: Managing
- CLIENT
CARE

SECOND EDITION

°  Elizabeth F. Wywialowski



Managing
CLIENT
CARE

SECOND EDITION

Elizabeth F. Wywialowski, EdD, MS, BSN, CRRN, RN, C
Clinical Nurse Specialist

Veterans Administration Medical Center

Milwaukee, Wisconsin

Former ADN Curriculum Development Coordinator

Lakeshore Technical College

Cleveland, Wisconsin

WAth illitstrations by Bob Rich
’We@t Haven, Connecticut

NA Mosby

St. Louis Baltimore Boston Carlsbad Chicago Naples New York Philadelphia Portland
London Madrid Mexico City Singapore Sydney Tokyo Toronto Wiesbaden



\/ Vice President and Publisher: Nancy L. Coon
h MOSby Editor: N. Darlene Como

Dedicated to Publishing Excellence Developmental Editor: Dana L. Knighten
Project Manager: Deborah Vogel
B A Times Mirror Project Specialist: Mary Cusick Drone
M Company Designer: Pati Pye

Manufacturing Supervisor: Linda Ierardi
Cover Art: Tenenbaum Design, Jane Tenenbaum
SECOND EDITION

Copyright 1997 by Mosby-Year Book, Inc.
Previous edition copyrighted 1993.

All rights reserved. No part of this publication may be reproduced, stored in a
retrieval system, or transmitted, in any form or by any means, electronic,
mechanical, photocopying, recording, or otherwise, without written permission
of the publisher.

Permission to photocopy or reproduce solely for internal or personal use is per-
mitted for libraries or other users registered with the Copyright Clearance Center,
provided that the base fee of $4.00 per chapter plus $.10 per page is paid directly
to the Copyright Clearance Center, 27 Congress Street, Salem, MA 01970. This
consent does not extend to other kinds of copying, such as copying for general
distribution, for advertising or promotional purposes, for creating new collected
works, or for resale.

Printed in the United States of America

Composition by Top Graphics

Lithography/color film by Top Graphics
Printing/binding by R. R. Donnelley & Sons Company

Mosby-Year Book, Inc.
11830 Westline Industrial Drive
St. Louis, Missouri 63146

Library of Congress Cataloging in Publication Data
Wywialowski, Elizabeth F.

Managing client care / Elizabeth F. Wywialowski; with

illustrations by Bob Rich.—2nd ed.
p. cm.

Includes bibliographical references and index.

ISBN 0-8151-9499-4

1. Nursing services —Administration. I. Title.

[DNLM: 1. Nursing—organization & administration. 2. Patient Care
Planning — organization & administration. Wy 105 W998m 1996
RT42.W88 1996
362.1'73'068—dc20
DNLM/DLC
for Library of Congress 96-26150

CIP

97 98 99 00 / 9 8 7 6 5 4 3 2



Managing
CLIENT
CARE



In Appreciation of
Amalia (“Aimee”) Konz
and
Irene R. Schreck



# Instructor Preface

Vi

Managing Client Care addresses the essential components of the client care manager
role. Entry-level staff nurses and their employers are well aware of the need for staff
nurses to manage client care effectively and efficiently, especially as efforts to con-
trol health-care costs and maintain quality continue. To develop the appropriate con-
tent for a text that prepares staff nurses to manage client care, DACUM (developing
a curriculum) studies were undertaken to identify the essential components of the
entry-level staff nurse’s role as a client care manager. A subsequent review of the
findings of these studies revealed that in many instructional programs the curricu-
lum content, teaching strategies, and time allotted to the client care manager role
unintentionally fell short of what was needed. Other management/leadership text-
books that were available contained some of the needed information but omitted
other major areas identified by the DACUM studies.

Retaining the integrity and intent of the earlier DACUM findings, the second edi-
tion of Managing Client Care focuses on the essential management competencies
(skills) that are expected of entry-level staff nurses in today’s evolving health-care
scene. The competencies are described in language that is common to staff nurses
in the practice settings in which they are typically employed, such as acute- and
long-term-care inpatient and ambulatory care settings. The interchangeable use of
the terms entry-level staff nurse and client care manager in the text underscores the
nurse's key role as a manager of client care.

