tow ard  th e  n u r s in g  home and t h e i r  jo b s  th a n  upon t h e i r  a t t i 

tu d e s  tow ard t h e i r  co -w o rk ers . However, by th e  c r e a t io n  o f  

a  r a t i o n a l  t r u s t  env ironm en t, n u r s in g  home a d m in is t r a t io n  

can c r e a te  c o n d it io n s  t h a t  may f a c i l i t a t e  c o o p e ra tio n  among 

em ployees and le a d  to  t h e i r  i d e n t i f i c a t i o n  w ith  t h e i r  work 

g ro u p .

Because a r a t i o n a l  t r u s t  a tm osphere  i s  s i g n i f i c a n t l y  

r e l a t e d  to  em p lo y ees’ i d e n t i f i c a t i o n  w ith  th e  o r g a n iz a t io n , 

i t  w ould a ls o  ap p ear to  enhance th e  r a p p o r t  betw een th e  

s t a f f  members and th e  a d m in is t r a t io n .  T h is  le a d s  to  th e  

developm ent o f  com plem entary e x p e c ta t io n s  and m u tu a l u n d er

s ta n d in g  betw een th e  n u rs in g  home s t a f f  and a d m in i s t r a t io n , 

w hich in  tu r n  sh o u ld  have th e  e f f e c t  o f  re d u c in g  th e  b a r 

r i e r s  to  com m unication . Reduced b a r r i e r s  to  com m unication 

sh o u ld  in c r e a s e  th e  exchange o r  tra n s m is s io n  o f  r e le v a n t
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TABLE 28

RELATIONSHIP BETWEEN RATIONAL TRUST AND ADMINISTRATIVE 
COMMUNICATION AND PROBLEM SOLVING

R a tio n a l  T ru s t^

•

Adm. and D ept. 
Heads P e r
ce iv ed  as 
Fo llow ing  

R ules

Adm. and D ept. 
Heads P e r 
c e iv e d  as 

Under s te n d in g  
W orkers’ 

Needs

Adm. and D ep t. 
Heads 

Seen a s  
F a i r  and 

R easonab le

A d m in is tra 
t i v e  Com
m u n ica tio n  
& Problem  
S olv ing^

Adequacy o f 
A d m in is tra 
t i v e  Com
m u n ica tio n .83*^ .70® .67®

Awareness o f  
Problem  by 
Admini s t r a t o r .73^ .58® .64®

A b i l i ty  o f 
A d m in is tra 
t i v e  to  S o lve  
Problem s .86® .69® .77®

N = 24
*  = Spearman ra n k -o rd e r  c o r r e l a t i o n s  w ere u sed , 
a  = Rs s ig n i f i c a n t  a t  th e  .001 l e v e l .
^Mott (1 9 7 2 ).
^ o t t  (1960) .
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in fo rm a tio n  among th e  d i f f e r e n t  p a r t s  o f  th e  n u r s in g  home, 

•which in  tu rn  can be  in s tru m e n ta l  in  f a c i l i t a t i n g  problem  

aw areness and e f f e c t i v e  problem  s o lv in g .  In  th e  p re v io u s  

s e c t io n ,  an in v e r s e  r e l a t io n s h ip  betw een th e  a b i l i t y  o f  th e  

a d m in is t r a to r  to  so lv e  problem s and in te rd e p a r tm e n ta l  t e n 

s io n  and c o n f l i c t  was e s ta b l i s h e d .  T h e re fo re , to  su p p o rt 

th e  p re ce d in g  c o n c lu s io n s , a d i r e c t  r e l a t io n s h ip  betw een 

r a t io n a l  t r u s t  and a d m in is t r a t iv e  com m unication and problem  

s o lv in g  and an in v e rs e  r e l a t io n s h ip  betw een r a t i o n a l  t r u s t  

and o r g a n iz a t io n a l  c o n f l i c t  a re  p r e d ic te d .

A ll o f  th e  c o r r e la t io n  c o e f f i c i e n t s  betw een  th e  

r a t io n a l  t r u s t  item s and th e  f a c to r s  o f  a d m in is t r a t iv e  com

m u n ica tio n  and problem  s o lv in g  a re  s ig n i f i c a n t  a t  th e  .001 

l e v e l .  T h e re fo re , i t  can be concluded  t h a t  th e s e  two v a r i 

a b le  g ro u p in g s a re  m u tu a lly  s u p p o r t iv e .  From th e  s tu d y , i t  

canno t be d e te rm in ed  w hether r a t i o n a l  t r u s t  augm ents commu

n ic a t io n  and problem  s o lv in g  o r  -vice v e r s a ,  b u t  th e  two 

v a r ia b le s  e x i s t  s im u lta n e o u s ly  in  th e  n u rs in g  homes i n v e s t i 

g a te d , and more th a n  l i k e l y  one f a c i l i t a t e s  th e  o th e r .

The d a ta  su p p o rt e x p e c ta tio n s  t h a t  h ig h  le v e l s  o f  

r a t i o n a l  t r u s t  and low le v e ls  o f  te n s io n  and c o n f l i c t  e x i s t  

s im u lta n e o u s ly  in  th e  n u r s in g  homes su rv ey ed . However, th e  

f in d in g s  must b e  q u a l i f i e d  to  a  d eg ree ; a s ig n i f i c a n t
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TABLE 29

RELATIONSHIP BETWEEN RATIONAL TRUST AND INTERDEPARTMENTAL
TENSION AND CONFLICT

R a tio n a l T ru s t^

Adm. and D ept. 
Heads P e r 
c e iv e d  as  
F o llo w in g  

R u les

Adm. and D ept. 
Heads P e r 
ce iv ed  as  

Under s tan d  in g  
W orkers' 

Needs

Adm. and Dept 
Heads 

Seen as  
F a i r  and 

R easonable

I n te r d e p a r t 
m en ta l 
T en sio n  and 
C o n f l ic t2 - .  29*^^ - .5 9 ^ - .5 2 »

N = 24
* = Spearman ra n k -o rd e r  c o r r e la t io n s  w ere used ,
a  = Rs s i g n i f i c a n t  a t  th e  .001 l e v e l ,
b = Rs s i g n i f i c a n t  a t  th e  .01 l e v e l ,
d = Rs s i g n i f i c a n t  a t  th e  .10 l e v e l .
^ o t t  (1972) .
^ o t t  (1 9 6 0 ).
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r e l a t io n s h i p ,  a t  th e  .05 l e v e l ,  was n o t found betw een con

f l i c t  and th e  d eg ree  to  which a d m in is t r a to rs  and d ep artm en t 

heads a re  p e rc e iv e d  a s  fo llo w in g  t h e i r  own r u l e s . But th e  

m easure was c lo s e  (Rs = .29 , s i g .  .083) and w ould c e r t a i n l y  

be co n s id e re d  to  su g g e s t th a t  such a r e l a t io n s h ip  may e x i s t .  

In  summary, th o se  n u r s in g  homes where th e  a d m in is t r a to r s  and 

departm en t heads a re  observ ed  to  u n d e rs ta n d  s t a f f  m embers' 

needs and problem s and a r e  ju d g ed  to  be f a i r  and r e a s o n a b le  

in  th e  d e c is io n s  th e y  make w i l l  be th e  same n u r s in g  homes 

t h a t  a re  p e rc e iv e d  t o  have  l e s s  te n s io n  and c o n f l i c t  betw een 

d e p a rtm e n ts .
i

On th e  b a s is  o f  a l l  f in d in g s  th u s  f a r  w ith  re g a rd  to  

th e  r a t i o n a l  t r u s t  s t a t u s  of n u rs in g  home le a d e r s ,  we w ould 

n a tu r a l ly  ex p ec t r a t i o n a l  t r u s t  to  have a  s ig n i f i c a n t  p o s i 

t i v e  r e l a t io n s h ip  to  jo b  s a t i s f a c t i o n  and an in v e r s e  r e l a 

t io n s h ip  to  tu rn o v e r .

F in d in g s  in d i c a t e  a d i r e c t  and v e ry  s i g n i f i c a n t  con

n e c t io n  betw een  r a t i o n a l  t r u s t  and o v e r a l l  jo b  s a t i s f a c t i o n .  

I t  ap p ears  t h a t  n u r s in g  home employees have fa v o ra b le  a t t i 

tu d es  tow ard t h e i r  jo b s  in  th o se  n u r s in g  homes w here th e  

a d m in is t r a t io n  has b een  s u c c e s s fu l  in  c r e a t in g  a r a t i o n a l  

t r u s t  a tm osphere . The d e s ir e  f o r  a  r a t i o n a l  and f a i r  e n v i

ronm ent i s  e a sy  to  u n d e rs ta n d . Most human b e in g s  t h r i v e
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RELATIONSHIP BETWEEN RATIONAL TRUST AND THE MEASURES OF JOB SATISFACTION

Areas o f Job S a t i s f a c t io n

Job , 
S a t i s f a c t i o n  

(O v e ra ll)
Job 1 

I t s e l f ^
Super
v is io n

Co - 1 
Workers Pay P ro - , 

m otion
T urn
over

R a tio n a l T ru s t^

Adm. and D ept. 
Heads P e rce iv ed  
as F o llow ing  
Rules .71*" .57*^ .48»^ .41^ .59" .62" - .1 5

Adm. and D ept. 
Heads P erce iv ed  
as U nderstand ing  
W orkers' Needs .68" .64" .52^ .34" .46^ .70" - .2 3

Adm. and D ept. 
Heads Seen as 
F a ir  and 
R easonable .66" .64" .53^ .30^ .60" .59" - .1 9

Is)
• s j
O l

N = 24
* = Spearman ra n k -o rd e r  c o r r e l a t io n s  were u sed , 
a “ Rs s ig n i f i c a n t  a t  th e  .001 le v e l ,
b ” Rs s ig n i f i c a n t  a t  th e  .01 le v e l ,
c = Rs s ig n i f i c a n t  a t  th e  .05 le v e l ,
d " Rs s ig n i f i c a n t  a t  th e  .10 l e v e l .
^Smith e t  a l .  (1 969).
^Mott (1972).
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under c o n d it io n s  o f  f a i r n e s s  and r a t i o n a l i t y ,  as  was demon

s t r a t e d  by th e  comments a t  th e  b eg in n in g  o f  t h i s  s e c t io n .  

C h ild re n  do n o t  l i k e  c a p r ic e ,  i r r a t i o n a l i t y ,  and u n fa irn e s s  

in  t h e i r  p a r e n t s , and a d u l t s  do n o t l i k e  th e se  q u a l i t i e s  in  

t h e i r  s u p e rv is o r s .  These q u a l i t i e s  red u ce  th e  p r e d i c t a b i l i t y  

o f  b e h a v io r  and c o m p lica te  th e  c a lc u la t io n  o f  o n e 's  own 

f u tu r e .  In  t h i s  l i g h t ,  i t  i s  i n t e r e s t i n g  to  n o te  t h a t  ou t 

o f  th e  f iv e  a re a s  o f  jo b  s a t i s f a c t i o n ,  on ly  in  th e  a re a  of 

p rom otion  a re  a l l  th r e e  c o r r e l a t i o n  c o e f f i c i e n t s  s ig n i f i c a n t  

a t  th e  .001 l e v e l .  A c c o rd in g ly , i t  appears t h a t  n u r s in g  

home p e rso n n e l a re  more s a t i s f i e d  w ith  t h e i r  o p p o r tu n i t ie s  

f o r  p ro m o tio n , m eager as th e y  a r e ,  under an a d m in is t r a t io n  

t h a t  i s  f a i r  and re a s o n a b le .  They w i l l  f e e l  t h a t  p rom otions 

a re  more l i k e l y  to  be b ased  upon m e r it  and p erfo rm an ce  than  

upon f a v o r i t i s m .

A nother i n t e r e s t i n g  d isc o v e ry  i s  th a t  o u t o f  a l l  th e  

f iv e  a re a s  o f  jo b  s a t i s f a c t i o n  and t h e i r  r e l a t io n s h ip  w ith  

r a t i o n a l  t r u s t ,  th e  o n ly  one in  which a l l  th re e  c o r r e la t io n  

c o e f f i c i e n t s  canno t be  c o n s id e re d  s t a t i s t i c a l l y  s ig n i f i c a n t  

i s  co -w o rk ers . T h is w ould seem to  le n d  su p p o rt to  th e  e a r 

l i e r  d isc o v e ry  t h a t  r a t i o n a l  t r u s t  i s  n o t s i g n i f i c a n t l y  

r e l a t e d  to  n u r s in g  home em p lo y ees ' i d e n t i f i c a t i o n  w ith  t h e i r  

work g roup . However, i t  m ust be  p o in te d  o u t t h a t  in  a l l
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c a s e s ,  th e  c o r r e l a t i o n s  ach iev ed  th e  .10 l e v e l  o f  s i g n i f i 

cance and two w ere ex trem ely  c lo se  to  th e  .05 l e v e l .  I t  i s  

n o t in te n d e d  to  su g g e s t t h a t  th e re  i s  no r e l a t io n s h ip  b e 

tween th e s e  two f a c t o r s , b ecau se  u n d er t h a t  c o n c lu s io n  th e  

p r o b a b i l i ty  o f  a  type I I  e r r o r  would be v e ry  h ig h  ; i t  i s  

j u s t  t h a t  in  two a tte m p ts  we have been  u n ab le  to  e s ta b l i s h  

i t  s t a t i s t i c a l l y .  In  c o n c lu s io n , i t  co u ld  be  in f e r r e d  th a t  

r a t io n a l  t r u s t  does have some a s s o c ia t io n  w ith  group cohe

s iv e n e ss  , a lth o u g h  i t s  r e l a t io n s h ip  i s  n o t as s tro n g  as i t  

i s  to  o th e r  v a r i a b l e s .

TABLE 31

RELATIONSHIP BETWEEN RATIONAL TRUST AND PROFITABILITY

R a tio n a l  T ru s t^

Adm. and D ept. 
Heads P e r 
ce iv ed  a s  
F o llow ing  

Rules

Adm. and D ep t. 
Heads P e r 
c e iv e d  as 

U nd erstan d in g  
W orkers' 

Needs

Adm. and Dept 
Heads 

Seen as 
F a ir  and 

R easonable

P r o f i t a b i l i t y - .0 2 * - .3 0 ^ - .2 5

N = 24
* = Spearman ra n k -o rd e r  c o r r e l a t io n s  were u sed , 
d = Rs s ig n i f i c a n t  a t  th e  .10 l e v e l .
^ o t t  (1972) .
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F in d in g s  do n o t su p p o rt th e  e x p e c ta tio n  t h a t  r a 

t i o n a l  t r u s t  i s  s i g n i f i c a n t l y  r e l a t e d  to  tu rn o v e r .  The 

c o r r e la t io n s  a re  n e g a t iv e  as e x p ec ted , b u t th ey  a r e  n o t 

s tro n g  enough to  e s t a b l i s h  any m utual r e l a t i o n s h i p .

A gain th e  r e l a t io n s h ip  o f  p r o f i t a b i l i t y  was d i s 

covered  to  be  th e  o p p o s ite  o f  w hat was ex p e c ted . The on ly  

e x p la n a tio n  f o r  th e  n e g a tiv e  c o r r e la t io n s  betw een p r o f i t a 

b i l i t y  and r a t i o n a l  t r u s t  i s  th a t  r a t io n a l  t r u s t  i s  s i g n i f i 

c a n tly  r e l a t e d  to  jo b  s a t i s f a c t i o n  and jo b  s a t i s f a c t i o n  i s  

in v e r s e ly  r e l a t e d  to  p r o f i t a b i l i t y .

In  summary, in  t h i s  s e c t io n  i t  h as  been d isc o v e re d
t

t h a t  th o se  n u r s in g  homes where th e  a d m in is t r a to r  and d e p a r t 

ment heads a re  p e rc e iv e d  as fo llo w in g  t h e i r  own r u le s  and 

r e g u la t io n s ,  u n d e rs ta n d in g  th e  en ç lo y ees  ' needs and p ro b 

lem s, and b e in g  f a i r  and re a so n a b le  in  th e  d e c is io n s  th ey  

make a f f e c t i n g  th e  n u r s in g  home s t a f f  a re  a p p ro x im a te ly  th e  

same n u r s in g  homes w here th e  fo llo w in g  c o n d itio n s  e x i s t :

1 . N u rsin g  home p e rso n n e l p e rc e iv e  t h e i r  co-w orkers 
as w ork ing  h a rd e r  and more e f f i c i e n t l y .

2 . P e rso n n e l a re  more w i l l in g  to  a c c e p t changes in  
r o u t in e s  and a s s ig n m e n ts .

3 . P e rso n n e l a re  more w i l l in g  to  p i tc h  in  and h e lp  
in  tim e s  o f  em ergency.

4 . There i s  a s tro n g  i d e n t i f i c a t i o n  w ith  th e  n u r s 
in g  home and i t s  g o a ls  on th e  p a r t  o f  s t a f f  
m em bers.
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5. P e rso n n e l i d e n t i f y  more s tro n g ly  w ith  t h e i r  
p r o fe s s io n .

6. A d m in is tra tiv e  com m unication is  seen  as more 
a d e q u a te .

7. A d m in is tra to rs  a r e  ju d g e d  to  have a g r e a te r  
aw areness o f  problem s and to  be more e f f e c t iv e  
in  d e a lin g  w ith  them .

8. A low d eg ree  o f  i n t e r n a l  te n s io n  and c o n f l i c t  
e x i s t s  among d e p a r tm e n ts .

9. N u rsin g  home s t a f f  members e x h ib i t  h ig h e r  o v e r
a l l  jo b  s a t i s f a c t i o n .

i t  i s  n o t  an in t e n t io n  o f  t h i s  s tu d y  to  im ply t h a t  a  

r a t i o n a l  t r u s t  atm osphere w i l l  cau se  a l l  th e s e  c o n d itio n s  to  

e x i s t ,  b u t t h a t  th ey  e x i s t  s im u lta n e o u s ly  w ith in  n u rs in g  

homes. More th a n  l i k e l y  th e y  a re  m u tu a lly  s u p p o r tiv e  o f  one 

a n o th e r .

S^gnmary

The o b je c t iv e  o f  t h i s  c h a p te r  was to  d e te rm in e  i f  a 

r e l a t io n s h ip  e x i s t e d  betw een th e  a d m in is t r a t iv e  p r a c t i c e s  

w ith in  th e  n u r s in g  homes and o v e r a l l  o rg a n iz a t io n a l  p e rfo rm 

ance. The v a r io u s  m easures o f  o r g a n iz a t io n a l  perfo rm ance 

w ere s e le c te d  to  cover a l l  a s p e c ts  o f  o r g a n iz a t io n a l  fu n c 

t io n in g  ( f o r  f u l l  d e t a i l s ,  s e e  C h ap te r I I I ) .  The m easures 

o f  perfo rm ance f a l l  in to  th r e e  c a te g o r ie s  : (1) s u b je c t iv e

m easures o f  o r g a n iz a t io n a l  e f f e c t i v e n e s s ,  (2) m easures o f  

jo b  s a t i s f a c t i o n ,  and (3) p r o f i t a b i l i t y .
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To e v a lu a te  th e  r e l a t io n s h ip  o f  a d m in is t r a t iv e  p r a c 

t i c e  to  o r g a n iz a t io n a l  e f f e c t iv e n e s s ,  th r e e  a re a s  o f  adm in

i s t r a t i o n  w ere s e le c te d  f o r  i n v e s t ig a t io n :  (1) o r g a n iz a 

t i o n a l  p la n n in g , (2) a d m in is t r a t iv e  com m unication and p ro b 

lem s o lv in g ,  and (3) r a t i o n a l  t r u s t .  In  a d d i t io n ,  o th e r  

f a c t o r s  were b ro u g h t in to  th e  a n a ly s is  when i t  was f e l t  

n e c e s s a ry  to  f u r t h e r  e x p la in  v a r ia b le  r e l a t i o n s h i p s .

The s u b je c t iv e  m easures o f  o r g a n iz a t io n a l  e f f e c t i v e 

n e s s  c o n s is t  o f  th r e e  v a r ia b le s  : p r o d u c t iv i ty ,  a d a p t a b i l i t y ,

and f l e x i b i l i t y .  The v a r i a b le  o f  p r o d u c t iv i ty  was concerned  

w ith  how n u rs in g  home p e rso n n e l e v a lu a te  t h e i r  co -w o rk ers  in  

r e l a t i o n  to  how much th e y  produce and how e f f i c i e n t l y  th e y  

work w ith  th e  re s o u rc e s  th e y  have a v a i l a b le .  A d a p ta b i l i ty  

p e r t a in s  to  em ployees ' judgm ents o f  how good a jo b  t h e i r  co

w o rk ers  do in  a n t i c i p a t i n g  problem s th a t  may come up and 

p re v e n tin g  them o r  re d u c in g  t h e i r  bad e f f e c t s  ; how q u ic k ly  

th e y  a c c e p t and a d ju s t  to  changes in  r o u t i n e s ,  eq u ip m en t, 

and a ss ig n m e n ts ; and how many p eo p le  a d ju s t  to  th e s e  ch an g es . 

F l e x i b i l i t y  m easures how w ork groups a re  a b le  to  h a n d le  

em ergency s i t u a t i o n s .  In  g e n e ra l ,  th e  s u b je c t iv e  m easures 

o f  e f f e c t iv e n e s s  w ere d isc o v e re d  to  be r a t e d  h ig h e r  in  th o se  

n u r s in g  homes in  w hich th e  fo llo w in g  c o n d i t io n s  w ere p re s e n t  :
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1 . S u p e rio r  i s  h ig h ly  r a t e d  a t  p la n n in g , o rg a n iz 
in g , and s c h e d u lin g  th e  w ork.

2 . Goals and o b je c t iv e s ,  and r u le s  and r e g u la t io n s  
a re  c l e a r ly  d e f in e d ,  and th e  n u rs in g  home s t a f f  
members a r e  seen  a s  a d h e r in g  to  r u le s  and re g u 
l a t io n s  .

3 . N ursing  home p e rs o n n e l e v a lu a te  th e  communica
t io n s  th e y  r e c e iv e  from  th e  a d m in is tr a to r  as  
a d e q u a te .

4 . The a d m in is t r a to r  i s  o b se rv ed  to  be  aware o f  
o r g a n iz a t io n a l  p rob lem s and e f f e c t iv e  in  d e a l 
in g  w ith  them .

5 . N ursing  home a d m in is t r a to r  and departm ent heads 
a r e  p e rc e iv e d  as  b e in g  aw are o f  th e  needs and 
problem s o f  th e  n u r s in g  home s t a f f  and a r e  seen  
as  f a i r  and re a s o n a b le  in  th e  d e c is io n s  th e y  
make a f f e c t in g  work r o u t i n e s .

6 . The n u rs in g  home a d m in is t r a to r  and departm ent 
heads a re  seen  a s  fo llo w in g  t h e i r  own r u le s  and 
r e g u l a t io n s .

7 . G re a te r  o v e r a l l  jo b  s a t i s f a c t i o n  e x is t s  among 
th e  n u r s in g  home s t a f f .

The o n ly  e x c e p tio n s  w ere  t h a t  p ro d u c t iv i ty  and f l e x 

i b i l i t y  w ere n o t s i g n i f i c a n t l y  r e l a t e d  to  th e  aw areness o f  

th e  a d m in is t r a to r  o f  o r g a n iz a t io n a l  problem s and f l e x i b i l i t y  

was n o t s i g n i f i c a n t l y  r e l a t e d  to  th e  e x te n t  to  which adm in

i s t r a t o r s  w ere p e rc e iv e d  as fo llo w in g  t h e i r  own ru le s  and 

r e g u la t io n s .  But a l l  o th e r  r e l a t io n s h ip s  w ere s t a t i s t i c a l l y  

s i g n i f i c a n t .  In  a d d i t io n ,  a l l  t h r e e  o f  th e  s u b je c t iv e  meas

u re s  o f  e f f e c t iv e n e s s  w ere found  to  be i n t e r r e l a t e d .  In
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o th e r  w ords, th e y  a l l  c o r r e l a t e d  s ig n i f i c a n t ly  w ith  one 

a n o th e r .

The m easures o f  jo b  s a t i s f a c t io n  were d iv id e d  in to  

two c a te g o r ie s :  O v e ra ll Job  S a t i s f a c t io n  and T u rn o v e r.

O v e ra ll jo b  s a t i s f a c t i o n  i s  o b ta in e d  by m easu rin g  an employ

e e 's  a t t i t u d e s  r e g a rd in g  f iv e  a re a s  o f h i s / h e r  jo b :  th e  jo b

i t s e l f ,  s u p e rv is io n ,  c o -w o rk e rs , pay , and p ro m o tio n . Over

a l l  jo b  s a t i s f a c t i o n  was found to  r e la te  s ig n i f i c a n t l y  to  

a l l  th e  p re ce d in g  item s t h a t  th e  s u b je c tiv e  m easures o f  

e f f e c t iv e n e s s  were r e l a t e d  t o ,  o n ly  w ith no e x c e p tio n s .  The 

same i s  t r u e  f o r  employee s a t i s f a c t i o n  w ith  th e  jo b  i t s e l f .  

S a t i s f a c t i o n  w ith  th e  a r e a  o f  su p e rv is io n  was r e l a t e d  s i g 

n i f i c a n t l y  to  a l l  item s w ith  th e  ex cep tio n  o f :

1. The e x te n t  to  w hich n u rs in g  home s t a f f  members
a re  p e rc e iv e d  a s  a d h e rin g  to r u le s  and r e g u la 
t io n s  .

2. The e x te n t  to  w hich th e  n u rs in g  home a d m in is t r a 
t o r  i s  p e rc e iv e d  to  be aware o f problem s w ith in
th e  n u rs in g  home.

S t a f f  members' s a t i s f a c t i o n  w ith t h e i r  co -w orkers 

was s ig n i f i c a n t l y  r e l a t e d  t o  a l l  item s w ith  th e  e x c e p tio n  o f  :

1 . N u rsin g  home a d m in is t r a to r  and d ep artm en t heads 
a re  p e rc e iv e d  a s  b e in g  aware o f  th e  n eed s  and 
problem s o f  th e  n u rs in g  home s t a f f  and a r e  seen  
as  f a i r  and re a so n a b le  in  th e  d e c is io n s  th ey  
make a f f e c t in g  work ro u tin e s  .

S a t i s f a c t i o n  w ith  pay was s ig n i f i c a n t ly  r e l a t e d  to
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a l l  item s w ith  th e  e x c e p tio n  o f  :

1 . The a b i l i t y  o f  the  s u p e rv is o r  a t  p la n n in g , 
o rg a n iz in g , and sch ed u lin g  th e  w ork.

2 . The e x te n t  to  •«diich g o a ls  and obj e c t iv e s  have 
been  c l e a r ly  d e fin e d .

N u rsin g  home s t a f f  members' s a t i s f a c t i o n  w ith  t h e i r  

o p p o r tu n ity  f o r  p rom otion  was s ig n i f i c a n t l y  r e l a t e d  to  a l l  

item s w ith  th e  e x c e p tio n  o f  th e  p la n n in g  a b i l i t y  o f  th e  

s u p e rv is o r .  C o n seq u en tly , job  s a t i s f a c t i o n  d i r e c t l y  a sso 

c ia te d  t o  a l l  o f  th e  p re v io u s ly  m en tioned  i t e m s . Out o f 60 

c o r r e l a t i o n s ,  on ly  seven  were n o t s ig n i f i c a n t  a t  th e  .05 

le v e l ,  b u t  a l l  seven  ach iev ed  a t  l e a s t  th e  .10 l e v e l .

Employee tu rn o v e r  was observed  to  be  th e  low est in  

th o se  n u r s in g  homes w here;

1. The s u p e rv is o r  i s  h ig h ly  r a t e d  a t  p la n n in g , 
o rg a n iz in g ,  and sc h e d u lin g  th e  w ork.

2. Goals and o b je c t iv e s  have been c l e a r l y  d e f in e d .

Turnover was a ls o  observed  as b e in g  a lm o st s i g n i f i 

c a n tly  r e l a t e d  to  :

1. The e x te n t  to  \d iich  r u le s  and r e g u la t io n s  have 
been c l e a r ly  d e f in e d .

The on ly  f a c t o r  th a t  s i g n i f i c a n t l y  r e l a t e s  to  th e  

tu rn o v e r  ap p ea rs  to  b e  th e  need  f o r  r o l e  c l a r i t y  o r a r a 

t i o n a l  , p r e d ic ta b le  env iro n m en t.

In  e v a lu a t in g  o rg a n iz a t io n a l  p e rfo rm an ce , many
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r e s e a rc h e r s  f e e l  some form o f  q i ia n t i t a t iv e  d a ta  sh o u ld  be 

em ployed, th u s ,  th e  re a so n  f o r  th e  s e le c t io n  o f  p r o f i t a b i l 

i t y  a s  a c r i t e r i o n  o f  o rg a n iz a t io n a l  e f f e c t iv e n e s s .  The 

f in d in g s  in  r e l a t i o n  to  p r o f i t a b i l i t y  w ere d is a p p o in t in g . 

Only one s ig n i f i c a n t  r e l a t io n s h ip  was found and i t  was in  

th e  o p p o s ite  d i r e c t io n  from  th e  p r e d ic t io n .  P r o f i t a b i l i t y  

was in v e r s e ly  r e l a t e d  to  th e  e x te n t  to  w hich g o a ls  and 

o b je c t iv e s  a r e  c l e a r ly  d e f in e d . An a tte m p t was made to  e x 

p la in  t h i s  r e l a t io n s h ip  by u s in g  jo b  s a t i s f a c t i o n  as an 

in te rv e n in g  v a r i a b l e .  More in -d e p th  a n a ly s is  o f  t h i s  r e l a 

t io n s h ip  i s  r e q u i r e d .

In  a n a ly z in g  th e  m ajor r e l a t io n s h ip  th e  s tu d y  was 

d es ig n ed  to  i n v e s t i g a t e ,  i t  became n e c e s s a ry  to  e x p lo re  th e  

i n t e r r e l a t i o n s h i p s  among a d d i t io n a l  v a r ia b le s  when i t  was 

d e te rm in ed  th e y  w ould lend  su p p o rt to  our h y p o th e s is .  T h is 

p ro c e ss  p ro v id e d  a d eep er i n s ig h t  in to  th e  n u r s in g  home as a 

fu n c tio n in g  s o c ia l  system  and b ro u g h t f o r t h  th e  d isc o v e ry  o f  

many s ig n i f i c a n t  f in d in g s ,  which w i l l  be added to  in  th e  

n e x t c h a p te r .

Among th e s e  a d d i t io n a l  f in d in g s  i s  th e  d isco v e ry  

t h a t  in te rd e p a r tm e n ta l  te n s io n  and c o n f l i c t  w ere low er in  

th o s e  o rg a n iz a t io n s  w here :

1, R ules and r e g u la t io n s  have been  c l e a r ly  d e f in e d .
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2 . N ursing  home p e rso n n e l e v a lu a te  th e  communica
t i o n  th e y  re c e iv e  from  th e  a d m in is t r a to r  as 
a d e q u a te .

3 . The a d m in is t r a to r  i s  o b se rv ed  as e f f e c t iv e ly  
s o lv in g  n u r s in g  home p ro b lem s.

4 . N u rsin g  home a d m in is t r a to r  and departm en t head s  
a re  p e rc e iv e d  as  b e in g  aw are o f  th e  needs and 
problem s o f  th e  n u r s in g  home s t a f f  and 'are seen 
as f a i r  and re a so n a b le  in  th e  d e c is io n s  they  
make a f f e c t in g  work r o u t i n e s .

A nother im p o rta n t d is c o v e ry  was t h a t  in  th e  n u rs in g  

homes where th e  a d m in is t r a to r  and d ep artm en t heads have been 

s u c c e s s fu l  i n  c r e a t in g  a  r a t i o n a l  t r u s t  a tm osphere as e v i 

denced by th e  n u r s in g  home p e r s o n n e l 's  fa v o ra b le  r a t in g ,  th e  

fo llo w in g  c o n d it io n s  e x is te d  s im u lta n e o u s ly :  •

1 . N ursing  home p e rso n n e l i d e n t i f y  w ith  th e  n u rs in g  
hom e'and i t s  g o a ls ,  t h e i r  o c c u p a tio n , and t h e i r  
c o -w o rk e rs .

2 . N ursing  home p e rso n n e l e v a lu a te  th e  communica
t io n  th e y  r e c e iv e  from  th e  adm in is t r a t o r  a s  
a d e q u a te .

3 . The a d m in is t r a to r  i s  o b se rv ed  to  be aware o f  
o r g a n iz a t io n a l  problem s and e f f e c t i v e  in  d e a l in g  
w ith  them .

4 . In te rd e p a r tm e n ta l  te n s io n  and c o n f l i c t  are  lo w er.

In  a d d i t io n ,  a d m in is t r a t iv e  com m unication was ob

se rv e d  to  r e l a t e  s i g n i f i c a n t l y  to  a l l  th e  item s o f  o rg a n iz a 

t i o n a l  p la n n in g , th u s  e s t a b l i s h in g  a  s t r o n g ,  m u tually  su p 

p o r t iv e  a s s o c ia t io n  betw een th e s e  two c l u s t e r s  o f  v a r ia b le s .
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I t  was th e  o b je c t iv e  o f  t h i s  c h a p te r  to  in v e s t ig a te  

th e  fo llo w in g  h y p o th e s is :

H y p o th esis  1 : There w i l l  be a d i r e c t  and s i g n i f i c a n t
r e l a t io n s h ip  betw een a d m in is t r a t iv e  
e f f e c t iv e n e s s  and o r g a n iz a t io n a l  e f f e c 
t iv e n e s s  .

Again and  a g a in  th ro u g h o u t t h i s  c h a p te r ,  th e  in ç o r -  

ta n c e  and c e n t r a l  r o le  o f  th e  a d m in is t r a to r  i s  d em o n stra ted . 

T his s tu d y  in d ic a te s  t h a t  th e  key fu n c t io n s  o f  th e  n u rs in g  

home a d m in is t r a to r  a re  h i s  a b i l i t y  to  communicate and to  

so lv e  p ro b lem s. I t  i s  th ro u g h  th e  com m unication p ro c e ss  

t h a t  th e  a d m in is t r a to r  c l e a r l y  d e f in e s  th e  n u r s in g  hom e's 

o b je c t iv e s  and r u le s  and r e g u la t io n s ,  which in  tu rn  c l a r i 

f i e s  r o le s  and makes th e  environm ent more r a t i o n a l  and c e r 

t a i n .  In  a d d i t io n ,  i t  i s  th rough  th e  p ro c e ss  o f  communica

t io n s  betw een th e  n u r s in g  hom e's a d m in is t r a t iv e  s t a f f  and 

i t s  p e rso n n e l t h a t  a r a t i o n a l  t r u s t  a tm osphere  can  be c r e 

a te d .  When ad eq u a te  l i n e s  o f  com m unication have been  e s ta b 

l i s h e d ,  th e  a d m in is t r a to r  w i l l  be more aware o f  o rg a n iz a 

t i o n a l  problem s and have a b e t t e r  u n d e rs ta n d in g  o f  em ploy

ees ' p e r s o n a l  n eed s  and p rob lem s. A cc o rd in g ly , th e  employ

ees w i l l  have a g r e a te r  a p p re c ia t io n  f o r  th e  a d m in i s t r a to r 's  

p o s i t io n  and th e r e f o r e  w i l l  be more a b le  to  u n d e rs ta n d  h is  

d e c is io n s  and th e  r a t i o n a l e  b eh in d  them . C o n seq u en tly , 

d e c is io n s  a r e  more a p t to  be viewed a s  f a i r  and re a so n a b le
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when t h i s  sh a re d  fram e o f r e fe r e n c e  e x i s t s  betw een em ployees 

and a d m in is t r a t io n .  A nother b e n e f i t  o f  th e s e  open l in e s  o f  

com m unication and shared  fram es o f  re fe re n c e  i s  t h a t  th e  

administrator and s t a f f  members a r e  more l i k e l y  to  d is c u s s  

o r g a n iz a t io n a l  problem s o p en ly . T h e re fo re , th e  a d m in is t r a 

t o r  sh o u ld  be more aware o f  a l l  th e  f a c to r s  in v o lv e d , enab

l i n g  him  to  d e a l w ith  them more e f f e c t i v e l y .  When o rg a n iz a 

t i o n a l  problem s a re  e f f e c t iv e ly  r e s o lv e d ,  th e  o rg a n iz a t io n  

w i l l  become more in te g ra te d  and te n s io n  and c o n f l i c t  w i l l  be 

r e d u c e d .

A ll o f  th e s e  f a c to r s — r o le  c l a r i t y ,  a d m in is t r a t iv e  

com m unications and problem  s o lv in g ,  and r a t i o n a l  t r u s t —have 

b een  o b se rv ed  to  r e l a t e  s i g n i f i c a n t l y  to  our o r g a n iz a t io n a l  

e f f e c t iv e n e s s  m easures o f  p r o d u c t iv i ty ,  a d a p ta b i l i t y ,  f l e x i 

b i l i t y ,  and o v e r a l l  job s a t i s f a c t i o n .  T urnover was r e l a t e d  

to  some item s ; in  o th e r ca se s  , however, i t s  c o r r e l a t io n s  were 

n o t s tro n g  enough to  p erm it c o n c lu s io n s  to  be drawn. P r o f i t 

a b i l i t y  was in v e r s e ly  r e la te d  to  one ite m . But in  th e  la rg e  

m a jo r i ty  o f  c a s e s ,  s ig n i f i c a n t  a s s o c ia t io n s  betw een th e  

m easures o f  e f f e c t iv e n e s s  and th e  m easures o f  a d m in is t r a t io n  

have b een  e s ta b l i s h e d .

T h e re fo re ,  based upon th e  number o f  s ig n i f i c a n t  

c o r r e l a t io n s  betw een the m easures o f  o rg a n iz a t io n a l  e f f e c -
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t iv e n e s s  and th e  m easures o f  a d m in is t r a t iv e  e f f e c t iv e n e s s  

and th e  d isc o v e ry  o f  th e  im portance o f  th e  a d m in is t r a t iv e  

r o le  in  th e  n u rs in g  home, th e  c o n c lu s io n  can be drawn th a t  

th e r e  i s  an a s s o c ia t io n  betw een th e  e f f e c t iv e n e s s  o f  admin

i s t r a t i v e  p r a c t i c e  and o r g a n iz a t io n a l  e f f e c t i v e n e s s . 

H y po thesis  1 , t h e r e f o r e ,  appears  to  be co n firm ed .



CHAPTER V III

ANALYSIS OF THE RELATIONSHIP BETWEEN THE 

CHARACTERISTICS OF EFFECTIVE ORGANIZATIONS 

AND ORGANIZATIOl^AL EFFECTIVENESS 

PART I I ;  INTERNAL ORGANIZATIONAL RELATION

SHIPS AÎÎD ORGANIZATIONAL EFFECTIVENESS

The p u rp o se  o f  t h i s  p a r t  o f  th e  s tu d y  i s  to  d e te r 

mine th e  e f f e c t s  o f  th e  i n t e r r e l a t i o n s h i p s  among th e  n u rs in g  

hom e's s t a f f  members upon o rg a n iz a t io n a l  p erfo rm an ce . The 

o b je c t iv e  i s  to  d e te rm in e  how im p o rtan t i t  i s  to  e f f e c t iv e  

n u rs in g  home fu n c t io n in g  f o r  th e  p e rso n n e l to  work to g e th e r  

as an i n t e g r a te d  u n i t .  We would ex p ec t t h a t  in  th o se  n u r s 

in g  homes w here th e  s t a f f  members exchange id e a s  and in f o r 

m ation  f r e e l y ,  c o o p e ra te  w ith  one a n o th e r  to  c o o rd in a te  

t h e i r  a c t i v i t i e s , a r e  a b le  to  av o id  c r e a t in g  problem s f o r  

one a n o th e r ,  and d e a l e f f e c t i v e l y  w ith  problem s when they

289
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a r i s e ,  th e se  n u r s in g  hones w i l l  be  ra te d  more fa v o ra b ly  in

acco rd an ce  w ith  our m easures o f  o rg a n iz a t io n a l  e f f e c t iv e n e s s .

In  o rd e r  to  a n a ly z e  th e s e  r e la t io n s h ip s  more c lo s e ly ,  th e

fo llo w in g  h y p o th e s is  w i l l  be  t e s t e d :

H y p o th es is  2 : T here w i l l  be a d i r e c t  and s ig n i f i c a n t
r e l a t io n s h ip  betw een th e  e f f e c t iv e n e s s  
o f  i n t e r n a l  o rg a n iz a t io n a l  r e l a t io n s h ip s  
and o r g a n iz a t io n a l  e f f e c t iv e n e s s .

The im p o rtan ce  o f  i n t e r n a l  r e la t io n s h ip s  w ith in  th e  

n u r s in g  home to  i t s  s t a f f  and t h e i r  in f lu e n c e  upon in d iv id 

u a l  a t t i t u d e s  i s  ev id en ce d  by t h e i r  comments :

This i s  a  w o n d erfu l c e n te r .  I  love my work h e re  and 
have been  h e re  s in c e  th e  open ing  of th e  c e n te r  in  
F e b ru a ry , 1970. I t ' s  h a rd  w ork, but so rew ard in g , 
tfy co -w orkers c o o p e ra te  v e ry  w e ll which makes th e  
work v e ry  p le a s a n t .  (NH 17, Resp. 6 , N u rs e 's  A ide)

. . . th e  o n ly  prob lem  is  t h a t  we cannot g e t  co o p e ra 
t io n  from  th e  n u r s in g  d ep a rtm en t. I f  you would have 
been around  h e r e ,  y o u 'd  know what I am ta lk in g  a b o u t.
(NH 14, Resp. 33, D ie ta ry )

The work betw een th e  p r o fe s s io n a l  n u rse  and th e  n u r s e 's  
a id e  a re  [s i c ] n o t  o rg a n ize d  and co o p e ra tin g  to g e th e r .
The s u p e rv is o r  seems n o t to  r e a l l y  ta k e  i n t e r e s t  in  
h e r  w ork . (NH 2 3 , R esp. 19, N u rse 's  A ide)

T ension  betw een s h i f t s  and f lo o r s .  . . .  I t  ap p ears  
each s h i f t  lo o k s f o r  w ork, a n o th e r  s h i f t  le a v e s .  W ill 
n o t a c c e p t  t h a t  we a re  ru n n in g  jo b s  on a 24 -hour b a s i s .  
(NH 20, Resp. 18 , N urse)

In  o rd e r  to  o b ta in  a d eep er in s ig h t  in to  th e  s p e c i 

f i c  e f f e c t s  o f  i n t e r n a l  r e l a t io n s h ip s  upon o r g a n iz a t io n a l  

e f f e c t i v e n e s s , t h i s  s e c t io n  o f  th e  study was su b d iv id e d  in to
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th re e  p a r t s :  (1) C o n d itio n s  f o r  N e g o tia t in g  O rd e rs , (2)

H o r iz o n ta l  I n te g r a t i o n ,  and (3 ) C u ltu ra l  and S o c ia l-P sy c h o 

lo g ic a l  I n te g r a t io n .  The r e s e a rc h  f in d in g s  in  each  a re a  

w i l l  now be c o n s id e re d .

C o n d itio n s  f o r  N e g o tia tin g  O rders 

A " n e g o t ia te d  o rd e r"  i s  a  p a t t e r n  o f  r e l a t io n s h ip s  

among p eo p le  im p ro v ised  e i t h e r  in d iv id u a l ly  o r  c o l l e c t i v e l y  

by them  in  re sp o n se  to  p ro b lem s. For c o l l e c t i v e  s o lu t io n s  

p e o p le  m ust be ab le  to  meet e a s i l y  and f e e l  f r e e  to  exchange 

id e a s  and in fo rm a tio n  and p ro p o se  s o lu t i o n s . The f r e e  flow  

o f  id e a s  and in fo rm a tio n  among p e rso n s  whose jo b s  a r e  r e l a 

te d  w i l l  enhance th e  developm ent o f  sh a re d  fram es o f  r e f e r 

ence and m u tual u n d e rs ta n d in g , which a re  so im p o rta n t f o r  

ad eq u a te  c o o rd in a t io n  o f  e f f o r t s .  In  a d d i t io n ,  p e rso n n e l 

can s o lv e  c o o rd in a t io n  prob lem s by s im ply  le a rn in g  to  s ta y  

o u t o f  each  o t h e r 's  way o r  a v o id  c r e a t in g  problem s f o r  one 

a n o th e r .

The im p o rtan ce  o f  " c o n d it io n s  f o r  n e g o t i a t in g  o rd e rs '

in  th e  n u r s in g  home s e t t i n g  i s  p o in te d  o u t by th e  fo llo w in g

u n s o l i c i t e d  comments from n u r s in g  home s t a f f  members .-

I  f e e l  we a l l  g e t  a lo n g  w ith  each  o th e r  v e ry  w e l l .
We l e a m  a  l o t  from  one a n o th e r , even th e  r e s i d e n t s .
I  e n jo y  my jo b  and my fe l lo w  em ployees. I  w ou ldn ’t  
e v e r  g iv e  up t h i s  jo b  I  have b ecau se  I  love  to  work
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w ith  p eo p le  and h e lp  them. (NH 3, Resp. 2 1 , N u rse 's  
Aide)

I  lo v e  my jo b .  I  l i k e  w orking a t  . . . I  have been  
w ith  them  6 y e a r s .  I  have th e  u tm ost r e s p e c t  f o r  th e  
a d m in is t r a to r  and my s u p e rv is o r .  F or th e  m ost p a r t  
th e  n u rse s  a l l  work to g e th e r  and h e lp  where n eed ed .
(NH 12 , Resp. 19, N urse)

Id eas  a re  n o t p a s se d  from one s h i f t  to  a n o th e r .  Heads 
o f  d epartm en ts  do n o t c a r ry  id e a s  from  one s h i f t  to  
th e  n e x t s h i f t .  (NH 2 , Resp. 43, H ousekeeping)

I  th in k  a l l  o f  th e  employees cou ld  b e  a b i t  more co n 
s id e r a t e  tow ards each  o th e r  and t h e i r  jo b  . . . b e  more 
k in d  to  o t h e r s , work b e t t e r  w ith  th e  bad as w e l l  as th e  
good . . . v e ry  p o o r com m unication betw een d ep artm en t 
h e a d s . Some a f r a i d  th ey  w i l l  do more th a n  o th e r s .
(NH 1 4 , Resp. 23, A d m in is tra tiv e )

The n e g o t ia te d  o rd e r  m a n ife s ts  i t s e l f  when members 

a v o id  c re a t in g  problem s f o r  one a n o th e r ,  develop  n e c e s sa ry  

ch an n e ls  o f  com m unication to  exchange id e a s  and in fo rm a tio n , 

and so lv e  c o o rd in a tin g  problem s in h e re n t  in  p ro d u c tiv e  

a c t i v i t y .  Under th e se  c o n d itio n s  we w ould p r o je c t  a  more 

e f f e c t i v e  o rg a n iz a t io n .

