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ABSTRACT

Methods f o r  e s tim a tin g  th e  s tandard  d e v ia tio n  o f  perform ance in  

d o l la r s  (SDy) proposed  by Schmidt, H unter, McKenzie, and Muldrow (1979) 

( r e f e r r e d  to  a s  S & H) and by Burke and F re d e ric k  (1984) ( r e f e r r e d  to  as 

B & F) were compared w ith  a m odified procedure which in c o rp o ra te d  the  

D elphi and c r i t i c a l  in c id e n t  m ethodologies ( r e f e r r e d  to  as  D e lp h i). 

S ix ty - fo u r  n u rs in g  managers were randomly a ss ig n ed  to  one o f  th e  th re e  

m ethods. They p rov ided  e s tim a te s  fo r  th e  jo b s  of r e g is t e r e d  nurse and 

lic e n se d  p r a c t i c a l  n u rse . The th re e  methods y ie ld e d  s im i la r  e s tim a te s , 

were e q u a lly  s e n s i t i v e  to  d if fe re n c e s  between th e  jo b s ,  and conformed to  

th e  assum ptions o f n o rm a lity . The D elphi p rocedure  y ie ld e d  e s tim a te s  

w ith  low er v a r i a b i l i t y  th an  th e  o th e r two p ro ced u res  and was s l ig h t ly  

more a c c e p ta b le  to  e s tim a to rs  than  the  S & H p ro c e d u re . In  a d d i tio n , 

th e  D elphi p rocedu re  produced a l i s t  o f c r i t i c a l  a c t i v i t i e s  th a t  the  

human re so u rc e  departm ent b e lie v e d  was a  v a lu ab le  b y -p ro d u c t of th e  

e s tim a tio n  p ro c e s s .  P o in t e s tim a te s  in  a l l  c o n d itio n s  were s im ila r  to  

n u r s e 's  s a la r ie s , ,  The r e s u l t s  lend suppo rt fo r  th e  in c re a s e d  use o f SDy 

e s tim a tio n  p ro ced u res  in  a p p lie d  s e t t in g s .  However, f u tu r e  re sea rch  

should  examine m anager's  use o f s a la ry  in fo rm a tio n  in  g e n e ra tin g  

e s t im a te s .  The D elph i was an improvement over th e  p re v io u s  procedures 

and th u s  was recommended fo r  most s i tu a t io n s .  However, th e  advantages 

were no t overwhelm ing and th e  sim pler S & H p roced u re  cou ld  be 

a p p ro p r ia te  under c e r t a in  c ircu m stan ces.
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1

ESTIMATING THE UTILITY OF JOB PERFORMANCE: THE INFLUENCE

OF THE DELPHI TECHNIQUE AND BEHAVIORAL EXAMPLES ON 

SUPERVISORS' ESTIMATES 

I .  INTRODUCTION 

Over th e  l a s t  decade, r e s e a rc h e r s  and p r a c t i t i o n e r s  have devoted 

in c re a se d  a t te n t io n  to  th e  management and development o f  human re so u rc e s  

( c f .  P e te rs  & Waterman, 1982). There a r e  s e v e ra l  reaso n s  f o r  t h i s  

phenomenon. One reaso n  i s  th e  in c re a se d  c o s ts  a s s o c ia te d  w ith  human 

re s o u rc e s .  K i l l ia n  (1976) e s tim a te d  th a t  th e  d i r e c t  c o s t  o f p a y ro ll  and 

employee b e n e f i ts  ty p ic a l ly  amount to  70% o f th e  t o t a l  c o s t  o f an 

o r g a n iz a t io n 's  o p e ra tio n . The r i s i n g  c o s t  o f  human re s o u rc e s  along  w ith  

in c re a se d  co m petition  from ab ro ad , movement from c a p i ta l  in te n s iv e  

p ro d u c tio n  occup a tio n s  in to  more la b o r  in te n s iv e  s e rv ic e  o c c u p a tio n s , 

la b o r  l e g i s l a t i o n ,  and a h e ig h ten ed  concern  w ith  p ro d u c t iv i ty  have a l l  

c o n tr ib u te d  to  th e  in c re a se d  a t t e n t io n  o rg a n iz a tio n s  a re  g iv in g  to  

managing p eo p le .