A competency consists of a combination of the knowledge, values, and psy-
chomotor skills that are required to perform the desired observable or measurable
behaviors. The term also refers to a general category of activities or duties required
of a worker in an occupational category. This text uses a competency framework to
present client care management concepts. The material is organized around the
essential competencies required to fulfill the client care manager role. Such a com-
petency-based approach is consistent with the trend of the health-care system
toward increased emphasis on quality improvement and measurable outcomes.

It is important to distinguish this competency framework from the traditional
approach to organizing nursing textbook content, which is characterized by separate
cognitive, affective, or psychomotor learning outcomes. In comparison, this text is
organized around the competencies needed to manage client care, rather than the
topics related to it. The competencies are arranged in order of increasing complexity,
allowing students to learn less complex skills before attempting more complex skills.
The competency framework may appear more complex in nature but actually is bet-
ter suited to the measurement of outcome-based learning in today’s increasingly com-
plex nursing practice settings. Each chapter of the text addresses an essential com-
petency of the client care manager role, focusing on the specific knowledge, beliefs,
and technical skills that the learner needs to perform that competency.

Competency-based instructional programs differ from more traditional curricu-
la in another way as well. Competency-based programs are consistent with current
educational trends that focus on research-based criteria and accountability. Rather
than emphasize predetermined content or a specified number of instructional hours,
competency-based programs focus on behaviors that learners need to succeed in an
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occupational endeavor. They emphasize demonstrated performance of required
skills and adherence to the criteria that are inherent in safe, reliable practice.
Because competency-based instruction relies heavily on building more complex
skills on previously learned, less complex ones, the client care management skills
described in this text build on competencies that students will have acquired in their
previous coursework, such as those needed to provide client care and to fulfill
responsibilities as members of the discipline of nursing.

Competencies are also context specific—that is, a single competency will differ
somewhat from practice setting to practice setting, because unique factors in each
setting influence how, when, and why the nurse intervenes and what interventions
are chosen. Thus the competencies will differ slightly among acute- or long-term
inpatient settings and community-based settings. Therefore each chapter defines
key concepts in the context in which they are applied, providing a solid basis for clin-
ical application. Principles and processes are discussed in a manner that clarifies
their application in fulfilling nursing obligations in general and the duties of entry-
level staff nurses in particular. Numerous examples are included throughout the text
as illustration.

The second edition of Managing Client Care incorporates numerous changes that
correspond with evolving management concepts, health-care system issues, and
research findings. The text is organized into four units. Unit One, “Understanding the
Client Care Environment” (Chapters 1 to 4), addresses the competencies related to
understanding the environment in which client care is delivered and the importance
of prioritizing tasks. These competencies are fundamental to effective client care
management, particularly in light of the rapid changes in American health care as a
result of the effects of the global economy, organizational restructuring, the vested
interests of organizations that finance health-care services, and the “information
age.” Unit Two, “Managing Client Care” (Chapters 5 to 9), focuses on the competen-
cies used to manage resources. To prepare learners to cope with the impact of eco-
nomic scarcity in today’s health-care system, an all-new Chapter 5 was added to
explain how the staff nurse can conserve organizational resources while delivering
safe, effective care. This chapter distinguishes among organizational, human, time,
information, financial, and other resources and explains the staff nurses’ role in
managing all resources cost effectively. It also includes a section that explains the
role of nursing research in providing cost effective, outcome-oriented nursing care.
Chapters 6 to 9 are designed to help learners build on previously acquired compe-
tencies to develop interrelated management skills. Unit Three, “Managing Others”
(Chapters 10 to 14), addresses the essential skills needed to manage other nursing or
interdisciplinary work group members involved in providing client care. Unit Four,
“Professional Development” (Chapters 15 and 16 and the Epilogue), acquaints the
learner with ethical and legal issues and promotes the development of professional
integrity and career management skills. Throughout the book, new topic subhead-
ings have been added, and many sections reorganized to facilitate the learning
process.