The d a ta  r e v e a l  t h a t  a s i g n i f i c a n t  r e l a t io n s h ip  ex 

i s t s  betw een c o n d it io n s  f o r  n e g o t ia t in g  o rd e rs  and a l l  th r e e  

s u b je c t iv e  m easures o f  e f f e c t iv e n e s s .  The e f f i c i e n c y  th e  

n u r s in g  s t a f f  i s  a b le  to  ach iev e  in  th e  perfo rm ance o f  t h e i r  

d u t ie s  r e l a t e s  s i g n i f i c a n t l y  to  c o n d itio n s  f o r  n e g o t ia t in g  

o r d e r s .  When th e  environm ent e x i s t s  w i th in  a  n u r s in g  home 

t h a t  en a b le s  th e  s t a f f  to  exchange id e a s  and in fo rm a tio n
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TABLE 32

THE RELATIONSHIP BETWEEN CONDITIONS FOR NEGOTIATING 

ORDERS AND THE SUBJECTIVE MEASURES OF 

ORGANIZATIONAL EFFECTIVENESS

S u b je c tiv e  M easures o f  O rg a n iz a tio n a l 
E f fe c t iv e n e s s ^

P r o d u c tiv i ty A d a p ta b i l i ty F l e x i b i l i t y

C o n d itio n s  f o r  
N e g o tia tin g  
O rd e rs1

Ease o f 
Exchanging 
Id e a s  and 
In fo rm a tio n .76*^ .79® .50^

Avoid C re a t
ing  Problem s 
f o r  One A nother .66^ .75® .43^

H andling  C oord i
n a t io n  Problem s .66® .59® .40^

N = 24
*  = Spearman ra n k -o rd e r  c o r r e la t io n s  w ere u sed ,
a  = Rs s ig n i f i c a n t  a t  th e  .001 l e v e l ,
b = Rs s ig n i f i c a n t  a t  th e  .01  l e v e l ,
c = Rs s ig n i f i c a n t  a t  th e  .05 l e v e l .

H fo tt (1 9 7 2 ) .
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f r e e ly  an d , th e r e f o r e ,  to  r e s o lv e  problem s o f  c o o rd in a t in g  

t h e i r  a c t i v i t i e s  more e f f e c t i v e l y ,  employees a re  p e rc e iv e d  

as p ro d u c in g  m ore. A lso , when s t a f f  members a re  seen  a s  n o t 

i n t e r f e r i n g  w ith  one a n o th e r ,  p r o d u c t iv i ty  i s  r a te d  h ig h e r .

When c o n d i t io n s  fo r  n e g o t ia t in g  o rd e rs  e x i s t  in  a 

n u rs in g  home, th e  s t a f f  i s  p e rc e iv e d  as more w i l l i n g  to  

accep t changes in  r o u t in e ,  equipm ent, and assig n m en ts  and 

a b le  to  a n t i c i p a t e  problem s and p re v e n t them from  o c c u r r in g  

o r red u ce  t h e i r  i l l  e f f e c t s .  The f r e e  flo w  o f  com m unication 

among o r g a n iz a t io n a l  members h as  been s e e n  to  enhance m utual 

u n d e rs ta n d in g  and sh a re d  fram es o f  r e fe r e n c e  (G eorgopoulos 

& Mann, 1962, p p . 294 -295). Under th e s e  c o n d itio n s  p e rso n 

n e l  a re  more a p t  to  u n d e rs ta n d  th e  p o s i t io n  and problem s o f  

t h e i r  co -w orkers  and be  more w i l l in g  to  a c ce p t changes th a t  

w i l l  be to  e v e ry o n e 's  ad v an tag e . C on seq u en tly , when th e  

c o n d it io n s  o f  n e g o t ia te d  o rd e rs  e x i s t  i n  a n u rs in g  home, i t  

w i l l  a ls o  be more a d a p ta b le , acco rd in g  to  th e  m easu res .

F l e x i b i l i t y —how th e  n u rs in g  home h a n d le s  emergency 

s i t u a t i o n s —was a ls o  d isc o v e re d  to  r e l a t e  s i g n i f i c a n t l y  to  

c o n d itio n s  f o r  n e g o t ia t in g  o r d e r s . I f  th ro u g h  th e  p ro c e ss  

o f com m unication , problem  s o lv in g ,  and w orking  to g e th e r ,  

s t a f f  members become aware o f  one a n o th e r 's  c a p a b i l i t i e s  

and g e n e ra l  a t t i t u d e ,  th ey  w i l l  know b e t t e r  w hat to  ex p ec t
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in  tim es o f  em ergency. S u p e rv is o rs  and co-w orkers w i l l  know 

who i s  cap ab le  o f  p e rfo rm in g  w hat d u t ie s  and who can be r e 

l i e d  upon.

In  a d d i t io n ,  i f  th ro u g h  th e  p ro c e ss  o f  n e g o t ia t in g  

o r d e r s , n u r s in g  home p e rso n n e l have developed  m utual u n d e r

s ta n d in g s  and sh a re d  fram es o f  r e f e r e n c e ,  th e y  sh o u ld  more 

c lo s e ly  i d e n t i f y  w ith  th e  n u r s in g  home and i t s  g o a ls  and 

t h e i r  co -w o rk e rs . T h is  b e in g  th e  c a s e , th ey  sh o u ld  be more 

w i l l in g  to  le n d  t h e i r  su p p o rt in  tim es o f  c r i s i s .  To 

a tte m p t to  f u r th e r  su p p o rt t h i s  a rg u m en t, th e  r e l a t io n s h ip  

betw een c o n d it io n s  f o r  n e g o t ia t in g  o rd e rs  and em p lo y ees ' 

i d e n t i f i c a t i o n  w ith  th e  n u r s in g  home, t h e i r  c o -w o rk e rs , and 

t h e i r  o c c u p a tio n  was i n v e s t ig a te d .

The d a ta  in  Table 33 w ould seem to  g iv e  s tro n g  su p 

p o r t  to  th e  p o s tu la te  t h a t  an a s s o c ia t io n  e x i s t s  betw een  th e  

em ployees ' i d e n t i f i c a t i o n  w ith  th e  n u rs in g  home and i t s  g o a ls  

and t h e i r  im m ediate work group and c o n d it io n s  f o r  n e g o t i a t 

in g  o r d e r s .  A ll th e  c o e f f i c i e n t s  o f  c o r r e l a t io n  w ere s t a 

t i s t i c a l l y  s i g n i f i c a n t .  In  a d d i t io n ,  a  p a r t i c u l a r l y  s tro n g  

r e l a t io n s h ip  e x i s t s  betw een n e g o t ia te d  o rd e rs  and s t a f f  

member i d e n t i f i c a t i o n  w ith  th e  n u r s in g  home and i t s  g o a ls .  

A p p a ren tly  s t a f f  members a s s o c ia t e  n e g o t ia t in g  o rd e rs  more 

w ith  th e  t o t a l  o r g a n iz a t io n .
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TABLE 33

THE RELATIONSHIP BETWE]^ THE CONDITIONS FOR NEGOTIATING ORDERS 
AND THE NURSING HOME STAFF MEMBERS’ IDENTIFICATION WITH THEIR 

CO-WORKERS. THE NURSING HOME AND THEIR OCCUPATION

C o n d itio n s  f o r  N e g o tia tin g  O rders^

Ease o f  
Exchanging 
Id e a s  and 
In fo rm a tio n

Avoid C re a tin g  
Problem s f o r  
One A nother

H andling
C o o rd in a tio n

Problem s

N ursing  Home 
S ta f f  Members ’ 
I d e n t i f i c a t i o n  
W ith:

Im m ediate Work 
Group .54^ .57^

N ursing  Home 
and I t s  G oals2 .77^ .70^ .83®

2O ccupation .57^ .44^ .74®

N
*
a
b
c
I

= 24
Spearman ra n k -o rd e r  c o r r e l a t i o n s  w ere u sed . 
Rs s i g n i f i c a n t  a t  th e  .001 l e v e l .
Rs s ig n i f i c a n t  a t  th e  .01 l e v e l .
Rs s ig n i f i c a n t  a t  th e  .05 l e v e l .

M ott (1 972).
•Mott (1 9 6 0 ) .
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In  th e  l a s t  s e c t io n  o f  t h i s  c h a p te r  f l e x i b i l i t y  w i l l  

be shown t o  r e l a t e  s ig n i f i c a n t l y  t o  s t a f f  members‘ i d e n t i f i 

c a t io n  w ith  th e  n u r s in g  home and i t s  g o a ls  (Rs = .5 2 , s ig .  

.004) and t h e i r  im m ediate work group (Rs = .5 8 , s i g .  .0 0 1 ). 

C onsequen tly , i t  can b e  su rm ised  t h a t  one e x p la n a tio n  f o r  

th e  s i g n i f i c a n t  a s s o c ia t io n  o f  f l e x i b i l i t y  w ith  c o n d itio n s  

f o r  n e g o t ia t in g  o rd e rs  i s  i t s  a s s o c ia t io n  w ith  s t a f f  members' 

i d e n t i f i c a t i o n  w ith  th e  n u r s in g  home and t h e i r  c o -w o rk e rs . 

Because c o n d it io n s  f o r  n e g o t ia t in g  o rd e rs  may in c r e a s e  

em ployees' i d e n t i f i c a t i o n ,  th e y  may a ls o  enhance f l e x i b i l i t y .  

This r e l a t io n s h ip  w i l l  be exam ined f u r th e r  in  th e  l a s t  s e c 

t io n  o f  t h i s  c h a p te r .

I f  c o n d itio n s  e x i s t  w i th in  th e  n u rs in g  home th a t  

f a c i l i t a t e  and encourage s t a f f  members to  n e g o t ia te  o rd e rs  

to  h an d le  problem s o f  c o o rd in a t io n  and av o id  c r e a t in g  p ro b 

lems f o r  one a n o th e r ,  and b ecau se  o f  th e  open com m unications 

to  become b e t t e r  a c q u a in te d  w ith  and b e t t e r  u n d e rs ta n d  t h e i r  

co -w o rk e rs , g r e a t e r  o v e r a l l  jo b  s a t i s f a c t i o n  among p e rso n n e l 

would be  a n t i c ip a t e d .

The r e s u l t s  o f  th e  s tu d y  in d ic a te  a s tro n g  r e l a t i o n 

sh ip  betw een th e  c o n d itio n s  f o r  n e g o t ia t in g  o rd e rs  and jo b  

s a t i s f a c t i o n .  A ll  th e  c o r r e l a t i o n s  f o r  o v e r a l l  jo b  s a t i s 

f a c t io n  w ere s ig n i f i c a n t  a t  th e  .001 le v e l  and a l l



TABLE 34

THE RELATIONSHIP BETWEEN CONDITIONS FOR NEGOTIATING ORDERS 
AND MEASURES OF JOB ATTITUDES

A reas o f  Job S a t i s f a c t io n

Job , 
S a t i s f a c t io n  

(O v e ra ll)
Job , 

I t s e l f ^
S u p e r-,
v is io n

Co-
W orkers^ Pay^ P ro 

m otion !
T urn
over

C o n d itio n s  f o r  g 
N e g o tia tin g  O rders

Ease o f  Exchanging 
Id ea s  and In fo rm a tio n .61® ,65® .60® .68® .39® -.2 6

Avoid C re a tin g  P ro b 
lems fo r  One A nother .76® ,51^ .61® .78® .47^ .40® - .0 3

H andling  C o o rd in a tio n  
Problem s .84® .77® .70® ,56^ ,54^ .66® -.2 9 ^

N = 24
* = Spearman ra n k -o rd e r  c o r r e la t io n s  
a « Rs s ig n i f i c a n t  a t  th e  .001 le v e l ,
b = Rs s ig n i f i c a n t  a t  th e  .01 l e v e l ,
c = Rs s ig n i f i c a n t  a t  the  .05 l e v e l ,
d = Rs s ig n i f i c a n t  a t  th e  .10 le v e l .

^Smith e t  a l ,  (1969).
^Mott (1972),

N5
VO
00
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th e  c o r r e la t io n  c o e f f i c i e n t s  p e r ta in in g  to  th e  f iv e  a r e a s  

o f  jo b  s a t i s f a c t i o n  w ere s i g n i f i c a n t  a t  th e  .05 l e v e l .  

C o n seq u en tly , h ig h  l e v e l s  o f  jo b  s a t i s f a c t i o n  and 

fa v o ra b le  c o n d itio n s  f o r  n e g o t i a t in g  o rd e rs  e x i s t  s im u l

ta n e o u s ly  in  th e  n u rs in g  homes s tu d ie d .

An i n t e r e s t i n g  o b s e rv a t io n  i s  t h a t  th e  s t r o n g e s t  

r e l a t i o n s h i p  w ith  re g a rd s  to  n u rs in g  home p e r s o n n e l 's  s a t i s 

f a c t i o n  w ith  t h e i r  co -w o rk ers  i s  th e  e x te n t  to  w hich th e y  

a v o id  c r e a t in g  problem s f o r  one a n o th e r .

The r e s u l t s  w ith  r e g a rd s  to  tu rn o v e r  d id  n o t p roduce 

any s ig n i f i c a n t  f in d in g s .  However, th e  a b i l i t y  o f co -w o rk ers  

to  h a n d le  c o o rd in a tio n  p rob lem s w ith  t h e i r  work was r e l a t e d  

to  tu rn o v e r  (Rs = .2 9 , s i g .  .0 7 9 ) , which i s  v e ry  c lo s e  ,to  

s ig n i f i c a n c e .

TABLE 35

THE RELATIONSHIP BETWEEN THE CONDITIONS FOR 
NEGOTIATING ORDERS AND PROFITABILITY

C o n d itio n s  f o r  N e g o tia t in g  O rd ers^

Ease o f 
Exchanging 
Id eas  and 
In fo rm a tio n

Avoid C rea tin g  
Problems f o r

H and ling
C o o rd in a tio n

One A nother P roblem s

P r o f i t a b i l i t y - .0 4 * - .0 3 - .2 3

N = 24
* = Spearman r a n k -o rd e r  c o r r e la t io n s  w ere u se d , 
^ o t t  (1972) .
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In  acco rd an ce  w ith  th e  f in d in g s  in  T able 35 i t  can 

be concluded , a t  l e a s t  in  th e  n u rs in g  homes su rv ey ed , t h a t  no 

r e l a t io n s h i p  e x i s t s  betw een th e  c o n d i t io n s  fo r  n e g o t ia t in g  

o rd e rs  and p r o f i t a b i l i t y .

In  summary, when th e  n u rs in g  home s t a f f  av o id s  

c r e a t in g  problem s f o r  one a n o th e r ,  have developed th e  n e c e s 

s a ry  ch an n e ls  o f  com m unication to  exchange id e a s  and in fo rm a 

t i o n ,  and a r e  a b le  to  so lv e  a d a p tiv e  problem s in h e re n t  in  

p ro d u c tiv e  a c t i v i t y ,  th e  fo llo w in g  c o n d it io n s  were found to  

e x i s t  s im u lta n e o u s ly  in  th e  n u rs in g  home :

1 . S t a f f  members ju d g ed  th e  in d iv id u a ls  in  t h e i r  
d ep artm en t to  work e f f i c i e n t l y  w ith  th e  re s o u rc e s  
a t  hand and produce m ore.

2. S t a f f  members saw th e  m a jo r i ty  o f  peop le  in  t h e i r  
dep artm en t a s  r e a d i ly  a c c e p tin g  and a d ju s t in g  to  
changes in  r o u t in e s ,  equ ipm ent, o r  a ss ig n m en ts .
In  a d d i t io n ,  th ey  a r e  seen  a s  a n t i c ip a t in g  p ro b 
lems and p re v e n tin g  them from happen ing  o r  in  
re d u c in g  t h e i r  i l l  e f f e c t s .

3. Work groups a re  p e rc e iv e d  to  be a b le  to  d e a l 
e f f e c t i v e l y  w ith  em ergency s i t u a t i o n s .  In  o th e r  
w ords, em ployees a r e  more w i l l in g  to  h e lp  in  tim es 
o f  em ergency.

4. N u rsin g  home s t a f f  members i d e n t i f y  w ith  th e  n u rs in g  
home and i t s  g o a ls ,  t h e i r  im m ediate work g ro u p s, and 
t h e i r  o c c u p a tio n .

5. O v e ra l l  jo b  s a t i s f a c t i o n  among n u rs in g  home p e rso n 
n e l  i s  h ig h e r .

Our in te n t io n  i s  n o t to  s u g g e s t  t h a t  c o n d itio n s  f o r  

n e g o t i a t in g  o rd e rs  cause th e s e  c o n d i t io n s  to  e x i s t  b u t o n ly  

t h a t  th ey  c o in c id e  w ith  one a n o th e r .  Some a d d i t io n a l  r e l a 

t io n s h ip s  to  n e g o t ia te d  o rd e rs  w i l l  be in v e s t ig a te d  in  th e  

n e x t  s e c t io n .
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H o r iz o n ta l  In té g ra t io n -C o o rd in a t io n

G eorgopoulos and Mann d e f in e  c o o rd in a t io n  as

The o r g a n iz a t io n a l  p ro c e sse s  th ro u g h  w hich fu n c t io n 
a l l y  in te rd e p e n d e n t p a r t s  and a c t i v i t i e s  i n  th e  
system  a re  a r t i c u l a t e d  w ith  one a n o th e r  so  a s  to  
e n su re  th e  sy stem  w i l l  o p e ra te  e f f e c t i v e l y .  (1962, 
p . 270)

The problem  o f  c o o rd in a t io n  as i t  a p p l ie s  to  th e  n u rs in g  

home o rg a n iz a t io n  i s  b a s ic a l ly  how to  g e t  th e  v a r io u s  work 

u n i t s  and d ep artm en ts  to  u t i l i z e  th e  o r g a n iz a t io n 's  r e s o u r 

ces e f f i c i e n t l y  and to  in t e g r a te  t h e i r  a c t i v i t i e s  to  ach iev e  

th e  g o a ls  and o b je c t iv e s  o f  th e  n u r s in g  home.

O rg a n iz a t io n a l  e f f e c t iv e n e s s  w ould seem to  be m axi

m ized when th e  v a r io u s  elem ents o f  th e  n u rs in g  home a re  

in te g r a te d  and th e  degree o f  i n te g r a t io n  i s  l a r g e ly  a s s o 

c ia te d  w ith  th e  r o le  o f  th e  a d m in is t r a to r .  The a d m in is t r a 

to r  f i l l s  th e  key r o le  in  th e  in t e g r a t i o n  o f th e  n u rs in g  

home by c l e a r l y  d e f in in g  o b je c t iv e s ,  r u l e s ,  and r e g u la t io n s  

and com m unicating them to  h i s  s t a f f .  When open communica

t io n s  a re  e s ta b l i s h e d  betw een th e  a d m in is t r a to r  and h i s  

s t a f f ,  he  i s  more a b le  to  d isc o v e r  t h e i r  needs and problem s 

and by e f f e c t i v e l y  s o lv in g  problem s b e fo re  th e y  segm ent th e  

o r g a n iz a t io n ,  h e  can h e lp  in t e g r a te  th e  o rg a n iz a t io n .

In  an i n t e g r a te d  o rg a n iz a t io n  where a l l  work g ro u p s , 

s h i f t s , and d ep artm en ts  a re  bound to g e th e r  i n to  a u n i f ie d
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sy stem , o rg a n iz a t io n a l  e f f e c t iv e n e s s  would be e x p e c ted  to  be 

m axim ized. I f  th e  o rg a n iz a t io n  i s  u n i f i e d ,  th en  communica

t io n s  sho u ld  be  f r e e  f lo w in g , f a c i l i t a t i n g  th e  f r e e  exchange 

o f  id e a s  and in fo rm a tio n  among s t a f f  memb e r s , th u s  e n a b lin g  

them e f f e c t i v e l y  to  so lv e  problem s o f  tim in g  and b len d in g , 

j o b s . A lso , open com m unications sh o u ld  h e lp  in  th e  h a n d lin g  

o f  in te rd e p a r tm e n ta l  p ro b lem s. Given th i s  k in d  o f  atm os

p h e re  and th e  g re a t  amount o f  i n t e r a c t io n  betw een d e p a r t

m ents , te n s io n  and c o n f l i c t  betw een departm en ts  sh o u ld  be 

m inim ized an d , fu rth e rm o re , we would ex p ec t th e  s t a f f  mem

b e rs  o f  a h ig h ly  in te g r a te d  o rg a n iz a t io n  to  have a  b e t t e r  

o v e r a l l  a t t i t u d e  tow ard t h e i r  jo b s .

The im p o rtan ce  o f  c o o rd in a t io n  and c o o p e ra tio n  -

w ith in  th e  n u r s in g  home to  i t s  s t a f f  i s  ev id en ced  by some

o f  th e  em ployees ' comments:

Most o f  th e  tim e  th e  work lo a d  i s  enough to  keep one 
busy (ru n n in g  from  th e  tim e one g e ts  on to  tim e to  
g e t  o f f )  b u t when c r i s e s  a r i s e  such  as c r i t i c a l  p a 
t i e n t s  , ro o f  le a k in g ,  e le v a to r  em ergency, and f a l s e  
f i r e  a la rm s , i t  can be m ind s h a t t e r i n g .  The h e lp  
we have a c q u ire d  th e  p a s t  few months have been  m ost 
h e lp f u l  and th o u g h tfu l  i n  g iv in g  a hand w ith o u t b e in g  
t o l d  o r a sk ed . (NH 4 , R esp. 22 , N urse)

One th in g  needed in  t h i s  n u rs in g  c e n te r  i s  more cooper
a t io n  betw een w orkers  on a l l  th r e e  s h i f t s , a lo n g  w ith  
c o o p e ra tio n  c o n s id e ra t io n  c o in c id e  a ls o  [ s i c ] . (NH 2 , 
Resp. 3 , N u rse 's  A ide)

T his n u rs in g  home co u ld  u se  a l i t t l e  more c o o p e ra tio n
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betw een d ep artm en ts  and s h i f t s .  The c o o p e ra tio n  now 
i s  t e r r i b l e  11 ! (NH 10 , Resp. 2 , H ousekeeping)

I  th in k  a  s u p e rv is o r  sh o u ld  have a b e t t e r  background 
in  d ie ta r y  b e fo re  b e in g  h i r e d ,  th e re  i s  to o  much f r i c 
t io n  betw een n u rse s  and th e  d ie ta ry  s u p e r v is o r ,  and 
t h i s  cau ses  te n s io n  betw een k itc h e n  em ployees when i t  
i s  s e rv in g  tim e . I t ' s  l ik e  a game betw een th e  n u rse s  
and th e  d ie ta r y  s u p e rv is o r  which i s n ' t  f a i r  to  th e  
g i r l s  who a re  in  th e  m iddle o f  t h i s — i t s  v e ry  c h i ld i s h  
and poor c h a r a c t e r i s t i c .  (NH 4 , Resp. 5 , D ie ta ry )

Have to  w a it  f o r  o th e r s  to  com plete work b e f o re  com
p l e t i n g  m ine. D ie ta ry  slow  in  p re p a r in g  fo o d . Food 
c o ld ,  a ls o  t a s t e l e s s .  G eneral la c k  o f  co n cern  fo r  
p a t i e n t s ,  o r  jo b .  M aintenance crew v ery  s low  in  r e 
p a i r in g  leak y  f a u c e t s , b u rn ed -o u t l i g h t s , a i r  c o n d i
t io n e r s  , e t c .  U su a lly  s ta n d  around and t a l k .  (NH 19, 
Resp. 24 , A d m in is tra t iv e )

There i s  g r e a t  p r e s s u re  upon a id e s  and o r d e r l i e s  i f  
th e  lau n d ry  p ro v es  u n s a t i s f a c to r y  to  p a t i e n t s  and fam ir 
l i e s . R a re ly  a re  th e r e  s u f f i c i e n t  l in e n s  to  make beds 
and b a th e  p a t i e n t s  i n  th e  m orning. T his cau ses  d e lay s  
in  r o u t in e s  by numerous t r i p s  to  th e  la u n d ry  f o r  needed  
ite m s . (NH 8 , Resp. 15, N u rse 's  Aide)

I  h a v e n 't  worked h e re  lo n g  b u t fo r  th e  le n g th  o f  tim e 
t h a t  I  h av e . I 'v e  n o t ic e d  th a t  th e  d i f f e r e n t  s h i f t s  
seem to  r e s e n t  th e  o th e r  two s h i f t s  and show c o n f l i c t  
w hich I  d o n 't  th in k  i s  good. They always com plain  
ab o u t som ething t h a t  may happen to  be done on t h e i r  
s h i f t  b u t blame th e  o th e r  s h i f t .  (NH 11, R esp. 21,
N u rse ' s Aide)

These comments a r e  e x c e l le n t  examples o f  how c o o r

d in a t io n  and c o o p e ra tio n  among th e  n u rs in g  home s t a f f  f a c i l i 

t a t e  e f f e c t i v e  p erfo rm ance o f  d u tie s  o r ,  on th e  o th e r  h and , 

can b e  v e ry  d i s r u p t iv e .

We s h a l l  b e g in  o u r a n a ly s is  o f  th e  f a c to r s  t h a t  

a s s o c ia te  w ith  o r g a n iz a t io n a l  c o o rd in a tio n  and how
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c o o rd in a tio n  r e l a t e s  to  o rg a n iz a t io n a l  e f f e c t iv e n e s s .  For 

p u rp o ses  o f  c l a r i t y ,  c o o rd in a tio n  i s  d iv id e d  in to  two c a t e 

g o r ie s ,  programmed and im prov ised .

Programmed c o o rd in a tio n  was c o n s id e re d  in  th e  f i r s t  

s e c t io n  o f  C h ap te r V II un d er th e  h e ad in g  o f  " O rg a n iz a tio n a l 

P la n n in g ."  Programmed c o o rd in a tio n  i s  p r im a r i ly  d e f in e d  as  

i n t e g r a t io n  o f  th e  v a r io u s  elem ents o f  th e  o rg a n iz a t io n  by 

c l e a r ly  d e f in in g  o b je c t iv e s ,  ru le s  and p ro c e d u re s , and s k i l l  

w ith  w hich p la n n in g  i s  c a r r ie d  o u t , and th e  e x te n t  o f  o rg an 

i z a t i o n a l  members ' adherence  to  r u le s  and r e g u l a t i o n s . P ro 

grammed c o o rd in a t io n  was found to  r e l a t e  s i g n i f i c a n t l y  to  

our o r g a n iz a t io n  e f f e c t iv e n e s s  m easures o f  p r o d u c t iv i ty ,  

a d a p t a b i l i t y ,  f l e x i b i l i t y ,  and o v e r a l l  jo b  s a t i s f a c t i o n ,  and 

th e  m a jo r i ty  r e l a t e d  in  some degree to  employee tu rn o v e r .

Im prov ised  c o o rd in a tio n  i s  t h a t  in t e g r a t i o n  t h a t  

ta k e s  p la c e  when s t a f f  members can come to g e th e r  and f r e e ly  

exchange id e a s  and in fo rm a tio n  and c o o p e ra te  w ith  one a n o th e r  

to  c o o rd in a te  t h e i r  a c t i v i t i e s  to  e v e ry o n e 's  m u tual advan

ta g e . The n e g o t ia te d  o rd e r  i s  an e x c e l le n t  exam ple o f  

im p ro v ised  c o o rd in a t io n ,  and in  th e  l a s t  s e c t io n  e n t i t l e d  

"C o n d itio n s  f o r  N e g o tia tin g  O rders" we saw th a t  th e  e x te n t  

to  w hich  p e rso n n e l f r e e ly  exchange id e a s  and in fo rm a tio n , 

avo id  c r e a t in g  problem s fo r  one a n o th e r , and e f f e c t i v e l y
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h a n d le  c o o rd in a t io n  problem s i s  s i g n i f i c a n t l y  r e l a t e d  to  

p r o d u c t iv i ty ,  a d a p t a b i l i t y , f l e x i b i l i t y ,  and a l l  a re a s  o f  

jo b  s a t i s f a c t i o n .

In  t h i s  s e c t io n ,  b e fo re  we probe th e  e m p ir ic a l  d a ta  

re g a rd in g  im p ro v ised  c o o rd in a tio n  and o r g a n iz a t io n a l  e f f e c 

t iv e n e s s  , we s h a l l  in v e s t ig a te  th o se  f a c to r s  t h a t  r e l a t e  

d i r e c t l y  to  im p ro v ised  c o o rd in a t io n  and th e  i n t e r r e l a t i o n 

s h ip  among th e  item s  o f im p ro v ised  c o o rd in a t io n  th e m se lv e s .

In  th o se  n u r s in g  homes where o b j e c t iv e s ,  r u l e s , and 

r e g u la t io n s  have been  s k i l l f u l l y  d e te rm in e d  and a d eq u a te ly  

com m unicated to  p e r s o n n e l ,  th e  p e rso n n e l w i l l  have a b e t t e r  

id e a  o f  th e  o b je c t iv e s  to  be accom plished  and th e  b o u n d aries  

o f  t h e i r  b e h a v io r  in  acco m p lish in g  them. C o n seq u en tly , p ro 

grammed c o o rd in a t io n  may r e l a t e  to  im p ro v ised  c o o rd in a tio n . 

When th e  a d m in is t r a to r  i s  aware o f  and e f f e c t i v e l y  s o lv e s  

p rob lem s b e fo re  th e y  segment th e  o r g a n iz a t io n ,  im p ro v ised  

c o o rd in a t io n  sh o u ld  be  m axim ized and te n s io n  and c o n f l i c t  

m in im ized . In  a d d i t io n ,  s t a f f  members w i l l  f e e l  f r e e r  to  

make s u g g e s tio n s  and b r in g  problem s to  th e  a t t e n t io n  o f  

t h e i r  s u p e rv is o r s  when a  r a t i o n a l  t r u s t  a tm osphere  e x i s t s  

w ith in  th e  n u r s in g  home. T h e re fo re , i t  i s  ex p ec ted  t h a t  

d i r e c t  and s i g n i f i c a n t  r e l a t io n s h ip s  w i l l  e x i s t  betw een 

im p ro v ised  c o o rd in a t io n  and o r g a n iz a t io n a l  p la n n in g .
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a d m in is t r a t iv e  com m unication, problem  s o lv in g ,  and r a t io n a l  

t r u s t .

We began th e  in v e s t ig a t io n  o f  th e  f a c to r s  r e l a t in g  

to  im prov ised  c o o rd in a t io n  by a n a ly z in g  th e  r e l a t io n s h ip  

betw een c o n d it io n s  f o r  n e g o t ia t in g  o rd e rs  and o rg a n iz a t io n a l  

p la n n in g  (see  T able 3 6 ) . The e m p ir ic a l  d a ta  i n d ic a te  a 

s tro n g  a s s o c ia t io n  betw een th e se  two v a r ia b le  g ro u p in g s .

In  o th e r  w ords, when n u rs in g  home p e rso n n e l have con fidence  

in  th e  p la n n in g  a b i l i t y  of t h e i r  s u p e rv is o r  and r o le s  have 

been c le a r ly  d e f in e d ,  th e y  p e rc e iv e  th em se lv es  as exchanging 

id e a s  and in fo rm a tio n  f r e e l y ,  e f f e c t i v e ly  h a n d lin g  co o rd in a 

t io n  p ro b lem s, and a b le  to  avo id  c r e a t in g  problem s fo r  one 

a n o th e r .

The e m p ir ic a l  f in d in g s  in  T ab le  37 a re  m erely  an 

e x te n s io n  o f  T ab le  36 and p ro v id e  a  c l e a r  d em o n stra tio n  o f 

th e  im p o rtan ce  o f  o rg a n iz a t io n a l  p la n n in g  in  r e l a t i o n  to  

im p ro v ised  c o o r d in a t io n .  O rg a n iz a tio n a l p la n n in g  e s ta b 

l i s h e s  th e  fram ework u n d er which o r g a n iz a t io n a l  ta s k s  a re  

perfo rm ed  and when t h i s  framework i s  p ro p e r ly  e s ta b l i s h e d ,  

o r g a n iz a t io n a l  a c t i v i t i e s  can be more e f f e c t i v e l y  b lended  

and tim ed  to  acco m p lish  o b je c t iv e s . When problem s a r i s e  

betw een d ep artm en ts  th e  s t a f f  o r  s u p e rv is o r  can  a ttem p t to  

s o lv e  them w ith in  th e  p r e s c r ib e d  l i m i t s .  In  su p p o rt of th i s
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TABLE 36

RELATIONSHIP BETWEEN THE CONDITIONS FOR NEGOTIATING 
ORDERS AND ORGANIZATIONAL PLANNING

C o n d itio n s  fo r  N e g o tia t in g  O rders

Ease of 
Exchanging 

Id eas  and 
In fo rm a tio n

Avoid C rea tin g  
Problems fo r  
One A nother

H andling
C o o rd in a tio n

Problem s

O rg a n iz a tio n a l 
P la n n in g 1

P lan n in g  A b i l i ty  
o f  S u p e rv iso r .61*^ .42^ .62^

C la r i ty  o f Goals 
and O b jec tiv es .60^ .48^ .61^

C la r i ty  o f  R ules 
and R eg u la tio n s .59^ . 5 4 b .60^

A dherence to  
R ules and Regu
la t io n s .35^ .43^ .51^

N = 24
* = Spearman ra n k -o rd e r  c o r r e la t io n s  w ere used,
a = Rs s i g n i f i c a n t  a t  the  .001 l e v e l ,
b = Rs s i g n i f i c a n t  a t  th e  .01 l e v e l ,
c = Rs s ig n i f i c a n t  a t  th e  .05 l e v e l .
^ o t t  (1972) .
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TABLE 37

RELATIONSHIP BETWEEN COORDINATION AND 
ORGANIZATIONAL PLANNING

O rg a n iz a tio n a l P lann ing

P lan n in g  
A b i l i ty  
o f  Sup
e r v i s o r

C la r i t y  
o f  G oals 

and Ob
j e c t i v e s

C la r i ty  
o f  R u les  
and Reg
u la t io n s

A dherence 
to  R ules 
and Reg
u la t io n s

2
C o o rd in a tio n  :

B lend ing  T ogether 
o f  A c t i v i t i e s  to  
A chieve O b je c tiv e s .61*^ .57^ .64^ .57^

A c t iv i t i e s  W ell 
Timed . . . .73^ .61^ .68^ .50^

H andling  Problem s 
betw een D ep a rt
m ents . . . .50^ .57^ .56^ .43^

T ension  and Con
f l i c t  betw een 
D epartm ents . . . -.27**<^ -.3 2 * * d -.39**": -.2 3 * *

P re s s u re  to  
Perform - .3 5 ^ - .4 4 ^ - .3 0 ^ -.1 9

I n t e r - s h i f t
C oopera tion .43^ .25 .42^ .48^

N = 24 
*  = Spearman ra n k -o rd e r  c o r r e l a t i o n s  w ere u sed . 

C o r r e la t io n  p re v io u s ly  r e p o r te d  in  T able 20 
Rs s ig n i f i c a n t  a t  th e  .001 l e v e l .
Rs s i g n i f i c a n t  a t  th e  .01 l e v e l .
Rs s i g n i f i c a n t  a t  th e  .05 l e v e l .
Rs s i g n i f i c a n t  a t  th e  .10 l e v e l .

^ o t t  (1972) .
^ o t t  (1960) .

•irk =

a = 
b = 
c = 
d =
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e x p la n a t io n ,  a l l  o f  th e  item s of o r g a n iz a t io n a l  p la n n in g  

w ere d is c o v e re d  to  r e l a t e  s i g n i f i c a n t l y  t o  th e  b le n d in g  o f  

a c t i v i t i e s , t im in g  o f  a c t i v i t i e s , and e f f e c t i v e  h a n d lin g  o f  

problem s betw een d e p a r tm e n ts .

The r e l a t i o n s h i p  o f  o r g a n iz a t io n a l  p la n n in g  to  

in te rd e p a r tm e n ta l  te n s io n  and c o n f l i c t  was d e a l t  w ith  in  th e  

f i r s t  s e c t io n  o f  C h ap te r V II and w i l l  n o t be r e p e a te d  h e re .  

I t  was d e te rm in ed  t h a t  r o le  c l a r i t y  and in te rd e p a r tm e n ta l  

c o n f l i c t  a p p e a r  to  b e  in v e r s e ly  r e l a t e d .  The d a ta  r e l a t i n g  

o rg a n iz a t io n a l  p la n n in g  to  what m ight be term ed  th e  e f f e c t s  

o f  c o o rd in a t io n  do n o t  in d ic a te  an o v e r a l l  s i g n i f i c a n t  c o r 

r e l a t i o n  betw een v a r ia b le  c l u s t e r s ,  b u t a re  s e l e c t i v e .  The 

p re s s u re  f o r  re a s o n a b le  perform ance i s  view ed as low er in  

th o se  n u r s in g  homes w here p e rso n n e l have c o n fid e n c e  in  th e  

p la n n in g  s k i l l s  o f  t h e i r  s u p e rv is o r  and g o a ls  and o b je c t iv e s  

have been  c l e a r l y  d e f in e d . In  a d d i t io n ,  n u r s in g  home p e r 

so n n e l p e rc e iv e d  th e  d i f f e r e n t  s h i f t s  as c o o p e ra tin g  b e t t e r  

in  th o se  n u r s in g  homes in  which th e  s t a f f  has c o n fid e n c e  in  

th e  p la n n in g  a b i l i t y  o f  th e  s u p e rv is o r ,  r u le s  and r e g u la 

t io n s  have been  c l e a r l y  d e f in e d , and p e rso n n e l a r e  seen  as  

a d h e rin g  to  th e  r u le s  and r e g u l a t io n s . From th e  e m p ir ic a l  

d a ta  p r e s e n te d ,  th e  a s s o c ia t io n  betw een o r g a n iz a t io n a l  p la n 

n in g  and im p ro v ised  c o o rd in a tio n  i s  an im p o rta n t  one f o r
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e f f e c t i v e  n u r s in g  home f u n c t io n in g , b ecau se  when r o le s  have 

been  c l e a r l y  d e te rm in e d , th e r e  w i l l  be l e s s  room f o r  d i s 

agreem ent betw een s t a f f  members. Everyone w i l l  know what 

he i s  r e s p o n s ib le  f o r  and , th e r e f o r e ,  w here h i s  r e s p o n s i b i l i 

t i e s  end and o th e r  em ployees ' r e s p o n s i b i l i t i e s  b e g in . I n d i 

v id u a ls  w i l l  u n d e rs ta n d  each o t h e r 's  jo b s  and w i l l  know what 

th ey  can ex p e c t from  one a n o th e r  in  c o o rd in a t in g  a c t i v i t i e s .

The e m p ir ic a l  f in d in g s  r e p o r te d  in  T ab les  38 and 39 

su p p o rt o u r c o n te n tio n s  o f  an im p o rta n t r e l a t io n s h ip  betw een 

th e  adequacy o f  a d m in is t r a t iv e  com m unication and im prov ised  

c o o rd in a t io n . In  th e  n u rs in g  homes w here th e  a d m in is t r a to r  

i s  seen  as com m unicating a d e q u a te ly  w ith  th e  s t a f f ,  th e  

s t a f f  members p e rc e iv e  a f r e e  exchange o f  id e a s  and i n f o r 

m ation  among th e m s e lv e s . C o o rd in a tio n  problem s o f  b le n d in g  

and tim in g  o f  a c t i v i t i e s  a re  a ls o  seen  as w e ll  h an d led  to 

g e th e r  w ith  problem s betw een d ep a rtm e n ts . F u rth e rm o re , th e  

adequacy o f  a d m in is t r a t iv e  com m unication i s  in v e r s e ly  r e 

l a t e d  to  te n s io n  and c o n f l i c t  betw een d ep artm en ts  and p r e s 

su re  f o r  p erfo rm ance and d i r e c t l y  r e l a t e d  to  c o o p e ra tio n  

betw een s h i f t s . I t  i s  th rough  th e  p ro c e ss  o f  a d m in is t r a t iv e  

com m unication t h a t  th e  o rg a n iz a t io n a l  fram ework developed  in  

th e  p la n n in g  p ro c e s s  becomes e s ta b l i s h e d  w ith  and u n d e rs to o d  

by o r g a n iz a t io n a l  p e rs o n n e l.  S t a f f  members' r o le s  can be
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TABLE 38

THE RELATIONSHIP BETWEEN CONDITIONS FOR NEGOTIATING ORDERS 
AND AmiNISTRATIVE COMMUNICATION AND PROBLEM SOLVING

A d m in is tra tiv e  Communications 
and Problem  S o lv ing^

Adequacy o f  
A d m in is tra tiv e  
Communication SE.il iiLf

C o n d itio n s  f o r  
N e g o tia tin g  
O rders : 2

Ease o f  Ex
changing  Id eas  
and In fo rm ation .5 8 * a .44= .58*

Avoid C re a tin g  
Problem s fo r  
One A nother .59* .56% .55%

H andling
C o o rd in a tio n
Problem s .68* .62* .75*

N =  24
* = Spearman ra n k -o rd e r  c o r r e la t io n s  were u sed ,
a = Rs s ig n i f i c a n t  a t  th e  .001 l e v e l ,
b = Rs s ig n i f i c a n t  a t  th e  .01 l e v e l ,
c = Rs s ig n i f i c a n t  a t  th e  .05 l e v e l .
^Mott (1 9 6 0 ).
^Mott (1 9 7 2 ) .
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TABLE 39

THE RELATIONSHIP BETWEEN COORDINATION Aim 
ADMINISTRATIVE COMMUNICATION AND 

PROBLEM SOLVING

A d m in is tra tiv e  Communica] 
and Problem  Solv ing-

:io n s

Adequacy o f 
A d m in is tra t iv e  
Communication

''% % % %  by
A d m in is tra to r  p „ b le m s

C o o rd in a tio n :^

B lending Toge
th e r  o f A c tiv 
i t i e s  to  
A chieve 
O b jec tiv e s .74** .51^ .81*

A c t iv i t i e s  
W ell T im ed .. . .64* .38 = .68*

H andling o f  
Problem s 
Between 
D epartm ents .54b .66* .63*

T ension  and 
C o n f l ic t  
Between 
D epartm ents -.59*** -.1 2 * * -.34**=

P re s s u re  to  
Perform -.34= -.3 3 < -.3 7 =

I n t e r s h i f t
C o o p era tio n .51^ .50% .63*

N = 24
Spearman r a n k -o rd e r  c o r r e la t io n s  w ere u se d . 
R ep o rted  e a r l i e r  in  T able 33 .
Rs s ig n i f i c a n t  a t  th e  .001 l e v e l .
Rs s ig n i f i c a n t  a t  th e  .01 l e v e l .
Rs s ig n i f i c a n t  a t  th e  .05 l e v e l .
Rs s ig n i f i c a n t  a t  th e  .10 l e v e l .

H lo tt  (1960) .

** = 
a = 
b = 
c = 
d =
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c l e a r ly  d e f in e d  and m utual e x p e c ta t io n s  and s h a re d  fram es 

o f r e fe r e n c e  d ev e lo p ed , c r e a t in g  th e  c o n d i t io n s  and e s ta b 

l i s h in g  th e  b o u n d a r ie s  w ith in  which p e rso n n e l can i n t e r 

r e l a t e  t h e i r  a c t i v i t i e s  and so lv e  p ro b lem s. C o n sequen tly , 

th e  r e l a t i o n s h i p  betw een a d m in is t r a t iv e  com m unication and 

c o o rd in a t io n  h as  been d em o n stra ted  to  be an im p o rta n t one.

Problem s th a t  rem ain u n so lv ed  o r  u n d e te c te d  may 

c r e a te  te n s io n  in  th e  n u rs in g  home and c o n t r ib u te  to  poor 

c o o rd in a t io n .  T h e re fo re , as we p o in te d  o u t e a r l i e r ,  th e  

a d m in is t r a to r  becomes th e  key f ig u r e  in  o r g a n iz a t io n  i n t e 

g r a t io n .  The e x te n t  to  w hich th e  a d m in is t r a to r  i s  aware o f  

and e f f e c t i v e l y  d e a ls  w ith  problem s w i th in  th e  o rg a n iz a tio n  

was s i g n i f i c a n t l y  r e l a t e d  to  a l l  th e  e lem en ts  o f  n e g o t ia te d  

o r d e r s ,  and th e  v a r ia b le s  o f  b le n d in g  a c t i v i t i e s  to g e th e r  

to  a c h ie v e  o b j e c t i v e s ,  th e  e x te n t  to  w hich a c t i v i t i e s  a re  

w e ll  t im e d , and how w e ll  problem s betw een  d ep artm en ts  a re  

h a n d le d . T h e re fo re ,  i t  ap p ears  t h a t  when th e  a d m in is t r a to r  

i s  p e rc e iv e d  as  b e in g  aware o f  and e f f e c t i v e l y  s o lv in g  p ro b 

lem s, th e  n u r s in g  home s t a f f  w i l l  a l s o  p e rc e iv e  a h ig h  

d eg ree  o f  im p ro v ised  c o o rd in a tio n  to  e x i s t  in  th e  f a c i l i t y .

Inasm uch as problem  s o lv in g  i s  r e l a t e d  to  co o rd in a 

t i o n  w i th in  th e  n u r s in g  home, we w ould assume th a t  in  th e  

n u r s in g  homes w here problem s a re  e f f e c t i v e l y  re s o lv e d .



314

te n s io n  and c o n f l ic t  betw een  d epartm en ts  and th e  p r e s s u re  

f o r  perfo rm ance beyond w hat i s  re a so n a b le  w i l l  b e  seen  by 

p e rso n n e l t o  be a t  a minimum. A d d i t io n a l ly ,  i n t e r s h i f t  

c o o p e ra tio n  w i l l  be a t  a  maximum. The e m p ir ic a l  d a ta  su p p o rt 

th e s e  assu m p tio n s.