With th e  in c re a se d  a t te n t io n  comes a  g re a te r  need and a g re a te r  

p o te n t i a l  fo r  c o n tr ib u tio n s  by in d u s t r i a l /o r g a n iz a t io n a l  ( I /O ) 

p s y c h o lo g is ts .  The re se a rc h  e f f o r t s  o f  I /O  p sy c h o lo g is ts  o f te n  r e s u l t  

in  o rg a n iz a tio n a l  in te rv e n t io n s  designed  to  improve p ro d u c tiv ity  and 

c r e a te  a  h ig h e r q u a l i ty  o f w o rk life  ( e . g . ,  s e le c t io n ,  t r a in in g ,  

perform ance a p p r a i s a l ,  and jo b  e n ric h m e n t) . However, f o r  th e se  

in te rv e n t io n s  to  be im plem ented th ey  must be s u c c e s s fu lly  communicated 

to  m anagers. Only th en  can managers make inform ed d e c is io n s  reg a rd in g
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p ro sp e c tiv e  in te r v e n t io n s .  The concept o f  u t i l i t y  p ro v id es  an im portan t 

p e rsp e c tiv e  t h a t  can improve th e  l in k  between re s e a rc h  developm ents and 

p r a c t ic a l  a p p l ic a t io n .

The u t i l i t y  o f  a  program r e f e r s  to  th e  degree  to  which i t s  use 

improves th e  q u a l i ty  o f in d iv id u a ls ' perform ance beyond what would have 

occurred  had th a t  program n o t been implemented (Blum & N aylor, 1968).

To ex tend  t h i s  d e f in i t io n  to  r e f l e c t  th e  c u r re n t  em phasis on economic 

u t i l i t y ,  th e  c o s ts  a s s o c ia te d  w ith  th e  program must be in c lu d e d . Thus, 

th e  u t i l i t y  o f  a program i s  th e  b e n e f i t  d e riv e d  from im plem enting th e  

program minus th e  c o s t  o f developing  and m a in ta in in g  th e  program. An 

a n a ly s is  o f  a  p rog ram 's  r e l a t iv e  u t i l i t y  can be conducted to  decide 

w hether t h a t  p a r t i c u l a r  program w i l l  be c o s t  e f f e c t iv e  compared to  o th e r  

program s.

U t i l i t y  a n a ly s is  i s  th e  d e te rm in a tio n  o f i n s t i t u t i o n a l  ga in  
o r lo s s  (outcom es) a n t ic ip a te d  from v a r io u s  co u rse s  of 
a c t io n .  When faced  w ith  a cho ice  among s t r a t e g i e s ,  
management m ust choose th e  s tr a te g y  t h a t  maximizes th e  
expected  u t i l i t y  fo r  th e  o rg a n iz a tio n  a c ro s s  a l l  p o s s ib le  
outcom es. To make th e  ch o ice , management must be a b le  to  
e s tim a te  th e  u t i l i t i e s  a s so c ia te d  w ith  v a r io u s  outcomes 
(C asc io , 1982, p . 127).

Approaches t h a t  a re  s im ila r  to  u t i l i t y  a n a ly s is  in c lu d e : c o s t -

b e n e f i t  a n a ly s is  (Ray, 1984), c o s t - e f f e c t iv e n e s s  a n a ly s is  (L ev in , 1983), 

and r e tu r n  on in v e stm en t (K i l l ia n ,  1976). These approaches a re  j u s t  

beg inn ing  to  re c e iv e  a t te n t io n  in  th e  human re so u rc e  f i e l d .