Special features of the text are also designed to facilitate optimal learning and
retention of chapter content. The eye-catching two-color design, new to this edition,
not only increases the visual appeal of the text, but also highlights its pedagogic fea-
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tures, thus increasing its usefulness to the student. Features that appear in each
chapter include: objectives, which outline the chapter’s learning goals and help the
student focus on key information; key concepts, which list important terms and
concepts found in the chapter and help focus the student’s attention on important
content; summary, which condenses key chapter content in brief narrative form
and facilitates review of important points; application exercises, which encourage
the student to apply chapter content to real-life situations and think critically about
them; and the new critical thinking scenario at the end of each chapter, which
presents a brief narrative case study that incorporates principles discussed in the
chapter and follow-up questions that encourage students to apply chapter concepts
while thinking critically about the scenarios. Throughout the text are sample forms,
worksheets, logs, checklists, and other “hands-on” learning tools that both familiar-
ize students with forms they will likely encounter in the workplace and serve as con-
venient learning tools that guide practical application of chapter content. The enter-
taining cartoons that appear in every chapter add variety and humor while
highlighting key points about client care management. In addition, the accompany-
ing Instructor's Manual for MANAGING CLIENT CARE, Second Edition, includes sug-
gested learning activities, student worksheets and review sheets, performance
checklists, and a new detailed case study for each chapter, with follow-up questions
designed to promote critical thinking and application of chapter content. Its pages
are perforated and three-hole punched for convenient integration into lesson plans.

Managing Client Care was written with a twofold purpose: to prepare nursing stu-
dents to make a successful transition from learner to practitioner, and to teach the
competencies needed to manage the care of a group of clients effectively and effi-
ciently in today's health-care system. It is designed to serve as a client care man-
agement primer for nursing students who are about to enter the work force rather
than an encyclopedia of comprehensive knowledge that staff nurses need to manage
client care. This text provides a solid foundation on which staff nurses may begin
their careers as client care managers, while encouraging them to put forth the con-
tinuous effort required to build on that foundation and remain competent through-
out their careers.
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> To the Student

As an entry-level staff nurse in today’s changing health-care system, you'll need
strong client care management skills more than ever before. The second edition of
Managing Client Care not only provides the necessary conceptual knowledge but also
offers practical strategies to help you apply the knowledge and perform the skills that
are so vital to your success as manager of client care. This book may differ from other
texts that you have used in that it is organized not according to topics but around the
competencies that you'll need to fulfill the role of client care manager. A competency is
a combination of the knowledge, values, and psychomotor skills needed to perform
desired observable or measurable behaviors.

Your text is divided into four units that reflect the key groups of competencies in
client care management. Unit One, “Understanding the Client Care Environment”
(Chapters 1 to 4), addresses the competencies that you'll need to understand the
environment in which client care is delivered and to prioritize tasks effectively and
efficiently. You'll find these competencies to be especially important because of the
rapid changes taking place in health care today—changes that result from shifts in
the global economy, organizational restructuring, the vested interests of health-care
financing organizations, and the “information age.” Unit Two, “Managing Client Care”
(Chapters 5 to 9), focuses on the competencies that will allow you to manage
resources effectively in this era of economic scarcity. It builds on competencies you
will have acquired in previous courses to help you develop additional interrelated
management skills. Unit Three, “Managing Others” (Chapters 10 to 14), addresses the
essential skills that will enable you to manage other nursing or interdisciplinary
work group members who are involved with you in providing client care. Unit Four,
“Professional Development” (Chapters 15 and 16 and the Epilogue), acquaints you
with important ethical and legal issues, offers strategies for nurturing your profes-
sional integrity, and sharpens your career management skills.

To help you make the most of your learning experience, try the following strat-
egy after you complete each chapter: Stop and think about what the chapter con-
veyed. What does it mean for you as a client care manager? How does the chapter’s
content, and your interaction with it, relate to that of the other chapters you have
already completed? How might you briefly summarize the content for a nonnurse
friend? Reading the chapter, restating its key points in your own words, and com-
pleting the Application Exercises and Critical Thinking Scenario as suggested in the
next section (“Learning Aids") will go far to help you make the content truly your
own.

Learning Aids

The second edition of Managing Client Care features some important tools designed
to help you learn about the principles of client care management and apply your
new knowledge to the real world. Following is a description of some of these tools,

along with suggestions about ways in which you can use these study aids to your best
advantage:
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Use the learning aids in each chapter to help you think critically about the material
presented.

e The objectives describe the chapter's broad learning goals. Use them to guide
you in choosing the general content areas on which to concentrate as you scan
the chapter.

e The key concepts provide a more detailed list of the chapter's important terms
and concepts. You'll want to focus particular attention on them as you study the
text more closely. The boldface, brightly colored type in which the key concepts
appear helps you locate them easily, whether you're scanning the chapter for
specific information or reviewing for an examination.