I t  would ap p ea r t h a t  by becom ing aware o f  and  e f f e c 

t i v e l y  r e s o lv in g  o r g a n iz a t io n a l  problem s b e fo re  th e y  segment 

th e  o rg a n iz a t io n  and tu rn  work g ro u p s , s h i f t s , and d e p a r t 

ments a g a in s t  one a n o th e r ,  th e  a d m in is t r a to r  makes a sub 

s t a n t i a l  c o n t r ib u t io n  to  im p ro v ised  c o o rd in a tio n .

The d a ta  in  T a b le s  40 and 41 denote the c o e x is te n c e  

w i th in  th e  n u rs in g  homes su rv ey ed  o f  a r a t i o n a l  t r u s t  atm os

p h e re  and th e  f e e l in g  on th e  p a r t  o f  th e  n u r s in g  home s t a f f  

t h a t  th e  a c t i v i t i e s  and r o u t in e s  w ith in  th e  n u rs in g  home a re  

w e ll  c o o rd in a te d . When th e  a d m in is t r a to r  and d ep artm en t 

heads a re  r a te d  h ig h  a c c o rd in g  to  th e  r a t i o n a l  t r u s t  i te m s , 

i t  ap p ears  to  c r e a te  an o r g a n iz a t io n a l  env ironm ent t h a t  

encourages open com m unication and p e rso n n e l f e e l  f r e e r  to  

a tte m p t to  m u tu a lly  r e s o lv e  th e  problem s t h a t  a r i s e  in  

i n t e r r e l a t i n g  t h e i r  v a r io u s  work a c t i v i t i e s .

A ll  c o r r e l a t i o n s  w ere s ig n i f i c a n t  betw een th e  v a r i 

a b le  c l u s t e r  o f  r a t i o n a l  t r u s t  and c o n d itio n s  f o r  n e g o t i a t 

in g  o rd e rs  (see  T ab le  4 0 ) .  F u rth erm o re , r a t i o n a l  t r u s t  was
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TABLE 40

RELATIONSHIP BETWEEN CONDITIONS FOR NEGOTIATING 
ORDERS AND RATIONAL TRUST

R a tio n a l  T ru s t^

Adm. and D ep t. 
Heads P e r 
c e iv e d  as 
F o llow ing  

R ules

Adm. and D ept. 
Heads P e r 
ce iv e d  as 

Unders ta n d in g  
W orkers• 

Needs

Adm. and Dept 
Heads Seen 

a s  F a i r  
and 

R easonable

C o n d itio n s  f o r  
N e g o tia tin g  
O rders ; 1

Ease of Ex
changing  
Id eas  and 
In fo rm a tio n .5 7 * t .52^ .54%

Avoid C re
a t in g  P rob 
lems f o r  
One A nother . 5 3 b . 3 7 C .38=

H andling
C o o rd in a tio n
Problem s .68* .72* .70*

N = 24
* = Spearman ra n k -o rd e r  c o r r e la t io n s  w ere u se d ,
a = Rs s ig n i f i c a n t  a t  th e  .001 l e v e l ,
b = Rs s i g n i f i c a n t  a t  th e  .01 l e v e l ,
c = Rs s i g n i f i c a n t  a t  th e  .05 l e v e l .
H lo tt (1 9 7 2 ) .
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TABLE 41

RELATIONSHIP BETWEEN COORDINATION AND RATIONAL TRUST

R a tio n a l T ru s t^

Adm. and D ept. 
Heads P e r 
c e iv e d  as  
F o llow ing  

Rules

Adm. and D ept. 
Heads P e r 
ce iv ed  as 

Unders ta n d in g  
W orkers' 

Needs

Adm. and D ep t. 
Heads Seen 

a s  F a ir  
and 

R easonable

2
C o o rd in a tio n :

B lend ing  Toge
th e r  o f  A c tiv 
i t i e s  to  
A chieve 
O b je c tiv e s .69** .80* .74*

A c t i v i t i e s  
W ell Timed .57* .74* .75*

H andling  o f 
Problem s Be
tween D e p a r t
ments .57* .76* .78*

T ension  and 
C o n f l ic t  Be
tween D e p a r t
m ents -.29**'^ -.59*** -.52**»

P re s s u re  to  
Perform - . 3 3 4 - .4 8 » -.5 3 »

I n t e r s h i f t
C o o p era tio n .62* .41= .45=

N = 24
* = Spearman r a n k -o rd e r  c o r r e l a t io n  wag u sed . 

** = D ata  p re v io u s ly  r e p o r te d  in  T ab le  29. 
a = Rs s ig n i f i c a n t  a t  th e  .001 l e v e l ,
b = Rs s ig n i f i c a n t  a t  th e  .01 l e v e l ,
c = Rs s ig n i f i c a n t  a t  th e  .05 l e v e l ,
d = Rs s ig n i f i c a n t  a t  th e  .10 l e v e l .
^Mott (1972).
^Mott (1 9 6 0 ).
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s ig n i f i c a n t l y  r e l a t e d  to  b le n d in g  o f  a c t i v i t i e s ,  t im in g  o f  

a c t i v i t i e s , and h a n d lin g  o f  problem s betw een d ep artm en ts  

(se e  T ab le  41) . There i s  l i t t l e  doubt t h a t  when n u r s in g  

home p e rso n n e l see  th em se lv es  as c o o p e ra tin g  w ith  one an

o th e r  in  c o o rd in a tin g  a c t i v i t i e s ,  th e  a d m in is t r a t iv e  s t a f f  

i s  more l i k e l y  to  be r a t e d  h ig h  a cc o rd in g  to  th e  r a t i o n a l  

t r u s t  i te m s .

In  C hapter V II, we d isc u s se d  th e  s t r o n g  in v e r s e  

r e l a t io n s h ip  betw een r a t i o n a l  t r u s t  and in te rd e p a r tm e n ta l  

te n s io n  and c o n f l i c t .  F u rth e rm o re , th e  same r e l a t io n s h ip s  

e x i s t  w ith  em ployees' p e rc e p tio n  o f u n re a so n a b le  p r e s s u re  

to  perfo rm  and th e  e x te n t  to  which th e  d i f f e r e n t  s h i f t s  

c o o p e ra te  w ith  one a n o th e r .  A lso , th e  d eg ree  to  w hich 

a d m in is t r a to r  and departm en t heads w ere seen  as  fo llo w in g  

t h e i r  own r u le s  was v e ry  s tro n g ly  r e l a t e d  to  i n t e r s h i f t  

c o o p e ra tio n . The p re c e d in g  d a ta  would seem to  i n d ic a te  th a t  

h ig h  l e v e l s  o f  c o o rd in a tio n  and c o o p e ra tio n  a lo n g  w ith  low 

le v e ls  o f  te n s io n  and c o n f l i c t  e x i s t  among th e  s t a f f  when 

a  r a t i o n a l  t r u s t  a tm osphere  e x i s t s  w ith in  th e  n u r s in g  home.

In  summary, th e  d eg ree  o f  im p ro v ised  c o o rd in a t io n  

e x i s t in g  w ith in  th e  n u r s in g  homes su rv ey ed  i s  s i g n i f i c a n t l y  

r e l a t e d  to  a l l  th e  v a r ia b le s  under th e  c a te g o r ie s  o f  o rg a n i

z a t io n a l  p la n n in g , a d m in is t r a t iv e  com m unication and problem
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s o lv in g ,  and r a t i o n a l  t r u s t .  T h is  w ould ap p ear to  f u r th e r  

d em o n stra te  th e  im portance o f  th e  r o le  o f  th e  a d m in is t r a to r  

to  o r g a n iz a t io n a l  perfo rm an ce . The a d m in is t r a to r ,  by h is  

a b i l i t y  to  c l a r i f y  r o l e s ,  communicate them , and g a in  th e  

t r u s t  and r e s p e c t  o f  h i s  em ployees, c r e a te s  th e  c o n d itio n s  

u n d er w hich th e  n u rs in g  home s t a f f  can come to g e th e r  and 

c o o rd in a te  t h e i r  a c t i v i t i e s .

C o n tin u in g  o u r in v e s t ig a t io n  in to  c o o rd in a t io n  

w ith in  th e  n u r s in g  home o r g a n iz a t io n ,  we e v a lu a te  th e  

i n t e r r e l a t i o n s h i p  o f  th e  v a r ia b le s  o f  c o n d it io n s  f o r  nego

t i a t i n g  o rd e rs  and c o o rd in a tio n  among th em se lv es  and between 

each  o th e r  ( s e e  T ab le  4 2 ) . The e m p ir ic a l  d a ta  show th a t  a l l  

o f  th e  item s o f im prov ised  c o o rd in a t io n  a re  s ig n i f i c a n t l y  

i n t e r r e l a t e d  w ith  one a n o th e r  w ith  th e  e x c e p tio n  o f  th e  

tim in g  o f a c t i v i t i e s  and th e  e x te n t  to  w hich p e rso n n e l avo id  

c r e a t in g  p rob lem s f o r  one a n o th e r  (Rs = .3 3 , s i g .  .0 5 6 ) , and 

t h i s  r e l a t io n s h ip  i s  ex trem ely  c lo s e  to  b e in g  co n s id e re d  

s t a t i s t i c a l l y  s i g n i f i c a n t .  The item s r e f e r r e d  to  as  im pro

v is e d  c o o rd in a t io n  in c lu d e  th e  v a r ia b le s  o f  n e g o t ia te d  

o rd e rs  and th e  v a r ia b le s  o f  c o o rd in a t io n ,  b le n d in g  o f  a c t i v 

i t i e s ,  tim in g  o f  a c t i v i t i e s ,  and h a n d lin g  o f in te rd e p a r tm e n 

t a l  p ro b lem s. The f a c t  t h a t  th e s e  item s  a re  a l l  a s s o c ia te d  

and c o e x is t  s im u lta n e o u s ly  w i th in  th e  n u r s in g  homes i s , more



TABLE 42

THE INTERRELATIONSHIP AMONG THE VARIABLES ITEMS OF CONDITIONS FOR NEGOTIATING
ORDERS AND COORDINATION

Negotiated Order Coordination

Exchang- Avoid Handling 
ing In- Creating Coordi- 
formation Problems nation

Inter- Tension Inter-
l î t î v *  DePr "an d  P r o , .  S h if t  

Prob- Con- sure Cooper-Actlv- Itles 
ities lems f l i c t

Cooper 
a Cion

Negotiated 
Order:1
Exchange Infor.  
Avoid Problems
Coordination  

Problems
2Coordination :

Blending Activ
ities 

Timing Activities 
Interdepartment 
Problems 

Tension and 
Conflict 

Pressure 
Intershift 
Cooperation

-.59“

.67“

.52b

.80®

1.00
.65“
.54b

-.43*̂
-.39“
.61“

. 57“ . 41*=

.33d .42“

.57® .71®

.15

.05

.30** -.59*

.65"
1.00

-.54"
.70“

.43" -.39

.70“ 1.00 

.48*’ .45"

- : 5 7 b

- . 4 7 '
1 . 00 
-.18
-.23

.52b

.56b

.69®

61"
i 5 l b  i48b

N - 24
* - Spearman rank-order correlations used. 
^Mott (1972).
^Mott (1960).

a m Rs
b • Rs
c m Rs
d Rs

rb -.47b .45*=
1 -, 18 .23
I 1.00 -.35“
\ -.35*̂  1.00
at the .001 level
at the .01 level.
at the .05 level.
at the .10 level.

wP-*
VO
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th an  l i k e l y ,  an in d ic a t io n  t h a t  th e y  a re  m u tu a lly  s u p p o rtiv e  

o f  one a n o th e r .  For exam ple, th e  n u rs in g  home s t a f f  i s  more 

ab le  to  c o o rd in a te  a c t i v i t i e s  and so lv e  ro u tin e  problem s 

b ecause  o f  open com m unication w ith in  th e  n u rs in g  c e n te r .  On 

th e  o th e r  h an d , because  problem s a r e  e f f e c t iv e ly  d e a l t  w ith  

and a c t i v i t i e s  a re  w e ll c o o rd in a te d , th e  o rg a n iz a t io n  does 

n o t become segm ented , which en ab le s  open com m unication to  

e x i s t  among i t s  p e rso n n e l.

P re s s u re  fo r  perform ance beyond what i s  c o n s id e re d  

re a so n a b le  was view ed to  be low and i n t e r s h i f t  c o o p e ra tio n  

was p e rc e iv e d  as h ig h  in  th e  f a c i l i t i e s  where im prov ised  

c o o rd in a t io n  e x is te d  among th e  s t a f f .  F u rth erm o re , te n s io n  

and c o n f l i c t s  betw een dep artm en ts  w ere viewed as l e s s  when 

a c t i v i t i e s  w ere p e rc e iv e d  to  be w e l l  tim ed  and b len d ed  t o 

g e th e r  to  accom plish  o b je c t iv e s  and when problem s betw een 

departm en ts  w ere e f f e c t i v e l y  h an d led . These c o n d itio n s  

w ould c e r t a i n l y  seem to  reduce th e  p o s s i b i l i t i e s  f o r  f r i c 

t i o n  betw een d ep a rtm en ts . However, one d is a p p o in t in g  r e s u l t  

was th e  la c k  o f  any s ig n i f i c a n t  r e l a t io n s h ip s  betw een  co n d i

t io n s  f o r  n e g o t ia t in g  o rd e rs  and te n s io n  and c o n f l i c t  b e 

tw een d e p a rtm e n ts . One p o s s ib le  e x p la n a tio n  f o r  t h i s  i s  

t h a t  th e  c o n d it io n s  f o r  n e g o t ia t in g  o rd e rs  r e l a t e d  more 

d i r e c t l y  to  th e  im m ediate work group and n o t th e  o rg a n iz a t io n



321

as a w ho le . T h e re fo re , n u rs in g  home p e rso n n e l cou ld  view 

t h e i r  own work group as exchanging  id e a s  and in fo rm a tio n  and 

s o lv in g  c o o rd in a t io n  problem s among them selves and s t i l l  

p e rc e iv e  a la c k  o f  c o o p e ra tio n  from  o th e r  d e p a r tm e n ts .

I t  was n o t s u r p r i s in g  to  d isc o v e r  th e  la c k  o f  any 

co n n ec tio n  betw een u n re a so n a b le  p r e s s u re  to  perfo rm  and 

d e p a rtm e n ta l c o n f l i c t ,  b ecau se  p e rso n n e l would connect p r e s 

su re  f o r  p erfo rm ance w ith  t h e i r  s u p e rv is o r  o r  th e  ad m in is

t r a t o r  and would r e l a t e  d ep a rtm en ta l c o n f l i c t  to  th e  o th e r  

d ep artm en ts  in  th e  n u rs in g  home. A cco rd in g ly , we would p r e 

d i c t  t h a t  c o o p e ra tio n  betw een s h i f t s  and in te rd e p a r tm e n ta l  

c o n f l i c t  w ere u n r e la te d ,  w hich th e y  w ere . However, a  s i g 

n i f i c a n t  a s s o c ia t io n  betw een p re s s u re  f o r  perform ance and 

i n t e r s h i f t  c o o p e ra tio n  was d is c u s s e d . In  th e  comments a t  

th e  b e g in n in g  o f  t h i s  s e c t io n ,  i t  was d em o n stra ted  t h a t  when 

one s h i f t  does n o t  p erfo rm  i t s  d u t ie s  a d e q u a te ly , i t  p u ts  

p r e s s u re  on th e  o th e r  s h i f t .

In  summary, th e  item s o f  im p ro v ised  c o o rd in a tio n  

were found to  be s ig n i f i c a n t l y  i n t e r r e l a t e d  to  one a n o th e r , 

w hich p ro b a b ly  i s  an in d ic a t io n  t h a t  th e y  a re  m u tu a lly  su p 

p o r t iv e  . F u r th e rm o re , i t  can be concluded  th a t  when s u f f i 

c ie n t  l e v e l s  o f  im p ro v ised  c o o rd in a tio n  e x i s t  w ith in  th e  

n u rs in g  home, d e p a r tm e n ta l c o n f l i c t  and p re s s u re  to  perfo rm



3 2 2

w i l l  be m in im ized  and i n t e r s h i f t  c o o p e ra tio n  w i l l  be m axi

m ized.

Now th a t  th e  f a c to r s  th a t  a s s o c ia te d  s i g n i f i c a n t l y  

w ith  c o o rd in a t io n  w ith in  th e  n u rs in g  home have been  an a

ly z e d , we b eg in  o u r s tu d y  o f  th e  r e l a t io n s h ip  o f  c o o rd in a 

t io n  and o rg a n iz a t io n a l  e f f e c t i v e n e s s . In  th e  f i r s t  s e c t io n  

o f  t h i s  c h a p te r ,  th e  c o n d itio n s  f o r  n e g o t ia t in g  o rd e rs  were 

found to  r e l a t e  s ig n i f i c a n t l y  to  th e  s u b je c t iv e  m easures o f 

o r g a n iz a t io n a l  e f f e c t iv e n e s s  and jo b  s a t i s f a c t i o n ,  b u t no 

r e l a t i o n  was e s ta b l i s h e d  w ith  tu rn o v e r  o r  p r o f i t a b i l i t y .

R esearch  r e s u l t s  do n o t p e rm it th e  draw ing o f  gen

e r a l  c o n c lu s io n s  re g a rd in g  th e  r e l a t io n s h ip  betw een c o o rd i

n a t io n  and th e  s u b je c t iv e  m easures o f  o r g a n iz a t io n a l  e f f e c 

t iv e n e s s .  A cc o rd in g ly , i t  i s  n e c e s s a ry  to  be more s p e c i f i c  

in  d e te rm in in g  w hich f a c to r s  a re  r e l a t e d  to  th e  m easures o f 

e f f e c t iv e n e s s  u sed .

The p ro d u c tio n  o f  co -w orkers and th e  e f f i c i e n t  u t i 

l i z a t i o n  o f  re s o u rc e s  by th e  s t a f f  w i l l  be r a te d  h ig h e r  in  

th o se  n u rs in g  homes w here (1) a c t i v i t i e s  a re  w e ll  tim ed  and 

b len d ed  to g e th e r  to  accom plish  o b je c t iv e s ,  (2) members o f  

th e  n u r s in g  s t a f f  p e rc e iv e  l i t t l e  p r e s s u re  to  p erfo rm  over 

and above what i s  c o n s id e re d  r e a s o n a b le ,  and (3) c o o p e ra tio n  

betw een th e  s h i f t s  i s  h ig h  (see  T ab le  4 3 ) . The co n n e c tio n
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TABLE 43

RELATIONSHIP BETWEEN COORDINATION AND THE SUBJECTIVE 
MEASURES OF ORGANIZATIONAL EFFECTIVENESS

S u b je c t iv e  M easures o f  , 
O rg a n iz a tio n a l E f f e c t iv e n e s s

P ro d u c tiv i ty A d a p ta b i l i ty F l e x i b i l i t y

2
C o o rd in a tio n  :

B len d in g  T og e th e r 
A c t i v i t i e s  to  
A chieve O b je c tiv e s .69** .72* .62*

A c t i v i t i e s  
W ell Timed .40^ .61* .43=

H and ling  Problem s 
betw een D epartm ents .27^ .41^ .30<

T ension  and Con
f l i c t  Between 
D epartm ents - .0 9 - .1 5 - .2 5

P re s s u re  to  
P erfo rm -.5 5 ^ -.4 2 = - .1 1

I n t e r s h i f t
C o o p era tio n .52b .44= .35=

24
* = Spearman ra n k -o rd e r  c o r r e l a t io n s  were u se d , 
a * Rs s i g n i f i c a n t  a t  th e  .001 l e v e l
b = Rs s i g n i f i c a n t  a t  th e
c = Rs s i g n i f i c a n t  a t  th e
d = Rs s ig n i f i c a n t  a t  th e
^ o t t  (1972) .
^ o t t  (1960) .

, 01 l e v e l . 
.05 l e v e l ,  
. 10 le v e l
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betw een th e s e  f a c to r s  and em ployee judgm ent o f  co -w orker 

p r o d u c t iv i ty  sh o u ld  be r e a d i ly  a p p a re n t.  However, w hat i s  

n o t r e a d i ly  a p p a re n t i s  th e  la c k  o f  a  r e l a t io n s h ip  betw een 

p r o d u c t iv i ty  and in te rd e p a r tm e n ta l  c o n f l i c t  and problem  

s o lv in g .  One p o s s ib le  e x p la n a tio n  f o r  t h i s  la c k  o f  r e l a 

t io n s h ip  i s  t h a t  th e  in d ex  o f  p r o d u c t iv i ty  i s  b ased  upon 

s t a f f  members’ judgm ents o f  how w e ll  t h e i r  co -w orkers  work 

to g e th e r .  I n te rd e p a r tm e n ta l  c o n f l i c t  and problem  s o lv in g  

a re  b ased  upon s t a f f  members' judgm ents o f  how w e ll  th e  e l e 

ments w ith in  th e  o rg a n iz a t io n  work to g e th e r .  T h e re fo re , 

th e s e  v a r ia b le s  need  n o t be  r e l a t e d .

The e x te n t  to  w hich s t a f f  members ad h e re  to  and 

a cc e p t changes in  r o u t in e s ,  a s s ig n m e n ts , and equipm ent was 

o b serv ed  to  r e l a t e  s ig n i f i c a n t l y  to  a l l  th e  v a r i a b le  i te m s , 

w ith  th e  e x c e p tio n  o f  te n s io n  and c o n f l i c t  betw een d e p a r t 

ments (see  T ab le  4 3 ) . T h e re fo re , i t  cou ld  be assumed th a t  

f r i c t i o n  betw een d ep artm en ts  i s  d e tr im e n ta l  to  a d a p ta b i l i ty .  

However, some re c e n t  a u th o rs  have a rg u ed  th a t  te n s io n  and 

c o n f l i c t  w ith in  th e  o rg a n iz a t io n  may enhance a d a p ta b i l i t y .

In  any e v e n t,  th e  d a ta  do n o t  a llo w  us to  p r o je c t  any con

n e c tio n s  .

S t a f f  members view th e  w i l l in g n e s s  to  a c c e p t i n t e r 

n a l  changes in  d i r e c t  r e l a t i o n  to  th e  im p ro v ised  c o o rd in a tio n
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w ith in  th e  o rg a n iz a t io n .  In  o th e r  w ords, when th e  s t a f f  

members view  th em selv es as capab le  o f  r e s o lv in g  c o o rd in a tio n  

and in te rd e p a r tm e n ta l  problem s w ith o u t d e la y  and as  a b le  to  

i n t e r r e l a t e  t h e i r  a c t i v i t i e s  to  a c c o n ç lis h  o b je c t iv e s ,  th e y  

a l s o  see  th em se lv es  as more a d a p ta b le . F u rth e rm o re , un

re a so n a b le  p r e s s u re  to  p erfo rm  w i l l  be view ed as  low and 

s h i f t s  w i l l  be observ ed  to  work c o o p e ra t iv e ly  w ith  one a n 

o th e r .

I f  th e  n u rs in g  home s t a f f  members have developed  

among th em se lv es  th e  m ethods and p ro c e d u re s  f o r  c o o rd in a tin g  

t h e i r  everyday  a c t i v i t i e s , when em ergencies a r i s e  they  w i l l  

be  more c a p a b le  o f  d e a lin g  w ith  them. A cco rd in g ly , a s i g 

n i f i c a n t  r e l a t io n s h ip  betw een c o o rd in a t io n  and f l e x i b i l i t y  

would be e x p e c te d , which i s  what th e  e m p ir ic a l  f in d in g s  

i n d i c a t e ,  w ith  one e x c e p tio n . F l e x i b i l i t y  i s  n o t s i g n i f i 

c a n t ly  r e l a t e d  to  in te rd e p a r tm e n ta l  p rob lem  s o lv in g , b u t  i t  

i s  c lo s e  to  s ig n i f ic a n c e  (Rs = .3 0 , s ig .  .0 7 ) .

Employee a t t i t u d e s  were s t a t e d  e a r l i e r  to  be v ery  

im p o rta n t f o r  f l e x i b i l i t y ,  and t h i s  c o n te n tio n  i s  su p p o rted  

by th e  f in d in g s . F l e x i b i l i t y  and i n t e r s h i f t  c o o p e ra tio n  a re  

s i g n i f i c a n t l y  r e l a t e d .  I f  th e  s h i f t s  have b u i l t  up h o s t i l 

i t y  fo r  each  o th e r  by le a v in g  work f o r  each  o th e r  o r making 

i t  d i f f i c u l t  f o r  each to  ta k e  over from th e  o th e r ,  th en  th ey
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a re  l e s s  l i k e l y  to  resp o n d  to  r e q u e s ts  from o th e r  s h i f t s  

when an em ergency a r i s e s , th e re b y  red u c in g  th e  n u rs in g  

hom e's c a p a c ity  to  resp o n d  in  c a se s  o f  em ergency.

I t  i s  d i f f i c u l t  to  summarize b r i e f l y  each  o f  th e  

f a c to r s  r e l a t i n g  to  s u b je c t iv e  m easures o f e f f e c t iv e n e s s  

b ecau se  th e y  a r e  a l l  d i f f e r e n t .  In  v e ry  g e n e ra l te rm s , 

some a s s o c ia t io n  was observed  to  e x i s t  betw een th e  s u b je c 

t i v e  m easures o f  e f f e c t iv e n e s s  and in ^ ro v is e d  c o o rd in a t io n , 

p r e s s u re  to  p e rfo rm , and i n t e r s h i f t  c o o p e ra tio n .

I t  a p p ea rs  t h a t  in  th o se  n u r s in g  homes where th e  

s t a f f  members e s ta b l i s h e d  p a t te r n s  f o r  th e  e f f e c t iv e  co o r

d in a t io n  o f  a c t i v i t i e s ,  s h i f t s  c o o p e ra te  w ith  one a n o th e r , 

and te n s io n  betw een  departm en ts i s  view ed as low a long  w ith  

u n re a so n ab le  p r e s s u re  to  p erfo rm , th e r e  w i l l  be h ig h e r  

le v e ls  o f  jo b  s a t i s f a c t i o n  and low er r a t e s  o f  employee tu r n 

o v e r .

The e m p ir ic a l  d a ta  shown in  T able  44 g e n e ra l ly  sup

p o r t  ou r c o n te n tio n  o f  an a s s o c ia t io n  betw een c o o rd in a tio n  

and jo b  s a t i s f a c t i o n .  O v e ra ll jo b  s a t i s f a c t i o n  was o b serv ed  

to  be  h ig h e r  when a c t i v i t i e s  a re  b len d ed  to g e th e r  and w e l l -  

tim ed  to  a c h ie v e  o b je c t iv e s ,  problem s betw een departm en ts 

a re  h an d led  w ith o u t d e la y , th e re  i s  l i t t l e  o r  no p re s s u re  

f o r  p erfo rm an ce  beyond what i s  c o n s id e re d  r e a s o n a b le ,  and



TABLE 44

THE RELATIONSHIP BETWEEN COORDINATION AND THE MEASURES OF JOB ATTITUDES

Job 1
A reas o f Job S a t i s f a c t io n

S a t i s f a c t io n
(O v e ra ll) Job , 

I t s e l f ^
S uper - 1
v is io n

Co-
Workers 1  Payl

P ro - 1 
m otion

Turn?
over

C o o rd in a tio n :^

B lending  T ogether 
o f A c t iv i t i e s .71*b .76* .69*= . 5 4 b . 6 6 * .58* - . 1 2

A c t iv i t i e s  W ell Timed .53^ .48^ . 5 5 b .26 .44*= .45*= -.35*=
H andling  Problem s 

betw een D epartm ents .59* .60* .46*= .27 .39*= .57*= -.34*=
T ension  and C o n f l ic t  

betw een D epartm ents - .1 8 - .0 3 - . 1 2 . 2 2 - .2 5 - .3 2 ^ . 3 3 d
P re s s u re  to  Perform -.4 9 ^ -.41*= - . 4 9 b -.34*= -.32*^ -.36*= . 2 2

I n t e r s h i f t  C o o p era tio n . 5 4 b .50^ . 3 3 d .28 . 5 7 b .35*= .05

w(O

N = 24
* = Spearman ra n k -o rd e r  c o r r e l a t io n s  w ere u sed , 
a = Rs s ig n i f i c a n t  a t  th e  .001 l e v e l ,
b = Rs s ig n i f i c a n t  a t  th e  .01 l e v e l ,
c = Rs s ig n i f i c a n t  a t  th e  .05 l e v e l ,
d = Rs s ig n i f i c a n t  a t  th e  .10 l e v e l .

^Smith e t  a l .  (1969).
^Mott (1 9 6 0 ).
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c o o p e ra tio n  among th e  s h i f t s  i s  h ig h . The o u ts ta n d in g  excep 

t i o n  i s  t h a t  none o f  th e  m easures o f  jo b  s a t i s f a c t i o n  had 

s i g n i f i c a n t  c o r r e l a t io n s  w ith  te n s io n  and c o n f l i c t  betw een 

d e p a rtm en ts . A s in ç le  e x p la n a tio n  f o r  t h i s  d is c o v e ry  i s  

t h a t  th e  a t t i t u d e s  o f  n u rs in g  home p e rso n n e l tow ard  t h e i r  

jo b  a re  n o t  g r e a t ly  in f lu e n c e d  by b ic k e r in g  betw een i n d i 

v id u a ls  i n  d i f f e r e n t  d e p a r tm e n ts . The d e te rm in a n ts  o f jo b  

s a t i s f a c t i o n  w ith in  th e  n u r s in g  home a re  a p p a re n tly  r e l a t e d  

to  th e  f a c to r s  im m ed ia te ly  su rro u n d in g  th e  jo b .  I f  th e r e  i s  

c o n f l i c t  betw een th e  a d m in is t r a to r  and d i e t a r y ,  t h a t  i s  

t h e i r  p rob lem . The r e a d e r  may r e c a l l  t h a t  te n s io n  and con

f l i c t  betw een d ep artm en ts  was d e te rm in ed  by a v e ra g in g  n u r s 

in g  home s t a f f  m em bers' judgm ents re g a rd in g  th e  amount o f  

c o n f l i c t  betw een f iv e  m ajo r d ep a rtm e n ta l i n t e r f a c e s .  Conse

q u e n t ly ,  p e rso n n e l cou ld  see  h ig h  le v e ls  o f  c o n f l i c t  e l s e 

w here in  th e  n u rs in g  home b u t n o t  as r e l a t i n g  to  t h e i r  

p a r t i c u l a r  work s i t u a t i o n .

F u r th e r  a n a ly s is  d is c lo s e d  th a t  th e  e x te n t  to  w hich 

a c t i v i t i e s  a re  w e l l  tim ed  and th e  h a n d lin g  o f  i n t e r d e p a r t 

m en ta l problem s w ere r e l a t e d  t o  w orker s a t i s f a c t i o n  w ith  

s u p e rv is io n  b u t n o t  to  s a t i s f a c t i o n  w ith  co -w o rk e rs . T his 

co u ld  be in t e r p r e t e d  to  s ig n i f y  t h a t  th e  em ployees look  to  

t h e i r  s u p e rv is o r  o r  a d m in is t r a to r  to  p e rfo rm  th e s e  f u n c t io n s .
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In  summary, i t  can be concluded  th a t  w ith  th e  excep

t i o n  o f  f r i c t i o n  betw een d e p a r tm e n ts , th e r e  i s  an a s s o c ia 

t i o n  betw een o u r item s o f  c o o rd in a t io n  and o v e r a l l  jo b  

s a t i s f a c t i o n .

Enqjloyee tu rn o v e r  was low er in  th o se  n u r s in g  homes 

where th e  s t a f f  p e rc e iv e d  a c t i v i t i e s  to  be e f f e c t i v e l y  

b len d ed  to g e th e r  to  a c h ie v e  o b je c t iv e s  and problem s a re  

e f f e c t i v e l y  r e s o lv e d .  I t  i s  i n t e r e s t i n g  t h a t  th e s e  a r e  the  

same f a c to r s  t h a t  w ere a s s o c ia te d  w ith  em ployees ' s a t i s f a c 

t io n  w ith  s u p e rv is io n  and n o t w ith  co -w o rk ers . H ow ever, 

th ey  a r e  a ls o  c o r r e l a t e d  w ith  a l l  o f  th e  o th e r  m easures o f  

jo b  s a t i s f a c t i o n .  F u rth e rm o re , te n s io n  and c o n f l i c t  betw een 

d ep artm en ts  and tu rn o v e r  (Rs = .3 5 , s ig .  .055) w ere v e ry  

c lo se  to  b e in g  s i g n i f i c a n t .  Because th e  s tu d y  d id  n o t  show 

jo b  s a t i s f a c t i o n  and tu rn o v e r  to  be s ig n i f i c a n t l y  r e l a t e d  

(Rs = - .0 8 ) ,  i t  i s  v e ry  p o s s ib le  t h a t  f r i c t i o n  betw een  

d ep artm en ts  may cau se  some in d iv id u a ls  to  le a v e  and n o t 

a f f e c t  th e  s a t i s f a c t i o n  o f  o t h e r s .

The i n v e s t i g a t io n  o f  th e  c o r r e la t io n s  betw een  c o o r

d in a t io n  and p r o f i t a b i l i t y  i s  c o n s is te n t  w ith  o u r  o th e r  

f in d in g  re g a rd in g  p r o f i t a b i l i t y  in  t h a t  th e  m a jo r i ty  o f  the  

c o r r e la t io n s  a re  in  th e  o p p o s ite  d i r e c t io n  from  w hat w ould 

be e x p ec te d . One p o s s ib le  e x p la n a tio n  i s  t h a t  th e r e  a r e  so



TABLE 45

THE RELATIONSHIP BETWEEN COORDINATION AND PROFITABILITY

C o o rd in a tio n ^

B lending  To
g e th e r  o f  
A c t iv i t i e s  
to  A chieve 
O b je c tiv e s

A c t iv i t i e s  
W ell Timed

H andling
Problem s
Between

D epartm ents

T ension  and 
C o n f l ic t  
Between 

D epartm ents

P re s su re
to

Perform
I n t e r s h i f t
C o o p era tio n

P r o f i t a b i l i t y - .1 8 * - .1 4 - .3 0 ^ + . 3 4 C .23 - .1 3

wwo

N = 24
* = Spearman ra n k -o rd e r  c o r r e l a t io n s  were u sed ,
c = Rs s ig n i f i c a n t  a t  th e  .05 l e v e l ,
d = Rs s ig n i f i c a n t  a t  th e  .10 l e v e l .
^Mott (1960).
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many f a c to r s  t h a t  in f lu e n c e  th e  p r o f i t a b i l i t y  o f a n u rs in g  

home (governm ent p o l i c y ,  p r ic e s  o f s u p p l i e s ,  occupancy r a t e ,  

e t c . )  t h a t  i t  i s  d i f f i c u l t  to  r e l a t e  i t  to  any one f a c to r ,  

and th e r e  i s  th e  to o  obvious c o n c lu s io n  t h a t  c o o rd in a tio n  

does n o t r e l a t e  to  p r o f i t a b i l i t y .

In  summary, im p ro v ised  c o o rd in a t io n  was d isc o v e re d  

to  r e l a t e  s i g n i f i c a n t l y  to  o rg a n iz a t io n a l  p la n n in g , ad m in is

t r a t i v e  com m unications and problem  s o lv in g ,  and r a t io n a l  

t r u s t .  These f a c t o r s  w ere a ls o  shown to  be m u tu a lly  i n t e r 

r e l a t e d  to  one a n o th e r .  M oreover, w ith  on ly  a few excep

t i o n s ,  im p ro v ised  c o o rd in a tio n  c o r r e l a t e d  s ig n i f i c a n t l y  w ith  

p r o d u c t iv i ty ,  a d a p t a b i l i t y ,  f l e x i b i l i t y ,  and o v e r a l l  jo b  

s a t i s f a c t i o n .  In  a d d i t io n ,  th e  p re v io u s  f in d in g s  re g a rd in g  

te n s io n  and c o n f l i c t  betw een d ep artm en ts  w ere found to  r e 

l a t e  to  how w e l l  a c t i v i t i e s  a re  tim ed  and b len d ed  to g e th e r  

to  ach iev e  o b je c t iv e s  and how e f f e c t i v e l y  in te rd e p a r tm e n ta l  

problem s a re  h a n d le d .

U n reaso n ab le  p r e s s u re  to  p e rfo rm  was found to  be 

low er when (1) s t a f f  members had co n fid en ce  in  th e  p la n n in g  

s k i l l s  o f  t h e i r  s u p e rv is o r  and g o a ls  and o b je c t iv e s  had been 

c l e a r ly  s t a t e d ;  (2) th e r e  a re  s u f f i c i e n t  com m unications from  

th e  a d m in is t r a to r  and he i s  p e rc e iv e d  a s  s o lv in g  problem s 

e f f e c t i v e l y ;  (3) th e  a d m in is t r a to r  and departm en t heads a re
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p e rc e iv e d  a s  u n d e rs ta n d in g  em ployees ' needs and problem s and 

a re  seen as f a i r  and re a so n a b le  in  th e  d e c is io n s  th e y  make 

th a t  a f f e c t  work r o u t in e s  ; (4) h ig h  le v e ls  o f  im p ro v ised  

c o o rd in a t io n  e x i s t  w i th in  th e  n u rs in g  home ; and (5) co o p era 

t i o n  e x i s t s  betw een th e  s h i f t s .  F u rth erm o re , u n rea so n a b le  

p re s s u re  to  p e rfo rm  was r e l a t e d  to  th e  s u b je c t iv e  m easures 

o f  e f f e c t iv e n e s s  and o v e r a l l  jo b  s a t i s f a c t i o n .

The e x te n t  to  which th e  d i f f e r e n t  s h i f t s  c o o p e ra te  

w ith  one a n o th e r  was re v e a le d  to  r e l a t e  w ith  few e x c e p tio n s  

to  o r g a n iz a t io n a l  p la n n in g , a d m in is t r a t iv e  com m unication and 

problem  s o lv in g ,  r a t i o n a l  t r u s t ,  and im prov ised  c o o rd in a 

t i o n .  In  a d d i t io n ,  t h i s  c o o p e ra tio n  was acknow ledged to  

r e l a t e  to  th e  s u b je c t iv e  m easures o f  e f f e c t iv e n e s s  and o v e r 

a l l  jo b  s a t i s f a c t i o n .

Even though a l l  o f  th e  f a c to r s  o f  c o o rd in a t io n  d id  

n o t r e l a t e  s i g n i f i c a n t l y  to  a l l  o f  th e  c r i t e r i o n  m easures o f  

o r g a n iz a t io n a l  e f f e c t i v e n e s s ,  th e  m a jo r i ty  o f  them d id ,  

enough to  a llo w  th e  c o n c lu s io n  t h a t  a s ig n i f i c a n t  a s s o c ia 

t i o n  e x i s t s  betw een c o o rd in a tio n  and o r g a n iz a t io n a l  e f f e c 

t iv e n e s s  .

C u l tu r a l  and S o c ia l-P s y c h o lo g ic a l  I n te g r a t io n  

C u l tu r a l  and s o c ia l-p s y c h o lo g ic a l  i n t e g r a t i o n  f o r  

pu rp o ses  o f  t h i s  s tu d y  r e f e r s  to  n u rs in g  home w orker
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i d e n t i f i c a t i o n  w ith  th e  n u r s in g  home and i t s  g o a l s , immedi

a te  work g roup , and o c c u p a tio n . I t  i s  assumed t h a t  employ

ees  who i d e n t i f y  w ith  th e  n u rs in g  home p ro v id e  i t  w ith  a  

number o f  im p o rta n t b e n e f i t s  in c lu d in g  g o a l commitment and 

g o a l a c h ie v e m en t. I t  f u r th e r  a p p ea rs  t h a t  th e  g r e a te r  th e  

d eg ree  o f  i d e n t i f i c a t i o n  th a t  n u r s in g  home p e rso n n e l have 

w ith  th e  n u r s in g  hom e, t h e i r  c o -w o rk e rs , and t h e i r  occupa

t i o n ,  th e  b e t t e r  o v e r a l l  perfo rm ance w i l l  be and th e s e  con

d i t io n s  w i l l  r e s u l t  in  a  more e f f e c t i v e  o rg a n iz a t io n .

A lso i t  i s  th e  o b je c t iv e  o f  t h i s  s e c t io n  to  in v e s 

t i g a t e  th e  e x te n t  to  which p eo p le  from  d i f f e r e n t  departm en ts  

se e  one a n o th e r 's  p o in t  o f  v iew  a b o u t m utual work r e l a t i o n 

s h ip s .  The e x p e c ta t io n  i s  t h a t  th e  g r e a te r  th e  u n d e rs ta n d 

in g ,  th e  g r e a te r  th e  le v e l  o f o r g a n iz a t io n a l  c o o rd in a t io n .

I t  i s  e v id e n t  from th e  comments o f  n u r s in g  home p e r 

so n n e l t h a t  th e  la c k  o f i d e n t i f i c a t i o n  w ith  th e  n u r s in g  home, 

co -w o rk e rs , o r o c c u p a tio n  c o u ld  v e ry  w e l l  be d e tr im e n ta l  to  

o r g a n iz a t io n a l  perfo rm ance and i d e n t i f i c a t i o n  can be b en e

f i c i a l  .

I  a ls o  f in d  some o f  th e  o th e r  a iu e s  f i t t i n g  w ith  peo
p le  from  th e  same s h i f t  and I  f e e l  i f  we a re  a l l  h e re  
to  do a jo b ,  l e t ' s  do i t  r i g h t  and g e t  i t  done w e l l ,  
p eo p le  a re  d i f f e r e n t  and one p e r s o n 's  way o f  doing 
som eth ing  may w e ll  be d i f f e r e n t  from  a n o th e r 's  b u t 
t h a t ' s  n o t  re a so n  to  be b e t t e r  th a n  someone e l s e .
(NH 3 , R esp. 31, N u rse 's  A ide)
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I  lo v e  t h i s  jo b  b u t t h i s  jo b  i s  g e t t in g  to  be a h a s s le  
in s te a d  o f  fun  b ecau se  o f  th e  co -w o rk ers . I  have 
worked in  a  [number o f] hom es, and have n e v e r  seen  
more l a z i e r  [s i c ] w orkers th a n  h e re — and th ey  seem to  
g e t  away w ith  i t . W orkers l i k e  t h i s  make i t  b ad  fo r  
th e  ones t h a t  w ant to  w ork. (NH 13, Resp. 7, N u rse 's  
A ide)

I  l i k e  my jo b  and th e  o p p o r tu n ity  i t  i s  g iv in g  me to  
make a l i v in g  f o r  m y se lf  and be in d ep en d en t. Hy s u p e r
v is o r s  a re  v e ry  good p eo p le  and easy  to  g e t a lo n g  w ith .  
My co -w o rk ers  a r e  somewhat d i f f i c u l t  to  g e t  to  know and 
work p ro p e r ly  w ith .  I  f in d  my g r e a t e s t  enjoym ent in  
l i f e  i s  c a r in g  f o r  th o se  who a r e  u n ab le  to  c a re  fo r  
th e m se lv e s . I t  i s  a v e ry  rew ard in g  p r o fe s s io n .  (NH 
19, Resp. 21, N u rse 's  A ide)

In  o u r jo b  we g e t  p a id  f o r  o u r  work. The work i s  h a rd —  
th e  h o u rs  a re  lo n g —money i s  a  must f o r  everyone. But 
i f  you do n o t  have th e  lo v e  o f  p eo p le  w ith in  your h e a r t  
th e n  th e  n u rs in g  p ro fe s s io n  i s  n o t f o r  you. In  n u rs in g  
more th a n  any o th e r  p r o f e s s io n  th e  go lden  r u le  must be 
a p p l ie d .  Our jo b  i s  n o t  to  add y ea rs  to  l i f e  b u t l i f e  
to  y e a r s .  (NH 13, Resp. 1, N urse)

I  have worked in  n u rs in g  homes f o r  n in e  y e a rs  and to  be 
t r u l y  h o n e s t ,  I  have n e v e r  en jo y ed  w orking as much as I  
do now s in c e  I 'v e  s t a r t e d  a t  t h i s  . . .  I  f e e l  I 'm  
needed  th e  m inute I  b e g in  my 7-3 s h i f t ,  th rough  th e  
e ig h t  h o u rs ,  and I even f e e l  needed when I 'm  n o t th e r e .  
But m o s tly , I  f e e l  th e  lo v e  from  a l l  p e r s o n n e l ,  and how 
t h i s  lo v e  i s  s h a re d  w ith  th e  r e s i d e n t s .  "To f e e l  b e 
lo n g e d ,"  to  me, i s  a g r e a t  f e e l i n g .  W ell, I  know, and 
can h o n e s tly  sa y ; any human b e in g  to  w alk  in  t h i s  N urs
in g  C en te r c a n ' t  h e lp  b u t  t o  f e e l  th e  warmth o f  s e c u r 
i t y  , and warmth o f  b e lo n g in g , b u t m o s tly , th e y  w i l l  
know, and see  how v e ry  much we c a re  b ecau se  we have th e  
"warmth o f  lo v e " and w hat co u ld  be any g r e a te r  than  
t h i s  "warmth o f  c a r in g " ?  (NH 13, R esp. 11, N u rse 's  
A ide)

The l a s t  comment w ould have to  be c o n s id e re d  th e  

epitom e o f  i d e n t i f i c a t i o n  w ith  a l l  th re e  f a c t o r s .  I t  i s
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easy  to  se e  t h a t  i f  a l l  th e  p e rso n n e l in  a n u r s in g  home had 

t h i s  k in d  o f  a t t i t u d e  tow ard th e  n u rs in g  home, t h e i r  fe llo w  

w o rk ers , and t h e i r  jo b ,  o rg a n iz a t io n a l  perfo rm ance  would be 

enhanced .