A human re so u rc e  departm ent has t r a d i t i o n a l l y  been viewed by 

managers a s  a  c o s t - c e n te r .  Managers measure th e  c o n tr ib u t io n  o f a  c o s t -  

c e n te r  to  th e  o rg a n iz a tio n  by comparing a c tu a l  expenses w ith  budgeted 

expenses fo r  a s p e c if ie d  period  o f  tim e (K illo u g h  & L e in in g e r , 1977). 

Cost c e n te r s  u s u a lly  e x i s t  where d i f f i c u l t i e s  a r e  encountered  in  

r e la t in g  f in a n c ia l  m easures to  o u tp u ts . The l e g a l  and p u b lic  r e la t io n s
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departm en ts a re  o th e r examples o f c o s t  c e n te r s .  In  c o n t r a s t ,  a p r o f i t  

c e n te r  i s  a  d iv is io n  o f  an o rg a n iz a tio n  where c o n tr ib u tio n  i s  based on 

t r a c e a b le  revenues and expenses t h a t  a r e  matched to  determ ine th e  

d iv i s i o n 's  n e t  income (K illough  & L e in in g e r ,  1977). A u se fu l 

sum m arization i s  th a t  th e  focus o f  b u dgeting  fo r  c o s t  c e n te rs  i s  on 

c o s ts  and fo r  p r o f i t  c e n te r s  th e  fo cu s  i s  on u t i l i t y .

As a  c o s t- c e n te r ,  planned changes i n  a  p erso n n e l departm ent o f te n  

fo cu s  on redu c in g  c o s ts .  Changes may in c lu d e  r e v is in g  o r e l im in a tin g  

program s, o r perhaps, reducing  th e  s i z e  o f  th e  w orkforce . In  many c a se s  

th e s e  s t r a t e g i e s  a re  n ecessa ry  and u s e f u l .  However, c o s t - e f f e c t iv e  

changes can a ls o  be made by im plem enting a program, which in c re a s e s  

c o s ts ,  a s  long  as s u f f ic ie n t  b e n e f i t s  a r e  a ls o  g en e ra ted . I f  a program 

i s  p re se n te d  so th a t  dec isio n -m ak ers  c o n s id e r  only th e  c o s ts  and n o t th e  

economic b e n e f i ts  a s so c ia te d  w ith  th e  program , th e  p o te n t ia l  to  im prove

th e  o rg a n iz a tio n  and to  in f lu e n c e  th e  q u a l i ty  o f w o rk life  i s  g r e a t ly

m inim ized. In  th ese  c a s e s , changes may be lim ite d  to  th o se  th a t  fo cu s  

on c o s t  re d u c tio n s . C oncep tua lly , u t i l i t y  a n a ly se s  p rov ide  d e c is io n ­

makers w ith  in fo rm ation  from bo th  th e  c o s t  and b e n e f i t  p e rs p e c t iv e s .

T his shou ld  le ad  to  more inform ed d e c is io n s .

I f  u t i l i t y  a n a ly s is  i s  such a u s e fu l  concept why has t h i s  te ch n iq u e  

been used so in fre q u e n tly ?  E arly  e f f o r t s  to  a s s e s s  th e  u t i l i t y  o f  human 

re so u rc e  programs focused on p e rso n n e l s e le c t io n  (Brogden, 1946, 1949; 

T ay lo r & R u s s e l l , 1939). L a te r  work le d  to  re fin em en ts  o f th e  i n i t i a l  

e f f o r t s  ( c f .  Cronbach & G le se r , 1965; N aylor & S h ine, 1965). The 

r e s u l t in g  B rogden/Cronbach-G leser u t i l i t y  model i s  p o te n t ia l ly  th e  most 

v e r s a t i l e  u t i l i t y  model a v a i la b le  fo r  human re so u rce  a p p l ic a t io n s .  