e The summary condenses the chapter’s key points into a brief narrative form.
You might find it helpful to read the summary both before starting the chapter, as
a “preview” of the material to come, and again afterward, as a way to increase
your recall of the material you've just covered.

e The application exercises contain questions that challenge you to apply the
chapter’s key concepts to real-life situations. Completing them will help sharpen
your ability to think critically and to apply the chapter content that you've learned.

e The critical thinking scenario at the end of each chapter is a brief case study
that presents a situation you might encounter as a staff nurse. After the scenario
are some follow-up questions that challenge you to apply chapter concepts to the
scenario. Like the application exercises, the critical thinking scenarios will help
sharpen your critical thinking and application skills.

The role of client care manager is a challenging and rewarding one. The skill with
which you perform it directly affects the quality of care that clients receive, as well as
the efficiency and effectiveness with which it is delivered. The author and all of the
people who worked on this book have made every attempt to reflect these facts in the
design and approach of Managing Client Care. We wish you much success in your career!
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Introduction to Client
Care Management

When you complete this chapter, you should be able to:

1.
2.

nal
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List components of client care management.

Describe the relationship of nursing roles and skills to the client care
manager role.

Explain the differences between nursing management and nursing
leadership.

Describe the primary purposes of health-care organizations as com-
pared to those of other human service organizations.

Describe three common types of organizational structures.

Explain the differences between formal and informal organizations.
Describe four common management theories of human motivation.
List two organizational changes anticipated in the future.

'key concepts

role learning organizations
nursing role formal organizations

core nursing roles informal organizations
context human motivations

client care manager role Maslow’s hierarchy of needs
nursing management Theory X

nursing leadership Theory Y

organization of a work group Theory A

bureaucracy Theory Z

adhocracy situational leadership

matrix organizations
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This book is about client care management. It was written primarily for nursing stu-
dents preparing to become entry-level staff nurses employed in inpatient and ambu-
latory care settings. Beginning staff nurses are expected to provide services that pre-
vent diseases and promote and maintain health, as well as to provide care for the ill
or infirm. Throughout the text, the term client instead of patient is used to designate
the recipients of nursing service. The term patient implies a passive role; it does not
emphasize the individual's active participation in his or her health care. The term
client is used to emphasize the professional nature of the relationship between
nurses and those they serve; it reflects the evolution of nursing as a profession, the
client’s needs as a consumer as the focus of the interaction, and the necessity of a
working relationship that is rewarding to both the consumer as well as the nurse.

This book discusses basic concepts of management related to the practice of nurs-
ing. It emphasizes the practical application of these concepts in settings in which
beginning staff nurses are commonly employed. These inpatient or ambulatory care
settings support the inexperienced nurse by providing structure (e.g., policies, proto-
cols, procedures, and guidelines) and resources (e.g., supervision by more experi-
enced nurses, preceptorships, and structured professional development programs).
As the entry-level nurse has successful experiences and gains confidence and exper-
tise, need for such support decreases, and eventually the nurse can practice in less
structured or unstructured settings (e.g., public health or home-based care).

Entry-level staff nurses manage client care directly. They manage care for a
specified period of time such as a shift, in contrast with nurses who manage care
throughout a client’s inpatient stay or for an indefinite time period (e.g., a primary
provider in a community-based setting). They should not overlook or minimize their
influence as critical decision makers in the use of available resources to provide cost-
effective care. Nurses who supervise beginning staff nurses in first-line management
positions, such as nurse managers, typically manage client care indirectly. The
client care manager role is integral to nursing practice.

To succeed as a staff nurse, client care management skills are essential. Without
these skills, entry-level staff nurses cannot effectively practice nursing in inpatient
or ambulatory care settings. In the past, most nurses developed client care manage-
ment skills after graduation from their basic nursing programs, often through trial
and error. But because client care management skills are essential, nursing students
must begin to develop them before they begin practicing. Entry-level staff nurses are
likely to find that developing these skills is an ongoing process.

# Competencies of Client Care Managers

What competencies (required skills) are expected of entry-level staff nurses as client care
managers? To succeed as staff nurses, client care managers use organizational resources
and routines while providing direct client care, use time productively, collaborate with
the interdisciplinary team, and use leadership characteristics to manage others on the
nursing team. More specifically, to manage client care, entry-level nurses:
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Identify organizational resources and determine when they are needed.
Work within various nursing service delivery patterns.