In  a n a ly z in g  th e  v a r ia b le  item s un d er c u l tu r a l  and 

s o c ia l-p s y c h o lo g ic a l  in te g r a t io n  and t h e i r  r e la t io n s h ip  to  

th e  i n t e r n a l  r e l a t io n s h ip s  w ith in  th e  n u r s in g  home and 

o r g a n iz a t io n a l  perfo rm ance we s h a l l  f i r s t  in v e s t ig a te  t h e i r  

r e l a t io n s h ip  to  a d m in is t r a t iv e  e f f e c t i v e n e s s . In  C hapter 

V II a l l  th e  v a r ia b le  item s under r a t i o n a l  t r u s t  were found 

to  c o r r e la t e  s i g n i f i c a n t l y  w ith  a l l  th r e e  item s o f i d e n t i f i 

c a t io n  (se e  T able 2 7 ) . However, in  o rd e r  to  o b ta in  a b e t t e r  

o v e r a l l  p e r s p e c t iv e  o f  th e  a s s o c ia t io n  betw een c u l tu r a l  and 

s o c ia l-p s y c h o lo g ic a l  in te g r a t io n  and a d m in is t r a t iv e  e f f e c 

t iv e n e s s  , th e  r a t i o n a l  t r u s t  d a ta  w i l l  be re d is p la y e d  a long  

w ith  th e  d a ta  from o rg a n iz a t io n a l  p la n n in g , a d m in is tr a t iv e  

com m unications, and problem  so lv in g .

A l l  th ro u g h o u t th e  a n a ly s is  o f  th e  e m p ir ic a l f in d 

in g s  o f  t h i s  s tu d y  th e r e  has been th e  u n d e r ly in g  assum ption 

t h a t  n u r s in g  home em ployees' a t t i t u d e s  tow ard  and i d e n t i f i c a 

t io n  w ith  th e  n u r s in g  home, i t s  g o a ls ,  and t h e i r  jo b  were 

d i r e c t ly  a s s o c ia te d  w ith  a d m in is t r a t iv e  p r a c t i c e .  I t  i s  

im p re ss iv e  to  o b serv e  t h a t  th e  c o r r e la t io n s  a r e  s ig n i f i c a n t
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betw een th ese  two item s and a l l  10 o f  th e  v a r io u s  c a te g o r i 

c a l m easures o f  a d m in is t r a t iv e  e f f e c t iv e n e s s . T h is  le a d s  to  

th e  co n c lu s io n  th a t  th e r e  i s  a  d i r e c t  a s s o c ia t io n  betw een 

the q u a l i ty  o f  a d m in is t r a t io n  in  a n u rs in g  home and enç>loyee 

a t t i t u d e s  tow ard i t  and i t s  o b je c t iv e s  (se e  T able  4 6 ) .

S ta f f  members' i d e n t i f i c a t i o n  w ith  t h e i r  im m ediate 

work group was n o t s i g n i f i c a n t  a c ro ss  th e  b o a rd . The f a c 

to r s  t h a t  a s s o c ia te d  m ost s tro n g ly  w ith  em ployees ' i d e n t i f i 

c a t io n  w ith  t h e i r  co -w orkers w ere p r im a r i ly  th e  p la n n in g  

s k i l l  o f  th e  s u p e rv is o r  ; th e  a b i l i t y  o f th e  a d m in is t r a to r  to  

communicate, become aw are o f ,  and e f f e c t iv e ly  s o lv e  prob lem s; 

and th e  e x te n t to  w hich th e  a d m in is t r a t iv e  s t a f f  i s  p e r 

ce iv e d  as u n d e rs ta n d in g  w orkers  ' needs and problem s and as 

b e in g  f a i r  and re a so n a b le  in  th e  d e c is io n s  th ey  make. Even 

though a l l  o f  th e  item s o f  a d m in is t r a t iv e  e f f e c t iv e n e s s  w ere 

n o t c o r r e la te d  to  em ployee i d e n t i f i c a t i o n  w ith  th e  w ork 

g ro u p , th e re  w ere e n o u ^  to  show a r e la t io n s h ip  betw een  th e  

q u a l i ty  o f a d m in is t r a t io n  and group c o h e s iv e n e ss .

The a b i l i t y  to  se e  th e  o th e r  p e r s o n 's  p o in t  o f  view 

was r e l a t e d  to  th e  e x te n t  to  w hich ru le s  and r e g u la t io n s  

have been  c l e a r l y  d e f in e d  and a r e  adhered to  by th e  n u rs in g  

home s t a f f .  F u r th e r ,  a l l  th e  item s o f a d m in is t r a t iv e  commu

n ic a t io n  and problem  s o lv in g  and r a t io n a l  t r u s t  a r e  a ls o
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s i g n i f i c a n t l y  c o r r e l a t e d  w ith  i t .

C o n seq u en tly , th e  environm ent w i th in  th e  n u r s in g  

home, w hich i s  d i r e c t l y  in f lu e n c e d  by a d m in is t r a t io n ,  can 

c r e a te  th e  c o n d it io n s  under which s t a f f  members can i n t e r a c t  

and a c h ie v e  a m u tual u n d e rs ta n d in g . The a d m in is t r a t io n  can 

h e lp  c r e a te  th e s e  c o n d itio n s  by c l a r i f y i n g  r o l e s , en co u rag 

in g  open com m unica tions, e s ta b l i s h in g  an atm osphere  o f  

t r u s t ,  and s o lv in g  problem s b e fo re  th e y  segm ent th e  o rg a n i

z a t io n .

I f ,  th ro u g h  th e  s k i l l f u l  u se  o f  a d m in is t r a t iv e  p r in 

c ip le s  , an env ironm ent h as been  c r e a te d  t h a t  enhances em

p lo y ees  ' i d e n t i f i c a t i o n  w ith  a l l  t h r e e  i te m s , we would 

ex p ec t to  f in d  h ig h  le v e l s  o f  im p ro v ised  c o o rd in a t io n ,  a 

h ig h  d eg ree  o f  c o o p e ra tio n  betw een s h i f t s , and low le v e l s  o f  

te n s io n  and c o n f l i c t  betw een d e p a rtm e n ts . When in d iv id u a ls  

i d e n t i f y  w ith  th e  o rg a n iz a t io n  and i t s  g o a ls ,  t h e i r  jo b  and 

group c o h e s iv e n e ss  i s  h ig h  and i t  i s  o n ly  n a t u r a l  to  ex p ec t 

them t o  be m ore w i l l i n g  to  c o o p e ra te  w ith  one a n o th e r  to  

a c h ie v e  o b j e c t i v e s .

When th e  atm osphere e x i s t s  w ith in  a  n u r s in g  home 

th a t  a llo w s t h e  p e rso n n e l to  come to g e th e r  and exchange 

id e a s  and in fo rm a tio n , t h i s  en a b le s  them to  e s t a b l i s h  sh a re d  

fram es o f  r e f e r e n c e  and m utual u n d e r s ta n d in g , w hich in  tu rn
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may le a d  to  a  c lo s e r  i d e n t i f i c a t i o n  w ith  t h e i r  work group.

As ev id en ced  by th e  im p re ss iv e  c o r r e la t io n  betw een  th e s e  two 

f a c to r s  (Rs = .5 9 , s i g .  .0 0 1 ), when en ç lo y ees  a r e  a b le  to  

communicate th e y  a r e  a b le  to  av o id  c r e a t in g  problem s f o r  

each o th e r ,  i n t e r a c t  to  b len d  t h e i r  a c t i v i t i e s ,  and so lv e  

problem s o f  c o o rd in a t io n  betw een one a n o th e r .  F u rth e rm o re , 

a l l  th e s e  f a c to r s  r e l a t e  s ig n i f i c a n t l y  w ith  th e  s t a f f  mem

b e rs  ' i d e n t i f i c a t i o n  w ith  t h e i r  work g ro u p .

I t  i s  i n t e r e s t i n g  to  n o te  th a t  th e  item s o f  tim in g  

o f  a c t i v i t i e s  and s o lv in g  problem s betw een dep artm en ts  d id  

n o t r e l a t e  to  s t a f f  mem bers' s a t i s f a c t i o n  w ith  t h e i r  co

w orkers o r  w ith  t h e i r  - id e n t i f i c a t io n  w ith  t h e i r  im m ediate 

work g roup . But th e s e  item s r e l a t e  s i g n i f i c a n t l y  to  t h e i r  

s a t i s f a c t i o n  w ith  th e  jo b  i t s e l f  and s u p e rv is io n ,  and a lso  

r e l a t e  to  t h e i r  i d e n t i f i c a t i o n  w ith  th e  n u r s in g  home and 

t h e i r  jo b s .  T h is  would seem to  be f u r th e r  ev id en ce  th a t  

n u rs in g  home p e rso n n e l view th e  tim in g  o f  a c t i v i t i e s  and 

so lv in g  in te rd e p a r tm e n ta l  problem s a s  a d m in is t r a t iv e  fu n c 

t io n s  .

As was p r e d ic te d ,  im prov ised  c o o rd in a t io n  was h ig h 

e s t  in  th o se  n u r s in g  homes where em ployees i d e n t i f y  w ith  

th e  n u rs in g  home, i t s  g o a ls ,  and t h e i r  o c c u p a tio n . As e v i 

denced by some o f  th e  comments o f  n u rs in g  home p e rs o n n e l .



TABLE 47

THE RELATIONSHIP BETWEEN CULTURAL AND SOCIAL PSYCHOLOGICAL INTEGRATION AND COORDINATION

C o o rd in a tio n ^

B lending
A c t iv i t i e s

Timing
A c t iv i t i e s

I n te r  D ept. 
Problem s

T ension  and 
C o n f l ic t

P re ssu re  
to  Perform

I n t e r - s h i f t
C o o p era tio n

I d e n t i f i c a 
t io n  w ith :

Im m ediate 2  
Work Group .62** .31^ .25 + .14 -.3 7 * .46*

N ursing 
Home and 
I t s  G oals^ .76* .57^ .64* - .1 4 -.6 5 * .65*

0
O ccupation .60* . 4 9 b .65* - .1 2 - .4 0 *

e
.43*

A b i l i ty  to  
See th e  
O ther P e r
s o n 's  P o in t 
o f  View% .59* . 5 3 b . 5 7 b —.35* -.4 1 * .77*

w
o

N = 24
* = Spearman ra n k -o rd e r  c o r r e la t io n s  were used, 
a = Rs s ig n i f i c a n t  a t  th e  .001 le v e l ,
b = Rs s ig n i f i c a n t  a t  th e  .01 l e v e l ,
c = Rs s ig n i f i c a n t  a t  th e  .05 l e v e l ,
d = Rs s ig n i f i c a n t  a t  th e  .10 l e v e l .
^Mott (1 9 6 0 ) .



341

when th e re  e x i s t s  s tro n g  d ev o tio n  to  th e  p a t i e n t s ,  employees 

a re  more anx ious and w i l l in g  to  c o o rd in a te  t h e i r  a c t i v i t i e s  

f o r  th e  p a t i e n t s ' b e n e f i t .

T ension  and c o n f l i c t  betw een d ep artm en ts  d id  n o t 

r e l a t e  to  employee i d e n t i f i c a t i o n  w ith  any o f  o u r th re e  

i te m s . T h is  i s  n o t  s u rp r is in g  in  view o f  th e  la c k  o f  any 

r e l a t io n s h ip  betw een jo b  s a t i s f a c t i o n  and te n s io n  and con

f l i c t  betw een departm en ts (see  T able 4 4 ) .

F u r th e rm o re , when employee i d e n t i f i c a t i o n  w ith  th e  

n u rs in g  home, co -w orkers , and t h e i r  jo b  i s  h ig h , u n reaso n 

a b le  p r e s s u re  to  perform  i s  judged  to  be low and c o o p e ra tio n  

betw een th e  s h i f t s  i s  seen to  be h ig h .

When n u rs in g  p e rso n n e l have ach iev ed  m utual u n d er

s ta n d in g  and sh a red  fram es o f r e fe r e n c e  th e y  a r e  more a b le  

to  see  th e  o th e r  p e r s o n 's  p o in t  o f  v iew , w hich should  h e lp  

them to  i n t e r r e l a t e  and c o o rd in a te  t h e i r  a c t i v i t i e s , as  

ev id en ced  by th e  f a c t  th a t  the  a b i l i t y  to  see  th e  o th e r  p e r 

s o n 's  p o in t  o f  v iew  was s ig n i f i c a n t l y  r e l a t e d  to  a l l  th e  

item s  o f  c o n d it io n s  f o r  n e g o t ia t in g  o rd e r s .

Ease o f  exchanging  id e a s  and in fo rm a tio n  (Rs = .42 , 
s i g .  .019)

Avoid c r e a t in g  problem s fo r  one a n o th e r  (Rs = .4 6 , s ig .  
. 011)

H and ling  c o o rd in a tio n  problem s (Rs = .6 5 , s ig .  .001)

In  a d d i t io n ,  i t  was s ig n i f i c a n t l y  r e l a t e d  to  th e
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b le n d in g  and tim in g  o f  a c t i v i t i e s  and th e  s o lv in g  o f p ro b 

lems betw een d e p a rtm e n ts  (se e  T able 4 7 ) . F u rth e rm o re , when 

th e  n u rs in g  s t a f f  see  them selves as u n d e rs ta n d in g  one an 

o t h e r 's  p o in ts  o f  v iew , th e n  th ey  a ls o  p e rc e iv e  a low er 

amount o f  te n s io n  and c o n f l i c t  betw een d e p a r tm e n ts , l e s s  

u n reaso n ab le  p r e s s u r e  to  p erfo rm , and h ig h  le v e l s  o f  cooper

a t io n  betw een s h i f t s .

T h e re fo re , i t  can be in f e r r e d  t h a t  when n u rs in g  home 

w orkers a re  com m itted to  th e  n u rs in g  home and i t s  g o a ls ,  

when group c o h e s iv e n e ss  i s  h ig h , and when th ey  i d e n t i f y  w ith  

t h e i r  jo b s  and a r e  a b le  to  see one a n o th e r 's  p o in t  o f  view , 

th en  o r g a n iz a t io n a l  perfo rm ance w i l l  be g r e a t e r .  N ursing  

home p e rso n n e l w i l l  be more p r o d u c t iv e , w i l l in g  to  a c c e p t 

change and to  h e lp  o u t d u rin g  c r i s e s ,  and more s a t i s f i e d  

w ith  t h e i r  jo b s .

An ex a m in a tio n  o f  th e  f in d in g s  in  T ab le  48 shows 

t h a t  em ployees ' d eg ree  o f  i d e n t i f i c a t i o n  w ith  th e  n u rs in g  

home, c o -w o rk e rs , and t h e i r  o ccu p a tio n s  c o r r e l a t e s  s i g n i f i 

c a n t ly  w ith  th e  s u b je c t iv e  m easures o f  e f f e c t i v e n e s s .  The 

on ly  e x c e p tio n  i s  th e  c o r r e la t io n  o f  f l e x i b i l i t y  and i d e n t i 

f i c a t i o n  w ith  o c c u p a tio n , w hich i s  n o t  s i g n i f i c a n t  a t  th e  

.05 l e v e l .

In  n u r s in g  homes where th e  s t a f f  p i c tu r e s  i t s e l f  as
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TABLE 48

THE RELATIONSHIP BETWEEN CULTURAL AND SOCIAL INTEGRATION 
AND THE SUBJECTIVE MEASURES OF 

ORGANIZATIONAL EFFECTIVENESS

S u b je c tiv e  M easures o f  
O rg a n iz a tio n a l E f fe c t iv e n e s s

P ro d u c tiv i ty A d a p ta b i l i ty F l e x i b i l i t y

I d e n t i f i c a t i o n  w ith :

Im m ediate Work 
GroupZ .70*3 .50^ .58»

N ursing  Home and 
I t s  GoalsZ .70* .64* .58»

2
O ccupation .47» .40= .31^

A b i l i ty  to  See th e  
O ther P e r s o n 's  
P o in t  o f  View2 .52» .36= .34=

N = 24
* = Spearman ra n k -o rd e r  c o r r e l a t i o n s  were u sed , 
a = Rs s ig n i f i c a n t  a t  th e  .001 l e v e l ,
b = Rs s ig n i f i c a n t  a t  th e  .01 l e v e l ,
c = Rs s ig n i f i c a n t  a t  th e  .05 l e v e l ,
d = Rs s ig n i f i c a n t  a t  th e  .10 l e v e l .
^ o t t  (1972) .
^ o t t  (1960) .
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e f f i c i e n t l y  u t i l i z i n g  re s o u rc e s  and acco m p lish in g  a l o t ,  i t  

i s  n o t s u r p r i s in g  to  d is c o v e r  th a t  th e  s t a f f  members id e n 

t i f y  w ith  th e  n u rs in g  home, t h e i r  co -w o rk ers , and t h e i r  

o c c u p a tio n . Many s tu d ie s  o f  group b e h a v io r  have shown th a t  

when group co h es iv e n ess  i s  h ig h  and th e  group i d e n t i f i e s  

w ith  o r g a n iz a t io n a l  g o a l s , th en  th e  group w i l l  work to  

a c c o n p lis h  them. C o n sid e r th e  fo llo w in g  i n t e r r e l a t i o n s h i p s :

P r o d u c t iv i ty
(Rs = .7 0 , (Rs = .7 0 ,
s ig .  .001) ^ x s i g .  .001)

I d e n t i f i c a t i o n  (Rs = .6 7 , s ig .  .001) I d e n t i f i c a t i o n
w ith  Im m ediate -<----------------------------------- w ith  th e  N ursing

Work Group . Home & I t s  Goals

Because o f  th e  im p re ss iv e  c o r r e l a t i o n s ,  th e  d a ta  

w ould te n d  to  su p p o rt o u r c o n te n tio n . Inasmuch as employee 

i d e n t i f i c a t i o n  and p r o d u c t iv i ty  a re  r e l a t e d ,  i t  would appear 

t h a t  when p e rso n n e l a re  com m itted to  th e  n u r s in g  home, i t s  

g o a l s ,  and t h e i r  co -w o rk e rs , th ey  would be more w i l l i n g  to  

a c c e p t and adhere  to  changes in  r o u t in e ,  a s s ig n m e n ts , and 

equipm ent and more a p t  to  come to  th e  a id  o f  a b e le a g u e re d  

c o lle a g u e  in  tim es o f  c r i s i s .  In  f a c t ,  t h i s  i s  w hat th e  

f in d in g s  seem to  in d ic a te  (se e  T ab le  4 8 ) .

The a b i l i t y  to  see  th e  o th e r  p e r s o n 's  p o in t  o f  view 

was a ls o  r e l a t e d  to  th e  s u b je c t iv e  m easures o f  e f f e c t iv e n e s s .
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When in d iv id u a ls  u n d e rs ta n d  one a n o th e r  and a re  a b le  to  see  

each o t h e r 's  p o in ts  o f  view , i t  fo llo w s  t h a t  they  w ould work 

b e t t e r  to g e th e r ,  a c c e p t changes more r e a d i l y ,  and h e lp  o u t 

in  tim es  o f  e m erg e n c ie s . A d a p ta b i l i ty  i s  g r e a te r  b ecau se  

w orkers  w i l l  b e t t e r  u n d e rs tan d  th e  n eed  f o r  ch an g es . The 

n u rs in g  hom e's a b i l i t y  to  a d ju s t  in  em ergencies i s  h e lp e d  

b ecau se  when w orkers a re  ab le  t o  see  th e  o th e r  p e r s o n 's  

p o in t  o f  v iew , they  a r e  more l i k e l y  to  i d e n t i f y  w ith  t h e i r  

im m ediate work g ro u p , and th e r e fo r e  h e lp  each  o th e r  d u rin g  

tim es o f  s t r e s s  (Rs = .4 8 , s ig .  .0 0 8 ).

In  summary, th e  e x te n t to  w hich n u r s in g  home p e rso n 

n e l  i d e n t i f y  w ith  th e  n u rs in g  home and i t s  g o a l s , t h e i r  

im m ediate w ork g roup , and t h e i r  o c c u p a tio n  a s s o c ia te s  s i g 

n i f i c a n t l y  w ith  th e  s u b je c t iv e  m easures o f  o r g a n iz a t io n a l  

e f f e c t iv e n e s s  and so does t h e i r  a b i l i t y  to  see  each  o t h e r 's  

p o in ts  o f  v iew .

In  s tu d y in g  employee a t t i t u d e s  tow ard  t h e i r  jo b  and 

th e  o r g a n iz a t io n ,  i d e n t i f i c a t i o n  and s a t i s f a c t i o n  w ould 

a p p ear to  be  v ery  c lo s e ly  r e l a t e d ,  b e c a u se  th e  v a r ia b le s  

th e y  a t te m p t to  m easure a re  v e ry  c lo s e ly  r e l a t e d .  In  a d d i

t i o n ,  i t  i s  assumed th a t  when i d e n t i f i c a t i o n  w ith  any o f  th e  

th re e  f a c t o r s  i s  h ig h , tu rn o v e r  w i l l  b e  low .

Inasm uch as a l l  th e  c o r r e la t io n s  betw een o v e r a l l  jo b
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s a t i s f a c t i o n  and th e  th re e  m easures o f  em ployee i d e n t i f i c a 

t io n  a re  s ig n i f i c a n t  a t  th e  .001 l e v e l ,  i t  fo llo w s  t h a t  a  

r e l a t i o n  e x i s t s  betw een  th e se  v a r ia b le s  (se e  T ab le  4 9 ) . 

C o n sequen tly , when a  n u r s in g  hom e's e n ç lo y e es  a re  com m itted 

t o  i t s  g o a ls  and o b je c t iv e s ,  group c o h e s iv e n e ss  i s  h ig h , and 

employees a re  i d e n t i f i e d  w ith  t h e i r  jo b ,  th e n  t h a t  n u rs in g  

home w i l l  more th a n  l i k e l y  ex p e rien ce  a  h ig h  l e v e l  o f  o v e r

a l l  jo b  s a t i s f a c t i o n .

The e x te n t  to  w hich n u rs in g  home p e rs o n n e l a re  a b le  

to  see  each  o t h e r 's  p o in ts  o f  view  was s i g n i f i c a n t l y  r e l a t e d  

to  o v e r a l l  jo b  s a t i s f a c t i o n .  However, and v e ry  s u r p r i s in g ly ,  

i t  was n o t  r e l a t e d  to  s t a f f  members' s a t i s f a c t i o n  w ith  

s u p e rv is io n  o r  c o -w o rk e rs . We would e x p e c t t h a t  th e  more 

th e  members o f  a  work group are  a b le  to  u n d e rs ta n d  o th e r  

p o in ts  o f  view , th e  more s a t i s f i e d  th ey  w ould be w ith  t h e i r  

co -w o rk e rs . One p o s s ib le  e x p la n a tio n  f o r  t h i s  la c k  o f  a s s o 

c ia t io n  co u ld  be t h a t  in  t h e i r  u n s o l i c i t e d  com m ents, n u rs in g  

home p e rso n n e l e x p re s s e d  deep d is p le a s u re  w ith  t h e i r  co

w orkers f o r  b e in g  la z y .  I t  is  p o s s ib le  th e y  co u ld  be d i s 

s a t i s f i e d  w ith  t h e i r  la z y  co-w orkers b u t  s t i l l  d e s c r ib e  them

se lv e s  as  u n d e rs ta n d in g  t h e i r  v ie w p o in ts .

The c o r r e l a t i o n s  re g a rd in g  employee tu rn o v e r  w ere in  

th e  d i r e c t io n  p r e d ic te d ,  b u t w ere n o t s t r o n g  enough to  a llo w



TABLE 49

THE RELATIONSHIP BETWEEN CULTURAL AND SOCIAL-PSYCHOLOGICAL INTEGRATION AND
THE MEASURES OF JOB ATTITUDES

Job , A reas o f  Job S a t i s f a c t io n
S a t i s f a c t io n

(O v e ra ll) Job 1 
I t s e l f

S u p e r-,
v is io n 1 Pav^ W orkers^ *̂ *y

P ro - , 
m otion

Turn,
over

I d e n t i f i c a t i o n  w ith :
2

Imm ediate Work Group .64** .71* .58* .63* . 5 2 " .26 - .  06

N ursing  Homes and 
I t s  G oals^ .82® .82* .68* .63* .61* .41= - .1 6

2
O ccupation .79* .90* .62* . 5 4 "  .38^ .65* - .1 1

A b i l i ty  to  See th e  
O ther P e rso n 's  
P o in t o f View^ .51" . 5 2 " .26 .25 . 4 7 " . 5 4 " - .0 5

w

N =» 24
* a Spearman ra n k -o rd e r  c o r r e la t io n s  were u sed , 
a = Rs s ig n i f i c a n t  a t  th e  .001 le v e l ,
b = Rs s ig n i f i c a n t  a t  th e  .01 l e v e l ,
c = Rs s ig n i f i c a n t  a t  th e  .05 l e v e l ,
d = Rs s ig n i f i c a n t  a t  th e  .10 l e v e l .
^Smith e t  a l .  (1969).
^Mott (1 9 6 0 ) .
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us to  draw any c o n c lu s io n  e x c e p t t h a t  en ç lo y ee  i d e n t i f i c a 

t io n  w ith  th e  n u r s in g  home and i t s  g o a ls ,  t h e i r  im m ediate 

work g ro u p , o r  t h e i r  o c c u p a tio n  does n o t r e l a t e  to  t h e i r  

d e c is io n  to  s ta y  w ith  o r  le a v e  th e  n u rs in g  home.

The f in d in g  re g a rd in g  p r o f i t a b i l i t y  would seem to  

in d ic a te  t h a t  i f  you want to  in c re a s e  th e  p r o f i t a b i l i t y  o f  

a n u rs in g  home, employ in d iv id u a ls  who do n o t i d e n t i f y  w ith  

t h e i r  o c c u p a tio n . N a tu r a l ly ,  t h i s  i s  n o n sen se . One p o s 

s ib l e  re a so n  f o r  t h i s  in v e r s e  r e l a t io n s h ip  between employee 

i d e n t i f i c a t i o n  w ith  p ro fe s s io n  and p r o f i t a b i l i t y  i s  t h a t  a 

n u rs in g  home em ployee who i d e n t i f i e s  w ith  h i s  p ro fe s s io n  

w i l l  more th a n  l i k e l y  b e  v e ry  devoted  to  th e  p a t i e n t s  and 

th u s  more w i l l in g  to  u t i l i z e  more o f  th e  n u rs in g  home’s 

re so u rc e s  ( l i n e n s ,  m e d ic in e , b lu e  p ad s , e t c . )  on t h e i r  b e 

h a l f ,  c o n se q u e n tly  re d u c in g  p r o f i t s .  (See Table 5 0 .)

In  summary, th e  e m p ir ic a l  f in d in g s  o f our s tu d y  show 

th a t  th e  d eg ree  to  w hich n u rs in g  home em ployees i d e n t i f y  

w ith  th e  n u r s in g  home, i t s  g o a ls ,  and t h e i r  o c c u p a tio n  r e 

l a t e s  s i g n i f i c a n t l y  to  a l l  o f  th e  item s m easured u n d er th e  

subhead ings o f  o r g a n iz a t io n a l  p la n n in g , a d m in is t r a t iv e  com

m u n ica tio n  and problem  s o lv in g ,  and r a t i o n a l  t r u s t  (see  

C hapter V I I ) . Im prov ised  c o o rd in a t io n  and c o o p e ra tio n  b e 

tween s h i f t s  was ju d g ed  to  be g r e a te r  and p e rc e iv e d
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u n re a so n a b le  p r e s s u re  to  p e rfo rm  lo w er when th e  n u rs in g  

s t a f f  i d e n t i f i e d  w ith  th e  n u r s in g  home, i t s  g o a ls ,  and t h e i r  

co -w o rk e rs . F u rth e rm o re , i d e n t i f i c a t i o n  w ith  th e s e  f a c to r s  

was d i r e c t l y  r e l a t e d  to  th e  s u b je c t iv e  m easures o f  e f f e c 

t iv e n e s s  and a l l  a re a s  o f  jo b  s a t i s f a c t i o n . I d e n t i f i c a t i o n  

w ith  o c c u p a tio n  was o b se rv ed  to  have a  v e ry  p u z z lin g  in v e rse  

r e l a t io n s h ip  t o  p r o f i t a b i l i t y .

TABLE 50

THE RELATIONSHIPS BETWEEN CULTURAL AND SOCIAL- 
PSYCHOLOGICAL INTEGRATION AND PROFITABILITY

I d e n t i f i c a t i o n  w ith

Im m ediate  ̂ Occu- S ee^ the^O ther 
Work Group p a t io n  P erson 's  P o in t 

G oals o f  View!

P r o f i t a b i l i t y - .1 4  - .4 0 ^  - .1 1

N = 24
* * Spearman r a n k -o rd e r  c o r r e la t io n s  w ere u sed , 
c = Rs s ig n i f i c a n t  a t  th e  .05 l e v e l .
^ o t t  (1 9 6 0 ).

Group co h e s iv e n e ss  w i th in  th e  n u rs in g  home was meas

u red  by employee i d e n t i f i c a t i o n  w ith  t h e i r  im m ediate work 

g roup . D ire c t r e l a t io n s h ip s  were d isc o v e re d  betw een cohe

s iv e n e s s  and a l l  th e  f a c to r s  o f  a d m in is t r a t iv e  com m unication 

and prob lem  s o lv in g  and r a t i o n a l  t r u s t ,  and th e  p lan n in g
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s k i l l  o f  th e  s u p e rv is o r  was th e  o n ly  item  under o rg a n iz a 

t io n a l  p la n n in g  th a t  was s i g n i f i c a n t .  When th e  n u rs in g  home 

was c h a ra c te r iz e d  by th e  exchange o f  id e a s  and in fo rm a tio n  

among employees and t h e i r  a b i l i t y  to  h an d le  problem s o f coor

d in a t io n  o f  employee a c t i v i t i e s  to  a v o id  c r e a t in g  problem s 

fo r  o t h e r s , th en  ^employees had a h ig h  le v e l  o f  i d e n t i f i c a 

t io n  w ith  t h e i r  im m ediate work g ro u p . A lso , when n u rs in g  

home employees i d e n t i f i e d  w ith  t h e i r  co -w o rk ers , u n reaso n 

a b le  p re s s u re  f o r  p erfo rm ance was f e l t  to  be low er and 

c o o p e ra tio n  betw een s h i f t s  was re g a rd e d  as h i ^ e r .  F u r th e r 

more, s t a f f  members' i d e n t i f i c a t i o n  w ith  t h e i r  im m ediate 

work group r e l a t e d  s ig n i f i c a n t l y  to  a l l  th r e e  o f  th e  s u b je c 

t i v e  m easures o f  e f f e c t iv e n e s s  and a l l  th e  m easures o f jo b  

s a t i s f a c t i o n  w ith  th e  e x c e p tio n  o f  p ay . However, no s t a t i s 

t i c a l l y  s ig n i f i c a n t  r e l a t io n s h ip  was found to  e x i s t  w ith  

tu rn o v e r  and p r o f i t a b i l i t y .

The e x te n t  t o  which n u r s in g  home em ployees p e rc e iv e  

them selves as a b le  t o  see  th e  o th e r  p e r s o n 's  p o in t  o f  view  

was s ig n i f i c a n t l y  r e l a t e d  to  a l l  th e  component m easures o f  

a d m in is t r a t iv e  com m unication and p rob lem  s o lv in g  and r a 

t i o n a l  t r u s t  and th e  component m easures o f  o r g a n iz a t io n a l  

p la n n in g  and c l a r i t y  o f  and adherence  to  r u le s  and p o l i c i e s . 

S ta f f  member a b i l i t y  to  see  th e  o th e r  p e r s o n 's  p o in t  o f  view
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was observed  to  r e l a t e  to  h ig h  l e v e l s  o f  im prov ised  c o o rd i

n a t io n  and i n t e r s h i f t  c o o p e ra tio n  and low le v e l s  o f u n re a so n 

a b le  p re s s u re  to  p erfo rm  and te n s io n  and c o n f l i c t  between 

d ep artm en ts . In  a d d i t io n ,  i t  r e l a t e d  to  each  one of th e  

s u b je c t iv e  m easures o f  e f f e c t i v e n e s s ,  o v e r a l l  jo b  s a t i s f a c 

t i o n ,  and th e  a re a s  o f  jo b  s a t i s f a c t i o n  o f  jo b  i t s e l f ,  p ay , 

and prom otion . No s ig n i f i c a n t  r e l a t io n s h ip  was found w ith  

tu rn o v e r  o r p r o f i t a b i l i t y .

The f in d in g s  o f  t h i s  s e c t io n  would ap p e a r  to i n d i 

c a te  th a t  th ro u g h  th e  p r a c t i c e  o f  s k i l l f u l  a d m in is tr a t io n , 

n u rs in g  home em ployees ' i d e n t i f i c a t i o n  w ith  o rg a n iz a t io n a l  

g o a ls ,  t h e i r  co -w o rk e rs , and t h e i r  o c c u p a tio n  can be i n 

c re a se d . This w i l l  le a d  to  g r e a t e r  c o o rd in a t io n  and c o o p e r

a t io n  w ith in  th e  n u r s in g  home and u l t im a te ly  to  g re a te r  jo b  

s a t i s f a c t i o n  and o r g a n iz a t io n a l  e f f e c t i v e n e s s .  So i t  would 

be  concluded t h a t  some form  o f  r e l a t io n s h ip  e x i s t s  between 

th e  components o f  c u l t u r a l  and s o c ia l- p s y c h o lo g ic a l  i n t e g r a 

t i o n  and o r g a n iz a t io n a l  e f f e c t i v e n e s s .

Summary

The o b je c t iv e  o f  t h i s  c h a p te r  was to  determ ine th e  

r e l a t io n s h ip  betw een in t e r n a l  o r g a n iz a t io n a l  r e la t io n s h ip s  

and o rg a n iz a t io n a l  e f f e c t iv e n e s s  . The c e n t r a l  issu e  o f  

i n te r n a l  o r g a n iz a t io n a l  r e l a t io n s h ip  i s  c o o rd in a tio n . I t
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was d em o n stra ted  in  th e  l a s t  c h a p te r  t h a t  th e  a d m in is t r a to r  

p la y s  a key r o le  in  th e  i n t e g r a t i o n  o f th e  o r g a n iz a t io n  by 

s k i l l f u l  ençloym ent o f  th e  fu n c tio n s  o f p la n n in g , communica

t i o n s ,  and problem  s o lv in g . T h e re fo re , in  o rd e r  to  more 

f u l l y  u n d e rs ta n d  how th e  p ro c e ss  o f  c o o rd in a t io n  works 

w ith in  a  n u rs in g  home, i t  was n e c e ssa ry  to  s tu d y  i t s  r e l a 

t io n s h ip  to  th e  component m easures o f  a d m in is t r a t iv e  e f f e c 

t iv e n e s s  .

To more f u l l y  u n d e rs ta n d  th e  e f f e c t s  o f  c o o rd in a 

t i o n ,  s e v e ra l  m easures were combined to  form  a new v a r ia b le  

c l u s t e r  o f  in ç ro v is e d  c o o rd in a t io n ,  which r e f e r s  to  th e  day- 

to -d a y  a c t i v i t i e s  o f  th e  n u rs in g  home th a t  a r e  c o o rd in a te d  

by th e  s t a f f  members them selv es  o r  t h e i r  s u p e r v i s o r .  In  

r e a l i t y ,  " o rg a n iz a t io n a l  p la n n in g "  sh o u ld  e s t a b l i s h  th e  

b o u n d a rie s  and g u id e l in e s  under which im p ro v ised  c o o rd in a 

t i o n  can  be c a r r i e d  o u t.  The components t h a t  make up im pro

v is e d  c o o rd in a tio n  in c lu d e  th e  th r e e  components o f  co n d i

t io n s  f o r  n e g o t ia t in g  o r d e r s ,  v i z . ,  th e  e x te n t  to  w hich 

s t a f f  members exchange id e a s  and in fo rm a tio n , a v o id  c r e a t in g  

problem s f o r  one a n o th e r , and a r e  a b le  to  h a n d le  c o o rd in a 

t i o n  p ro b le m s . A lso in c lu d e d  a re  th re e  item s  from  c o o rd i

n a t io n  : th e  b le n d in g  o f  a c t i v i t i e s  to  a c h ie v e  o b je c t iv e s ,

th e  tim in g  o f  a c t i v i t i e s , and h a n d lin g  o f  in te rd e p a r tm e n ta l
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p rob lem s. The o th e r  th r e e  item s o f  c o o rd in a t io n — te n s io n  

and c o n f l i c t  betw een d e p a r tm e n ts , u n reaso n ab le  p re s s u re  to  

p e rfo rm , and c o o p e ra tio n  betw een th e  s h i f t s — a re  c o n s id e re d  

s e p a r a te ly .

When th e  n u rs in g  home s t a f f  o bserved  a h ig h  l e v e l  o f  

im p ro v ised  c o o rd in a t io n  w ith in  th e  n u rs in g  home, th e  fo llo w 

in g  c o n d it io n s  were d isc o v e re d  to  e x i s t .

1 . S u p e r io r  i s  h ig h ly  r a te d  a t  p la n n in g , o r g a n iz 
in g ,  and s c h e d u lin g  th e  work.

2 . G oals and o b je c t iv e s  and r u le s  and r e g u la t io n s  
have been c l e a r ly  d e f in e d , and th e  n u rs in g  home 
s t a f f  members a re  seen  as a d h e r in g  to  r u le s  and 
r e g u l a t io n s .

3 . N ursing  home p e rso n n e l e v a lu a te  th e  communica
t i o n  th ey  re c e iv e  from  th e  a d m in is t r a to r  as 
ad e q u a te .

4 . The a d m in is t r a to r  i s  observed  to  be  aware o f  
o r g a n iz a t io n a l  problem s and e f f e c t i v e  i n  d e a lin g  
w ith  them.

5 . N ursing  home a d m in is t r a to r  and d ep artm en t h ead s  
a r e  p e rc e iv e d  as u n d e rs ta n d in g  th e  needs and 
problem s o f  th e  n u rs in g  home s t a f f  and a r e  seen  
as f a i r  and re a so n a b le  in  th e  d e c is io n s  th e y  
make a f f e c t in g  work r o u t i n e s .

6 . The n u rs in g  home a d m in is t r a to r  and d ep artm en t 
heads a re  seen  as  fo llo w in g  t h e i r  own r u le s  and 
r e g u l a t io n s .

7 . P re s s u re  f o r  perform ance o v er and above w hat i s  
c o n s id e re d  re a so n a b le  w i l l  be  seen  as low.

8 . A h ig h  le v e l  o f  c o o p e ra tio n  e x i s t s  among th e  
v a r io u s  s h i f t s .
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9. N ursing  home em ployees have a  h ig h  l e v e l  o f
i d e n t i f i c a t i o n  w ith  th e  n u rs in g  home, i t s  g o a ls ,  
and t h e i r  o c c u p a tio n .

10. N ursing  home em ployees see them selv es  a s  hav ing  
th e  a b i l i t y  to  se e  th e  o th e r  p e r s o n 's  p o in t  o f  
v iew .

The e x te n t  t o  which n u r s in g  home p e rso n n e l i d e n t i f y  

w ith  th e  im m ediate work group was the  o n ly  m ajor v a r ia b le  

t h a t  d id  n o t c o r r e l a t e  s ig n i f i c a n t l y  w ith  a l l  th e  components 

o f  im p ro v ised  c o o rd in a t io n . Because o f  th e  sh e e r  number o f  

s ig n i f i c a n t  c o r r e la t io n s  betw een the components o f  im pro

v is e d  c o o rd in a t io n  and a d m in is t r a t iv e  e f f e c t iv e n e s s ,  we 

would have to  assume a s tro n g  a s s o c ia t io n  betw een th e s e  two 

v a riab le  c lu s t e r s  , and t h i s  c o n c lu s io n  g iv e s  a trem endous 

amount o f  s u p p o r t  to  o u r u n d e r ly in g  theme o f  th e  im portance  

o f th e  a d m in is t r a to r .

But even i f  e f f e c t i v e  a d m in is t r a t io n  r e l a t e s  to  

im prov ised  c o o rd in a t io n ,  does a h igh  deg ree  o f  im p ro v ised  

c o o rd in a t io n  r e l a t e  to  o rg a n iz a t io n a l  e f f e c t iv e n e s s ?  With 

on ly  two m inor e x c e p t io n s , th e  component e lem ents o f  im pro

v is e d  c o o rd in a t io n  r e l a t e  to  a l l  th re e  o f  th e  s u b je c t iv e  

m easures o f  e f f e c t iv e n e s s —p r o d u c t iv i ty ,  a d a p t a b i l i t y ,  and 

f l e x i b i l i t y . W ith th e  e x c e p tio n  th a t  n u r s in g  home employee 

s a t i s f a c t i o n  w ith  co -w orkers d id  n o t r e l a t e  s i g n i f i c a n t l y  to  

th e  tim in g  o f  a c t i v i t i e s  to  ach iev e  o b je c t iv e s  (Rs = .2 6 ,
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s ig .  .107) and th e  h a n d lin g  o f  in te rd e p a r tm e n ta l  problem s 

(Rs = .2 7 , s ig .  .1 0 ) ,  th e  components o f  im p ro v ise d  c o o rd i

n a t io n  w ere s i g n i f i c a n t l y  c o r r e la te d  w ith  o v e r a l l  jo b  s a t i s 

f a c t io n  and each one o f  th e  f iv e  a re a s  o f  jo b  s a t i s f a c t i o n .  

T his i s  a  co n v in c in g  i n d i c a t io n  o f  th e  m utual e x is te n c e  o f  

im p ro v ised  c o o rd in a t io n  and h ig h  le v e ls  o f  jo b  s a t i s f a c t i o n  

in  th e  same n u r s in g  h o n e s . In  a d d i t io n ,  tu rn o v e r  was found 

to  r e l a t e  s i g n i f i c a n t l y  to  th e  tim in g  o f  a c t i v i t i e s  and th e  

h a n d lin g  o f  in te rd e p a r tm e n ta l  p rob lem s.

At th e  b e g in n in g  o f  t h i s  c h a p te r ,  i t  was s t a t e d  th a t  

th e  o b je c t iv e  was to  t e s t  th e  fo llo w in g  h y p o th e s is  :

H y p o th es is  2 : T here  w i l l  be a d i r e c t  and s i g n i f i c a n t
r e l a t i o n s h i p  betw een th e  e f f e c t iv e n e s s  
o f  i n t e r n a l  o r g a n iz a t io n a l  r e l a t io n s h ip s  
and o r g a n iz a t io n a l  e f f e c t i v e n e s s .

Because im p ro v ise d  c o o rd in a t io n  i s  th e  c e n t r a l  is s u e  

in  th e  e f f e c t iv e n e s s  o f  i n t e r n a l  o r g a n iz a t io n a l  r e l a t io n s h i p s ,  

th e  d a ta  p re s e n te d  th u s  f a r  c o n s t i tu t e  a  s o l i d  c a s e  f o r  con

f i r m a t io n  o f  H y p o th es is  2 . A lthough s i g n i f i c a n t  c o r r e l a 

t io n s  w ere n o t o b ta in e d  f o r  a l l  th e  m e a su re s , th e y  were 

o b ta in e d  in  a g r e a t  m a jo r i ty  o f  c a s e s . T h e re fo re ,  we can 

conclude t h a t  th e s e  n u r s in g  homes th a t  have a h ig h  l e v e l  o f  

im p ro v ised  c o o rd in a t io n  w i l l  be c o n s id e re d  more e f f e c t i v e  in  

acco rd an ce  w ith  o u r  c r i t e r i o n  m easures o f  o r g a n iz a t io n a l  

e f f e c t i v e n e s s .
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In  a d d i t io n  to  th e  m ain theme o f  t h i s  c h a p te r ,  se v 

e r a l  a d d i t io n a l  e f f e c t s  o f  o r g a n iz a t io n a l  c o o rd in a t io n  w ere 

c o n s id e re d  and a  b r i e f  summary o f  th e s e  f in d in g s  sh o u ld  g iv e  

f u r t h e r  su p p o rt to  our h y p o th e s is .  N ursing  home p e rso n n e l 

w ere asked  to  e v a lu a te  th e  amount o f  te n s io n  and c o n f l i c t  

betw een f iv e  m ajo r d e p a rtm e n ta l i n t e r f a c e s .  From t h i s ,  an 

in d e x  m easure was determ ined  (se e  C h ap te r V I ) . The e m p ir i

c a l  d a ta  from o u r in v e s t ig a t io n  in d ic a te  a low er amount o f 

t e n s io n  and c o n f l i c t  e x i s t s  i n  th o se  n u r s in g  homes t h a t  a r e  

r a t e d  s u p e r io r  in  th e  fo llo w in g :

1. The e x te n t  to  w hich r u le s  and r e g u la t io n s  have 
b een  c l e a r ly  d e f in e d .

2. Communications from  th e  a d m in is t r a to r .

3. A b i l i t y  o f  th e  a d m in is t r a to r  to  so lv e  p rob lem s.

4. N u rsin g  home a d m in is t r a to r  and d ep artm en t heads 
a r e  p e rc e iv e d  as u n d ers  ta n d in g  th e  needs and 
p rob lem s o f  th e  n u r s in g  home s t a f f  and a re  seen  
as  f a i r  and re a so n a b le  in  th e  d e c is io n s  th e y  
make a f f e c t in g  work r o u t i n e s .

5. The b le n d in g  and tim in g  o f  a c t i v i t i e s  to  ach iev e  
o b je c t iv e s  and th e  e x te n t  to  w hich i n t e r d e p a r t 
m en ta l problem s a r e  w e ll  h a n d le d .

6. N u rs in g  home s t a f f  members a re  p e rc e iv e d  as 
h av in g  th e  a b i l i t y  to  se e  th e  o th e r  p e r s o n ’s 
p o in t  o f  v iew .

A lthough te n s io n  and c o n f l i c t  d id  n o t r e l a t e  s i g n i f i 

c a n t ly  to  any o f  o u r m easures o f  o r g a n iz a t io n a l  e f f e c t i v e 

n e s s ,  th ey  s t i l l  sh o u ld  be c o n s id e re d  an im p o rta n t f a c to r  in
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th e  o p e ra t io n  o f  th e  n u r s in g  home f a c i l i t y .  A d d i t io n a l ly ,  

th e se  r e l a t io n s h ip s  d em o n stra te  th e  c e n t r a l  p o s i t io n  o f  th e  

a d m in is t r a to r  in  r e s o lv in g  c o n f l i c t s .

N u rs in g  home p e rso n n e l p e rc e iv e d  l i t t l e  p r e s s u re  to  

p erfo rm  beyond w hat was c o n s id e red  re a so n a b le  when th e  f o l 

low ing c o n d it io n s  e x i s t  :

1 . O rg a n iz a t io n a l  g o a ls  and o b je c t iv e s  have been 
c l e a r ly  d e f in e d .

2. Communication from  a d m in is t r a to r  i s  seen  as 
a d e q u a te .

3 . The a d m in is t r a to r  so lv e s  p rob lem s e f f e c t i v e l y .