However, d i f f i c u l t i e s  in  e s tim a tin g  a  c r i t i c a l  param eter in  th e  m odel,
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th e  s ta n d a rd  d e v ia tio n  o f  perform ance in  d o l l a r s  (SDy), minimized th e  

v i s i b i l i t y  and a p p l i c a b i l i t y  of t h i s  approach  (Zedeck & C ascio , 1984).

R ece n tly , r e s e a rc h  has been d ir e c te d  tow ard  e s tim a tin g  SDy. A new 

method based on m anagers' e s tim a te s  was developed  by Schmidt and H unter 

and t h e i r  a s s o c ia te s  (Schm idt, H unter, McKenzie, & Muldrow, 1979). T his 

procedure h o ld s  g re a t  prom ise but concerns e x i s t  re g a rd in g  i t s  

u se fu ln e s s  ( c f .  Weekly, Frank, O 'Connor, & P e te r s ,  1985). I f  t h i s  

p rocedure  can  be shown to  prov ide v a l id  in fo rm a tio n  and i s  a c c ep tab le  to  

o rg a n iz a tio n a l  dec ision -m akers i t  w i l l  a llo w  g r e a te r  a p p l ic a t io n  o f 

u t i l i t y  a n a ly s i s .

In  l i g h t  o f th e  im portance o f u t i l i t y  co n cep ts  and th e  problems 

a s s o c ia te d  w ith  e s tim a tin g  SDy, th e  c u r re n t  r e s e a rc h  examined Schmidt 

and H u n te r 's  e s tim a tio n  procedure ( r e f e r r e d  to  a s  S & H) and compared i t  

to  two m odified  p ro ced u res : a s t r u c tu re d  feed b ack  p rocedure  developed

by Burke & F re d e r ic k  (1984) ( r e f e r r e d  to  as  B & F) and a  procedure 

developed f o r  t h i s  s tudy  which in c o rp o ra te d  th e  c r i t i c a l  in c id e n t and 

D elphi m ethodo log ies ( r e fe r re d  to  a s  D e lp h i) . Two c r i t i c a l  q u estio n s  

were ad d re sse d : (1 ) I s  th e  S & H procedure s c i e n t i f i c a l l y  sound and

a c c e p ta b le  to  m anagers; and (2) Are e i th e r  o f  th e  two m o d ific a tio n s  o f 

th e  S & H p ro ced u re  ( i . e . ,  B & F  o r D elph i) im provements over th a t  

procedure?

T his s tu d y  c o n tin u e s  re se a rc h  th a t  began over 50 y ears  ago. 

T h e re fo re , i t  i s  im p o rtan t to  examine th e  h i s to r y  and development o f th e  

u t i l i t y  c o n c e p ts . Follow ing th e  d is c u s s io n  o f  h i s to r y ,  th e  S & H 

procedure  i s  examined in  d e t a i l ,  p r io r  improvement e f f o r t s  a re  

c r i t iq u e d ,  and th e  r a t io n a le  and hypotheses f o r  th e  c u r re n t  study a re  

p re se n te d .
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H is to ry  o f  U t i l i t y  C oncepts in  Personnel D ec is io n s

The e a r l i e s t  a tte m p ts  a t  u t i l i t y  focused  on p e rso n n e l s e le c t io n  

(H u ll, 1928; K e lle y , 1923). These a tte m p ts  w ere based e n t i r e ly  on th e  

s e le c t io n  t e s t ' s  v a l i d i t y .  The f i r s t  concep t o f  u t i l i t y  was th e  index  

o f fo re c a s t in g  e f f ic ie n c y ,  which was a  fu n c tio n  o f one minus th e  squared  

v a l id i t y  c o e f f i c i e n t .  However, fo r  a t e s t  w ith  an ex trem ely  h igh  

v a l id i t y  o f .5 0 , t h i s  index  p ro v id es , "a very  u n r e a l i s t i c  p e s s im is t ic  

in te r p r e ta t io n  o f  th e  t e s t ' s  economic v a lu e"  (S chm id t, e t  a l . ,  1979, p . 