Use position descriptions to establish the scope and limitations of their own
and other nursing team member practices.

Manage time purposefully and productively.

Prioritize client needs and related care.

Exhibit flexibility in providing care within available time constraints.
Show initiative and creativity as leadership qualities.

Use decision-making skills.

Defend their own decisions.

10. Work with other health team members.

11. Resolve conflicts within the team.

12. Delegate appropriately.

@ N
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# Relationships of Other Nursing Roles to the Client Care
Manager Role

This book is based on information gathered from nurses practicing in acute and long-
term inpatient and home care settings; it focuses on the management of client care.
It covers skills expected of entry-level staff nurses employed in acute and long-term
settings. The competencies discussed in this book were identified by entry-level staff
nurses and their immediate supervisors, who indicated that these skills were essen-
tial for successful practice by beginning staff nurses. They arranged these skills and
tasks in order of increasing complexity. This arrangement was used to organize the
learning activities in this book to help nursing students learn less complex client
care management skills before attempting more complex ones. This approach is
based on the belief that client care management involves the use of agency
resources to effectively and efficiently provide needed services.

A role is an expected typical behavior of a person with a specific status or social
position. For example, parents are expected to behave in certain ways in the protec-
tion and care of their children. The role of an employee relates to the function, pur-
pose, or tasks he or she performs for the organization. The practice of nursing is
made up of several interrelated roles. A nursing role is a set of expectations that the
nurse must fulfill; it includes applying professional knowledge, exhibiting attitudes,
and demonstrating behaviors common to the practice of nursing. Core nursing
roles are roles that are common to all practicing nurses. They include being a
provider of care, a member of the profession, and a manager of client care. Other
common roles include communicator, client teacher, and investigator. These com-
mon roles have been identified by nursing educators and administrators as a conve-
nient way to organize components of nursing practice.

The process of learning to practice nursing is not universal, but there are com-
mon patterns. Learning to perform each nursing role usually proceeds from less
complex to more complex activities.
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Role as Client Care Provider

In practice, the beginning staff nurse performs various aspects of each of the inter-
related nursing roles identified earlier, depending on the client’s needs and the
resources available to meet these needs. In addition, the nurse uses various skills
adapted to the setting, or context (i.e., he or she behaves in ways that are appropri-
ate in the specific nursing practice environment). Each nursing practice environ-
ment is affected by its organizational system, its primary purposes, routines, poli-
cies, and procedures. The nurse'’s practice environment significantly influences his
or her activities. In the larger social context, the nurse is expected to adhere to vari-
ous laws and codes of ethics.

Role as Member of a Profession

Typically, nursing students learn to use the nursing process before they learn to
teach clients about the complexities of self-care. While learning to apply the nursing
process, students develop communication skills, identify legal and ethical issues,
and adhere to codes of conduct. On the basis of their individual strengths and limi-
tations, students learn to accept responsibility for self-directed learning early in their
careers and when to seek assistance with client care. As they progress through their
instructional activities, they learn about legal and ethical issues and various client
needs and health problems throughout the life span. As they learn about ethical
issues and legal constraints associated with various treatment options, they are
expected to respond to client needs within the context of an agency’s policies and
procedures and the state laws influencing nursing practice. Fulfilling role require-
ments as a member of the profession prepares the student for the client care man-
ager role. The nursing student applies knowledge of legal and ethical issues to iden-
tify priorities for individual clients.

Role as Client Care Manager

The client care manager role requires the nursing student to address the priorities
of an assigned group of clients for a specified time period. Only skills that are basic
to client care management are addressed in this book. Basic nursing skills used in
providing clinical care and fulfilling requirements as a member of the nursing pro-
fession are fundamental building blocks for developing client care management
skills and for succeeding as an entry-level staff nurse. Often, depending on the
amount of time available, nursing students gain “management” experience immedi-
ately before graduation.

When students advance beyond caring for more than one or two clients, they are
typically required to demonstrate skills needed to manage nursing care for a group
of clients. This progression suggests that in most nursing practice settings, client
care management skills evolve from existing skills in less complex roles. In other
words, some client care management skills depend on mastering less complex and
interrelated roles. Accordingly, learners tend to learn client management skills after
they acquire other less complex nursing skills. The entry level staff nurse will use