4 . N u rsin g  home a d m in is t r a to r s  and d ep artm en t heads 
a re  seen a s  u n d e rs ta n d in g  th e  needs and problem s 
o f  th e  n u r s in g  home s t a f f  and a r e  p e rc e iv e d  as 
f a i r  and re a so n a b le  in  th e  d e c is io n s  th e y  make 
a f f e c t in g  work r o u t i n e s .

5 . There i s  a  h ig h  le v e l  o f  im p ro v ised  c o o rd in a tio n  
w ith in  th e  n u r s in g  home.

6. Low le v e l s  o f  te n s io n  and c o n f l i c t  e x i s t  among 
s h i f t s .

7. N ursing  home p e rso n n e l a r e  more i d e n t i f i e d  w ith  
th e  n u rs in g  home and i t s  g o a ls ,  t h e i r  im m ediate 
work g ro u p , and t h e i r  o c c u p a tio n .

8. N ursing  home s t a f f  members p e rc e iv e  th em selv es 
as  a b le  t o  se e  th e  o th e r  p e r s o n 's  p o in t  o f  v iew .

In  a d d i t io n ,  u n rea so n ab le  p r e s s u re  to  p e rfo rm  had  a 

s i g n i f i c a n t  in v e r s e  r e l a t io n s h ip  to  p r o d u c t iv i t y ,  a d a p ta b i l 

i t y ,  and a l l  th e  components o f  jo b  s a t i s f a c t i o n  w ith  th e  

e x c e p tio n  o f  pay . C o n seq u en tly , u n re a so n a b le  p r e s s u re  f o r
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perfo rm ance i s  a s s o c ia te d  w ith  th e  a re a s  o f  a d m in is t r a t iv e  

e f f e c t iv e n e s s ,  im p ro v ised  c o o rd in a t io n , and o r g a n iz a t io n a l  

e f f e c t i v e n e s s .

The amount o f  c o o p e ra tio n  betw een s h i f t s  was shown 

to  c o r r e l a t e  s i g n i f i c a n t l y  w ith  th e  component m easures o f 

a d m in is t r a t iv e  e f f e c t iv e n e s s  ex cep t f o r  c l a r i t y  o f  g o a ls  and 

o b je c t iv e s  u n d er th e  su bhead ing  " o rg a n iz a t io n a l  p la n n in g ."  

F u rth e rm o re , i n t e r s h i f t  c o o p e ra tio n  r e l a t e d  s ig n i f i c a n t l y  to  

a l l  th e  e lem en ts  o f  im p ro v ised  c o o rd in a tio n  and was i n 

v e r s e ly  r e l a t e d  to  te n s io n  and c o n f l i c t  betw een d ep a rtm e n ts . 

I t  a l s o  r e l a t e d  s ig n i f i c a n t l y  to  a l l  th e  m easures o f  c u l 

t u r a l  and s o c ia l- p s y c h o lo g ic a l  in t e g r a t i o n .  - In  a d d i t io n ,  

c o o p e ra tio n  betw een s h i f t s  r e l a t e d  to  th e  s u b je c t iv e  m easures 

o f  e f f e c t i v e n e s s ,  o v e r a l l  jo b  s a t i s f a c t i o n ,  and th e  in d iv id 

u a l a re a s  o f  jo b  s a t i s f a c t i o n  w ith  th e  e x c e p tio n  o f  s u p e r 

v i s io n .  T h e re fo re , i n t e r s h i f t  c o o p e ra tio n  can be seen  as an 

im p o rta n t v a r ia b le  in  n u r s in g  home f u n c t io n in g .

In  a tte m p tin g  to  s tu d y  th e  f a c to r  o f  how group  cohe

s iv e n e s s  r e l a t e d  to  th e  i n t e r n a l  fu n c t io n in g  o f  th e  n u rs in g  

home, em ployees w ere ask ed  how s tro n g ly  th e y  i d e n t i f i e d  w ith  

t h e i r  im m ediate work g roup . The f in d in g s  showed a l l  th e  

component m easures o f  a d m in is t r a t iv e  com m unication and p ro b 

lem s o lv in g ,  r a t i o n a l  t r u s t ,  and th e  p la n n in g  s k i l l  o f  th e



359

s u p e r io r  u n d er " o rg a n iz a t io n a l  p la n n in g ,"  r e l a t e d  s i g n i f i 

c a n tly  to  employee i d e n t i f i c a t i o n  w ith  t h e i r  im m ediate work 

group . In  a d d i t io n ,  when group co h es iv en ess  was view ed as 

h ig h , n u r s in g  home em ployees saw them selves as  exchang ing  

id e a s  and in fo rm a tio n  f r e e l y ,  av o id in g  th e  c r e a t io n  o f  

problem s f o r  one a n o th e r ,  b le n d in g  t h e i r  a c t i v i t i e s  t o 

g e th e r ,  and h a n d lin g  c o o rd in a t io n  problem s e f f e c t i v e l y .

A lso , u n re a so n a b le  p r e s s u re  to  perform  was ju d g ed  to  be  low 

when a  h ig h  deg ree  o f  c o o p e ra tio n  e x is te d  betw een s h i f t s . 

F u rth e rm o re , th e  e x te n t  to  which employees i d e n t i f y  w ith  

t h e i r  im m ediate work group was r e l a t e d  to  a l l  th e  s u b je c tiv e
t

m easures o f  e f f e c t iv e n e s s  and a l l  a re a s  o f  jo b  s a t i s f a c t i o n  

w ith  th e  e x c e p tio n  o f  pay . Inasmuch as group co h esiveness 

h as been d isc o v e re d  to  i n t e r r e l a t e  w ith  a d m in is t r a t iv e  

e f f e c t i v e n e s s , in t e r o r g a n iz a t io n a 1 r e l a t i o n s h i p s , and o r 

g a n iz a t io n a l  e f f e c t iv e n e s s  , i t  has been c l e a r ly  dem onstra ted  

to  be a v ia b le  fo rc e  in  th e  n u rs in g  home.

The degree  o f  employee i d e n t i f i c a t i o n  w ith  th e  

n u r s in g  home, i t s  g o a ls ,  and t h e i r  o cc u p a tio n  was d isco v e red  

to  have more s ig n i f ic a n c e ,  and , in  th e  m a jo r i ty  o f  c a s e s , 

s t r o n g e r  c o r r e la t io n s  th an  employee i d e n t i f i c a t i o n  w ith  th e  

im m ediate work g ro u p . Employee i d e n t i f i c a t i o n  w ith  th e  

n u r s in g  hom e, i t s  g o a l s , and t h e i r  o c c u p a tio n  was
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s ig n i f i c a n t l y  r e l a t e d  t o  a l l  th e  component m easures o f  o rgan 

i z a t i o n a l  p la n n in g , a d m in is t r a t iv e  com m unication and problem  

s o lv in g ,  r a t io n a l  t r u s t ,  and in ç ro v is e d  c o o rd in a tio n . F u r

th e rm o re , t h i s  form o f  i d e n t i f i c a t i o n  was r e l a t e d  to  th e  

s u b je c t iv e  m easures o f  e f f e c t iv e n e s s  w ith  on ly  one e x c e p tio n  

and to  a l l  th e  a re a s  o f  jo b  s a t i s f a c t i o n ,  by e s ta b l i s h in g  

i t s e l f  a s  an im p o rta n t f a c to r  in  n u rs in g  home fu n c tio n in g .

In  sum m arizing o u r a d d i t io n a l  f in d in g s , we have 

found f u r th e r  su p p o rt f o r  th e  c o n te n tio n  t h a t  i n t e r n a l  

o r g a n iz a t io n a l  r e l a t io n s h ip s  a re  in f lu e n c e d  b y , and s tro n g ly  

a s s o c ia te d  w i t h , a d m in is t r a t iv e  e f f e c t iv e n e s s .  This i s  e v i 

denced by te n s io n  and c o n f l i c t  betw een d e p a rtm en ts , u n re a 

so n ab le  p r e s s u re  to  p e rfo rm , i n t e r s h i f t  c o o p e ra tio n , and 

employee i d e n t i f i c a t i o n  w ith  th e  n u rs in g  home and i t s  g o a ls ,  

t h e i r  im m ediate work g ro u p , and t h e i r  o ccu p a tio n  a l l  b e in g  

r e l a t e d  in  some form to  a d m in is t r a t iv e  e f f e c t iv e n e s s .  F u r

th e rm o re , a l l  o f  th e s e  f a c t o r s , w ith  th e  e x c e p tio n  o f  t e n 

s io n  and c o n f l i c t  betw een d e p a r tm e n ts , w ere r e l a t e d  to  

o r g a n iz a t io n a l  e f f e c t i v e n e s s , w hich len d s  f u r th e r  su p p o rt to  

H y p o th esis  2 .

The n e x t  c h a p te r  w i l l  i n v e s t ig a te  th e  r e l a t io n s h ip s  

betw een i n t e r n a l  o r g a n iz a t io n a l  r e l a t io n s h ip s  and ad m in is 

t r a t i v e  e f f e c t iv e n e s s  and th e  q u a l i ty  o f p a t i e n t  c a re
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re n d e re d  by a n u r s in g  home, w ith  th e  c o n te n tio n  t h a t  e f f e c 

t i v e  a d m in is t r a t io n  w i l l  c r e a te  e f f e c t i v e  i n t e r n a l  o rg a n i

z a t io n a l  r e l a t io n s h ip s  t h a t  w i l l  le a d  t o  a h ig h  q u a l i ty  o f  

c a re  b e in g  p ro v id e d . M oreover, th e  r e l a t io n s h ip  betw een 

o r g a n iz a t io n a l  e f f e c t iv e n e s s  and th e  q u a l i t y  o f  p a t i e n t  c a re  

w i l l  be p ro b ed , w ith  th e  c o n te n tio n  t h a t  a  more e f f e c t iv e  

o rg a n iz a t io n  (n u rs in g  home) w i l l  p ro v id e  a h ig h e r  q u a l i ty  

o f  c a re  to  i t s  p a t i e n t s .



CHAPTER IX 

FACTORS RELATING TO THE QUALITY OF CARE

S e v e ra l tim es  th ro u g h o u t t h i s  p a p e r  we have r e f e r r e d  

to  th e  q u a l i ty  o f  p a t i e n t  c a re  re n d e re d  by a n u r s in g  home as 

th e  c e n t r a l  and most im p o rta n t i s s u e  in  t h i s  s tu d y  b ecau se  

i t  i s  th e  end r e s u l t  o r  u l t im a te  s o c ia l  p u rp o se  o f  th e  

o r g a n iz a t io n ’ s e x is te n c e .  A ll th e  o th e r  component m easures 

o f  th e  c h a r a c t e r i s t i c s  o f  e f f e c t i v e  o rg a n iz a t io n s  and o rg an 

i z a t i o n a l  e f f e c t iv e n e s s  become im p o rta n t o n ly  in s o f a r  as 

th e y  enhance o r  c o n tr ib u te  to  th e  q u a l i t y  o f  c a r e .  T h ere 

f o r e ,  t h i s  c h a p te r  w i l l  c o n s id e r  th e  fo llo w in g  i n t e r r e l a t i o n 

s h ip s  o f  th e  r e s e a r c h  model :

Q u a li ty  o f  
P a t i e n t  Care

C h a r a c te r i s t i c s  
o f  E f f e c t iv e  

O rg a n iz a tio n s

O rg a n iz a t io n a l
E f f e c t iv e n e s s
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In  a d d i t io n ,  th r e e  h y p o th eses  w i l l  be t e s t e d .  In  

g e n e ra l ,  we h y p o th e s iz e  t h a t  th o se  n u r s in g  homes t h a t  re n d e r  

a  h ig h e r  q u a l i t y  o f  p a t i e n t  c a re  w i l l  a ls o  r a t e  h ig h  on our 

c r i t e r i o n  m easures o f  o rg a n iz a t io n a l  e f f e c t iv e n e s s .

And, a s  in  p re v io u s  c h a p te r s ,  th e  c h a r a c t e r i s t i c s  o f  

e f f e c t i v e  o r g a n iz a t io n s  w i l l  b e  d iv id e d  in to  two c a te g o r ie s  

— a d m in is t r a t iv e  e f f e c t iv e n e s s  and i n t e r n a l  o r g a n iz a t io n a l  

r e l a t i o n s h i p s — in  o r d e r  to  g a in  a d eep er in s ig h t  i n to  th e  

f a c to r s  a f f e c t i n g  o r  r e l a t i n g  to  th e  q u a l i ty  o f  c a r e .  

A c co rd in g ly , we w ould ex p ec t t h a t  when a n u rs in g  home i s  

c h a r a c te r iz e d  a s  h a v in g  s k i l l f u l  a d m in is t r a t io n  and e f f e c 

t iv e  i n t e r n a l  r e l a t i o n s h i p s , i t  w i l l  a ls o  be ju d g ed  to  p ro 

v id e  i t s  r e s id e n t s  w ith  a h ig h e r  q u a l i ty  o f  c a re .

The e v a lu a t io n  o f  th e  q u a l i ty  o f  c a re  d e l iv e r e d  by 

any h e a l th  c a re  i n s t i t u t i o n  i s  very  s u b je c t iv e  in  n a tu r e .

By w hat s ta n d a rd s  does one d e term in e  w h e th e r good o r  poor 

q u a l i ty  p a t i e n t  c a re  e x i s t s  w ith in  an i n s t i t u t i o n ?  This 

s tu d y  employs th e  p e r c e p t iv e  judgm ents o f n u rs in g  home p e r 

so n n e l to  e v a lu a te  th e  q u a l i ty  o f  c a re  w ith in  th e  f a c i l i t y  

in  w hich th e y  a re  em ployed. By t h e i r  comments i t  ap p ears  

t h a t  n u r s in g  home p e rso n n e l have good in s ig h t  in to  th e  k in d  

o f  c a re  g iv en  in  t h e i r  f a c i l i t i e s .
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N u rse 's  a id e s  d o n 't  g iv e  com plete c a r e . T h e ir  m ain 
i n t e r e s t  i s  in  g e t t in g  the  p eo p le  fe d  and back  i n  b ed . 
Many r e s id e n ts  go to  bed w ith o u t g o in g  to  th e  t o i l e t , 
hav ing  t h e i r  hands and fa c e s  washed, t h e i r  d e n tu re s  
c le a n e d , e t c .  These a re  b a s ic  needs— everyday needs 
t h a t  a r e  n ev e r  o r  seldom  e v e r  done. . . . Each wing 
i s  ex trem ely  u n d e r s ta f f e d .  I f  the work lo ad  was 
l i g h t e r  th en  more com plete c a re  cou ld  be g iv en .
(NH 6, R esp . 25, N urse)

I  f e e l  th i s  home does an in ad eq u a te  jo b  o f  ta k in g  c a re
o f i t s  r e s id e n ts .  Due to  th e  f a c t  t h a t  i t  i s  u n d e r
s t a f f e d  in  th e  N ursing  D epartm ent. (NH 2 , Resp. 27,
N u rse’ s A ide)

As a  whole we t r y  to  improve n u rs in g  ca re  and make o u r 
peo p le  f e e l  w anted . We t r y  to  keep our r e s id e n ts  and 
t h e i r  f a m il ie s  as happy as  p o s s ib le .  (NH 24 , Resp. 55, 
Nurse)

I  f e e l  we have an e x c e l le n t  n u rs in g  home as w e ll  as 
s t a f f ,  though as e v e ry th in g  and everyone e l s e  we a re  
n o t p e r f e c t  and th e r e  i s  alw ays room fo r  im provem ent. 
B u t, I  f e e l  on th e  whole we a re  open to  o b je c t iv e  
c r i t i c i s m  and a re  alw ays s t r i v in g  f o r  th e  b e s t  n u rs in g  
c a re  we can p o s s ib ly  p ro v id e . (NH 10 , Resp. 11, Ad
m in is t r a t iv e )

These a re  j u s t  a  few o f  many comments by s t a f f  mem

b e r s  re g a rd in g  th e  q u a l i ty  o f c a re .  G en e ra lly  when s t a f f  

members chose to  make w r i t t e n  comments r e l a t i n g  to  th e  q u a l 

i t y  o f c a re  th e y  were e i t h e r  v e ry  fa v o ra b le  o r u n fa v o ra b le ,  

and th e  la rg e  m a jo r i ty  would be  co n s id e red  to  be  f a v o ra b le .

The C h a r a c te r i s t i c s  o f  E f f e c t iv e  O rg an iza tio n s  
and th e  Q u a lity  o f P a t ie n t  Care

The o b je c t iv e  o f  t h i s  p o r tio n  o f  th e  s tu d y  i s  to

in v e s t ig a te  t h i s  s e c t io n  o f  th e  re s e a rc h  model:
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3 ' % s r . -----------------------------------------
O rg a n iz a tio n s

In  o rd e r  to  de term ine  i f  a s i g n i f i c a n t  r e l a t io n s h ip  

e x i s t s  betw een how th e  s o c ia l  system  fu n c tio n s  w ith in  th e  

n u rs in g  home and th e  ■quality o f  ca re  i t  p ro v id e s  i t s  r e s i 

den ts  , two in ç o r ta n t  a s p e c ts  o f  th e  s o c ia l  system  w ere i s o 

la te d  f o r  s tu d y : (1) the  u t i l i z a t i o n  o f  a d m in is t r a t iv e

p r in c ip le s  and p o l ic y ,  and (2) th e  i n t e r n a l  in t e r a c t io n s  

betw een th e  em ployees. For th e  purpose o f  t h i s  s tu d y  th e s e  

two a s p e c ts  w ere e n t i t l e d  (1) A d m in is tra tiv e  E f fe c t iv e n e s s  

and (2) I n te r n a l  O rg a n iz a tio n a l R e la t io n s h ip s ;  th e y  w i l l  be 

c o n s id e re d  as  s e p a ra te  s e c t io n s .

A d m in is tra tiv e  E f fe c t iv e n e s s

I t  i s  th e  purpose  o f  t h i s  s e c t io n  to  t e s t  th e  f o l 

low ing h y p o th e s is  :

H y p o th es is  3 : There w i l l  be a d i r e c t  and s ig n i f i c a n t
r e l a t io n s h ip  betw een a d m in is t r a t iv e  
e f f e c t iv e n e s s  and th e  q u a l i ty  o f  p a t i e n t  
c a re .

In  o th e r  w o rd s , we a r e  a tte m p tin g  to  d e te rm in e  i f  

th e  a d m in is t r a to r ,  departm ent h ead s , and s u p e rv is o rs  th rough  

t h e i r  s u p e rv is o ry  methods and a p p l ic a t io n  o f  a d m in is t r a t iv e  

p r in c ip le s  can  in f lu e n c e  th e  q u a l i ty  o f  c a re . However, th e  

s t r i c t e s t  i n t e r p r e t a t i o n  o f  ou r e m p ir ic a l d a ta  o n ly  a llow s
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us to  s t a t e  t h a t  some form  o f  m utual a s s o c ia t io n  e x i s t s  b e 

tween th e s e  f a c t o r s .

In  th e  l a s t  two c h a p te rs  (V II and V III)  th e  im por

ta n c e  o f  e f f e c t i v e  a d m in is t r a t io n  to  o r g a n iz a t io n a l  in te g r a 

t i o n  and e f f e c t iv e n e s s  was c l e a r ly  d e m o n stra ted . The admin

i s t r a t o r  was seen  to  have a v ery  s ig n i f i c a n t  and key r o le .  

The a d m in i s t r a to r ,  by en co u rag in g  open com m unications w ith in  

th e  f a c i l i t y ,  c l e a r l y  d e f in in g  r o le s  and o b je c t iv e s ,  and 

e f f e c t i v e l y  s o lv in g  p ro b le m s, was seen  as an i n t e g r a t i v e  

fo rc e  w i th in  th e  n u r s in g  home o rg a n iz a t io n  c o n t r ib u t in g  to  

o r g a n iz a t io n a l  e f f e c t iv e n e s s .  C o n seq u en tly , i t  co u ld  be  

h y p o th e s iz e d  t h a t  a d m in is t r a t iv e  e f f e c t iv e n e s s  w ould be 

d i r e c t l y  a s s o c ia te d  w ith  p ro v id in g  good p a t i e n t  c a r e .  

S e le c te d  comments from th e  n u r s in g  home s t a f f  w ould seem to  

su p p o rt o u r  h y p o th e s is  :

The n u r s e s  a re  fo rc e d  to  assume so much r e s p o n s i b i l 
i t y  f o r  n o t  o n ly  o u r p ro fe s s io n s  b u t  t h a t  o f  o th e r  
d ep a rtm en ts  t h a t  i t  i s  im p o ss ib le  to  g iv e  q u a l i ty  
n u r s in g  c a r e .  . . .  I  r e a l l y  b e l ie v e  t h a t  o u r  p re s e n t  
D ir e c to r  o f  N urses cou ld  im prove c o n d it io n s  and p ro b 
lem a r e a s  in  n u r s in g . However, much o f  h e r  tim e  i s  
m onopolized  by th e  a d m in is t r a to r .  H e/she  i s  n o t g iven  
th e  chance to  s u p e rv is e  due to  r e p e a te d  c o f fe e  b r e a k s , 
lu n c h e s , and m eetings w ith  th e  a d m in is t r a to r .  T his 
u n f o r tu n a te ly  r e s u l t s  in  i l l - f e e l i n g s  , d e la y e d  p a t i e n t  
c a r e ,  f r u s t r a t i o n s  in  n u r s in g  s e r v i c e s ,  la c k  o f  commu
n ic a t io n s  betw een dep artm en ts  and c o -w o rk e rs , and d i s 
s a t i s f i e d  p a t i e n t s ,  f a m i l i e s ,  and d o c to r s .  (NH 26,
R esp. 2 0 , N urse)
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I  have no c o n fid e n c e  i n  th e  D ir e c to r  o f  N u rses . She 
has no t a c t , v e ry  r u d e , does n o t  keep up w ith  changes 
in  p a t i e n t s  and does n o t  l i s t e n  to  su g g e s tio n s  by th e  
s t a f f .  (NH 6 , R esp. 1 2 , N urse)

I 'v e  worked a t  d i f f e r e n t  c e n te r s  and t h i s  i s  th e  b e s t  
in  n u rs in g  c a r e , th e  p e o p le  h e re  a r e  w o n d e rfu l to  work 
f o r ,  and g r e a t  t o  work w ith . I f  we have any problem s 
w ith  a n y th in g  th e y  h e lp  us work them o u t .  (NH 13,
Resp. 2 , N u r s e 's  Aide)

Ify comment i s  t h a t  our n u rs in g  c e n te r  i s  d e d ic a te d  to  
th e  lo v e  o f  th e  r e s i d e n t s .  îty s ta n d  th e r e  i s  c o n s id 
e red  im p o r ta n t .  I  f i r s t  thank  God f o r  g iv in g  me a jo b  
to  open ny eyes and u n d e rs ta n d  th e s e  p e o p le  ( o l d ) . The 
a d m in is t r a to r  o r  s u p e rv is o rs  a re  good— ex trem e ly  good 
in  t h e i r  d u t i e s . Everyone t r i e s  to  t h e i r  b e s t  a b i l i t y  
to  h e lp  and c a re  f o r  th e s e  r e s i d e n t s .  (NH 27 , Resp. 7, 
Nurse * s A ide)

The e m p ir ic a l  d a ta  r e p o r te d  in  T ab le  51 g iv e  im pres

s iv e  su p p o rt t o  H y p o th esis  3 and seem to  b e a r  o u t th e  com

ments o f  th e  n u r s in g  home s t a f f  members. And as th e y  

c l e a r ly  s t a t e d  th ro u g h  t h e i r  comments and re sp o n se s  to  q ues

t io n n a i r e  i te m s , s t a f f  members saw a d e f i n i t e  co n n ec tio n  

betw een th e  a b i l i t y  o f  th e  s u p e rv is o r  o r  a d m in is t r a to r —  

a d m in is t r a t iv e  and o th e rw is e — and th e  q u a l i t y  o f  c a re  p ro 

v id e d . A l l  c o e f f i c i e n t s  o f  c o r r e l a t i o n  betw een th e  q u a l i ty  

of c a re  and  th e  component m easures o f  a d m in is t r a t iv e  e f f e c 

t iv e n e s s  a r e  s i g n i f i c a n t  a t  a t  l e a s t  th e  .01 l e v e l .

N u rsin g  home p e rs o n n e l ,  n o t  u n l ik e  many w orkers 

e lse w h e re , have th e  n eed  f o r  a r a t i o n a l  and p r e d ic ta b le  

env ironm en t. T h is  i s  p ro b a b ly  due to  th e  f a c t  t h a t  th e
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e d u c a tio n a l l e v e l  o f  th e  average n u rs in g  home em ployee i s  

low and th e  t a s k s ,  on th e  w hole, a re  r e l a t i v e l y  r o u t in e .

I f ,  th rough  th e  a d m in is t r a t iv e  p ro c e s s ,  th e  g o a ls  and o b je c 

t iv e s  o f  th e  n u rs in g  home and o f  each  work u n i t  have been 

c le a r ly  e s ta b l i s h e d  and th e  n u rs in g  home r u le s  and r e g u la 

t io n s  a re  c l e a r ly  s e t  f o r th  and communicated w ith  u n d er

s ta n d in g  to  th e  s t a f f ,  th en  s t a f f  members w i l l  know w hat 

t h e i r  d u t ie s  and r e s p o n s i b i l i t i e s  a r e  and w i l l  be more 

l ik e ly  to  acconç>lish them. In  a d d i t io n ,  when d u t ie s  and 

r e s p o n s i b i l i t i e s  have been c le a r ly  e x p la in e d  and a s s ig n e d  

th e re  i s  le s s  chance o f  m isu n d e rs tan d in g s  and c o n f l i c t s  

among s t a f f  members. When m isu n d e rs tan d in g s  do o c c u r , i f  

th ey  a re  q u ic k ly  and e f f e c t iv e ly  r e s o lv e d ,  th e n  seg m en ta tio n  

o f  th e  o rg a n iz a t io n  can be p re v e n te d . M oreover, when th e s e  

c o n d itio n s  have been c r e a te d  by e f f e c t iv e  a d m in is t r a t io n , 

work ro u tin e s  and a c t i v i t i e s  p ro ceed  more sm ooth ly  and thus 

th e  s t a f f  w i l l  p e rc e iv e  th a t  a  h ig h  q u a l i ty  o f  ca re  e x i s t s .

Inasm uch as th e  r a t io n a l  t r u s t  o f  a d m in is t r a t io n  has 

been d isc o v e re d  to  r e l a t e  to  jo b  s a t i s f a c t i o n  and employee 

i d e n t i f i c a t i o n  w ith  th e  n u rs in g  home and i t s  g o a ls ,  i t  cou ld  

be in f e r r e d  t h a t  i t  would a l s o  be r e l a t e d  to  th e  q u a l i ty  o f  

c a re , because  th e  q u a l i ty  o f  c a re  m igh t b e  co n cern ed  as an 

a t t i t u d i n a l  m easure . I f  a s t a f f  member has a fa v o ra b le
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a t t i t u d e  tow ard th e  n u r s in g  home in  g e n e ra l ,  h e /sh e  w i l l  

more th an  l i k e ly  view  th e  f a c i l i t y  as re n d e r in g  q u a l i t y  c a re  

and, i t  i s  hoped, work to  m a in ta in  t h i s  s ta n d a rd . The 

a d m in is t r a t iv e  s t a f f ,  by th e  c r e a t io n  o f  a  r a t i o n a l  t r u s t  

a tm osphere, c r e a te s  an env ironm ent in  w hich th e  n u r s in g  home 

s t a f f  members f e e l  th e y  w i l l  be  u n d ersto o d  and f a i r l y  

t r e a t e d ,  th e re b y  c r e a t in g  a  f e e l in g  o f t r u s t  on th e  p a r t  o f  

th e  s t a f f  tow ard th e  a d m in is t r a t io n .

When em ployees t r u s t  th e  a d m in is t r a t iv e  s t a f f  th ey  

w i l l  p e rc e iv e  t h e i r  env ironm ent t o  be more r a t i o n a l  and c e r 

t a i n .  R o les w i l l  be seen  a s  more c le a r ly  d e f in e d , a s  e v i 

denced by th e  c o r r e la t io n s  betw een r a t io n a l  t r u s t  and (1) 

c l a r i t y  o f  g o a ls  and o b je c t iv e s  and (2) c l a r i t y  o f  r u le s  and 

o b je c t iv e s .

A d m in is tra to rs  and departm en t heads p e rc e iv e d  as  fo llo w 
in g  t h e i r  own r u le s  (1  Rs = .62 , s ig .  .001) (2  Rs =
.8 7 , s ig .  .001) .

A d m in is tra to rs  and departm en t heads p e rc e iv e d  as  u n d e r
s ta n d in g  w o rk e rs ' needs (1 Rs = .5 1 , s i g .  .005) (2 Rs = 
.5 9 , s ig .  .0 0 1 ).

A d m in is tra to rs  and departm en t heads p e rc e iv e d  a s  f a i r  
and re a so n a b le  in  th e  d e c is io n s  th e y  make a f f e c t in g  
work r o u tin e s  (1 Rs = .5 2 , s ig .  .004) (2 Rs = .6 1 , 
s ig .  .0 0 1 ).

C onsequen tly , th e  s t a f f  has more co n fid en ce  in  th e  o b je c 

t iv e s  and p ro c e d u re s . Inasm uch a s  th e  s t a f f  f e e l s  i t  i s
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f a i r l y  t r e a t e d  and r o le s  have been  c le a r ly  e s ta b l i s h e d ,  th e y  

w i l l  more th a n  l i k e l y  b e  com m itted to  th e  o r g a n iz a t io n  and 

i t s  o b je c t iv e s ,  making th e  e x is te n c e  o f  q u a l i ty  c a re  more 

p ro b a b le .

In  summary, a  h ig h  r a t in g  re g a rd in g  th e  q u a l i t y  o f  

c a re  by a n u r s in g  home s t a f f  was found to  e x i s t  s im u l ta 

n eo u s ly  w ith  th e  s t a f f ' s  h ig h  r a t in g  o f  th e  fo llo w in g  item s :

1 . The p la n n in g  s k i l l  o f  t h e i r  s u p e r io r .

2. The e x te n t  to  w hich g o a ls  and o b je c t iv e s  and 
r u le s  and r e g u la t io n s  have been  c l e a r l y  d e f in e d .

3. The e x te n t  to  w hich n u rs in g  home s t a f f  members 
a re  seen  as  a d h e r in g  to  r u le s  and r e g u l a t i o n s .

4 . The q u a l i ty  o f  com m unication th e  s t a f f  r e c e iv e s  
from  th e  a d m in is t r a to r .

5 . The a b i l i t y  o f  th e  a d m in is t r a to r  to  make h im s e lf  
aware o f  o r g a n iz a t io n a l  problem s and d e a l  w ith  
them e f f e c t i v e l y .

6. The n u r s in g  home a d m in is t r a to r  and d ep artm en t 
heads a re  p e rc e iv e d  as  b e in g  aware o f  th e  needs 
and problem s o f  th e  n u rs in g  home s t a f f  and a re  
ju d g ed  to  be  f a i r  and re a so n a b le  in  th e  d e c i 
s io n s  th ey  make a f f e c t in g  work r o u t in e s .

7 . The n u r s in g  home a d m in is t r a to r  and d ep artm en t 
heads a re  seen  as  fo llo w in g  t h e i r  own r u le s  and 
r e g u l a t i o n s .

In  o th e r  words , a l l  o f  th e  component m easures o f  

a d m in is t r a t iv e  e f f e c t iv e n e s s  c o r r e la t e  s i g n i f i c a n t l y  w ith  

th e  q u a l i ty  o f  c a r e .  T h e re fo re , on th e  b a s is  o f  th e s e
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co n v in c in g  f in d in g s  we conclude t h a t  th e r e  i s  v e ry  d e f i 

n i t e l y  a c o n n e c tio n  betw een th e  e f f e c t iv e n e s s  o f  a d m in is tr a 

t io n  w ith in  a  n u r s in g  home and th e  q u a l i ty  o f  p a t i e n t  c a re  

i t  i s  a b le  to  p ro v id e .  H y p o th esis  3 i s ,  t h e r e f o r e ,  con

f irm ed  .

I n t e r n a l  O rg a n iz a tio n a l R e la t io n s h ip s  

I t  i s  th e  p u rp o se  o f t h i s  s e c t io n  to  t e s t  th e  fo llo w 

in g  h y p o th e s is :

H y p o th es is  4 : There w i l l  be a d i r e c t  and s i g n i f i c a n t
r e l a t io n s h ip  betw een th e  e f f e c t iv e n e s s  
o f  i n t e r n a l  o r g a n iz a t io n a l  r e l a t io n s h ip s  
and th e  q u a l i ty  o f  c a re .

T h e 'n u r s in g  home o rg a n iz a t io n  can be c h a ra c te r iz e d  

a s  a  v ia b le  fu n c t io n in g  s o c ia l  system . In  p ro v id in g  f o r  th e  

p a t i e n t s ' n eed s  , p e rso n n e l m ust i n t e r a c t  a s  in d iv id u a ls  and 

w ith in  g ro u p s . F u rth e rm o re , we f in d  groups i n t e r r e l a t i n g  

w ith in  a d ep artm en t and i n t e r a c t in g  betw een d e p a r tm e n ts , a l l  

to  acco m p lish  o b je c t iv e s .  The m ajo r theme o f  t h i s  s e c t io n  

o f  th e  r e s e a r c h  i s  t h a t  th e  g r e a t e r  th e  d eg ree  o f  harmony, 

c o o p e ra tio n , and c o o rd in a t io n  t h a t  e x i s t s  among th e  v a r io u s  

e lem en ts  o f  th e  n u rs in g  home o rg a n iz a t io n ,  th e  h ig h e r  th e  

q u a l i ty  o f  c a r e  t h a t  w i l l  be a d m in is te re d  to  i t s  p a t i e n t s .  

When n u rs in g  home s t a f f  members se e  th em se lv es  as  communi

c a t in g  o p en ly  and f r e e ly  w ith  one a n o th e r  and t h e i r
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s u p e rv is o r  o r  a d m in is t r a to r  to  exchange id e a s  and  in fo rm a

t io n  t h a t  h e lp  them  to  i n t e r r e l a t e  t h e i r  e f f o r t s  i n  c a r in g  

f o r  th e  p a t i e n t s , i t  i s  p r e d ic te d  t h a t  th e y  w i l l  s e e  a 

h ig h e r  q u a l i t y  o f  c a re  b e in g  g iv en  in  th e  f a c i l i t y .

I f  th e  b le n d in g  and tim in g  o f a c t i v i t i e s  i s  e f f e c 

t i v e l y  h an d led  w ith in  th e  n u rs in g  home, th e  work w i l l  go 

more sm oothly  and more w i l l  be acco m p lish ed . The more work 

t h a t  i s  acco m p lish ed , th e  more th e  p a t i e n t s '  n ee d s  have been 

f u l f i l l e d ,  th u s  r e s u l t i n g  in  a h ig h e r  q u a l i ty  o f  c a r e .  But 

t h i s  a p p l ie s  m ain ly  t o  p h y s ic a l  n eed s ; when d u t ie s  a re  p e r 

formed in  a w e l l - c o o rd in a te d  and o rd e r ly  manner th e r e  shou ld  

be more tim e  to  d e v o te  to  th e  p e rso n a l o r  p s y c h o lo g ic a l  

needs o f  th e  p a t i e n t s .

By and l a r g e , when th e  a d m in is t r a t io n  h a s  c re a te d  an 

env ironm ent t h a t  en co u rag es  im prov ised  c o o rd in a t io n  w ith in  

th e  n u r s in g  home, we would p o s tu la te  t h a t  th e  p e rc e iv e d  

q u a l i ty  o f  c a re  w ould be h ig h e r .

In  o rd e r  to  la y  th e  fo u n d a tio n  f o r  th e  h y p o th e s is  o f  

a  c o n n ec tio n  betw een th e  e f f e c t iv e n e s s  o f  i n t e r n a l  o rg a n iz a 

t i o n a l  r e l a t io n s h i p s  and th e  q u a l i ty  o f  c a r e ,  we rev iew  some 

o f  th e  comments o f  n u r s in g  home p e rs o n n e l .

I  have worked a t  . . . s in c e  i t  b eg an . I  can  t r u t h 
f u l l y  say  I  have n e v e r  worked w ith  a more c o o p e ra t iv e  
group who seem t o  c o n s id e r  t h e i r  work n o t o n ly  as j u s t
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a jo b ,  b u t work to  th e  b e tte rm e n t o f  o u r  home, and to  
keep our r e s id e n t s  co m fo rtab le  and happy .

Our o n ly  problem  i t  seems i s  v e ry  h ig h  te n s io n  
betw een th e  a d m in is t r a to r  and n u r s in g  s u p e rv is o r .  P er
s o n a l ly ,  I  have no conq)la in ts  o f  e i t h e r ,  o th e r  th a n  i t  
does cause some p re s s u re  on w orking  c o n d i t io n s . I  
d o n 't  know th e  cause o r  t r o u b le  betw een them b u t  I  do 
know i t  w ould be  b e t t e r  f o r  a l l  con cern ed  i f  i t  could  
be so lv e d . I  do h e a r  comments among enq>loyees o f  the  
a d m in is t r a to r  n o t b e in g  more c lo s e ly  r e l a t e d .  (NH 21, 
R esp. 29, N urse)

I  f e e l  t h e r e  i s  an o v e r a l l  i n e f f i c i e n c y  on my s h i f t  
(g rav ey ard ) . T his i s  due p a r t l y  to  th e  f a c t  t h a t  we 
f e e l  overw orked. The o ch er s h i f t s  g iv e  us e x t r a  work 
l i k e  s t e r i l i z i n g .  T his ta k e s  tim e  and c u ts  down on 
tim e to  c a r e  f o r  r e s id e n t s .  Our s h i f t  s h o u ld n 't  be a 
c a t c h - a l l .  (NH 8, Resp. 10, N u rse 's  A ide)

P eople h e re  a re  v e ry  concerned  w ith  th e  p ro p e r  c a re  o f 
th e  r e s id e n t s .  Every departm en t seems to  be w orking  
f o r  a  g o a l— to  see  t h a t  a  good d a y 's  work i s  done—  
e v e ry th in g  k e p t up to  d a te — and m ain ly  t h a t  e v e ry th in g  
can be done to  see t h a t  th e  r e s id e n t s  a r e  c a re d  f o r ,  
s t im u la te d ,  and e s p e c ia l ly  happy. (NH 4 , R esp . 1, 
A d m in is tra t iv e )

I t  i s  d i f f i c u l t  to  c a r ry  th rough  s u c c e s s fu l  tre a tm e n ts  
and r e t r a i n i n g  o f  th e  p eo p le  b ecau se  th e r e  i s  no co
o p e ra t io n  betw een s h i f t s  and l i t t l e  betw een  f o lk s  o f  
th e  same s h i f t .  (NH 3 , R esp. 5 , N u rs e 's  A ide)

We have a  good w orking r e l a t io n s h i p .  Most problem s 
come from th e  d ie ta r y  s t a f f .  The h e lp  in  th e  k itc h e n  
r e fu s e s  many tim es to  co o p e ra te  i n  m a t te r s  to  th e  b e t 
te rm en t o f  th e  p a t i e n t .  (NH 25, R esp. 36, N urse)

Communications betw een n u rse s  and a id e s  i s  [s i c ] poor 
and in d iv id u a l  p a t i e n t  c a re  r e q u ir e s  an a id e  to  seek  
o u t th e  n u rs e  and ask  q u e s tio n s .  (NH 23 , R esp. 21, 
N u rse 's  A ide)

The e m p ir ic a l  d a ta  p re s e n te d  in  T ab le s  52 , 53, and

54 ap p ea r to  g iv e  co n v in c in g  su p p o rt to  th e  comments o f  th e
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TABLE 52

THE RELATIONSHIP BETWEEN THE CONDITIONS FOR NEGOTIATING 
ORDERS AND THE QUALITY OF CARE

C o n d itio n s  f o r  N e g o tia t in g  O rders^

E ase o f  Exchanging 
Id e a s  and In fo rm a tio n

Avoid C re a tin g  
Problem s f o r  
One A nother

H andling
C o o rd in a tio n

Problem s

Q u a lity
o f  , .71^ .52° .77*

Care^

N = 24
*Speannan ra n k  o rd e r  c o r r e la t io n s  w ere u sed , 
a = Rs s ig n i f i c a n t  a t  th e  .001 l e v e l ,  
b = Rs s i g n i f i c a n t  a t  th e  .01 l e v e l .
4 i o t t  (1972).
2

G eorgopoulos and Mann (1 9 6 2 ) .



TABLE 53

THE RELATIONSHIP BETWEEN COORDINATION AND THE QUALITY OF CARE

The B lend
ing  o f  H andling o f 

A c t i v i t i e s  The I n te r -  
to  A chieve. Timing o f   ̂ d ep a rtm e n ta l 
Obja c t i v e s f A c t i v i t i e s  Problem s^

T ension  and 
C o n f l ic t  
Between . 

D epartm ents

P re s su re  
to  , 

Perform
I n t e r s h i f t  . 
C o o p era tio n

Q u a lity
o f 2Care^

.85*9 .67* .63* - .2 8 ^ -,52'> .68*

w
Cs

N = 24
* Spearman ra n k -o rd e r  c o r r e l a t io n s  were used , 
a = Rs s ig n i f i c a n t  a t  th e  .001 le v e l ,  
b = Rs s ig n i f i c a n t  a t  th e  .01 l e v e l .
^Mott (1960).
2
G eorgopoulos and Mann (1 9 6 2 ).
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TABLE 54

THE RELATIONSHIP BETWEEN CULTURAL AND SOCIAL-PSYCHOLOGICAL 
INTEGRATION AND THE QUALITY OF CARE

C u ltu r a l  and S o c ia l-P s y c h o lo g ic a l I n te g r a t io n ^

I d e n t i f i c a t i o n  
w ith  

Im m ediate 
Work Group

N ursing  
Home and 

I t s  
Goals

Occupa
t io n

A b i l i ty  to  
See th e  

O th er P e r s o n 's  
P o in t  o f  View

Q u a lity  
o f  2  

Care
.53*^ .82* .65* .57^

N = 24
* Spearman ra n k  o rd e r  c o r r e la t io n s  w ere  u sed , 
a = Rs s ig n i f i c a n t  a t  th e  .001 l e v e l ,  
b = Rs s ig n i f i c a n t  a t  th e  .01 l e v e l .
H lo t t  (1960) .
2

G eorgopoulos and Mann (1 9 6 2 ).
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n u rs in g  home em ployees and our h y p o th e s is .  The d a ta  and 

comments p o in t  to  a  d i r e c t  r e l a t io n s h ip  betw een th e  fu n c 

t io n in g  o f  th e  s o c i a l  system  and th e  q u a l i ty  o f  c a r e  w ith in  

a n u rs in g  home.

S ig n i f i c a n t  c o r r e l a t io n s  w ere d isc o v e re d  betw een  th e  

conçonent m easures o f  i n t e r n a l  o r g a n iz a t io n a l  r e l a t io n s h ip s  

and th e  q u a l i ty  o f  c a re  i n  ev e ry  case  b u t one. The c o r r e l a 

t i o n  betw een te n s io n  and c o n f l i c t  betw een d ep artm en ts  and 

th e  q u a l i ty  o f  c a re  was n o t  c o n s id e re d  s tro n g  enough to  sup

p o r t  any d e f i n i t e  c o n c lu s io n s  (Rs = 0 .2 8 , s ig .  .0 9 2 ) . The 

f i r s t  comment in  t h i s  s e c t io n  from a n u r s in g  home s t a f f  mem

b e r  i s  an e x c e l le n t  exam ple o f  how and why th e re  may n o t be 

any co n n ec tio n  betw een th e  s t a f f  members' judgm ents r e g a rd 

in g  th e  q u a l i ty  o f  c a re  and t h e i r  p e rc e p tio n s  o f  te n s io n  and 

c o n f l i c t  betw een d e p a r tm e n ts . S ta f f  members may p e rc e iv e  a 

m oderate amount o f  sq u a b b lin g  o v er u n im p o rtan t m a t te r s  in  

o th e r  d e p a r tm e n ts , b u t t h i s  w i l l  n o t  be seen  as a f f e c t i n g  

th e  m anner in  w hich  th e y  o r t h e i r  co -w orkers p ro v id e  f o r  

t h e i r  p a t i e n t s ' n e e d s . F r i c t i o n  betw een d ep artm en ts  would 

ap p ea r to  be an o r g a n iz a t io n a l  concep t a f f e c t in g  th e  q u a l 

i t y  o f  c a re  in  a  v e ry  i n d i r e c t  m anner, i f  a t  a l l .

N ursing  home p e rso n n e l m ight have f a i l e d  to  make a 

c o n n e c tio n  betw een c o o p e ra tio n  betw een d ep artm en ts  and th e
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q u a l i ty  o f  c a r e ,  b u t th e y  d id  n o t f a i l  to  connect i n t e r s h i f t  

c o o p e ra tio n  to  q u a l i ty  c a re .  When a s h i f t  f a i l s  to  perfo rm  

a l l  i t s  a s s ig n e d  d u t ie s  o r s im p ly  c r e a te s  work f o r  th e  o th e r  

s h i f t s  th ro u g h  i t s  n e g le c t  o r  u n t i d i n e s s , i t  p u ts  added p r e s 

su re  upon th e  o th e r  s h i f t s  and makes i t  d i f f i c u l t  f o r  them 

to  g iv e  th e  p a t i e n t s  th e  c a re  and a t t e n t i o n  they  n eed . Con

s id e r  th e  fo llo w in g  i n t e r r e l a t i o n s h i p s  :

Q u a li ty  
of_ Care

(Rs = .6 8 , 
s ig .  .001)

P re s s u re  ^ (Rs = - .3 5 ,  s i g .  .044) I n t e r s h i f t  
to  P erform  ^  C ooperation

We have an in v e r s e  s ig n i f i c a n t  r e l a t io n s h ip  betw een i n t e r 

s h i f t  c o o p e ra tio n  and p re s s u re  to  p e rfo rm  and a s ig n i f i c a n t  

r e l a t io n s h ip  betw een p re s s u re  to  p e rfo rm  and th e  q u a l i ty  o f  

c a re .  T h is  g iv e s  c o n s id e ra b le  s tq jp o r t to  o u r c o n te n tio n  

t h a t  p oo r c o o p e ra tio n  betw een s h i f t s  c r e a te s  p re s s u re  fo r  

perfo rm ance t h a t  may low er th e  q u a l i t y  o f  c a re .