610).

The index  o f  f o r e c a s t in g  e f f ic ie n c y  was re p la c e d  by th e  c o e f f i c ie n t  

o f  d e te rm in a tio n  ( i . e . ,  th e  squared v a l id i t y  c o e f f i c i e n t )  a s  th e  

co ncep tion  o f  u t i l i t y .  The c o e f f ic ie n t  o f  d e te rm in a tio n  r e f l e c t s  th e  

amount o f  v a r ia n c e  in  perform ance th a t  i s  accoun ted  f o r  by a  s e le c t io n  

t e s t .  Thus a  t e s t  w ith  a  v a l id i ty  of .50 acco u n ts  fo r  25% o f th e  

v a ria n c e  o f job  perfo rm ance. Schmidt e t  a l .  (1979) no ted  th a t  th e  

"amount o f v a r ia n c e  accoun ted  fo r  has no d i r e c t  r e l a t io n s h ip  to  

p ro d u c tiv ity  g a in s  r e s u l t in g  from use o f a s e le c t io n  d ev ice"  (p . 610). 

Both o f  th e s e  c o n c e p ts , th e  index  of f o r e c a s t in g  e f f ic ie n c y  and th e  

c o e f f i c ie n t  o f d e te rm in a tio n , suggest th a t  t e s t  v a l i d i t y  i s  th e  only 

f a c to r  in  d e te rm in in g  u t i l i t y .  This o f  co u rse  i s  n o t t r u e .

T ay lor and R u s s e ll  (1939) went beyond th e  v a l i d i t y  c o e f f i c ie n t  to  

in c o rp o ra te  two a d d i t io n a l  components o f p e rso n n e l s e le c t io n :  s e le c t io n

r a t i o  ( th e  p ro p o r tio n  o f a p p l ic a n ts  h ire d )  and base  r a t e  ( th e  p e rcen tag e  

o f a p p l ic a n ts  who would be su c c e ss fu l w ithou t th e  use  o f  th e  t e s t ) .  The 

T a y lo r-R u sse ll model was a  s ig n i f i c a n t  improvement ov er th e  e a r l i e r  

e f f o r t s .  U t i l i t y  was conceived  as th e  in c re a s e  in  th e  p e rce n tag e  o f 

s u c c e s s fu l h i r e s  from  u s in g  th e  t e s t .  The T a y lo r -R u ss e ll  model
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in d ic a te s  t h a t ,  under c e r t a in  c irc u m stan c es , a  t e s t  w ith  modest v a l id i t y  

can s u b s ta n t i a l ly  in c re a se  th e  p e rce n tag e  o f  su c c e s s fu l h i r e s .  For 

exam ple, when th e  base r a t e  i s  50% and th e  s e le c t io n  r a t i o  i s  .1 0 , a 

t e s t  w ith  a  v a l id i t y  o f .25  w i l l  in c re a s e  th e  p e rce n tag e  o f su c c e ss fu l 

h i r e s  from 50% (base  r a t e )  to  67%. In  th e  same way, a t e s t  w ith  

ex trem ely  h igh  v a l id i t y  w i l l  be o f l i t t l e  v a lu e  a s  th e  s e le c t io n  r a t e  

approaches 100%.