We f in d  a l l  o f  our component m easures o f im prov ised  

c o o rd in a t io n  to  be im p re s s iv e ly  c o r r e la t e d  w ith  th e  q u a l i ty  

o f  c a re .  I t  would seem n a tu r a l  to  e x p e c t t h a t  when th e  

p e rso n n e l o f  a  n u rs in g  home can come to g e th e r  and f r e e ly  

exchange id e a s  and in fo rm a tio n , th e y  would be more a b le  to
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c o o rd in a te  t h e i r  a c t i v i t i e s  to  av o id  c r e a t in g  problem s f o r  

one a n o th e r  and be in  a  p o s i t io n  to  more e f f e c t iv e ly  r e s o lv e  

c o o rd in a t io n  problem s t h a t  e x i s t  among them selves and b e 

tween d ep artm en ts  so t h a t  a h ig h e r  q u a l i t y  o f  c a re  can be 

p ro v id e d  f o r  p a t i e n t s . In  o th e r  w o rd s , when a h ig h  l e v e l  

o f  im p ro v ised  c o o rd in a t io n  e x i s t s  w i th in  a  n u rs in g  home, 

th e  s t a f f  sh o u ld  fu n c tio n  as a u n i t  to  accom plish  th e  ta s k s  

n e c e s s a ry  t o  p ro v id e  f o r  th e  p a t i e n t s '  n e e d s . T his i s  th e  

re a so n  f o r  a  s ig n i f i c a n t  r e l a t io n s h ip  betw een im prov ised  

c o o rd in a t io n  and  th e  q u a l i ty  o f  c a re .

The d a ta  in  T ab le  54 show t h a t  th e  s tro n g e r  th e  

i d e n t i f i c a t i o n  o f  s t a f f  members w ith  th e  n u rs in g  home and 

i t s  g o a ls ,  t h e i r  im m ediate work g ro u p , and t h e i r  o c c u p a tio n , 

th e  h ig h e r  th e  q u a l i ty  o f  c a re  th e y  se e  th e  n u rs in g  home as 

p ro v id in g . The s t a t i s t i c s  do n o t  p e rm it th e  co n c lu s io n  t h a t  

h ig h  i d e n t i f i c a t i o n  means h ig h  q u a l i t y  c a r e .  A l te r n a t iv e ly ,  

i t  cou ld  e a s i l y  be th e  o p p o s ite — h ig h  s ta n d a rd s  o f  c a re  may 

le a d  to  h ig h  i d e n t i f i c a t i o n .  However, th e  in d ic a t io n  w i l l  

be made th a t  when a n u r s in g  hom e's s t a f f  members a re  com

m it te d  to  i t s  g o a ls  and o b je c t iv e s  and th e y  have a h ig h  

l e v e l  o f  i d e n t i f i c a t i o n  w ith  t h e i r  jo b s  and co -w o rk ers , th ey  

w i l l  be more l i k e l y  to  p ro v id e  a  h ig h e r  q u a l i ty  o f  c a re  th an  

when th e  o p p o s ite  c o n d itio n s  a r e  p r e s e n t .
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In  a d d i t io n ,  a s ig n i f i c a n t  r e l a t io n s h i p  was d isc o v 

e re d  betw een th e  q u a l i ty  o f  c a re  and th e  deg ree  to  which 

n u rs in g  home s t a f f  members see  th em se lv es  as b e in g  a b le  to  

u n d e rs ta n d  th e  o th e r  p e r s o n 's  p o in t  o f  v iew . When s t a f f  mem

b e rs  p e rc e iv e  th em se lv es  as b e in g  a b le  to  u n d e rs ta n d  th e  

o th e r  p e r s o n 's  v ie w p o in t,  th ey  a r e  more a b le  to  c o o rd in a te  

t h e i r  e f f o r t s  in  c a r in g  f o r  th e  p a t i e n t s .

In  summary, in  th o se  n u r s in g  homes w here th e  s t a f f  

p e rc e iv e d  th e  e x is te n c e  o f  h ig h  q u a l i ty  p a t i e n t  c a r e ,  th e  

fo llo w in g  c o n d it io n s  w ere  a ls o  found to  be p r e s e n t :

1 . S t a f f  members exchange id e a s  and in fo rm a tio n  
f r e e l y .

2. The p e rso n n e l in  each  d ep artm en t make an e f f o r t  
to  av o id  c r e a t in g  problem s f o r  o r  i n t e r f e r i n g  
w ith  one a n o th e r 's  d u t ie s  and r e s p o n s i b i l i t i e s .

3. Employees re g a rd  c o o rd in a t io n  problem s w ith in  
t h e i r  d ep artm en t as w e l l  h a n d le d .

4 . D if f e r e n t  jo b s  and work a c t i v i t i e s  a re  w e ll
c o o rd in a te d  to  meet th e  o b je c t iv e s  o f  th e  
d e p a r tm e n t.

5. A c t i v i t i e s  a r e  w e ll  tim ed  in  th e  everyday ro u 
t i n e  o f  th e  n u rs in g  home.

6. When problem s a r i s e  betw een d ep artm en ts  th e y  a re  
q u ic k ly  and e f f e c t iv e ly  r e s o lv e d .

7. U nreasonab le  p re s s u re  f o r  p erfo rm ance i s  r e 
g a rd ed  as lo w .

8. C o o p e ra tio n  e x i s t s  betw een th e  s h i f t s .

9. N u rsin g  home s t a f f  members have a h ig h  degree  o f
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i d e n t i f i c a t i o n  w ith  th e  n u r s in g  home and i t s  
g o a l s , t h e i r  im m ediate work g ro u p s , and t h e i r  
o c c u p a tio n .

10. Employees f e e l  th a t  th e y  have th e  a b i l i t y  to  see  
one a n o th e r 's  p o in ts  o f  view .

Inasm uch as th e  p re c ed in g  c o n d it io n s  have been  found 

to  e x i s t  w i th in  th e  n u rs in g  homes which w ere ju d g ed  by t h e i r  

s t a f f s  to  b e  p ro v id in g  a h ig h  q u a l i t y  o f  c a r e ,  we can con

c lu d e  t h a t  a  r e l a t io n s h ip  e x i s t s  betw een th e  e f f e c t iv e n e s s  

o f  i n t e r n a l  o r g a n iz a t io n a l  r e l a t io n s h ip s  and th e  q u a l i t y  o f  

c a r e ,  th u s  co n firm in g  H ypo thesis  4 .

O rg a n iz a tio n a l E f f e c t iv e n e s s  
and th e  Q u a lity  o f  Care

I t  i s  th e  pu rp o se  o f  t h i s  s e c t io n  o f  th e  s tu d y  to  

i n v e s t i g a t e  t h i s  p o r t io n  o f  th e  r e s e a rc h  m odel:

Q u a li ty  o f  ^ ^  O rg a n iz a t io n a l  
P a t i e n t  C are E f f e c t iv e n e s s

w hich t e s t s  th e  fo llo w in g  h y p o th e s is  :

H y p o th es is  5 : There w i l l  be a  d i r e c t  and s i g n i f i c a n t
r e la t io n s h ip  betw een o r g a n iz a t io n a l  
e f f e c t iv e n e s s  and th e  q u a l i ty  o f p a t i e n t  
c a r e .

When e v a lu a t in g  any h e a l th  c a re  d e l iv e ry  system  one 

would e x p e c t t o  f in d  th e  more e f f e c t i v e  o r g a n iz a t io n s  p r o 

v id in g  th e  h i ^ e r  q u a l i ty  o f  c a r e . Some r e s e a r c h e r s  may 

a rgue  t h a t  as f a r  as h e a l th  ca re  i n s t i t u t i o n s  a r e  co n cern ed .
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o r g a n iz a t io n a l  e f f e c t iv e n e s s  and th e  q u a l i t y  o f  c a re  p ro 

v id e d  a re  one and th e  same. There i s  a  g r e a t  d ea l o f  m erit 

in  t h i s  argum ent; co u ld  a h e a l th  c a re  sy stem  be co n s id e red  

t r u l y  e f f e c t i v e  i f  i t  d id  n o t p ro v id e  an  ad eq u a te  q u a l i ty  o f  

ca re?

F or th e  p u rp o se  o f  t h i s  s tu d y , o r g a n iz a t io n a l  e f f e c 

t iv e n e s s  and th e  q u a l i ty  o f c a re  a re  c o n s id e re d  as s e p a ra te  

m easu res . (See C h ap te rs  I I I  and IV .) The component m easures 

o f  o r g a n iz a t io n a l  e f f e c t iv e n e s s  w ere s e le c te d  because i t  was 

f e l t  t h a t  th e y  were n e c e ssa ry  c o n d it io n s  f o r  q u a l i ty  p a t ie n t  

c a re .  In  o th e r  w ords, when th e  n u r s in g  home s t a f f  i s  viewed 

as b e in g  more p ro d u c tiv e ,  w i l l in g  to  a c c e p t changes, and 

h e lp  o u t i n  tim es o f  em erg en c ies , th e y  w i l l  a ls o  p ro v id e  a 

h ig h e r  q u a l i t y  o f  p a t i e n t  c a r e .  F u rth e rm o re , we would con

te n d  t h a t  in  t h i s  ty p e  o f  work an em ployee who i s  s a t i s f i e d  

w ith  h e r  jo b  w i l l  have more co n cern  f o r  th e  needs and w e ll

b e in g  o f  th e  p a t i e n t s  than  an em ployee who i s  d i s s a t i s f i e d  

w ith  h e r  jo b .  And because  o f  th e  u n s e t t l i n g  e f f e c t s  o f  

tu rn o v e r  and th e  tremendous amount o f  tim e t h a t  must be 

sp en t c o n tin u o u s ly  t r a in in g  new s t a f f  m em bers, tu rn o v e r  

sh o u ld  be in v e r s e ly  r e la te d  to  he  q u a l i t y  o f  c a re .

The o n ly  p o s s ib le  e x c e p tio n  i s  p r o f i t a b i l i t y .  We 

would hope t h a t  p r o f i t a b i l i t y  w ould be  c o n s is te n t  w ith
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q u a l i ty  c a r e ,  i . e . ,  t h a t  th e  same e f f e c t iv e  a d m in is tr a t io n  

th a t  c r e a te d  th e  env ironm ent t h a t  le d  to  q u a l i ty  c a re  w ould 

a ls o  p ro v id e  p r o f i t a b i l i t y .  However, i t  may very  w e ll  be 

th a t  p r o f i t a b i l i t y  and q u a l i ty  c a re  a re  in c o n s is te n t  w ith  

one a n o th e r .

The com parison  o f  ou r m easures o f  o rg a n iz a t io n a l  

e f f e c t iv e n e s s  to  th e  q u a l i ty  o f  c a re  can be though t o f  as a  

v a l i d i t y  t e s t .  Those m easures t h a t  r e l a t e  s ig n i f i c a n t l y  t o  

th e  q u a l i ty  o f  c a re  co u ld  be seen  a s  v a l id  c r i t e r i a  by which 

to  e v a lu a te  o r g a n iz a t io n a l  e f f e c t iv e n e s s  in  th e  n u rs in g  home 

o rg a n iz a t io n .  The m easures th a t  a r e  n o t s ig n i f i c a n t l y  r e 

l a te d  would have to  be c o n s id e re d  s u sp e c t o r  be an in d ic a 

t io n  th a t  f u r th e r  r e s e a r c h  i s  n e c e s sa ry  to  v a l id a te  them.

TABLE 55

THE RELATIONSHIP BETWEEN THE SUBJECTIVE MEASURES OF 
ORGANIZATIONAL EFFECTIVENESS AND THE 

QUALITY OF PATIENT CARE

The S u b je c tiv e  M easures o f 
O rg a n iz a tio n a l E f fe c tiv e n e s s ^

P r o d u c t iv i ty  A d a p ta b i l i ty  F l e x i b i l i t y

Q u a lity  o f  Care^ .64*^ .69* .58*

N = 24
*Spearman ra n k -o rd e r  c o r r e la t io n s  were u sed , 
a = Rs s ig n i f i c a n t  a t  th e  .001 l e v e l .
h i o t t  (1972) .

G eorgopoulos and Mann (1962) .
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From th e  d a ta  in  T ab le  35 we se e  t h a t  o u r s u b je c t iv e  

m easures o f  e f f e c t iv e n e s s  a re  im p re s s iv e ly  c o r r e l a t e d  w ith  

th e  q u a l i ty  o f  p a t i e n t  c a re . A ll m easures ach iev ed  th e  .001 

l e v e l  o f  s ig n i f ic a n c e .  When n u r s in g  home p e rso n n e l a re  

ju d g ed  to  be  more p ro d u c tiv e , s t a f f  members a r e  a b le  to  p ro 

v id e  f o r  more o f  th e  p a t i e n t s ' n e e d s . In  e f f e c t , when s t a f f  

members a re  r a t i n g  th e  p r o d u c t iv i ty  o f  t h e i r  c o -w o rk e rs , in  

most ca ses  th e y  a re  e v a lu a t in g  how many o f  th e  p a t i e n t s ' 

needs a re  b e in g  ta k e n  c a re  o f .  T h e re fo re , we w ould ex p ec t 

th e s e  two v a r ia b le s  to  be c o r r e l a t e d .

I f  n u r s in g  home s t a f f  members se e  th e  p e o p le  in  

t h e i r  departm en t as a n t i c ip a t in g  problem s and e l im in a t in g  

them o r  re d u c in g  t h e i r  bad e f f e c t s ,  as r e a d i ly  a d ju s t in g  to  

changes in  r o u t in e s ,  a s s ig n m e n ts , and equ ipm ent, th e n  c o o r

d in a t in g  t h e i r  a c t i v i t i e s  to  p ro v id e  f o r  th e  r e s i d e n t s '  

needs w i l l  be  e a s i e r .  When a d a p ta b i l i t y  i s  h ig h , p e rso n n e l 

a re  more w i l l i n g  to  acc e p t d i r e c t i v e s  from t h e i r  s u p e rv is o r .  

I f  th e  s u p e rv is o rs  a re  c a p a b le , th e n  a c t i v i t i e s  sh o u ld  be 

w e ll r e l a t e d  and th e  q u a l i ty  o f  c a re  enhanced . On th e  o th e r  

han d , i f  a d a p ta b i l i t y  i s  low , when a d ju s tm e n ts  a re  n e c e ssa ry  

in  everyday  r o u t in e s  p e rso n n e l w i l l  be u n w ill in g  to  change 

and p a t i e n t s '  needs may be n e g le c te d .

Mott (1 9 6 0 , pp. 156-159) found f l e x i b i l i t y  t o  be
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u n re la te d  to  th e  q u a l i ty  o f  c a r e .  The co n cep t o f  f l e x i b i l i t y  

i s  n o t  r e l a t e d  to  th e  d a y - to -d a y  c a re  a d m in is te re d  by th e  

n u r s in g  home b u t a tte m p ts  to  m easure how th e  f a c i l i t y  r e 

sponds in  tim e  o f  c r i s i s .  F l e x i b i l i t y  i s  r e a l l y  a  m easure 

o f  th e  s t a f f ’s a b i l i t y  to  im p ro v ise  in  emergency s i t u a t i o n s  

and th e  s t a f f ' s  w il l in g n e s s  to  p e rfo rm  ta s k s  above and 

beyond th e  c a l l  o f  d u ty . The re a so n  f l e x i b i l i t y  i s  s i g n i f i 

can t ly  r e l a t e d  to  q u a l i ty  o f  c a re  i s ,  more th a n  l i k e l y ,  b e 

cause i f  a  n u r s in g  home i s  to  b e  f l e x i b l e ,  i t  must h ave  a 

devo ted  s t a f f ,  and dev o ted  s t a f f s  j u s t i f i a b l y  re g a rd  them

s e lv e s  as r e n d e r in g  a  h ig h e r  q u a l i ty  o f  p a t i e n t  c a r e .

In  re v iew in g  th e  c o e f f i c i e n t s  o f  c o r r e l a t i o n  betw een 

jo b  s a t i s f a c t i o n  and th e  q u a l i t y  o f  c a re  th e r e  i s  a d e f in i t e  

in d ic a t io n  o f  a s ig n i f i c a n t  a s s o c ia t io n  betw een th e  two 

v a r i a b le s .  However, i t  i s  im p o ss ib le  to  d e te rm in e  w h eth er 

s a t i s f i e d  w o rk ers  p ro v id e  a h ig h e r  q u a l i ty  o f  c a re  o r  work

e r s  in  n u r s in g  homes th a t  p ro v id e  q u a l i t y  c a re  a re  more 

s a t i s f i e d .  In  a c t u a l i t y , th e  v a r i a b le s  a re  more l i k e l y  

m u tu a lly  s u p p o r t iv e .

I f  th ro u g h  e f f e c t i v e  a d m in is t r a t io n  th e  c o n d itio n s  

have been c r e a te d  w ith in  th e  n u rs in g  home t h a t  a llo w  th e  

s t a f f  to  i n t e r r e l a t e  e f f e c t i v e l y  to  acco m p lish  th e  t a s k  o f  

p ro v id in g  q u a l i ty  c a re  to  th e  p a t i e n t s ,  th en  th e  s t a f f  w i l l
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be s a t i s f i e d  w ith  t h e i r  jo b s  and a  h ig h  q u a l i ty  o f  c a re  w i l l  

e x i s t . T h is  i s  b e c au se  th e  f a c t  t h a t  s t a f f  members a re  p ro 

v id in g  q u a l i t y  c a re  can in f lu e n c e  t h e i r  a t t i t u d e s  tow ard 

t h e i r  jo b .  As d em o n stra ted  by t h e i r  comments, many n u rs in g  

home p e rso n n e l a r e  v e ry  devo ted  to  t h e i r  p a t i e n t s  and r e 

c e iv e  a g r e a t  d e a l o f  s a t i s f a c t i o n  from  th e  f a c t  th a t  th e y  

a r e  a s s o c ia te d  w ith  a  f a c i l i t y  t h a t  p ro v id e s  i t s  p a t i e n t s  

w ith  th e  b e s t  of c a re .  I f  c o n d it io n s  w ere to  change and 

t h e i r  a t te m p ts  to  f u l f i l l  t h e i r  p a t i e n t s ' needs were 

th w a rte d  by a  s h o r t - s ig h te d  s u p e rv is o r ,  th ey  w ould p ro b ab ly  

become d i s s a t i s f i e d  and le a v e . In  a d d i t io n ,  i f  em ployees 

a r e  d i s s a t i s f i e d  w ith  t h e i r  jo b  b ecau se  o f  low pay , o v e r

w ork, p oo r s u p e rv is io n ,  e t c . ,  th e y  w i l l  have l i t t l e  i n t e r e s t  

in  t h e i r  jo b  and may become n e g l ig e n t  in  c a r in g  f o r  pa

t i e n t s  .

The d a ta  show t h a t  s i g n i f i c a n t  r e l a t io n s h ip s  e x i s t  

betw een o v e r a l l  jo b  s a t i s f a c t i o n  and among a l l  f iv e  a re a s  

o f  jo b  s a t i s f a c t i o n .  Thus i t  can be concluded  t h a t  a r e l a 

t io n s h ip  e x i s t s  betw een  th e  q u a l i ty  o f  p a t i e n t  c a re  and jo b  

s a t i s f a c t i o n .

Once a g a in  th e  c o r r e la t io n  re g a rd in g  tu rn o v e r  i s  n o t 

s tro n g  enough to  draw any c o n c lu s io n s  from . B ecause o f  th e  

m agnitude o f  th e  tu rn o v e r  r a te s  w i th in  a l l  th e  n u rs in g



TABLE 56

THE RELATIONSHIP BETWEEN THE MEASURES OF JOB SATISFACTION 
AND QUALITY OF PATIENT CARE

Job
S a t i s f a c t io n

O v e ra ll

A reas o f Job S a t i s f a c t io n ^

Job I t s e l f S u p e rv is io n Co-Workers Pay Prom otion Turnover

Q u a lity
9Care^

.75*0 .69* .67* .69® .40^ - .1 7
w
C3
CO

N = 24
*Spearman ra n k -o rd e r  c o r r e l a t io n s  were used , 
a = Rs s ig n i f i c a n t  a t  the  ,001 l e v e l ,
b = Rs s ig n i f i c a n t  a t  the .01 l e v e l ,
c = Rs s ig n i f i c a n t  a t  th e  .05 l e v e l .

^Smith e t  a l .  (1969).
2

G eorgopoulos and Mann (1962).
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homes i t  i s  d i f f i c u l t  to  o b ta in  a s ig n i f i c a n t  c o r r e l a t i o n .  

The tu rn o v e r  r a t e  in  a l l  n u r s in g  homes w ould be c o n s id e re d  

h ig h . C o n seq u en tly , th e r e  a re  no n u rs in g  homes w ith  f a v o r 

a b le  tu rn o v e r  r a t e s  to  compare w ith  h ig h  q u a l i ty  c a re .

P r o f i t a b i l i t y  was n o t  observ ed  to  be c o n s is te n t  o r  

in c o n s i s t e n t  w ith  th e  q u a l i t y  o f  p a t i e n t  c a re  (Rs = - .1 2 ) .

A sm all in v e r s e  c o r r e l a t i o n  was o b ta in e d . The c o n c lu s io n  

would have to  be t h a t  o u r  s tu d y  f a i l e d  to  e s t a b l i s h  any 

r e l a t io n s h ip  betw een th e s e  two v a r ia b le s .

In  summary, when n u rs in g  home p e rso n n e l p e rc e iv e  a  

h ig h  q u a l i ty  o f  p a t i e n t  c a re  w ith in  a f a c i l i t y , th e  f a c i l i t y  

w i l l  a ls o  be  r a te d  h ig h  on th e  fo llo w in g  c r i t e r i a :

1 . S t a f f  members a re  seen  as p ro d u c tiv e  and u t i 
l i z i n g  r e s o u rc e s  e f f i c i e n t l y .

2 . Co-workers a r e  re g a rd e d  as a n t i c ip a t in g  problem s 
and p re v e n tin g  them o r  red u c in g  t h e i r  bad e f 
f e c t s ,  and a s  r e a d i ly  a c c e p tin g  and ad h e rin g  to  
changes in  r o u t i n e s ,  a ss ig n m en ts , and equipm ent.

3. Work groups a r e  p ic tu r e d  as a b le  to  h an d le  em er
gency s i t u a t i o n s .

4 . Job s a t i s f a c t i o n  i s  h ig h .

Even though two o f  ou r chosen c r i t e r i a  o f  o rg a n iz a 

t i o n a l  e f f e c t iv e n e s s — tu rn o v e r  and p r o f i t a b i l i t y — d id  n o t  

c o r r e l a t e  s ig n i f i c a n t l y  w ith  th e  q u a l i ty  o f  p a t i e n t  c a r e , 

th e  m a jo r i ty  d id . S ig n i f i c a n t  c o r r e la t io n s  were found to
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e x i s t  betw een th e  q u a l i ty  o f  c a re  and p r o d u c t iv i ty ,  a d a p ta 

b i l i t y ,  f l e x i b i l i t y ,  and a l l  th e  a re a s  o f  jo b  s a t i s f a c t i o n .  

M oreover, we m ust concede t h a t  some a s s o c ia t io n  e x i s t s  

betw een o u r m easures o f  o r g a n iz a t io n a l  e f f e c t iv e n e s s  and th e  

q u a l i ty  o f  p a t i e n t  c a re .  T h e re fo re , H y p o th esis  5 i s  f o r  th e  

m ost p a r t  co n firm ed .

Summary

The e m p ir ic a l  f in d in g s  an a ly zed  in  t h i s  c h a p te r  

a llo w  us to  draw th e  fo llo w in g  c o n c lu s io n : in  th o se  n u rs in g

homes w here th e  s t a f f  r a t e d  h ig jh ly  th e  q u a l i t y  o f  p a t i e n t  

c a re  p ro v id e d , th e y  a ls o  gave fa v o ra b le  r a t i n g  to  th e  fo llo w 

in g  f a c to r s  :

1. The p la n n in g  s k i l l  o f  t h e i r  s u p e rv is o r .

2 . The e x te n t  to  w hich g o a ls  and o b je c t iv e s  and 
r u le s  and r e g u la t io n s  have been  c le a r ly  d e f in e d .

3. The e x te n t  to  w hich n u rs in g  home s t a f f  members 
a re  seen  as a d h e r in g  to  r u le s  and r e g u la t io n s .

4 . The q u a l i ty  o f  com m unications th e  s t a f f  r e c e iv e s  
from  th e  a d m in is t r a to r .

5. The a b i l i t y  o f  th e  a d m in is t r a to r  to  make h im se lf  
aw are o f  and d e a l w ith  o r g a n iz a t io n a l  p ro b lem s.

6. The n u r s in g  home a d m in is t r a to r  and departm en t 
h ead s  a r e  p e rc e iv e d  as aw are o f  th e  needs and 
problem s o f  th e  n u r s in g  home s t a f f  and a re  
ju d g ed  to  be f a i r  and re a so n a b le  in  th e  d e c i 
s io n s  th e y  make a f f e c t i n g  work r o u t in e s .
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7. The n u r s in g  home a d m in is t r a to r  and departm en t 
heads a re  seen  as fo llo w in g  t h e i r  own r u le s  and 
r e g u l a t i o n s .

8. S t a f f  menûjers exchange id e a s  and in fo rm a tio n  
f r e e l y .

9. P e rso n n e l in  each  d ep artm en t make an e f f o r t  to  
av o id  c r e a t in g  problem s o r  i n t e r f e r i n g  w ith  one 
a n o th e r 's  d u t ie s  and r e s p o n s i b i l i t i e s .

10. Employees re g a rd  c o o rd in a t io n  problem s w ith in  
t h e i r  d ep artm en t as  w e ll  h a n d le d .

11. D if f e r e n t  jo b s  and work a c t i v i t i e s  a re  w e ll
c o o rd in a te d  to  meet th e  o b je c t iv e s  o f  th e  de
p a rtm e n t .

12. A c t i v i t i e s  a re  w e ll  tim ed  in  th e  everyday ro u 
t i n e  o f  th e  n u r s in g  home.

13. When problem s a r i s e  betw een d ep artm en ts  th e y  a re  
q u ic k ly  and e f f e c t i v e l y  r e s o lv e d .

14. U nreasonab le  p r e s s u re  f o r  perfo rm an ce  i s  re g a rd e d  
as low .

15. C o o p era tio n  e x i s t s  betw een s h i f t s .

16. N u rsin g  home s t a f f  members have a h ig h  d eg ree  o f
i d e n t i f i c a t i o n  w ith  th e  n u r s in g  home and i t s  
g o a ls ,  t h e i r  im m ediate work g ro u p , and t h e i r  
o c c u p a tio n .

17. Employees f e e l  t h a t  th e y  have th e  a b i l i t y  to  see  
one a n o th e r 's  p o in t  o f  v iew .

18. S t a f f  members a re  seen  as p ro d u c tiv e  and as u t i 
l i z i n g  re s o u rc e s  e f f i c i e n t l y .

19. Co-w orkers a re  re g a rd e d  a s  a n t i c i p a t i n g  problem s 
and p re v e n tin g  them o r  re d u c in g  t h e i r  bad  e f 
f e c t s  , and as r e a d i ly  a c c e p tin g  and a d h e r in g  to  
changes in  r o u t in e s ,  a s s ig n m e n ts , and equ ipm ent.
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20. Work groups a re  p ic tu re d  as ab le  to  h an d le  emer
gency s i t u a t i o n s .

21. Job s a t i s f a c t i o n  i s  h ig h .

The f in d in g s  o f  t h i s  c h a p te r  c l e a r ly  and c o n v in c in g ly  

e s t a b l i s h  a  c o n n e c tio n  betw een th e  q u a l i ty  o f  p a t i e n t  c a re  

and th e  q u a l i ty  o f  a d m in is t r a t io n  as seen  and ju d g ed  by 

n u r s in g  home p e rs o n n e l .  I t  appears  t h a t  th e  a d m in is t r a to r  

d i r e c t l y  in f lu e n c e s  th e  q u a l i ty  o f  c a re  by th e  c r e a t io n  o f  

an env ironm ent in  w hich p e rso n n e l can e f f e c t i v e l y  i n t e r r e l a t e  

t h e i r  a c t i v i t i e s  to  p ro v id e  f o r  th e  needs o f  th e  p a t i e n t s .

In  su p p o rt o f  t h i s  c o n te n t io n ,  we found d i r e c t  a s s o c ia t io n s  

betw een a d m in is t r a t iv e  e f f e c t i v e n e s s , th e  e f f e c t iv e n e s s  o f  

i n t e r n a l  o r g a n iz a t io n a l  r e l a t io n s h ip s  and o r g a n iz a t io n a l  

e f f e c t i v e n e s s ,  and th e  q u a l i ty  o f p a t i e n t  c a re .  (See d ia 

gram .)

A d m in is tra tiv e
E f fe c t iv e n e s s

I n te r n a l  X 
O rg a n iz a t io n a l  
R e la t io n s h ip s

O rg a n iz a t io n a l
E f f e c t iv e n e s s

Q u a lity  o f  
P a t i e n t  Care

And b o th  th e  e f f e c t iv e n e s s  o f  i n t e r n a l  o r g a n iz a t io n a l
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r e l a t io n s h ip s  and o rg a n iz a t io n a l  e f fe c t iv e n e s s  have been 

found to  r e l a t e  to  a d m in is t r a t iv e  e f f e c t iv e n e s s .  T h e re fo re , 

i t  would seem th a t  th e  key to  q u a li ty  care  i s  q u a l i ty  adm in

i s t r a t i o n .



CHAPTER X 

SUMMARY AND CONCLUSIONS

D e s c r ip t io n  o f  V a ria b le s  and 
th e  R esearch  Model

B ecause o f  th e  in c r e a s in g  im portance o f  th e  n u rs in g  

home o rg a n iz a t io n  as  a  modem h e a l th  c a re  d e liv e ry  system  

and th e  a p p a re n t la c k  o f  b e h a v io ra l  r e s e a rc h  p e r ta in in g  to  

t h i s  o rg a n iz a t io n ,  n u rs in g  home em ployees were chosen as th e  

s u b je c ts  f o r  t h i s  s tu d y . The m ajor p u rp o se  o f  t h i s  s tu d y  i s  

th e  in v e s t ig a t io n  o f  th e  a d m in is t r a t iv e  p ro c e sse s  and i n t e r 

n a l s o c ia l  f u n c tio n in g  w ith in  th e  n u rs in g  home and t h e i r  

u l t im a te  e f f e c t  upon th e  perfo rm ance o f  th e  o rg a n iz a tio n  and 

th e  q u a l i ty  o f  c a re  p ro v id e d  to  p a t i e n t s . In  o rd e r  to  

f a c i l i t a t e  th e  i n v e s t ig a t io n  o f  th e s e  f a c t o r s , a t r i a n g u la r  

r e se a rc h  model was used  so  t h a t  a l l  th e  m ajor i n t e r r e l a t i o n 

sh ip s  among th e  th r e e  v a r ia b le  f a c to r  g roup ings in  th e  s tu d y  

could  be a n a ly z ed .

394
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The th r e e  v a r i a b le  g ro u p in g  in c lu d e s  (1) Q u a lity  o f  

P a t ie n t  C are , (2) C h a r a c t e r i s t i c s  o f  E f f e c t iv e  O rg a n iz a tio n s , 

and (3) O rg a n iz a tio n a l E f f e c t iv e n e s s .  F i r s t ,  th e  q u a l i ty  o f  

p a t ie n t  c a re  was view ed as  th e  u l t im a te  c r i t e r i o n  m easure o f  

o r g a n iz a t io n a l  perfo rm ance  i n  th e  n u rs in g  home in d u s t r y ,  

because th e  c a re  a d m in is te re d  to  p a t i e n t s  i s  th e  end r e s u l t  

o f  a l l  i t s  p r o c e s s e s . F u r th e rm o re , by d ev e lo p in g  th e  means 

fo r  e v a lu a t in g  th e  q u a l i t y  o f  c a re  d e l iv e re d  by a n u rs in g

home and a n a ly z in g  th o s e  f a c to r s  t h a t  r e l a t e  to  i t , th e

s tu d y  hoped to  d is c o v e r  m ethods t h a t  would c o n tr ib u te  to  i t s  

im provem ent.

Second, th e  c h a r a c t e r i s t i c s  o f  e f f e c t i v e  o rg a n iz a 

t io n s  were su b d iv id e d  in to  two m ajor c a te g o r ie s  : (1) admin

i s t r a t i v e  e f f e c t iv e n e s s  and (2) i n t e r n a l  o r g a n iz a t io n a l  r e l a 

t io n s h ip s .  The c a te g o ry  o f a d m in is t r a t iv e  e f f e c t iv e n e s s  

a ttem p ted  to  m easure th e  a p p l ic a t io n  and p r a c t i c e  o f good 

a d m in is t r a t iv e  p r in c ip l e s  w i th in  th e  n u rs in g  home and was 

su b d iv id ed  in to  th r e e  v a r i a b le  g roup ings : (1 ) o rg a n iz a 

t i o n a l  p la n n in g , (2) a d m in is t r a t iv e  com m unication and p ro b 

lem s o lv in g ,  and (3) r a t i o n a l  t r u s t .

The v a r i a b le  g ro u p in g  o f  o r g a n iz a t io n a l  p la n n in g  was

d esig n ed  to  m easure n u r s in g  home em ployees' e v a lu a t io n s  o f  

th e  p la n n in g  a b i l i t y  o f  t h e i r  s u p e rv is o r ,  th e  e x te n t  to
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which g o a ls  and o b je c t iv e s  have been  c l e a r l y  d e f in e d , th e  

e x te n t  t o  which r u le s  and r e g u la t io n s  have been  c le a r ly  

d e f in e d , and th e  d eg ree  to  w hich em ployees ad h ere  to  r u le s  

and r e g u la t io n s .  A d m in is tra t iv e  com m unication and problem  

s o lv in g  a tte m p ts  to  e v a lu a te  th e  adequacy o f  th e  a d m in is tr a 

t o r ' s  com m unication w ith  th e  s t a f f  members, w h eth er o r  n o t 

th e  a d m in is t r a to r  i s  view ed as b e in g  aw are o f  problem s 

w ith in  th e  n u r s in g  home, and  h i s  a b i l i t y  to  d e a l w ith  them 

e f f e c t i v e l y .  R a tio n a l  t r u s t  was d e s ig n e d  to  m easure th e  

d eg ree  to  which th e  a d m in is t r a to r  and d epartm en t heads a r e  

seen  as fo llo w in g  t h e i r  own r u le s  and r e g u l a t i o n s , u n d er

s ta n d in g  w o rk e rs ’ needs and p ro b le m s , and b e in g  f a i r  and 

re a so n a b le  i n  th e  d e c is io n s  th ey  make a f f e c t i n g  work ro u 

t in e s  . The th r e e  v a r ia b le  g ro u p in g s  u n d er a d m in is t r a t iv e  

e f f e c t iv e n e s s  a r e  g e n e r a l ly  in te n d e d  t o  e v a lu a te  th e  e f f e c t s  

o f  th e  r o le  o f a d m in is t r a t io n  upon th e  n u r s in g  home o rg a n i

z a t io n .

The ca te g o ry  o f  i n t e r n a l  o r g a n iz a t io n a l  r e l a t i o n 

sh ip s  i s  in te n d e d  to  in v e s t i g a t e  th e  b e h a v io ra l  i n t e r r e l a 

t io n s h ip s  among th e  n u r s in g  home s t a f f  members and t h e i r  

r e s u l t i n g  e f f e c t  upon o r g a n iz a t io n a l  e f f e c t iv e n e s s  and th e  

q u a l i ty  o f  p a t i e n t  c a re .  The c a te g o ry  o f  i n t e r n a l  o rg a n i

z a t io n a l  r e l a t io n s h ip s  i s  s u b d iv id e d  i n t o  th r e e  v a r ia b le



397

c lu s t e r s :  ( I )  c o n d itio n s  fo r  n e g o tia tin g  o rd e r s ,  (2) h o r i 

z o n ta l in té g r a t io n - c o o r d in a t io n ,  and (3) c u l t u r a l  and 

s o c ia l-p s y c h o lo g ic a l  in te g r a t io n .  The f i r s t  c lu s t e r  was 

c re a te d  to  m easure n u rs in g  home employees* p e rc e p tio n s  o f 

t h e i r  a b i l i t y  to  i n t e r a c t  among them selves to  exchange id eas  

and in fo rm a tio n , avo id  c r e a t in g  problems f o r  each o th e r ,  and 

hand le  everyday  c o o rd in a tio n  problem s. H o r iz o n ta l in té g ra 

t io n -c o o rd in a t io n  was designed  to  measure s t a f f  members' 

p e rc e p tio n s  o f  th e  e x te n t  to  which a c t i v i t i e s  a re  w e ll tim ed 

and c o o rd in a te d  to  ach iev e  o b je c t iv e s ,  how w e ll  problems a re  

hand led  betw een departm en ts and th e  amount o f  te n s io n  and 

c o n f l ic t  betw een d ep artm en ts , th e  amount o f  p re s s u re  to  

perform  beyond what i s  c o n s id e red  re a so n a b le , and th e  e x te n t 

to  w hich s h i f t s  co o p e ra te  w ith  one an o th er.

C u ltu ra l  and s o c ia l-p s y c h o lo g ic a l  in te g r a t io n  was 

an a tte m p t to  d isc o v e r  th e  e f f e c t s  of employee i d e n t i f i c a 

t io n  w ith  th e  n u rs in g  home and i t s  g o a ls , t h e i r  immediate 

work g ro u p , and t h e i r  o ccu p a tio n  upon th e  perform ance o f th e  

f a c i l i t y .  A lso in c lu d e d  under c u l tu r a l  and s o c ia l-p s y c h o 

lo g ic a l  in te g r a t io n  was th e  measurement o f  th e  a b i l i t y  o f 

th e  em ployees to  u n d e rs ta n d  th e  o th e r  p e r s o n 's  p o in t  o f 

view. In  a d d i t io n ,  a fo u r th  ca teg o ry , e n t i t l e d  im provised 

c o o rd in a t io n , was c re a te d  by combining a l l  th e  v a r ia b le s
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under c o n d itio n s  f o r  n e g o t ia t in g  o rd e rs  and th e  item s o f  th e  

b le n d in g  and tim in g  o f  a c t i v i t i e s  to  a c h iev e  o b je c t iv e s ,  and 

th e  h an d lin g  o f  in te rd e p a r tm e n ta l  problem s from  th e  v a r ia b le  

c l u s t e r  h o r iz o n ta l  in te g r a t io n - c o o r d in a t io n . The o b je c t iv e  

o f  t h i s  a d d i t io n a l  v a r ia b le  c l u s t e r  was to  s tu d y  more 

c lo s e ly  th e  everyday  c o o rd in a tio n  o f a c t i v i t i e s  w ith in  th e  

o r g a n iz a t io n .

The o b je c t iv e  o f  th e  c a teg o ry  o f  o r g a n iz a t io n a l  

e f f e c t iv e n e s s  was t o  e v a lu a te  th e  o v e r a l l  perfo rm ance  o f  th e  

n u rs in g  home o rg a n iz a t io n .  The m easures o f  e f f e c t iv e n e s s  

w ere grouped in to  th r e e  c a te g o r ie s  : (1) s u b je c t iv e  m easures

o f  o r g a n iz a t io n a l  e f f e c t iv e n e s s ,  (2) job  a t t i t u d e  m easures, 

and (3) p r o f i t a b i l i t y .

The s u b je c t iv e  m easures o f  o r g a n iz a t io n a l  e f f e c t i v e 

n e ss  were composed o f  th re e  s e p a ra te  m easures : (1) produc

t i v i t y ,  (2) a d a p ta b i l i t y ,  and (3) f l e x i b i l i t y .  P ro d u c tiv i ty  

m easured n u r s in g  home em ployees' p e r c e p t io n s  of th e  amount 

o f  work t h e i r  co -w orkers  do and how e f f i c i e n t l y  th e y  u t i l i z e  

th e  re so u rc e s  a t  t h e i r  d is p o s a l .  A d a p ta b i l i ty  a tte m p ts  to  

m easure em ployee judgm ents r e l a t i n g  to  how good a jo b  t h e i r  

co-w orkers do in  a n t i c ip a t in g  problem s t h a t  may come up and 

p re v e n tin g  them o r  red u c in g  t h e i r  i l l  e f f e c t s  ; how q u ick ly  

th ey  a c ce p t and a d ju s t  to  changes in  r o u t in e s ,  equipm ent.
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and a ss ig n m en ts , and how many peop le  a d ju s t  to  th e s e  changes. 

F l e x i b i l i t y  m easured how work groups a re  a b le  to  h an d le  

emergency s i t u a t i o n s .

The m easures o f  jo b  a t t i t u d e s  were d iv id e d  i n t o  two 

subgroups: (1) o v e r a l l  jo b  s a t i s f a c t i o n  and (2) tu rn o v e r .

O v e ra ll jo b  s a t i s f a c t i o n  was m easured by em ployee a t t i t u d e s  

re g a rd in g  f iv e  a r e a s  o f  th e  jo b :  (1) th e  jo b  i t s e l f ,  (2)

s u p e rv is io n ,  (3) co -w o rk e rs , (4) p a y , and (5) p ro m o tio n . 

F u rth e rm o re , each  one o f  th e  f iv e  a re a s  was a l s o  e v a lu a te d . 

In  a d d i t io n ,  tu rn o v e r  was in c lu d e d  as  a d i r e c t  m easure o f  

jo b  a t t i t u d e s .

P r o f i t a b i l i t y  was in c lu d e d  as a m easure o f  o rg a n i

z a t io n a l  e f f e c t iv e n e s s  in  an a ttem p t to  i n t e r j e c t  some h a rd  

c r i t e r i o n  m easures i n to  th e  e v a lu a t io n  o f  o r g a n iz a t io n a l  

e f f e c t i v e n e s s .

The r e s e a r c h  m odel d em o n stra tes  th e  m anner i n  which 

th e  i n t e r r e l a t i o n s  among th e  th re e  b a s ic  v a r i a b l e  g roup ings 

were a n a ly ze d  (se e  d ia g ra m ).

RESEARCH MODEL

The Q u a lity  o f  
'P a t i e n t  Care

The C h a r a c t e r i s t i c s  ^ ____________________  O rg a n iz a tio n a l
E f f e c t iv e  O rg a n iz a tio n s  E f fe c t iv e n e s s
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The summary w i l l  be co n tin u ed  by d is c u s s in g  th e  

s tu d y 's  b a s ic  f in d in g s  w ith  re g a rd  to  a l l  o f  th e s e  m ajor 

i n t e r r e l a t i o n s h i p s .

A n a ly s is  o f  th e  R e la tio n s h ip  betw een  
th e  C h a r a c te r i s t i c s  o f  E f f e c t iv e  
O rg a n iz a tio n s  and O rg a n iz a tio n a l 

E f fe c t iv e n e s s

P a r t  I :  A d m in is tra t iv e  E f f e c t iv e n e s s
and O rg a n iz a tio n a l E f f e c t iv e n e s s

The o b je c t iv e  o f  t h i s  s e c t io n  was to  d e te rm in e  the  

e x te n t  o f  th e  r e l a t io n s h ip  betw een a d m in is t r a t iv e  p r a c t ic e  

w ith in  th e  n u rs in g  home and o r g a n iz a t io n a l  e f f e c t iv e n e s s .  

W ith a l l  b u t a few m inor e x c e p tio n s , s i g n i f i c a n t  c o r r e l a 

t io n s  w ere d isc o v e re d  to  e x i s t  betw een a l l  th e  v a r ia b le s  

th a t  make up a d m in is t r a t iv e  e f f e c t iv e n e s s  and th e  v a r ia b le  

components o f  th e  s u b je c t iv e  m easures o f  e f f e c t iv e n e s s  and 

o v e r a l l  jo b  s a t i s f a c t i o n .  The f in d in g s  w ith  re g a rd  to  tu r n 

o v er and p r o f i t a b i l i t y  r e q u i r e  s p e c i f i c  a n a ly s is  and w i l l  b e  

d e a l t  w ith  in  a  l a t e r  s e c t io n .

The m ost s i g n i f i c a n t  f in d in g  o f  t h i s  s e c t io n  o f th e  

r e s e a r c h  i s  th e  im portance  and th e  c e n t r a l  r o le  o f  th e  ad

m in i s t r a to r  to  n u r s in g  home fu n c t io n in g . The f in d in g s  o f 

t h i s  s tu d y  w ould ap p ea r to  in d ic a te  t h a t  th e  m ost im p o rtan t 

f u n c tio n  o f  th e  a d m in is t r a to r  i s  com m unication and problem
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s o lv in g .  To su p p o rt t h i s  c o n te n tio n , th e  v a r ia b le  item s o f  

a d m in is t r a t iv e  com m unication and problem  s o lv in g  c o r r e la te d  

s i g n i f i c a n t l y  w ith  a l l  th e  v a r ia b le  item s o f  b o th  o rg a n i

z a t io n a l  p la n n in g  and r a t i o n a l  t r u s t .  I t  ap p ears  t h a t  

th ro u g h  th e  p ro c e ss  o f com m unication th e  a d m in is t r a to r  

c l e a r l y  d e f in e s  th e  n u rs in g  hom e's o b je c t iv e s ,  r u l e s ,  and 

r e g u l a t i o n s , w hich in  tu rn  c l a r i f i e s  r o le s  and makes th e  

env ironm ent w ith in  th e  n u rs in g  home more r a t i o n a l  and p r e 

d i c t a b l e .  The im portance o f  a r a t i o n a l ,  p r e d ic ta b le  e n v i

ronm ent to  n u r s in g  home em ployees i s  d em o n stra ted  by th e  

s ig n i f i c a n t  c o r r e la t io n s  o f  b o th  c l a r i t y  o f  g o a ls  and o b je c 

t i v e s  and c l a r i t y  o f  r u le s  and r e g u la t io n s  to  a l l  th e  f a c 

t o r s  o f  a d m in is t r a t iv e  com m unication and problem  s o lv in g ,  

r a t i o n a l  t r u s t ,  th e  s u b je c t iv e  m easures o f  o r g a n iz a t io n a l  

e f f e c t i v e n e s s ,  a l l  th e  m easures o f  jo b  s a t i s f a c t i o n ,  and 

tu rn o v e r .

F u r th e rm o re , i t  i s  th ro u g h  th e  com m unication p ro c e ss  

t h a t  a r a t i o n a l  t r u s t  atm osphere can be c r e a te d .  When ade

q u a te  l i n e s  o f  com m unication have been e s ta b l i s h e d  by th e  

exchange o f  in fo rm a tio n  w ith  em ployees, th e  a d m in is t r a to r  

w i l l  become more aware o f  o r g a n iz a t io n a l  problem s and have a 

b e t t e r  u n d e rs ta n d in g  o f  em ployees' p e rs o n a l  needs and p ro b 

lem s. A c c o rd in g ly , th e  em ployees w i l l  have a g r e a te r
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a p p re c ia t io n  f o r  th e  a d m in is t r a to r 's  p o s i t io n  an d , t h e r e 

fo re  , w i l l  be  a b le  to  u n d e rs tan d  h is  d e c is io n s  and th e  r a 

t i o n a l e  b eh in d  them. C onsequen tly , d e c is io n s  a re  more ap t 

to  be view ed a s  f a i r  and re a so n a b le  when t h i s  sh a re d  frame 

o f  re fe re n c e  e x i s t s . A nother b e n e f i t  o f  th e se  open l in e s  o f  

com m unication and sh a red  fram es o f  r e fe r e n c e  i s  t h a t  th e  ,  

a d m in is t r a to r  and s t a f f  members a re  more l i k e ly  to  d isc u s s  

o r g a n iz a t io n a l  problem s o p en ly . T h e re fo re , th e  a d m in is tr a 

t o r  sh o u ld  be  more aware o f a l l  th e  f a c to r s  in v o lv e d  so  th a t  

he can dea l w ith  them more e f f e c t i v e l y .  This c o n te n tio n  i s  

su p p o rte d  by th e  s ig n i f i c a n t  c o r r e la t io n s  among a l l  th e  

i n t e r r e l a t i o n s h i p s  o f  th e  v a r ia b le s — adequacy o f a d m in is t r a 

t i o n ,  com m unication, a d m in is t r a to r 's  aw areness o f  p rob lem s, 

and a b i l i t y  o f  th e  a d m in is t r a to r  to  d e a l w ith  problem s e f f e c 

t i v e l y .

In t h i s  s e c t io n  we d isc o v e re d  th e  im p o rtan ce  o f  th e  

a d m in is t r a t iv e  r o le  w ith in  th e  n u r s in g  home o r g a n iz a t io n .

T his c o n c lu s io n  was b ased  upon th e  many s ig n i f i c a n t  c o r re 

l a t io n s  betw een th e  v a r i a b le  item s o f  a d m in is t r a t iv e  e f f e c 

t iv e n e s s  and m easures of o rg a n iz a t io n a l  e f f e c t iv e n e s s .  On 

th e  b a s is  o f  th e se  f in d in g s , i t  was concluded  t h a t  th e r e  was 

a s i g n i f i c a n t  r e l a t io n s h ip  betw een a d m in is t r a t iv e  e f f e c t i v e 

n e ss  and o r g a n iz a t io n a l  e f f e c t i v e n e s s .
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P a r t  I I ;  I n t e r n a l  O rg a n iz a tio n a l 
R e la t io n s h ip s  and O rg a n iz a tio n a l 

E f fe c t iv e n e s s

The pu rpose  o f  t h i s  s e c t io n  o f  th e  s tu d y  was to  

in v e s t ig a te  th e  e f f e c t s  o f  th e  b e h a v io ra l  i n t e r r e l a t i o n s h i p s  

among th e  n u rs in g  home s t a f f  members upon o r g a n iz a t io n a l  

perfo rm ance. However, because  o f  th e  d em o n stra ted  im por

ta n c e  o f  th e  r o le  o f  th e  a d m in is t r a to r  to  th e  e f f e c t i v e  

fu n c tio n in g  o f  th e  n u r s in g  home i t  was dec id ed  f i r s t  to  

ex p lo re  th e  r e l a t io n s h ip  betw een a d m in is t r a t iv e  e f f e c t i v e 

n e ss  and in t e r n a l  o r g a n iz a t io n a l  r e l a t io n s h ip s .  The f in d 

in g s  showed th a t  s i g n i f i c a n t  c o r r e la t io n s  e x i s t e d  betw een 

a l l  s ix  o f  th e  v a r ia b le  item s  o f  im prov ised  c o o rd in a t io n  and 

th e  10 v a r ia b le  item s o f a d m in is t r a t iv e  e f f e c t iv e n e s s  o r  60 

c o r r e la t io n s  in  a l l .

The im p o rtan ce  o f  th e  r o le  o f  th e  a d m in is t r a to r  in  

c le a r ly  d e f in in g  o b j e c t i v e s , r u l e s ,  and r e g u la t io n s  and 

com m unicating them to  s t a f f  members was seen  in  th e  l a s t  s e c 

t i o n .  I f  em ployees ' r o le s  have been c l e a r ly  d e f in e d  and 

u n d e rs to o d , when problem s a r i s e  betw een d ep a rtm en ts  s o lu 

t io n s  can be fo rm u la te d  w ith in  th e  p r e s c r ib e d  l i m i t s .  F u r

th e rm o re , when em ployees u n d e rs tan d  each o t h e r ’s d u t ie s  and 

r e s p o n s i b i l i t i e s  th ey  w i l l  f e e l  f r e e r  to  i n t e r a c t  among 

them selves and th u s  f a c i l i t a t e  th e  e s ta b lis h m e n t o f  s h a re d
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fram es o f  r e f e r e n c e . Under th e s e  c o n d itio n s  employees w i l l  

f e e l  f r e e  to  exchange id e a s  and in fo rm a tio n , w hich shou ld  

h e lp  them in  c o o rd in a t in g  t h e i r  a c t i v i t i e s  in  o rd e r  to  

accom plish  o b je c t iv e s .  M oreover, th e  exchange o f  in fo rm a

t io n  sh o u ld  h e lp  th e  n u r s in g  home s t a f f  to  av o id  c r e a t in g  

problem s f o r  one a n o th e r  and h e lp  them to  s o lv e  c o o rd in a tio n  

problem s w i th in  t h e i r  im m ediate work group and between 

d ep artm en ts  . F u rth erm o re  , when th e  a d m in is t r a to r  and 

departm en t h ead s  a re  r a t e d  h ig h  a cc o rd in g  to  th e  r a t io n a l  

t r u s t  i t e m s , i t  ap p ea rs  to  c r e a te  an o r g a n iz a t io n a l  e n v iro n 

ment t h a t  encourages open com m unication and p e rso n n e l f e e l  

f r e e r  to  a t te m p t to  m u tu a lly  r e s o lv e  th e  problem s th a t  a r i s e  

in  i n t e r r e l a t i n g  t h e i r  v a r io u s  work a c t i v i t i e s . T h e re fo re , 

th e  e f f e c t iv e n e s s  o f  a d m in is t r a t io n  w ould ap p ear to  d i r e c t l y  

in f lu e n c e  im p ro v ised  c o o rd in a t io n  w ith in  th e  n u rs in g  home.

A no ther v e ry  im p o rta n t and key  fu n c t io n  o f th e  

a d m in is t r a to r  i s  h i s  a b i l i t y  to  d e a l e f f e c t i v e l y  w ith  o rg an 

i z a t i o n a l  p ro b lem s. Problem s t h a t  rem ain  u n so lv ed  may c r e a te  

te n s io n  and c o n f l i c t  w i th in  th e  n u r s in g  home. T h is , in  

tu r n ,  may c r e a te  seg m e n ta tio n  w ith in  th e  o rg a n iz a t io n . 

T h e re fo re , th e  a d m in is t r a to r  becomes a  key f ig u r e  in  th e  

i n t e g r a t i o n  o f  th e  o r g a n iz a t io n  by s o lv in g  problem s e f f e c 

t i v e l y  b e fo re  th ey  c r e a te  f r i c t i o n  among work u n i ts  and
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d e p a r tm e n ts .

I n  a d d i t io n ,  a l l  th e  item s o f  a d m in is t r a t iv e  e f f e c 

t iv e n e s s  were s i g n i f i c a n t l y  r e l a t e d  to  th e  e x te n t  to  w hich 

n u rs in g  home em ployees i d e n t i f y  w ith  th e  n u rs in g  home and 

i t s  g o a ls  and t h e i r  o c c u p a tio n . In  o th e r  w ords, when th e  

em ployees o f  a  n u rs in g  home p e rc e iv e  th e  a d m in is t r a to r  as 

e f f e c t i v e l y  p e rfo rm in g  th e  fu n c t io n s  o f  a d m in is t r a t io n ,  th ey  

i d e n t i f y  more w ith  th e  o rg a n iz a t io n  and i t s  g o a l s .

The n u rs in g  home a d m in is t r a to r ,  by e f f e c t iv e ly  p e r 

form ing th e  fu n c tio n s  o f  p la n n in g , com m unications, problem  

s o lv in g ,  and th e  c r e a t io n  o f  an atm osphere  o f f a i r n e s s  and 

t r u s t , ap p e a rs  to  have a p ro fo u n d  e f f e c t  upon in te r n a l  

o r g a n iz a t io n a l  r e l a t i o n s h i p s .

The e m p ir ic a l  f in d in g s  o f  th e  s tu d y  d em o n stra te  t h a t  

th e  i n t e r n a l  b e h a v io ra l  r e l a t io n s h ip s  ap p ear to  have a 

d i r e c t  in f lu e n c e  upon o r g a n iz a t io n a l  perfo rm an ce . With on ly  

two m inor e x c e p tio n s  , th e  component e lem en ts  o f  im p ro v ised  

c o o rd in a t io n  r e l a t e  to  a l l  th r e e  o f  th e  s u b je c t iv e  m easures 

o f  e f f e c t iv e n e s s  and o v e r a l l  jo b  s a t i s f a c t i o n .  In  o th e r  

w o rd s , when em ployees a re  a b le  to  i n t e r a c t  w ith  one a n o th e r  

e f f e c t i v e l y  to  im p ro v ise  s o lu t io n s  to  th e  everyday problem s 

o f  c o o rd in a t in g  t h e i r  a c t i v i t i e s , th e y  w i l l  view  t h e i r  co 

w orkers as p ro d u c in g  m ore, r e a d i ly  a d a p tin g  to  chan g e , and
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a b le  to  contend w i th  unexpec ted  s i t u a t i o n s , and th e y  w i l l  be 

more s a t i s f i e d  w i th  t h e i r  jo b s .

I t  cou ld  be concluded  t h a t  th e  most s i g n i f i c a n t  

f in d in g  in  t h i s  s e c t i o n  i s  th e  im portance  o f  th e  r o l e  o f  th e  

a d m in i s t r a to r  to  im prov ised  c o o rd in a t io n  and o v e r a l l  o rg a n i 

z a t i o n a l  i n t e g r a t i o n  and th e  im portance  o f  im p ro v ised  co o r

d i n a t i o n  t o  e f f e c t i v e  o r g a n i z a t i o n a l  perform ance.

F a c to r s  A f fe c t in g  th e  Q u a l i ty  o f  Care

The measurement and improvement o f  th e  q u a l i t y  o f  

p a t i e n t  ca re  r e n d e re d  by a  n u r s in g  home were th e  m ost impor

t a n t  purposes  u n d e r ly in g  t h i s  r e s e a r c h  s tu d y . ,  The f in d in g s  

i n d i c a t e  a  d i r e c t  a s s o c i a t i o n  betw een a d m in i s t r a t i v e  e f f e c 

t i v e n e s s  and th e  q u a l i t y  o f  c a r e .  When n u r s in g  home employ

ees  have co n f id en ce  in  t h e  a b i l i t y  o f  th e  a d m i n i s t r a t o r  to  

p l a n ,  c l a r i f y  r o l e s ,  communicate, and so lve  p ro b le m s ,  they  

view th e  o r g a n iz a t io n  as o p e r a t in g  more e f f i c i e n t l y  and p ro 

v id in g  p a t i e n t s  w i th  a  h ig h e r  q u a l i t y  o f  c a r e .  In  su p p o rt  

o f  t h i s  c o n c lu s io n  th e  q u a l i t y  o f  c a re  c o r r e l a t e d  s i g n i f i 

c a n t ly  w i th  a l l  t h e  v a r i a b l e  i tem s o f  a d m in i s t r a t i v e  e f f e c 

t i v e n e s s .

F u r th e rm o re , th e  f in d in g s  i n d i c a t e  t h a t  t h e  g r e a t e r  

t h e  degree  o f harmony, c o o p e ra t io n ,  and c o o r d in a t io n  t h a t  

e x i s t s  among th e  v a r io u s  e lem ents  o f  th e  n u r s in g  home
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o r g a n iz a t i o n ,  th e  h ig h e r  t h e  q u a l i t y  o f  c a re  t h a t  w i l l  be 

a d m in is te re d  to  i t s  p a t i e n t s .  I t  was a l s o  d is c o v e re d  t h a t  

th e  more c l o s e ly  th e  n u r s in g  home employees i d e n t i f i e d  w ith  

th e  n u r s in g  home and i t s  g o a l s ,  t h e i r  immediate work group, 

and t h e i r  c o -w o rk e r s , th e  h ig h e r  th e  q u a l i t y  o f  c a re  they  

p e rc e iv e d  as  b e in g  g iven .

The q u a l i t y  o f  p a t i e n t  c a re  was a l s o  d isc o v e re d  t o  

r e l a t e  s i g n i f i c a n t l y  to  a l l  th e  s u b j e c t i v e  m easures o f o rgan 

i z a t i o n a l  e f f e c t i v e n e s s  and a l l  o f  th e  m easures o f  jo b  s a t 

i s f a c t i o n .  In  o th e r  words, when th e  n u r s in g  home s t a f f  i s  

v iewed as b e in g  more p r o d u c t iv e , w i l l i n g  to  a c c e p t  changes 

and h e lp  ou t in  tim es  o f  emergency, th e y  w i l l  a l s o  p ro v id e  

a h ig h e r  q u a l i t y  o f  p a t i e n t  c a r e .  Moreover, a d i r e c t  a s s o 

c i a t i o n  was found between th e  l e v e l  o f  jo b  s a t i s f a c t i o n  o f  

n u r s in g  home employees and th e  q u a l i t y  o f  p a t i e n t  c a re .

S p e c ia l  I s s u e s  

T h is  s e c t io n  w i l l  focus  a t t e n t i o n  on some o f  th e  

im p o r ta n t  d i s c o v e r i e s  t h a t  w ere n o t  p a r t  o f  t h e  main hypo th 

e s i s  .

P r o f i t a b i l i t y  

Many tim es i n  e m p ir ic a l  r e s e a r c h  th e  most s i g n i f i 

c a n t  d i s c o v e r i e s  come no t from what you w ere a b le  t o  prove
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b u t  from what you were n o t  a b le  t o  p rove . One o f  th e  more 

s i g n i f i c a n t  f in d in g s  o f  t h i s  s tu d y  i s  t h e  la c k  o f  a d i r e c t  

r e l a t i o n s h i p  between p r o f i t a b i l i t y  and a d m i n i s t r a t i v e  

e f f e c t i v e n e s s  o r  i n t e r n a l  o r g a n iz a t io n a l  r e l a t i o n s h i p s . Not 

only  d id  th e  s tu d y  f a i l  t o  connec t p r o f i t a b i l i t y  w i th  organ

i z a t i o n a l  perform ance and th e  q u a l i t y  o f  a d m in i s t r a t i o n ,  b u t 

in  th e  m a jo r i ty  o f  cases  th e  c o r r e l a t i o n s  were in  th e  oppo

s i t e  d i r e c t i o n  from what would have been  p r e d i c t e d .  For 

example, p r o f i t a b i l i t y  was in v e r s e ly  r e l a t e d  t o  th e  ex ten t 

to  which g o a ls  and o b je c t iv e s  a re  c l e a r l y  d e f in e d ,  the  

d eg ree  to  which th e  a d m in i s t r a to r  and d ep ar tm en t heads are 

seen  as  u n d e r s ta n d in g  w o rk e rs ' needs and p ro b lem s , th e  ex

t e n t  t o  w hich  n u r s in g  home employees i d e n t i f y  w i th  th e  

n u r s in g  home and i t s  g o a l s ,  and o v e r a l l  jo b  s a t i s f a c t i o n .  

P r o f i t a b i l i t y  was d i r e c t l y  r e l a t e d  to  t e n s i o n  and c o n f l i c t  

between d e p a r tm e n ts .

The r e a s o n  fo r  th e s e  u n ex p ec ted  f in d in g s  re g a rd in g  

p r o f i t a b i l i t y  w i l l  more than  l i k e l y  r e q u i r e  a d d i t i o n a l  r e 

s e a rc h  to  d e te rm in e .  However, t h e r e  a r e  t h r e e  p o s s ib le  

e x p la n a t io n s .  One, p r o f i t a b i l i t y  w i th in  th e  n u r s in g  home i s  

n o t  c o n s i s t e n t  w i th  em ployees' judgm ents  r e g a rd in g  th e  q u a l

i t y  o f  a d m in i s t r a t i o n  o r  c a re .  In  o th e r  w ords ,  th o se  p ra c 

t i c e s  t h a t  a r e  n e c e s s a ry  to  make a  n u r s in g  home p r o f i t a b l e
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a re  n o t  c o n s i s t e n t  w i th  f a v o ra b le  employee a t t i t u d e s .

Second, t h e r e  a re  to o  many e x t e r n a l  env ironm en ta l  f a c t o r s  

t h a t  a f f e c t  a  n u r s in g  home's p r o f i t a b i l i t y  t h a t  make i t  

im p o ss ib le  t o  r e l a t e  i t  to  a d m i n i s t r a t i o n  and perfo rm ance . 

And t h i r d ,  t h e  r e s e a r c h  d e s ig n  was in a p p r o p r ia t e  f o r  p r o f i t 

a b i l i t y .  In  any e v e n t ,  th e  s tu d y  was u n ab le  t o  draw any 

co n c lu s io n s  b ased  on th e  i n v e s t i g a t i o n  o f  p r o f i t a b i l i t y .

Turnover

E nçloyee tu rn o v e r  was found t o  be ex trem ely  h ig h  in  

th e  n u r s in g  home o r g a n iz a t i o n .  The av e rag e  n u r s in g  home in  

th e  su rv ey  was seen  as r e p l a c i n g  i t s  e n t i r e  s t a f f  a p p ro x i

m ate ly  two t im es  a y e a r .  On t h e  w hole, th e  f in d in g s  w ith  

r e g a rd  to  tu rn o v e r  were somewhat d i s a p p o in t in g .  Turnover 

was n o t  d is c o v e re d  t o  have b ro a d  c o r r e l a t i o n s  ac ro ss  many 

v a r i a b l e  c l u s t e r s  b u t  was v e ry  s p e c i f i c  in  th e  v a r i a b l e s  i t  

c o r r e l a t e d  w i th .

T urnover was lower i n  th o se  n u r s in g  homes in  which 

r o le s  have been  c l e a r l y  d e f in e d ,  c o o rd in a t io n  problems a re  

w e l l  h a n d le d ,  and t e n s io n  and c o n f l i c t  between departm en ts  

a re  seen  as low. The re a so n  tu rn o v e r  i s  r e l a t e d  to  th e s e  

v a r i a b l e s  and u n r e l a t e d  to  many s i m i l a r  v a r i a b l e s  i s  un

known. F u r th e r  r e s e a r c h  and more in -d e p th  a n a ly s is  a r e  

r e q u i r e d .
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However, i t  can be concluded t h a t  tu rn o v e r  ap p ears  

to  be low er when employees u n d e rs ta n d  t h e i r  d u t i e s  and 

r e s p o n s i b i l i t i e s  and s e e  t h e i r  a c t i v i t i e s  as e f f e c t i v e l y  

i n t e r r e l a t e d .

Job  S a t i s f a c t i o n

Compared to  n a t i o n a l  norms, jo b  s a t i s f a c t i o n  w i th in  

th e  n u r s in g  home o r g a n iz a t io n  i s  r e l a t i v e l y  low on th e  a v e r 

age. This c o u ld  be ex p ec ted  in  view o f  th e  h ig h  r a t e  o f  

employee t u r n o v e r .  However, th e  v a r i a b l e s  o f  o v e r a l l  jo b  

s a t i s f a c t i o n  and tu r n o v e r  were n o t  s i g n i f i c a n t l y  r e l a t e d .

The o v e r a l l  f in d in g s  w ith  r e g a rd  to  jo b  s a t i s f a c t i o n  

showed employee a t t i t u d e s  re g a rd in g  t h e i r  jo b s  t o  be  d i r e c t l y  

r e l a t e d  to  t h e i r  e v a lu a t io n s  o f  th e  q u a l i t y  o f  a d m i n i s t r a 

t i o n  w i th in  th e  n u r s in g  home and th e  e f f e c t i v e n e s s  o f  i n t e r 

n a l  r e l a t i o n s h i p s . Th is  would appear to  i n d i c a t e  t h a t  

employees a r e  more s a t i s f i e d  working i n  a  we 11-o rg a n iz e d  

n u r s in g  home t h a t  o p e r a te s  e f f i c i e n t l y  and p r o v id e s  a h ig h  

q u a l i t y  o f  p a t i e n t  c a r e .  The f in d in g s  do n o t  i n d i c a t e  

w hether  a w e l l - r u n  n u r s in g  home c r e a t e s  jo b  s a t i s f a c t i o n  o r  

job  s a t i s f a c t i o n  makes f o r  a w e l l - ru n  n u r s in g  home, b u t  th e  

two c o n d i t io n s  e x i s t  s im u l ta n e o u s ly  and p ro b a b ly  a r e  mutu

a l l y  s u p p o r t iv e .
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Recommendations 

Even though th e  f in d in g s  from t h e  s tu d y  do n o t  p e r 

m it th e  fo rm u la t io n  o f  any s p e c i f i c  reconnaend a t io n s  to  n u r s 

ing  home a d m i n i s t r a t o r s  w ith  r e g a rd  t o  p r o f i t a b i l i t y ,  t h e r e  

were many s i g n i f i c a n t  d i s c o v e r i e s  r e l a t i n g  to  th e  r o l e  o f  

th e  a d m i n i s t r a t o r . The f in d in g s  seem t o  emphasize th e  

im portance  o f  th e  r o l e  o f  the  a d m i n i s t r a t o r  to  o r g a n iz a 

t i o n a l  e f f e c t i v e n e s s  and the  q u a l i t y  o f  c a r e .

The f in d in g s  i n d i c a t e  t h a t  n u r s in g  home employees 

want t h e i r  jo b s  c l e a r l y  d e f in e d .  Each em p lo y ee 's  d u t ie s  and 

r e s p o n s i b i l i t i e s  sh o u ld  b e  c l e a r l y  e x p la in e d  to  h im /h e r .  In  

a d d i t i o n ,  employees sh o u ld  u n d e rs ta n d  th e  d u t i e s  and re sp o n 

s i b i l i t i e s  o f  t h e  in d iv id u a l s  w i th  whom th e y  work and i n t e r 

r e l a t e .  Th is  can be accom plished  by p ro v id in g  employees 

w ith  a b r i e f  jo b  d e s c r i p t i o n  t h a t  i s  e a sy  t o  r e a d  and u n d e r 

s ta n d .  Employees sh o u ld  a l s o  b e  p ro v id e d  w i th  a p o l ic y  

manual o u t l i n i n g  b r i e f l y  a l l  t h e  m ajor r u l e s  and r e g u la t io n s  

t h a t  a f f e c t  t h e i r  j o b s .  F u rtherm ore ,  when employees have 

q u e s t io n s  r e g a rd in g  n u r s in g  home p o l ic y  th e y  sh o u ld  be g iven  

d i r e c t  access  to  someone who can answer t h e i r  q u e s t i o n s .

Employees sh o u ld  be g iv en  d i r e c t i o n  i n  r e l a t i o n  to  

t h e i r  j o b s .  Goals and o b j e c t iv e s  sh o u ld  be e s t a b l i s h e d  f o r  

th e  n u r s in g  home as a whole and th e  work u n i t s  w i th in  i t .
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O b je c t iv e s  s h o u ld ,  a s  much as p o s s i b l e ,  be  c l e a r  and measur

a b le  in  o r d e r  t h a t  p ro g re s s  toward them can  be  e v a lu a te d .

Communication w i th in  th e  n u r s in g  home from th e  

a d m i n i s t r a t o r  and betw een s t a f f  members i s  a c r i t i c a l l y  

im p o r ta n t  i s s u e .  The a d m in i s t r a to r s  sh o u ld  n o t  b a r r i c a d e  

them se lves  b e h in d  a door and a s e c r e t a r y  b u t  shou ld  i n t e r a c t  

f r e q u e n t ly  w i th  n u r s in g  home employees and p a t i e n t s ,  because 

i t  i s  th ro u g h  t h i s  i n t e r a c t i o n  t h a t  th ey  may become aware o f  

problems w i th in  th e  n u r s in g  home t h a t  may cause  f r i c t i o n  

among s t a f f  members. In  a d d i t i o n ,  by m u tu a l ly  d is c u s s in g  

n u r s in g  home problem s w i th  em ployees, th ey  w i l l  g a in  a b e t 

t e r  u n d e r s ta n d in g  o f  th e  a d m i n i s t r a t o r ' s  p o s i t i o n  and th e  

reaso n s  b e h in d  h i s  d e c i s io n s .

O th e r  means o f  i n c r e a s in g  communication co u ld  be 

th rough  a system  o f  com m ittees; f o r  exam ple, one committee 

made up o f  t h e  a d m in i s t r a to r  and a l l  departm en t heads and 

a n o th e r  one composed o f  th e  a d m in i s t r a to r  and e l e c t e d  mem

b e r s  from th e  main d ep a r tm e n ts .  E f f e c t i v e l y  u s e d , t h i s  sy s 

tem c o u ld  b e  v e ry  h e l p f u l  i n  p rom oting  com m unications.

O ther means o f  i n c r e a s in g  communications c o u ld  be  th rough  

th e  u se  o f a  s u g g e s t io n  system , a b u l l e t i n  b o a rd ,  and em

p lo y ee  news l e t t e r s ;  p r o p e r ly  employed, t h e s e  can a l l  prove 

b e n e f i c i a l .
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Another im p o r ta n t  f u n c t io n  o f  th e  a d m in i s t r a to r  

emphasized by th e  s tu d y  i s  h i s  a b i l i t y  t o  d e a l  w i th  o r g a n i 

z a t i o n a l  problem s. The on ly  recommendation t h a t  can be made 

i s  t h a t  problems be d e a l t  w i th  im m ediately  and e f f e c t i v e l y  

r e s o lv e d .  F u r therm ore , when s o lu t io n s  d i r e c t l y  a f f e c t  th e  

work r o u t i n e s , th e  employees sh o u ld  be made aware o f  th e  

rea so n s  behind  them.

Nursing home employees want to  f e e l  t h a t  they  a re  

j u s t l y  and f a i r l y  t r e a t e d .  The a d m in i s t r a to r  can  c r e a t e  

t h i s  f e e l in g  o f  f a i r n e s s  on th e  p a r t  o f  employees by a d h e r 

ing  t o  th e  r u le s  and r e g u l a t i o n s  he has e s t a b l i s h e d  and u n i 

form ly app ly ing  a l l  r u l e s  and r e g u la t io n s  t o  a l l  n u r s in g  

home employees. I f  e x c e p t io n s  a r e  made, th e  re a so n  f o r  th e  

e x c e p t io n  should  be made known to  a l l .

A c tu a l ly ,  what n u r s in g  home employees r e q u i r e  i s  

very  s im ple— l e t  them know what t h e i r  d u t i e s  and th e  r e g u 

l a t i o n s  o f  t h e i r  jo b  a r e ,  and t r e a t  them w ith  d i g n i t y  and 

f a i r n e s s .

I m p l ic a t io n s  f o r  F u r th e r  Research

B eh a v io ra l  s tu d i e s  r e l a t i n g  t o  th e  n u r s in g  home 

o r g a n iz a t io n  a re  v e ry  few i n  number; in  f a c t ,  t h e  s u r f a c e  

has y e t  to  be s c r a t c h e d .  This  s tudy  d i r e c t l y  p o i n t s  o u t  th e  

need  to  know more ab o u t  th e  f a c t o r s  t h a t  c o n t r i b u t e  t o
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n u r s in g  home perfo rm ance . Because o f  th e  l i m i t e d  sample 

s i z e  o f  t h i s  s tu d y  and th e  number o f  r e l a t i o n s h i p s  t h a t  were 

compared, i t  i s  q u i t e  p o s s ib l e  t h a t  a  l i m i t e d  number of 

sp u r io u s  c o r r e l a t i o n s  may e x i s t .

To check f o r  p o s s i b l e  sp u r io u s  c o r r e l a t i o n s , the  

d a ta  were s p l i t  and checked a g a in s t  th e  o r i g i n a l  c o r r e l a 

t io n s  f o r  i n c o n s i s t e n c i e s .  In  th e  l a r g e  m a jo r i ty  o f  cases 

the  m ajo r  c o n c lu s io n s  o f  th e  s tudy  were co n f irm ed . However, 

t h e r e  d id  a p p ea r  to  be  some in c o n s i s t e n c i e s  among v a r io u s  

i s o l a t e d  v a r i a b l e  g ro u p in g s .  Because o f  th e  i n c o n s i s t e n c i e s  

among s p l i t  c o r r e l a t i o n s , th e  fo llo w in g  r e l a t i o n s h i p s  g ive  

an i n d i c a t i o n  o f  t h e  need  f o r  f u r t h e r  r e s e a r c h .

1. P r o d u c t i v i t y  as i t  r e l a t e s  t o  t h e  c o n d i t io n s  f o r  
n e g o t i a t i n g  o rd e rs  (Table  3 2 ) ,  h a n d l in g  i n t e r 
d e p a r tm e n ta l  problems and i n t e r s h i f t  c o o p e ra t io n  
(Table 4 3 ) ,  a d m in i s t r a t iv e  com m unication (Table 
2 2 ) ,  and c u l t u r a l  and s o c i a l - p s y c h o l o g ic a l  i n t e 
g r a t i o n  (T able  48) .

2. F l e x i b i l i t y  as i t  r e l a t e s  to  a d a p t a b i l i t y  (Table  
1 7 ) ,  o v e r a l l  job  s a t i s f a c t i o n  (T ab le  18) , c l a r 
i t y  o f  g o a ls  and o b je c t iv e s  and c l a r i t y  o f  r u l e s  
and r e g u l a t io n s  (Table  1 6 ) ,  th e  c o n d i t io n s  f o r  
n e g o t i a t i n g  o rd e rs  (Table  3 2 ) ,  and a d m in i s t r a 
t i v e  communication (Table  22 ) .

3. The jo b  s a t i s f a c t i o n  a s p e c t  o f  p ro m o tio n  as i t  
r e l a t e s  t o  th e  q u a l i t y  o f  p a t i e n t  c a re  (Table  
56) and th e  f a c t o r s  o f  p r e s s u r e  to  p e r fo rm  and 
i n t e r s h i f t  c o o p e ra t io n  (T able  4 4 ) .

4. P r e s s u re  to  perfo rm  as i t  r e l a t e s  t o  a l l  th e  
a s p e c t s  o f  jo b  s a t i s f a c t i o n  (T ab le  44) , th e
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h an d lin g  o f  in te rd e p a r tm e n ta l  problems and 
co o p e ra t io n  between s h i f t s  (Table  4 3 ) ,  and 
s o c ia l - p s y c h o lo g ic a l  i n t e g r a t i o n  (Table 47 ) .

5. I n t e r s h i f t  c o o p e ra t io n  as i t  r e l a t e s  to  th e  job  
s a t i s f a c t i o n  a s p e c t  of pay and promotion (Table  
44) and th e  c o n d i t io n s  fo r  n e g o t i a t i n g  o rd e rs  
(Table 42 ) .

6. The awareness o f  problems by th e  a d m in i s t r a to r  
in  r e l a t i o n  t o  c o o rd in a t io n  (Table  39).

7. N ursing  home em ployees ' i d e n t i f i c a t i o n  w ith  
t h e i r  immediate work group as i t  r e l a t e s  to  
o r g a n iz a t io n a l  p la n n in g  (Table  46) , c o n d i t io n s  
f o r  n e g o t i a t i n g  o rd e rs  (Table  3 3 ) ,  and c o o rd in a 
t i o n  (Table 4 7 ) .

8. The a b i l i t y  o f  n u r s in g  home employees to  see one 
a n o th e r 's  p o in t s  o f  view as  i t  r e l a t e s  to  a l l  
th e  a s p e c ts  o f  jo b  s a t i s f a c t i o n  (Table 49) and 
c o o rd in a t io n  (Table  47).

Because o f  th e  l a rg e  amount o f  in c o n s i s t e n c i e s  and 

n o n s ig n i f i c a n t  c o r r e l a t i o n s ,  th e  fo llo w in g  v a r i a b l e s  shou ld  

be r e t e s t e d  a c ro s s  a l l  r e l a t i o n s h i p s  s e t  f o r t h  by t h i s  

s tu d y .  These in c lu d e  : th e  jo b  s a t i s f a c t i o n  a sp ec t  o f  pay ,

tu rn o v e r ,  p r o f i t a b i l i t y ,  and te n s io n  and c o n f l i c t  between 

d ep ar tm en ts .  I t  i s  b e l ie v e d  t h a t  i f  any sp u rio u s  c o r r e l a 

t i o n s  e x i s t  i n  th e  f i n d i n g s , they  w i l l  be in  th e  above- 

mentioned a re a s  and f u r t h e r  r e s e a r c h  sh o u ld  be aimed in  t h i s  

d i r e c t i o n .

In  g e n e r a l ,  more r e s e a r c h  i s  needed on th e  n u r s in g  

home o rg a n iz a t io n  to  confirm  t h i s  s t u d y 's  f in d in g s .  Fur

therm ore , we need to  de te rm ine  which ty p e  o f  o r g a n iz a t io n a l
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s t r u c t u r e  i s  o p tim a l f o r  t h i s  o r g a n iz a t io n  and what s t y l e  o f  

le a d e r s h ip  i s  most a p p ro p r ia te  f o r  i t s  a d m in i s t r a to r s .  A ll  

o f  th e s e  q u e s t io n s  remain to  be answered.
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iNsrrocncNS to training coordinators

Yoa w ill have one veek to  co llec t the data. One week from the day you 
s ta r te d  pack the completed surveys back in  the box they came in  and ship them 
bad: to  me. Discard any extras you may have.

D istributing the Surveys

Each s ta f f  member, with the exception of the Administrator, D irector of 
Nursing, Head of Housekeeping and Head of Dietary, w ill be asked to  
f i l l  out a survey. Vfe rea lize  scrne individuals w ill be missed due to  
work scheduling, vacations, i l ln e s s  and other reasons.

Begin d istribu ting  the surveys as soon as you can. Ched: w ith depart
ment heads to determine the best times. T ell the s ta f f  members to  read 
the enclosed le t te r  and in struc tions; fiJ .l out the survey; place back 
in  the envelope; seal i t ;  and deposit i t  in the "collection box" to  be 
provided by you. They w ill have approximately one week. Let them knav 
when the deadline w ill be. I f  s ta f f  menbers have questions regarding 
the questions on tlie survey, answer them to  tlie best of your a b il i ty , 
using the slieet I  have provided. I f  they s t i l l  cannot understand, t e l l  
them to  place a "?" and move on to  the next question.

Collect.ing the Survey

Provide a "collection box" fo r the s ta f f  members to  deposit th e ir  com
pleted surveys in . Use the box tlie surveys cams in  or a b igger one i f  
handy. VJrite "Deposit Surveys Hero" on the side of i t  and cu t a s l i t  
in  the top. Tlien place i t  in  an area where a l l  s ta f f  marrüxers w ill have 
access to  i t .  (Example: Eiployee's Lounge, Nain Lobby, o r  by the Tims 
Clock).

Tvso or three days a f te r  the s ta f f  members have received th e i r  question
naires begin asking them i f  they have finished. I f  tliey have no t, ask 
them to  "please" do so and remind them of tlae deadline. A day o r tvro 
before the deadline, again remind a l l  s ta f f  members vho have not done 
so to  please ccnplete th e ir  surveys. Vfe do not want you to  put pressure 
on the s ta f f  to  complété the surveys, but simply use a gentle pleas and 
reminders.

One iicek from tlie day you s ta rted  pack the ccnpleted surveys in  the box 
they came in and c a l l  the shipping lino  indicated on the enclosed l i s t .  
Ihey w ill pick up the box of surveys and return them to  me. I  w ill pay 
the shipping charges. In addition, please indicate on a piece of paper 
the number of surveys you passed out and the nuiTbcr of surveys you re 
ceived back. This i s  Very Im-Xirtont. Next make sure my conxict address 
i s  on the box:

Ray M illinix
6000 N. Brookline, Apt. 11-So.

^ Oklahoma City, OltLahcma 73112
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The Rale of the Administrator and Deparfansnt Heads

I t  i s  v i ta l  to  the success of th is  research p ro jec t th a t s ta f f  meniaers 
understand th a t  under no circunstancos w ill individual surveys be 
shovjn to  anyone in  tl:e administration o f tlve nursing center, o r the 
Four Seasons Organization. They w ill only be given summary data from 
a  large number o f surveys.

The adm inistrator and department heads should cooperate with you by 
le ttin g  ti^e s ta f f  mem5>ers kncr.f you have th e ir  support. They should 
also work with you to  arrange times for tlie d istrib u tio n  and collection 
of surveys. But, under no circumstances should tiicy actually  p a rtic i
pate in the actual d istribu tion  or co llection  o f surveys. Should they 
in te rfe re , o r  be uncooperative in  any way, enclose a note to  th is 
e ffec t in  the box or write me d irec t.

Final Note; then d is tr ib u tin g  the surveys, l e t  the s ta f f  members se lect th e ir
o.vn from a stack or a  box. Please do not hand them out individually , i f  you 
can keep frcm i t .

THANK YOU VERY 1ÎÜCH
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TRAINING COORDINATORS GUIDE TO SURVEY QUESTIONS

Nofe: We hope this odditlonol explanation and examples of the survey questions wil
enable you to answer any question staff members may have.

1 . We want to know how hard the staff members think the other personnel in their 
department work. Do they accomplish a lot or do they mess around and leave 
residents needs neglected? Does v/ork pile up, left undone?

2 . Example: Do they utilize supplies well, or are they wasteful? Is equipment
token core of properly? Is the staff utilized properly or ore some given o heavy 
load while others loaf? In general, hov/ well utilized are the supplies, equipment, 
and staff of the nursing center?

3 . Some work groups are able to foresee problems before they occur and take action 
to word them off. O ther v/ork groups seem to cause problems for themselves.
For Example: Some supervisors know which individuals work well together and
which individuals have personality conflicts. This is one way they keep problems 
from occuring.

4 -5 . Example: When new procedures ore introduced, do the staff members catch on
quickly or siov/Iy, or just refuse to chnnge? Wl'.en resident assignments ore chonged 
or new residents come into the center do staff members catch on to their needs 
quickly or slowly? Do staff members accept changes good nafuredly or do they 
complain?

6 . Example: In the event of a crisis, does everyone pitch in and help? Would
off duty staff members be willing to come in and help in the case of extreme 
emergency? If a resident suddenly became seriously ill and tied up several staff 
members for a long period of time, would the others pitch in and help them with 
their work, or do it for them?

7 . Does everyone know specifically v/hct their duties ore? Do you know what you 
are supposed to do and by when it is supposed to be done? Does your supervisor 
moke v/ork assignments so that everything gets done in on orderly fashion, and 
everyone has on equal work load?

8 . Example: Does your supervisor set up specific things for you to accomplish?
Does the nursing center have specific standards to be maintained in relation to 
providing services to its residents?

9 . Has anyone ever token the time to explain the rules and regulations of the nursing 
center to you? Do you understand ihoæ rules and rcgulalions? Do you under
stand the regulations regarding raises, days off, vocations, work scheduling, sick 
leave, e t c .?

V
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10. How many of the people in the nursing center follow the rules and regulations?

11. Do the various Individual work assignments in your deportment compliment each 
other in order to provide the necessary services to residents, or do individuals 
work in a state of confusion accomplishing very little and leave residents needs 
neglected?. ( Does the right hand work with the left hand?)

12. Example: When someone discovers a new and better way to perform a task, do
they share it with their co-v/orkers or keep it to themselves? During lunch periods, 
breaks, or slack periods, does the staff ever discuss ways of improving the services 
in the nursing center? Have you received any ideas or suggestions from your 
co-workers that helped you perform your duties?

13. Example: Do staff members tend to their assigned residents needs so that the
resident will not hove to coil on other staff members? Does one group "hog" 
all the v/heeI chairs, shower chairs, linens, blue pods, e tc . making it difficult 
for others to do their job?

14. Example: Should several staff members not come to work, could the people in
your department adjust their duties to get all the work done? When there is a 
program given for the residents, con your co-workers adjust their duties to see 
that everyone gets there on time?

15. Example: Does the Director of Nursing abide by the dress code she sets for
everyone e lse?  Does the administrator or a department head malce a rule that staff 
members have thirty minutes for lunch, then take an hour themselves? Basically, 
do they follow the rules and regulations they make for the staff members?

16. Does the administrator or your department head know what is really important to 
you? Do they know or care about all the problems you are faced with in doing 
your job? Do they know which aspects of your job you like and dislike?

17. Example: N aturally, there are some jobs which are easier and more preferable
than others, when conflict arises over work assignments, arc they settled fairly? 
Does the odmistrotor end department heads treat all staff members the some or 
do they show favoritism?

18. Example: When a program is planned for the residents, are they all dressed and
ready on tim e? When a resident must be prepared for a treatment, is the treatment 
given promptly so that staff members v/ill not be tied up any longer than necessary? 
If consideration given to the amount of work scheduled, on a shift, so that it will 
be completed in the ailoled time? Are meals served on time?
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19. Example: Often times problems can arise between nursing and dietary with relation
to when troys should be served and who should pick them up; how are these problems 
handled? An issue which often times causes conflict between nursing and house
keeping is; who is responsible for what in keeping the patients room neat and 
c lean? When "squabbles" occur, ore they settled fairly and to everyone’s satis
faction?

20. What we are interested in here is, how do the departments in question get along?
For Example: Are personnel in nursing and dietary alv/cys bickering with one
another, or do they get along fine? We want to know where the areas of conflict 
in the nursing center a re .

21. Are supcr/isors placing too much pressure on staff members? Do you have the 
feeling that someone is always looking over your shoulder to see that you do every
thing Just right? If your supervisor always asking you to do more?

22-23 . Example: Are staff members always complaining that the previous shift did not
do everything it was supposed to and left their work for them? Does each shift 
clean up its ov/n messes or leave it for the next shift?

.24 . Does the administiotor let everyone know what is going on? When new rules and
regulations are made or existing ones changed, does he or she let you know?
Does he or she tell you about things which effect the nursing center in general?
( Example: Change in government regulations, v/hen inspection will be, e tc .)

25. Is the adminislrator av/are of the problems wilhin the nursing center? For Example: 
Which staff members and departments do not get along, equipment or supplies
that ore needed, maintenonce or repairs that are needed, e tc .

26. Does he or she take care of these things or let them go? When conflicts occur 
between departments does the administrator handle it fairly so that all are satisfied? 
When something breaks down does he or she get right on it, or do you have to 
keep reminding them?

27. A . How well do you like the people you work w ith, are they your friends on
os well as off the job?

B. The primary goal of any nursing center is to provide a high quality of care 
for its residents. How hard are you willing to work to see this goal fulfilled?

C . Do you like your present {ob, and do you identify with your co-workers 
in the same occupation?
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28 . Example: Do the personnel in dietary know and understand all the problems end
mess the nursing personnel must undergo before residents ore ready for meals?
On the other hand, do the nursing personnel know v/hat is involved in preparing 
meals and the problems that dietary personnel face?  Do the people in the other 
departments understand the problems you face in your job?

29. Do the nurses do a good {ob of looking after the residents medical needs? How 
good or bod is the quality of core they provide?

30 . How would you rate the quality of core given to the residents by the aids and 
orderlies? Do the aides and orderlies perform their duties In a "top notch" 
fashion or "half heortedly"?

31. Assuming you have worked in another nursing center or have a close friend or 
relative who does, how would you compare the two?
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The
^ nivershy'of Oklahoma 307 w est Brooks. Room 103 Norman, Oklahoma 73069

C ollege of Business Administration 
Division of Management

Dear Employees, Four Seasons 
Nursing Centers:
We are asking for your help in a research study aimed at deter
mining how nursing center staffs work together. The study will 
be directed by J. Ray Mullinix, A Doctoral Candidate at the 
University of Oklahoma, under the supervision of Dr. Donald A. 
Woolf, chairman of the Doctoral Committee.
It is our belief that this study will produce findings which can 
be used to make a nursing center a better place in which to work 
and that it will also result in a better quality of care for its 
residents.

You are asked to complete a survey related to how you feel about 
your job, your co-workers, and your supervisors. Please read 
each question carefully, and check the answer which comes 
closest to your personal feelings. For this study to be success
ful, it is Very Important that you express your true feelings.
Of course individual responses to the survey will be held in the 
strictest confidence. Only the primary researcher— who is not 
connected in any way with Four Seasons Nursing Centers— will see 
your responses. Only summary data for large groups of staff 
members will ever be made available to interested parties.
We ask for your cooperation in this research. Your participa
tion in the study is vital if we are to obtain an accurate 
picture of how nursing center staff members feel about their job, 
co-workers and supervisors.
This research study has the full approval and support of the 
Four Seasons management. They join us in wishing to obtain a 
confidential and truly representative understanding of your 
feelings. We want to express our sincere appreciation for your 
time, effort, and cooperation. Thank You.
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Read each questicn carefu lly . Then check the answer vhich most accu
ra te ly  e:q>resses your tru e  feelings. I f  you do not understand the questicn or 
do not have an answer, place an beside i t  and move cn to  the next question 
o r a ^  'Our cen ter’s tra in ing  coordinator. Do Not discuss your answers with 
any of your co-workers. F inally , place your survey in the envelope provided, 
seal i t ,  and deposit i t  in the box provided by the Training Coordinator. Do 
Not w rite your name on the survey c r  the envelope.