While b e t te r  th an  th e  e a r l i e r  e f f o r t s ,  th e  T a y lo r-R u sse ll model has 

two s e r io u s  drawbacks which a re  r e la te d  to  i t s  d icho tom izing  employees 

a s  su c c e s s fu l o r  u n su c c e ss fu l on th e  perform ance c r i t e r i o n .  The f i r s t  

i s  t h a t  by c a te g o r iz in g  a l l  em ployees in to  two g roups, a g re a t  d e a l o f 

in fo rm a tio n  i s  l o s t .  T hat i s ,  a l l  s u c c e s s fu l employees a re  co n sid ered  

e q u a lly  s u c c e s s fu l .  The second drawback to  th e  T a y lo r-R u sse ll model i s  

th a t  o b je c tiv e  in fo rm a tio n  on su ccess  o r f a i l u r e  i s  r a r e ly  a v a i la b le ,  

th u s ,  th e  d e c is io n  about where to  s e t  th e  c u to f f  on th e  perform ance 

c r i t e r i o n  i s  u su a lly  a r b i t r a r y .  U n fo rtu n a te ly , th e  u t i l i t y  o f a t e s t  

can vary  c o n s id e ra b ly  on th e  b a s is  o f  th e  p a r t i c u la r  c u to f f  sco re  th a t  

i s  s e le c te d .

Brogden (1946; 1949; Brogden & T ay lo r , 1950) was th e  f i r s t  to  

conceive o f  th e  u t i l i t y  o f p e rso n n e l d e c is io n s  from a co s t-a c c o u n tin g  

p e rs p e c t iv e . He recommended tran sfo rm in g  jo b  perform ance in to  a d o l l a r -  

based m e tr ic  u s in g  c o s t-a c c o u n tin g  methods and no ted  th e  im portance o f 

de term in ing  th e  s tan d ard  d e v ia tio n  o f  perform ance in  d o l l a r s .  Brogden 

(1949) used th e  p r in c ip le s  o f  l i n e a r  re g re s s io n  to  dem onstrate  th e  

in f lu e n c e  o f s e le c t io n  r a t e  and th e  s ta n d a rd  d e v ia tio n  o f perform ance 

in  d o l l a r s  on th e  economic u t i l i t y  o f  a  s e le c t io n  t e s t .  In  a d d i t io n , 

Brogden (1949) no ted  th a t  th e  c o s t  o f t e s t i n g  must be ta k en  in to  account
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when determ ining  u t i l i t y .  However, i t  was Cronbach and G lese r (1965) 

who fo rm ally  in c o rp o ra te d  c o s t in to  t h e i r  model. Cronbach and G lese r* s  

(1965) book was th e  b a s is  f o r  th e  modern u t i l i t y  model. They a p p lie d  

d e c is io n  th e o re t ic  p r in c ip le s  to  B rogden 's  approach a s  w e ll a s  extended 

i t  t o  co n sid er p lacem ent, c l a s s i f i c a t i o n  and o th e r p e rso n n e l d e c is io n  

s t r a t e g i e s .

The Brogden/Cronbach-G leser model in c lu d e s  s e le c t io n  r a t e ,  SDy, and 

v a l id i t y  in fo rm atio n  as  w e ll as  th e  c o s t  o f te s t in g  a n d /o r r e c r u i t i n g  in  

th e  concep tion  o f u t i l i t y .  Under th e  assum ptions o f th e  m odel, th e  

in te r p r e ta t io n  o f th e  v a l id i t y  c o e f f i c ie n t  i s  q u ite  d i f f e r e n t  th a n  th o se  

of th e  e a r l i e r  co n ce p tio n s . A ccording to  th e  B rogden/C ronbach-G leser 

model, th e  v a l id i ty  c o e f f i c ie n t  o f  a  s e le c t io n  dev ice i s  th e  p ro p o r tio n  

o f maximum u t i l i t y  which i s  a t t a in e d  fo r  p a r t i c u la r  c o n d itio n s  o f  th e  

s e le c t io n  r a t i o  and th e  s tan d a rd  d e v ia t io n  o f  perform ance. T hus, w ith  

o th e r  fa c to r s  h e ld  c o n s ta n t ,  a  s e le c t io n  dev ice  w ith a v a l id i t y  

c o e f f ic ie n t  of .50 would y ie ld  one h a l f  th e  u t i l i t y  th a t  would r e s u l t  

from th e  use o f a s e le c t io n  dev ice  w ith  a v a l id i ty  o f 1 .0 0 . T h is  i s  a 

more o p tim is t ic  and a c c u ra te  i n t e r p r e ta t io n  than  e i th e r  th e  in d ex  o f 

fo re c a s t in g  e f f ic ie n c y  or th e  c o e f f i c i e n t  o f d e te rm in a tio n  (Landy, F a r r ,

& Jaco b s , 1982).