CHECK YOUR DEPARITIENT:

(1) Nursing 
*(2) Dietary
(3) Housekeeping, J a n ito r ia l, Laundry
(4) Administrative and A ctiv ities
(5) Maintenance

I f  Nursing: CHECK ONE

(1) Nurse (RN or LPN) 
'(2) Aid o r Orderly 
O) Other

Every worker produces sonething in h is  o r her work. I t  may be a "prod
u ct” or i t  may be a "service". Sometimes i t  i s  very d if f ic u l t  to  iden tify  the 
product or se rv iœ . Listed below are seme o f the services provided by various 
departments in  a nursing (center.

Bathing Residsr.to Feeding Residents Preparing Meals
Giving Medications Washing Dishes Administering

Treatments
Walking Rssi(3ents Cleaning Rest Rooms Dressing Resi

dents
Making Beds Dusting Mopping Floors

Ihese are ju s t  a few o f the services being offered in  your nursing
center.

1. Thinking now of the various things (3one by the people you know
in your department, hew much are  they producing?
CHECK CNE.
______________ (1) Their produc±ion i s  very lew
______________ (2) I t  i s  fa ir ly  loiv
______________ (3) I t  i s  n either high or lew
______________ (4) I t  i s  f a ir ly  h i ^
______________ (5) I t  i s  very high

Go e*i to  the next page...
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2. Do the people in  your department seem to  woric e ffic ien tly  with
the resources (supplies, personnel, equipment, e tc .)  they have available?
How efficiently do they do their work?
CHECK CNE.

_____________(1) They do not work efficiently at all
______________ (2) Not too e ffic ie n t
______________ (3) F airly  e f f ic ie n t
______________ (4) They are very e ffic ie n t
______________ (5) They are extranely e ffic ie n t

3. Hew good a  jc±> i s  done by the people in  your department in  an ti
cipating problems th a t may cane tp  in  the future and of preventing them fran  
happening or reducing th e ir  bad e ffec ts .
CHECK CNE.

 (1) They do a poor job of an tic ipating  problems
 (2) Not too good a jcb
 (3) A f a i r  job
 (4) They do a very good job
 (5) They do an excellent job of an tic ipating  problems

4. When changes are made in your department's routines, equipment,
or assignments, how quickly do your oo-\-rorfcers accept and adjust to  these 
changes?
CHECK CNE.

(1) Most pecple accept and adjust to  change very slowly
(2) Father slowly
(3) F airly  c^ ck ly
(4) They adjust quickly, but not iiimediately '
(5) Most people accept and adjust to  change immediately

5. Hew maiy people in  your department read ily  accept and adjust
to  change?
CHECK CNE.

 (1) Considerably le ss  than h a lf of the people accept and ad just
to  change

 (2) S lightly  le ss  than ha lf do
 (3) The m ajority adjust to change
 (4) Considerably more than h a lf  do
 (5) P rac tica lly  everyone accepts and adjust to  change

Go on to  the next p>age...
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6. Fran time to  i-iwp emergencies a r ise , sudi as the a rriv a l of a
large narfaer of new residents, o r the unexpected shortage of vrorkers. When 
these emergencies occur, they can cause vrork overloads fo r many people. Some 
wodc grocçs are able to  handle these emergencies more readily  and successfully 
than others. How good a job do the people in  your depar t men t do a t handling 
these s itua tions.
CHECK CNE.

______________ (1) They do a poor job of handling emergency situations
_____________ (2) They do not do very veil
______________ (3) They do a f a i r  job
______________ (4) They do a good job
______________ (5) They do an excellent job of handling of these situations

7. How good i s  your s iç e rio r  a t  planning, organizing and scheduling
the work?
CHECK CNE.

______________ (1) Excellent in planning, organizing and scheduling the work
(2) Very good

 (3) Good
 (4) F air
 (5) la th e r  poor
 (6) Poor
______________ (7) Very poor in planning, organizing, and scheduling the work

8. How c learly  do you understand the goals and objectives tc^-Jsrd
which your department i s  working? (Does your supervisor define specific goals 
to  be accomplished such as reducing the number of residents with bed sores, or 
answering lig h ts  w ithin a specified time, cleaning a specific  number of rooms, 
e tc . ?)
CHECK ONE.

(1) They are defined as c learly  as they should be defined
”(2) They are defined almost as c learly  as they should be defined
(3) They should be defined scroevihat more c learly

’(4) They should be defined much more c learly
”(5) They are not defined a t  a l l

9. Hew c learly  defined are the various ru les and regulations of the
nursing home th a t e f fe c t your job?
CHECK CNE.

(1) They are defined as c learly  as they should be defined
(2) They are defined almost as c learly  as they should be defined
(3) They should be defined somewhat more c learly

______________ (4) They should be defined much more c learly
______________ (5) They are not defined a t  a l l

Go on to  the next page.
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10. In general, to  what ex tent do pecçle in the d iffe ren t jobs and
departments follow the various rules and regulations se t up ly  the nursing 
hone?
CHECK aJE.
______________ (1) Everyone, without exception, follows the ru les and regula

tions o f the nursing hate
______________ (2) Almost everycme does
______________ (3) Ihe large majority o f the people do
______________ (4) A l i t t l e  over ha lf o f the people do
______________ (5) less than half of the people follow the ru les and regula

tions o f the nursing hotte

11. Hew well are the d iffe ren t jobs and work a c tiv itie s  in  your
department blended together to  meet the objectives of the department?
CHECK CNE.

______________ (1) The jc±)S and a c tiv it ie s  are not a t  a l l  v e il blended
together

______________ (2) Not so v e il
______________ (3) Fairly well
______________ (4) Very v e il
______________ (5) Ihe jobs and a c tiv it ie s  are blended together almost per

fectly

12. To what extent do the people within your department exchange
helpful information and ideas?
CHECK CNE.
______________ (1) we exchange helpful ideas and information to  a great extent
______________ (2) A considerable ex tent
______________ (3) A fa ir  extent
______________ (4) A small extent
______________ (5) we do not exchange helpful ideas and information a t  a l l

13. To vhat extent do the people you work with in your department
make an effort to avoid creating problems or interference with each other's 
duties and responsibilities?
CHECK ONE.
_____________ (1) They try to avoid interfering with each other to a very

great extent
_____________ (2) To a great extent
_____________ ( 3 ) To a fair extent
_____________ (4) To a snail extent
_____________ (5) They try to avoid interfering with each other to a very

small extent

Go on to  the next page...
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14. Ftrm time to  time, prcblems of coordinating the work of people
vAio must work together a r ise . When they arise  in  your depar tment hew v e il are 
these problems handled?
CHECK CNE.
______________ (1) These problems are extremely well handled
______________ (2) Very well handled
______________ (3) F a irly  v e il handled
______________ (4) Not very w ell handled
______________ (5) They are not handled well a t  a l l

15. How closely  do the department heads and adm inistrator follow
the ru les and regulations they establisn  th a t e ffec t your work as v e il as th e irs?  
CHECK CNE.

______________ (1) They follow th e ir  own po licies extremely closely
______________ (2) They follow them very closely
______________ (3) They follow them fa ir ly  closely
______________ (4) They do not follow them too closely
______________ (5) They do not follow them at cill

16. How well do the department heads and adm inistrator understand
your needs and prcblems in your work?
CHECK CNE.

______________ (1) They understand my needs and problems perfectly
______________ (2) They understand them very well
______________ (2) F a irly  wall
______________ (4) Not too well
______________ (5) They do not understand ity needs and problems well a t  a l l

17. To vhat extent are the department heads and administrator f a i r
and reasonable in  the decisions th a t affec t your work, regardless o f vhethar 
those decisions are favorable to  you or not?
CHECK CNE.

______________ (1) They are extremely f a i r  and reasonable
______________ (2) They are very fa ir  and reasonable
______________ (3) They are somewhat f a i r  and reasonable
______________ (4) They are not too fa ir  and reasonable
______________ (5) They are not a t a l l  f a i r  and reasonable

18. To vdiat extent are a l l  re lated  things and a c tiv itie s  wall timed
in  the everyday routine of the nursing heme? (For exanple: are residents 
dressed and ready fo r meals a t  the allo ted  time, and are meals served prcctptly 
and on schedule?)
CHECK CNE.

______________ (1) A ll re la ted  things and ac tiv itie s  in  the ever^'day routine
are perfectly  timed

______________ (2) They are very well timed
______________ (3) They are fa ir ly  well timed
______________ (4) They are not so well timed
______________ (5) They are rather poorly timed

Go on to the next page...
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19. When people from d ifferen t departments have to  work together in
order to provide the residen ts with the necessairy serv ices, problems can a rise . 
How v e il do the individucils, in  the various departments, handle the problems 
th a t arise  betveei them?
CHECK CNE.

______________ (1) These prcblems are extremely well handled
______________(2) Very well handled
______________ (3) F airly  v e il  handled
______________ (4) Not very v e il handled
______________ (5) They are not handled well a t  a l l

20. Cn the whole, would you say that in this nursing center there
is some tension or conflict (friction) between the two groups in each of the 
following pairs?
CHECK CNE FOR EVERY PAIR OF GROUPS.
Between: (1) (2) (3) (4) (5) (6)

A Very A Great A No
Great Deal Deal of Seme Little Tension ?
of Tension Tension Tension Tension At All

(a) Admini
strative 
and
Nursing ______  ___  ___  ___  ___  ___

(b) Admini
strative 
and House
keeping ______  ___  ___  ___  ___  ___

(c) Admini
strative 
and
Dietêiry ______  ___  ___  ___  ___  ___

(d) Nursing 
and House
keeping ______  ___  ___  ___  ___  ___

(e) Nursing 
and
Dietary ______  ___  ___  ___  ___  ___

21. cn the job, do you feel any pressure fo r  b e tte r  performance
over and above vdiat you think i s  reasonable?
CHECK CNE.

______________ (1) I  fee l a  great deal of pressure over and above vhat i s
reasonable

______________ (2) Considerable pressure
______________ (3) Some pressure
______________ (4) A l i t t l e  pressure

(5)________________ A very l i t t l e  pressure 
______________ (6) I  fee l no pressure a t  a l l  over and above vhat i s  reasonable

Go on to the next page...
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22. How w ell do you fee l the d iffe ren t sh if ts  vroric together?
CHECK CNE.

(1) Extremely v e il
(2) Very v e il
(3) Fairly  v e il
(4) Not so v e il
(5) Not v e il a t  a l l

23. How e a ^  is  i t  fo r one s h if t  to  take over without confusiœ
from vhere the previous sh if t  l e f t  off?
CHECK CNE.

______________ (1) I t  is  extremely eas^
______________ (2) I t  is  very easy
______________ (3) I t  is  fa ir ly  easy
______________ (4) I t  is  not so easy

(5) I t  is  hard or d if f ic u lt

24. In general, hew do you fee l about the kind of communications
you receive fran  your administrator? (How well does he o r she keep eitployees 
informed cn things affecting th e ir  jobs.)
CHECK CNE.

(1) The kind of communication I receive fran the administrator

(2)
i s  ccnpletely adequate 
Very adequate

(3) Fairly  adequate
(4) Rather inadequate
(5) The kind of communication I receive from the administrator

i s  inadequate

25. Check the extent to  which each of the following statements f i t s  
your adm inistrator: He or she i s  aware of prc±)lems faced by s ta f f  members of 
the nursing heme.
CHECK ONE.

(1) Very fu lly
(2) Tto a great extent

■■ (3) Tto some extent
(4) To a small extent
(5) Not a t  a l l

26. He or she e ffectively  solves problems th a t a rise  in the nursing
home.
CHECK CNE.

(1) Very fu lly
(2) To a great extent
(3) To some extent
(4) To a small extent
(5) Not a t  a l l

Go on to the next page...
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27. Bow strongly iden tified  do you fee l (tha t i s ,  how raidi do you
fee l th a t you rea lly  belong) with each of the following?

A. immediate work group.
CHECK CNE.

(1) Very strongly
(2) Quite strongly
(3) F airly  strongly
(4) A l i t t l e
(5) Not a t  a l l

B. This nursing hone and its goals; 
CHECK CNE-

(1) Very strongly
(2) Quite strongly
(3) F airly  strongly
(4) A l i t t l e
(5) Not a t  a l l

C. profession or occupation. 
CHECK ONE.

(1) Very strongly
(2) Quite strongly
(3) F airly  strongly
(4) A l i t t l e
(5) Not a t  a l l

28. To vhat degree do people from d iffe ren t departments see the
other persons view point in  connection with th e ir  work?
CHECK CNE.
______________ (1) TO a very great degree
______________ (2) TO a ccsisiderable degree
______________ (3) TO a f a i r  degree
______________ (4) TO a small degree
______________ (5) TO a very small degree

Go on to  the next page..,
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29. How would you ra te  the quality  of nursing care given to  re s i
dents by the professional nurses (EN's and IPN's) in  th is  nursing center?
(Some exanples o f nursing care would include: Do nurses eidminister nedicatio i 
properly and on time? Do they follow doctors’ orders? Are they guide to  see 
about residaitzs needs then called? Do they keep proper records? Do they 
administer treatments properly then necessary? Do they show a  general concern 
for the residents?)
CHECK CNE.

(1) Nursing care
(2) Excellent
(3) Very good
(4) Good
(5) F air
(6) Rather poor
(7) Nursing care

30 How would you ra te  the quality  o f overall care th a t the re s i
dents generally receive fran  the aids and o rderlies in  th is  nursing center. 
(Some examples of overall resident care would include: Are the residents kept 
clean? Are lig h ts  anstered pronp tly ?  Does the s ta f f  have a cheerful a ttitu d e  
toward the residents? Are residents roans and beds kept neat and clean?)
CHECK ONE.

 (1) Overall resident care in th is  nursing center i s  outstanding
______________ (2) E xcella it
_____________O) Very good
______________ (4) Good
______________ (5) Fair
______________ (6) Rather poor
______________ (7) Overall resident care in  th is  nursing center is  poor

31. How would you ra te  thé quality  o f nursing care and overall
resident care in  th is  nursing center as caipared to  competing nursing centers? 
(This question assumes th a t you have some knowledge of conditions existing in 
other nursing centers. I f  you do not, then please leave th is  question blank.) 
CHECK ONE.

______________ (1) The resident care in th is  nursing center is  outstanding
compared to  most other nursing centers o f th is  kind

______________ (2) Much be tte r
______________ (3) Generally b e tte r
______________ (4) About the same
______________ (5) Scmevhat poorer
______________ (6) Generally poorer
______________ (7) The resident care in th is  nursing center is  much poorer

than in most other nursing centers
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Now think o f your inpressions about your jcb. Hew v e il do the follow

ing words describe your job as you see i t?  Cn the blanks beside each phrase 
below, put an "X" in  the oolutm:

Par "Yes" i f  i t  describes your job as you see i t .

Por "No" if it does not describe it.

For "?" if you cannot decide.

1. m  JCB

1-01 Fascinating

1-02 Routine

1-03 Satisfying

1-04 Boring

1-05 Good

1-06 Creative

1-07 Respected

1-08 Hot

1-09 Pleasant

1-10 Useful

1-11 Tiresome

1-12 Healthful

1-13 Challenging

1-14 Qi Your Feet

1-15 Frustrating

1-16 Simple

1-17 Ehdless

1-18 Gives sense o f 
accaiplishment

YES ? NO

Go cn to the next page...
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Now think of your inpressions about your supervisor. How well do the 

following words describe your supervisor as you see them? Cn the blank bes id e 
each phrase below, put an "X" in  the column:

Por "Yes" i f  i t  describes your supervisor as you see them.

Por "No" i f  i t  doesn 't describe them.

Por "?" i f  you cannot decide.

11. MY SUPERVISOR

YES ? NO

2-01 Asks my advice ___ ___ ___

2-02 Hard to  please ___ ___ ___

2-03 Inpolite  ___ ___ ___

2-04 Praises good work ___ ___ ___

2-05 Tactful ___ ___ ___

2-06 In flu en tia l ___ ___ ___

2-07 Up-to-date ___ ___ ___

2-08 Doesn't supervise enough ___ ___ ___

2-09 Quick tenpered ___ ___ ___

2-10 T ells me where I  stand ___ ___ ___

2-11 Annoying ___ ___ ___

2-12 Stubborn ___ ___ ___

2-13 Knoivs job well ___ ___ ___

2-14 Bad ___ ___ ___

2-15 In te llig en t ___ ___ ___

2-16 leaves rte on rty own ___ ___ ___

2-17 Lazy ___ ___ ___

2-18 Around vhen needed ___ ___ ___

Go cn to the next page.



463
Now think of your impressions about your co-vorkers. How well do the 

following words describe your oo-workers as you see them? Cn the blanks beside 
each phrêise belcw, p u t an "X" in  the appropriate oolunn.

Por "Yes" i f  i t  describes your oo-w ikers as  you see them.

Por "No" i f  i t  doesn 't describe them.

Por "?" i f  you cannot decide.

111. m  CO-l<ŒKERS

3-01 Stimulating

3-02 Boring

3-03 Slow

3-04 Ambitious

3-05 Stupid

3-06 Responsible

3-07 Past

3-08 In te llig en t

3-09 Easy to  make enemies

3-10 Talk too much

3-11 Smart

3-12 Lazy

3-13 unpleasant

3-14 No privacy

3-15 Active

3-16 Narrow in te re s t

3-17 Lci-al

3-18 Hard to  meet

YES NO

Go on to the next page...
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Now think o f your inpressions about your pay. How v e il  do the following 
words describe your pay as you see i t?  Cn the blanks beside each phrase below, 
put an "X" in  the colimn:

Fbr "Yes" i f  i t  describes your pay cis you see i t .

Por "No" i f  i t  doesn 't describe i t .

For "?" i f  you cannot decide.

IV. MY PAY
YES ? NO

4-01 Inocne adequate fo r normal eaqxaises ___ ___ ___

4-02 Satisfactory  p ro fit  sharing______________ ___ ___ ___

4-03 Barely liv e  on income ___ ___ ___

4-04 Bad ___ ___ ___

4-05 Income provides luxuries ___ ___ ___

4-06 Insecure________________________________ ___  ___ ___

4-07 Less than I  deserve______________________ ___  ___ ___

4-08 Highly paid ___ ___ ___

4-09 Underpaid    ^ ___

Go on to the next page.
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Now think of your inpressions about youcr chances fo r promotion. Hew 

w ell do the following words describe your chances fo r promotion as you see them? 
cn the blanks beside each phrase below, put an ’*X“ in  the oolunn.

Por "Yes" i f  i t  describes your chances :for promotion as you see them.

Por "No" i f  i t  doesn 't describe them.

Por "?" i f  you cannot decide.

V. MY CHANCE FOR PRCgOTICN
YES ? NO

5-01 Good cpportunity fo r advancement ___ ___ ___

5-02 Opportunity sonowhat lim ited ___ ___ ___

5-03 Promotion on a b il i ty  ___ ___ ___

5-04 Dead-end job ___ ___ ___

5-05 Good chance for promotions ___ ___ ___

5-06 Unfair promotion policy ___ ___ ___

5-07 Infrequent promotion ___ ___ ___

5-08 Ragular promotions ___ ___ ___

5-09 Fairly good chance fo r promotion ___ ___ ___

Go on to the next p̂ ge.
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CXMŒNTS

If you can think of anything relating to your job, your nursing center, 
your supervisor, or this survey that you vould like to conment on, pleêise write 
your remarks below:
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TABLE 57

RANKS AND MEANS FOR THE SUBJECTIVE MEASURES OF
ORGANIZATIONAL EFFECTIVENESS

Nurs ing 
Home

P r o d u c t iv i t y A d a p ta b i l i ty F l e x i b i l i t y

R % R % R X

1 3 3.92 3 3.85 1 4.28
2 19 3.48 19 3.34 20 3.58
3 5 3.81 5 3.82 8 4.02
4 16 3.52 18 3.38 12 3.96
5 14 3.59 12 3.55 11 4 .04
6 11 3.61 22 3.18 10 4.05
7 9 3.75 6 3.79 9 4.07
8 8 3.78 9 3.65 16 3.78
9 24 3 .14 23 3.11 23 3.40

10 10 3.64 14 3.53 13 3.94
11 13 3.60 7 3.71 2 4.26
12 20 3.45 13 3.54 14 3.84
13 7 3.79 4 3.83 4 4.21
14 6 3.81 11 3.57 6 4 .1 4
15 22 3.35 24 3.09 22 3.52
16 4 3.83 21 3.22 19 3.68
17 12 3.6 8 3.69 24 3.17
19 21 3 .4 10 3.62 18 3.7
20 15 3 .54 12 3.4 5 4.19
21 1 3.18 2 3.97 7 4 .1
23 22 3 .3 20 3.22 21 3.55
24 17 3.51 15 3.48 17 3.73
25 2 3.97 1 3.07 3 4 .23
26 18 3.5 16 3.41 15 3.82
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NURSING HOME MEAN SCORES AND RANKS FOR JOB SATISFACTION

N ursing
Home

Job
S a t i s f a c t i o n

(O v e ra l l )
Job

I t s e l f
S uper
v i s io n

Co — 
Workers Pay Promotion

X Rank X Rank % Rank % Rank % Rank % Rank

1 33.61 3 36 .90 2 45.13 3 46.3 2 19 10 3 20.62 11
2 27.52 17 28 .45 23 34.18 23 39.82 11 17 29 9 17.87 16
3 31.45 7 33 88 8 41.11 10 43.08 4 18 72 5 20.47 12
4 27.10 19 28 64 22 34.5 22 38.95 13 16 91 13 16.5 20
5 26.91 21 30 .27 17 37.95 20 35.02 22 17 12 10 14.16 22
6 26.64 23 28 .90 20 38.26 18 36.23 19 17 10 12 12.71 24
7 28.81 15 31 .65 16 43.00 5 36.92 9 15 93 16 13.55 23 j
8 24.47 18 28 87 21 38.64 15 33.64 24 15 85 17 20.31 13 c
9 26.90 22 29 09 19 37.95 19 35.77 21 10 19 22 21.48 10

10 30.34 10 31 65 15 41.40 9 38.43 14 17 10 11 23.13 7
11 28.16 16 29 .65 18 42.65 6 37.42 18 15 62 18 15.50 21
12 29.25 13 33 58 10 38.58 16 37.58 17 19 25 2 17.25 18
13 32.03 4 33 24 11 41.80 8 37.80 15 17 33 8 30.00 2
14 30.31 11 33 97 7 46.14 2 40.37 7 14 07 21 17.00 19
15 24.02 24 27 54 24 31.16 24 34.18 23 9 68 24 17.50 17
16 31.50 6 36 .43 3 39.07 13 39.71 12 17 43 7 24.86 5
17 31.75 5 34 67 6 39.83 11 41.75 5 16 67 14 25.82 4
19 31.30 8 31 .73 14 44.07 4 41.37 6 15 47 20 23.87 6
20 31.04 9 36 .41 4 39.67 12 37.63 16 18 54 8 22.92 9
21 33.78 2 37 .33 1 42.50 7 43.96 3 18 77 14 26.35 3
23 26.94 20 33 .63 10 35.68 21 35.79 20 10 .16 23 19.42 14
24 30.24 12 32 .95 12 38.98 14 39.98 8 16 28 15 23.08 8
25 36.03 1 35 .45 5 46.14 1 46.42 11 20 .50 1 31.64 1
26 28.94 14 32 .00 13 38.58 17 39.89 10 15 .47 19 18.74 15
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TABLE 59

RANKS AND MEANS FOR TURNOVER, PROFITABILITY AND THE 
QUALITY OF PATIENT CARE

Nursing
Home

Turnover 
(3 mo.)

P r o f i t a b i l i t y  
(7 mo.)

Q u a l i ty  o f  
Care 
(12)

R X R X R K

I 16 41.24% 19 $19.08 3 5 .4
2 8 48.98 4 37.03 24 3 .5
3 9 4 8 .34 6 32.23 8 4 .82
4 17 37.81 5 33.01 20 4 .05
5 19 36.67 1 43.77 9 4 .66
6 13 43.62 2 39.14 22 3 .62
7 15 42.43 9 31.08 5 4 .93
8 7 52.18 3 37.08 15 4 .31
9 20 28.78 18 19.14 19 4 .05

10 24 17.12 24 12.52 13 4 .3 7
11 10 45.28 21 17.92 12 4 .41
12 18 36.91 8 31.43 6 4 .92
13 4 62.32 16 22.61 10 4.46
14 14 43.23 13 25.37 17 4 .17
15 5 61.89 22 16.75 23 3.55
16 1 96.65 20 18.98 4 4 .94
17 22 26.86 14 24.39 16 4 .26
19 12 44.23 17 22.35 11 4 .46
20 21 27.68 10 30.84 7 4 .9
21 23 20.94 12 27.42 2 5 .63
23 3 66.06 7 31.83 21 3.95
24 11 45.06 11 29.52 14 4 .34
25 6 53.02  . 15 23.81 1 5 .7
26 2 80.50 23 16.68 18 4.09
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TABLE 60

RANKS AND MEANS FOR ORGANIZATIONAL PLANNING

Nurs ing 
Home

P lan  A b i l .  
o f  Sup. 

(13)

C lear
Obj.

(14)

C lea r
Rules
(15)

A dher. 
Rules 
(16)

R % R X R X R %

I 6 5.57 7 4.02 2 4.45 4 3.42
2 21 4 .42 23 3.44 18 3.67 24 2 .71
3 16 4 .85 11 3.87 13 4.01 9 3.25
4 20 4 .44 21 3.48 16 3.92 11 3.24
5 10 5 .33 18 3.55 19 3.62 12 3.22
6 19 4 .47 22 3.47 24 3.25 23 2.72
7 8 5 .48 6 4.02 11 4.05 7 3.29
8 9 5 .4 4 17 3.68 10 4.06 10 3 .24
9 17 4 .8 12 3 .84 15 3.92 17 3.08

10 12 5 .13 3 4 .3 6 4.16 15 3.16
11 13 5 .03 10 3.9 17 3.83 20 3.03
12 11 5 .26 9 3.96 5 4.19 19 3.03
13 7 5 .52 5 4.17 3 4.39 6 3.3
14 1 5 .9 4 13 3.79 21 3.58 21 2.91
15 18 4 .7 2 16 3.72 22 3.58 8 3.25
16 24 4 .3 7 20 3.5 23 3.56 18 3.06
17 15 4 .8 6 8 4 7 4.13 13 3 .2
19 5 5 .6 1 1 4.38 12 4.03 16 3.09
20 4 5 .6 4 15 3.75 9 4.07 2 3.6
21 3 5 .7 2 4.33 1 4 .5 3 3.43
23 22 4 .37 24 3.27 20 3.62 22 2.79
24 14 4 .9 1 19 3.5 14 4.01 14 3.13
25 2 5 .75 4 4.27 4 4 .33 1 3.86
26 23 4 .37 14 3.75 8 4.08 5 3.37
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TABLE 61

RANKS AND MEANS FOR CONDITIONS FOR NEGOTIATING ORDERS

Nursing
Home

Ease o f  
Exchanging 
Id e a s  and 
In fo rm a t io n

Avoid Cre
a t in g  Prob

lems f o r  
One Another

H andling
C o o rd in a tio n

Problems

R % R X R X

1 2 4.25 2 4 .1 4 3 3.71
2 14 3.44 12 3.42 22 3.00
3 4 4.03 7 3.67 12 3.32
4 19 3 .24 5 3.80 16 3.28
5 10 3.57 21 3.22 19 3.17
6 23 3.04 23 2.95 24 2.86
7 13 3.48 9 3.46 9 3.46
8 12 3.55 13 5.37 13 3.31
9 21 3.20 24 2.92 20 3 .04

10 9 3.63 19 3.25 6 3.63
11 15 3.43 14 3.36 18 3.26
12 6 3.92 15 3 .34 14 3.30
13 8 3.65 6 3.73 8 3.52
14 5 4.00 8 3 .64 11 3.44
15 22 3.08 22 3.05 21 3.02
16 11 3.56 11 3.43 4 3.68
17 7 3.66 4 3.80 7 3.60
19 16 3.38 10 3.45 10 3.45
20 17 3.32 18 3.28 2 3.71
21 1 4 .56 1 4.20 1 4 .00
23 24 3.03 20 3 .24 17 3.27
24 18 3.30 17 3.29 15 3.29
25 3 4.25 3 3.86 5 3.66
26 20 3.20 16 3.33 23 2.95
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TABLE 62

RANKS AND MEANS FOR RATIONAL TRUST OF ADMINISTRATION

Nurs ing  
Home

Adm. and Dept. 
Heads P e rce iv ed  

as  Fo llow ing  
Rules

Adm. and Dept. 
Heads P erce iv ed  
as U nderstand ing  

W orkers ' Needs

Adm. and Dept. 
Heads Seen 
as F a i r  and 
Reasonable

R X R X R X

1 4 3.88 3 3.71 2 4.02
2 23 2 .8 4 23 2.63 23 3.12
3 10 3.60 13 3.12 10 3.53
4 18 3 .24 21 2.72 21 3.16
5 16 3.26 12 3.15 15 3.35
6 19 3.20 24 2.56 18 3.20
7 11 3.57 16 3.05 12 3.47
8 7 3.68 15 3.06 14 3.37
9 20 3 .16 11 3.16 7 3.64

10 12 3.50 9 3.19 11 3.47
11 21 3.13 8 3.20 9 3.53
12 6 3.73 8 3.00 13 3.42
13 1 4 .08 4 3.69 3 3.87
14 24 2 .64 20 2.79 22 3.11
15 22 2.86 19 2.80 24 3.02
16 17 3.25 10 3.19 6 3.69
17 5 3 .73 6 3.60 8 3.53
19 9 3.61 17 3.00 20 3.16
20 8 3 .6 4 5 3 .64 5 3.75
21 3 3.96 2 3.80 4 3.87
23 15 3.27 14 3.10 17 3.24
24 13 3.48 7 3.25 16 3.32
25 2 4 .05 1 4.02 1 4.08
26 14 3.37 22 2.66 19 3.17
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TABLE 63

RANKS AND MEANS FOR COORDINATION--PART I

Nursing
Home

Blending 
o f  Jobs  to  
Achieve 

O b jec t iv es

Timing of 
A c t i v i t i e s

H andling  o f  
I n t e r d e 

p a r tm e n ta l  
Problems

R X R X R X

1 3 3.82 1 4.05 7 3.60
2 19 2.97 22 2.65 23 2 .94
3 9 3.37 17 3.06 21 3.06
4 21 2.91 24 2.60 13 3.32
5 13 3.33 13 3.33 16 3.27
6 22 2.85 20 2 .84 24 2.56
7 10 3.36 10 3.47 12 3.35
8 14 3.29 9 3.48 20 3.10
9 23 2.62 5 3.72 6 3.60

10 7 3.38 16 3.08 15 3.27
11 11 3.35 12 3.33 10 3.43
12 15 3.26 6 3.65 9 3.50
13 4 3.63 4 3.73 4 3.65
14 17 3.15 14 3.17 17 3.26
15 24 2.47 19 2.88 19 3.25
16 8 3.37 18 3.00 8 3.50
17 16 3.20 11 3.46 5 3.60
19 12 3.33 15 3.16 11 3.35
20 5 3.56 7 3.64 2 3.78
21 1 4.06 2 3.83 1 3.80
23 20 2.96 23 2.62 14 3.31
24 6 3.40 8 3.50 18 3.25
25 2 3.97 3 3.75 3 3.66
26 8 3.09 21 2.79 22 3.00
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TABLE 64

RANKS AND MEANS FOR COORDINATION--PART I I

Nurs ing  
Home

T ension  and 
C o n f l i c t  
Between 

D epartm ents

P re s su re  to  
Perform

I n t e r s h i f t
C ooperation

R % R X R X

1 4 3.93 4 3 .60 1 3.67
2 19 3.40 20 2.95 18 2.73
3 20 3.37 14 3 .20 9 3.00
4 14 3.50 16 3.17 11 2.96
5 12 3.56 11 3 .22 17 2.77
6 18 3.40 23 2 .70 21 2.53
7 21 3.35 5 3 .46 8 3.08
8 9 3.65 12 3 .22 5 3.48
9 6 3.77 8 3 .36 23 2.52

10 3 3.97 7 3 .37 20 2.58
11 2 4.02 18 3.05 22 2.53
12 10 3.61 10 3 .22 6 3.21
13 1 4.15 9 3 .32 4 3.50
14 23 3.21 6 3.45 16 2.83
15 11 3.57 17 3.15 14 2.08
16 13 3.55 1 4 .00 3 3.53
17 15 3.49 2 3.88 19 2.70
19 16 3.45 19 3 .00 12 2.95
20 5 3.80 21 2 .88 7 3.19
21 8 3.65 13 3 .2 2 3.56
23 24 3.17 22 2 .82 15 2.87
24 7 3.65 15 3 .19 13 2.89
25 17 3.45 3 3.65 10 2.97
26 22 3.27 24 2.61 24 2.47
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TABLE 65

RANKS AND MEANS FOR ADMINISTRATIVE COMMUNICATION 
AND PROBLEM SOLVING

N ursing
Home

Adequacy o f  
A d m in is t ra t iv e  
Communication

Awareness o f  
Problems by 

A d m in is tra to r

A b i l i t y  o f 
A d m in is t ra to r  to  

Solve Problems

R % R % R %

1 1 4.17 1 4.17 1 4.42
2 13 3.17 20 3.11 20 2.98
3 9 3.40 12 3.53 7 3.56
4 15 3 .04 11 3.56 17 3.32
5 22 2 .76 22 3.00 22 2.93
6 23 2.75 24 2.88 21 2.97
7 11 3.35 13 3.46 8 3.08
8 12 3 .31 18 3.27 5 3 .34
9 19 3.00 19 3.12 16 3.32

10 8 3.52 14 3.44 10 3.47
11 18 3.00 15 3.43 18 3.20
12 10 3.38 4 3.76 6 3.61
13 4 3.86 7 3.69 5 3.78
14 24 2.58 23 2.94 23 2.73
15 21 2.86 21 3.05 14 2.63
16 17 3.00 8 3.69 12 3 .44
17 5 3.80 3 4 .13 11 3.46
19 16 3 .03 16 3.32 14 3.35
20 6 3.78 9 3 .64 4 3.82
21 3 4.00 6 3.70 3 4.00
23 20 2 .93 5 3.72 19 3.13
24 7 3 .64 17 3.29 9 3.48
25 2 4.08 2 4 .16 2 4.11
26 14 3.16 10 3.58 13 3.41
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TABLE 66

RANKS AND MEANS FOR CULTURAL AND SOCIAL- 
PSYCHOLOGICAL INTEGRATION

Nursing
Home

I d e n t i f i c a t i o n  With: A b i l i t y  to  
See th e  

O ther P e r 
s o n 's  P o in t  

o f  View

Immediate
Work
Group

N ursing  
Home and 
I t s  Goals

Occu
p a t io n

R % R % R K R %

1 1 3.32 1 4.20 5 4.37 3 3.42
2 13 3.03 21 3.40 24 2.50 23 2.76
3 4 3.25 12 3.73 10 4.17 7 3.23
4 19 2.88 15 3 .64 23 3.56 9 3.20
5 20 2.87 10 3.80 16 3.88 19 2.91
6 14 3.00 24 3.11 22 3.65 24 2.20
7 6 3.16 9 3.82 19 3.82 14 2 .97
8 21 2.83 19 3 .44 21 3.68 8 3.20
9 22 2.66 22 3.36 13 4.00 12 3.08

10 12 3.03 16 3.64 14 3 .94 16 2 .94
11 18 2.90 17 3.63 18 3.83 20 2.86
12 15 2.97 11 3.76 12 4.07 15 2.96
13 7 3 .14 6 3.95 8 4.21 4 3.39
14 2 3.28 5 4 .02 4 4.38 17 2 .94
15 24 2.42 23 3.33 20 3.71 10 3.11
16 8 3.13 2 4.19 2 4.44 5 3.31
17 17 2.93 8 3.86 9 4.20 18 2 .93
19 23 2.64 14 3.70 7 4.32 22 2.80
20 11 3.04 7 3.89 3 4.39 6 3 .28
21 5 3.20 4 4.10 1 4.50 1 3 .93
23 9 3.08 20 3 .41 15 3.89 13 3.06
24 10 3.07 13 3.72 17 3.85 11 3.08
25 3 3.27 3 4 .13 6 4.36 2 3.58
26 16 2.96 18 3 .54 11 4.08 21 2 .83
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TABLE 67

PEARSON CORRELATION COEFFICIENTS

Variable
1 2 3 4 5

Variable 
6 7 8 9 10 11 12

1 X
2 .75 X
3 .61 .55 X
4 .57 .49 .28 X
5 .62 .75 .57 .58 X
6 .62 .66 .30 .66 .64 X
7 .66 .63 .55 .49 .46 .58 X
8 .35 .42 -.03 .57 .36 .47 .28 X
9 .70 .75 .39 .83 .77 .84 .67 .75 X
10 -.63 -.22 -.15 .05 -.15 -.05 -.11 -.04 -.08 X
11 .00 -.02 .08 -.20 -.26 -.25 .21 -.40 -.28 -.18 X
12 .70 .74 .53 .76 .67 .64 .65 .46 .80 -.17 - .08 X
13 .51 .69 .54 .41 .74 .32 .35 .30 .55 -.42 -.01 .62
14 .41 .69 .29 .35 .68 .50 .34 .52 .64 -.29 -.48 .57
15 .43 .73 .27 .51 .49 .55 .48 .61 .69 -.17 -.31 .67
16 .45 .57 .39 .45 .37 .45 .42 .53 .58 -.12 -.22 .69
17 .79 .84 .61 .74 .73 .66 .75 .56 .87 -.17 -.05 .88
18 .80 .79 .45 .65 .66 .71 .62 .42 .77 -.25 -.07 .78
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TABLE 67— Continued

Variable Variable
1 2 3 4 5 6 7 8 9 10 11 12

19 .75 .77 .37 .61 .52 .79 .56 .46 .74 -.14 -.10 .63
20 .67 .62 .32 .81 .60 .58 .49 .63 .80 -.31 — . 26 .78
21 .48 .70 .29 .56 .47 .46 .59 .64 .71 -.14 — .06 .72
22 .52 .65 .28 .70 .53 .50 .42 .75 .77 -.33 -.22 .76
23 .58 .50 .42 .67 .56 .52 .52 .64 .75 -.22 -.24 .80
24 .41 .60 .33 .50 .59 .34 .37 .44 .58 -.37 -.13 .71
25 .24 .40 .11 .61 .37 .32 .16 .61 .56 -.25 -.36 .65
26 .12 .21 .30 .05 .16 -.07 .21 .31 .19 -.36 -.35 .23
27 .42 .33 -.08 .41 .36 .39 .22 .43 .48 -.19 -.28 .46
28 .59 .41 .30 .55 .24 .28 .40 .38 .49 -.02 .04 .61
29 .52 .67 .26 .62 .41 .62 .59 .68 .76 -.24 -.21 .67
30 .38 .54 .10 .70 .35 .62 .46 .59 .70 .07 -.31 .64
31 .53 .65 .40 .70 .54 .67 .64 .60 .80 -.12 -.23 .81
32 .69 .56 .55 .68 .60 .63 .60 .24 .67 .04 .10 .56
33 .70 .65 .43 .82 .66 .68 .57 .52 .82 -.04 -.21 .82
34 .40 .40 .28 .75 .62 .40 .19 .50 .64 .02 -.40 .66
35 .56 .51 .26 .60 .27 .44 .26 .64 .59 -.15 -.22 .71
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TABLE 67— C ontinued

Variable Variable
13 14 15 16 17 18 19 20 21 22 23 24

1

2

3
4
5
6

7
8 

9
10

11

12

13 X
14 .67 X
15 .53 .73 X
16 .50 .51 .69 X
17 .65 .57 .70 .61 X
18 .63 .59 .62 .44 .77
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TABLE 67— Continued

Variable
13 14 15 16 17

Variable 
18 19 20 21 22 23 24

19 .43 .46 .65 .46 .71 .79 X
20 .60 .58 .63 .54 .80 .69 .70 X
21 .46 .61 .83 .65 .75 .52 .54 .62 X
22 .56 .55 .71 .69 .78 .60 .57 .78 .76 X
23 .46 .51 .67 .64 .76 .63 .53 .70 .73 .90 X
24 .73 .59 .70 .57 .65 .60 .59 .56 .66 .78 .78 X
25 .51 .50 .63 .58 .53 .46 .47 .75 .51 .81 .71 .69
26 .28 .38 .45 .27 .33 .14 .08 .31 .37 .48 .53 .55
27 .26 .30 .26 .27 .32 .49 .43 .57 .24 .49 .51 .43
28 .43 .21 ,47 .37 .59 .53 .57 .64 .55 .49 .53 .49
29 .42 .55 .87 .69 .75 .59 .64 .68 .84 .82 .78 .68
30 .16 .39 .69 .50 .60 .48 .66 .64 .72 .71 .68 .42
31 .42 .55 .85 .68 .80 .61 .65 .69 .86 .70 .85 .69
32 .29 .12 .32 .18 .67 .61 .58 .51 .36 .40 .52 .27
33 .58 .46 .54 .56 .79 .75 .74 .84 .49 .69 .68 .57
34 .57 .52 .42 .52 .53 .48 .37 .65 .49 .60 .55 .53
35 .42 .38 .66 .69 .63 .63 .66 .73 .55 .74 .59 .53
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TABLE 67— Continued

Variable 25 26 27 28 29
Variable 

30 31 32 33 34 35

19
20
21
22
23
24
25 X
26 .46 X
27 .51 .18 X
28 .48 .28 .38 X
29 .58 .44 .33 .51 X
30 .62 .17 .44 .44 .76 X
31 .61 .41 .32 .58 .90 .80 X
32 .15 .05 .26 .35 .46 .44 .54 X
33 .69 .20 .66 .61 .56 .61 .64 .61 X
34 .61 .15 .38 .39 .35 .47 .51 .28 .67 X
35 .74 .29 .42 .70 .64 .57 .65 .32 .67 .51 X

N = 
R >

24
.58 P 001

R > .48 p = .01
R > .34 p = .05
R > .27 p = .10



LIST OF VARIABLES USED IN 

PEARSON CORRELATIONS

Variable No. Variable Description

001 P r o d u c t iv i ty
(Sum o f  Q uestions 1 & 2)

002 A d a p ta b i l i ty
(Sum o f  Q uestions 3 , 4 , & 5)

003 F l e x i b i l i t y  
(Q uestion  6)

004 Job S a t i s f a c t i o n :  Job
(Sum o f  item s on page 10)

005 Job S a t i s f a c t i o n :  S u p erv is io n
(Sum o f  i tem s on page 11)

006 Job S a t i s f a c t i o n :  Co-workers
(Sum o f  item s on page 12)

007 Job S a t i s f a c t i o n :  Pay
(Sum o f  item s on page 13)

008 Job S a t i s f a c t i o n :  Promotion
(Sum o f  item s on page 14)

009 Job S a t i s f a c t i o n :  O v e ra l l
(Sum o f  item s on pages 10-14)

010 Turnover 
(Company da ta )
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V ariab le  No. V ariable D escr ip tio n

011 Profitability 
(Company data)

012 Q u a l i ty  o f  P a t i e n t  Care
(Sum o f  Q uestions 29, 30, & 31)

013 P lann ing  A b i l i t y  o f  S u p erv iso r  
(Q uestion  7)

014 C la r i t y  o f  Goals and O b jec t iv es  
(Q uestion  8)

015 C la r i t y  o f  R u les ,  P o l i c i e s ,  e t c .  
(Q uestion  9)

016 Adherence to  Rules, P o l i c i e s ,  e t c .  
(Q uestion  10)

017 Meshing o f  Jobs to  Achieve O b jec tives  
(Q uestion  11)

018 Ease o f  Exchanging Ideas  and In fo rm atio n  
(Q uestion  12)

019 Avoid C re a t in g  Problems f o r  One Another 
(Q uestion  13)

020 H andling C oord ina tion  Problems 
(Q uestion  14)

021 Department Heads and A d m in is t ra to rs  P e r 
ce iv ed  as Following Rules
(Q uestion  15)

022 Department Heads and A d m in is t ra to rs  P e r 
ce iv ed  as Understanding W orkers ' Needs 
(Q uestion  16)

023 Department Heads and A d m in is tra to rs  Seen
as F a i r  and Reasonable
(Q uestion  17)

024 A c t i v i t i e s  Are Well Timed
(Q uestion  18)



486

V ariab le  No. V ariab le  D e sc r ip tio n

025 H andling  o f  In te rd e p a r tm e n ta l  Problems 
(Q uestion  19)

026 Tension and C o n f l ic t  between Departments 
(Sum o f  i tem s in  Q ues tion  20)

027 P re s s u re  to  Perform 
(Q uestion  21)

028 I n t e r s h i f t  C oopera tion  
(Sum o f  Q uestions  22 & 23)

029 Adequacy o f  A d m in is t r a t iv e  Communication 
(Q uestion  24)

030 Awareness o f  Problems by A d m in is t ra to r  
(Q uestion  25)

031 A b i l i t y  o f  A d m in is t ra to r  to  Solve Problems 
(Q uestion  26)

032 I d e n t i f i c a t i o n  w ith  Immediate Work Group 
[Q uestion  27A]

033 I d e n t i f i c a t i o n  w ith  N ursing Home and I t s  
Goals
[Q uestion  27B]

034 I d e n t i f i c a t i o n  w ith  P ro fe s s io n  
[Q uestion  27C]

035 A b i l i t y  to  See th e  O ther P e r s o n 's  P o in t
o f  View
[Q uestion  28]

036 P ro p o r t io n  o f  Nurses
(Data from n u r s in g  homes)

037 P ro p o r t io n  o f  N o n p ro fess io n a ls
(Data from n u r s in g  homes)

038 E x ten t  to  Which N o n p ro fe ss io n a ls  Exceed
Nurses
(Data from nursing homes)
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V a ria b le  Ko. V ariab le  D e sc r ip t io n

039 Number o f  Nurses p e r  U n it o f  P a t ie n t
Care
(Data from n u rs in g  homes)

040 Number o f  N o n p ro fe s s io n a ls  p e r  Unit o f
P a t i e n t  Care
(Data from n u rs in g  homes)

041 T o ta l  Nursing P e rso n n e l  p e r  U nit of 
P a t i e n t  Cara
(Data from n u r s in g  homes)

042 Length o f  A d m in i s t r a to r 's  S e rv ic e
(Data from n u rs in g  homes)