While Cronbach & G leser (1965) recommended ex ten sio n s  beyond 

s e le c t io n ,  subsequent re s e a rc h e rs  have c l a r i f i e d  or f u r th e r  ex tended  th e  

model. For example, Schm idt, H u n te r, and Pearlman (1982) c l a r i f i e d  

Cronbach and G le s e r 's  recom m endations fo r  t r a in in g  a p p l ic a t io n s ,  and 

Landy e t  a l .  (1982) p re sen te d  su g g e s tio n s  fo r  perform ance a p p r a i s a l  

feedback . Furtherm ore, Boudreau p rov ided  d e ta i le d  d em o n stra tio n s  o f th e  

im pact on u t i l i t y  o f ta x  r a t e s ,  v a r ia b le  c o s ts  a s so c ia te d  w ith  changes in

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

8

p ro d u c tiv ity ,  and employee flow s (1983a, 1983b).

Im plem entation o f th e  B rogden/C ronbach-G leser Model

The B rogden/C ronbach-G leser u t i l i t y  model i s  " p o te n t ia l ly  th e  most 

v e r s a t i l e  model a v a i la b le ,  b u t to  d a te  i t  has no t re c e iv e d  w idespread  

a t te n t io n "  (C asc io , 1980, p . 4 3 ) . A lthough co n s id e ra b le  e f f o r t  has been 

d ire c te d  tow ard r e f in in g  th e  m odel, th e r e  have been few re p o r te d  

a p p l ic a t io n s  o f  th e  m odel. The d i f f i c u l t y  o f e s tim a tin g  SDy h as  been 

th e  prim ary reaso n  th a t  th e  pow erful Brogden/Cronbach-G leser model has 

been n eg lec ted  (Schm idt e t  a l . ,  1979).

C o st-accoun ting  was o r ig in a l ly  recommended a s  th e  a p p ro p r ia te  

method fo r  e s tim a tin g  SDy. Brogden and T aylor (1950) recommended th e  

use  of c o s t-a c c o u n tin g  p ro ced u res  to  e s tim a te  th e  d o l la r  v a lu e  o f 

perform ance fo r  a  number o f  em ployees. A stan d ard  d e v ia tio n  was th e n  

computed from t h i s  d a ta .  T h is  method was used in  R oche 's d i s s e r t a t i o n  

w ith  r a d ia l  d r i l l  o p e ra to rs  a s  re p o r te d  in  Cronbach and G lese r (1965, 

pp. 256-266). A d e ta i le d  and complex procedure c a l le d  s ta n d a rd  c o s tin g  

was used to  determ ine th e  c o n t r ib u t io n  o f each employee to  th e  p r o f i t s  

o f th e  company. C ost e s tim a te s  fo r  each  p iece  o f m a te r ia l  m achined, 

d i r e c t  and in d i r e c t  la b o r  c o s t s ,  overhead , and p e r is h a b le  to o l  usage 

were a l l  co n s id e re d . In  a d d i t io n ,  th e r e  was a lso  a  burden ad ju stm en t 

fo r  below s tan d a rd  perform ance. D esp ite  th e  app aren t o b je c t iv i ty  o f 

th e se  c o s t accoun ting  p ro c e d u re s , Roche noted th a t  th e  p rocedure  

inc lu d ed  many s u b je c t iv e  e s tim a te s  and a r b i t r a r y  c a lc u la t io n s .  Cronbach 

commented th a t  some o f th e  p ro ced u res  were u n c lea r o r q u e s tio n a b le  and 

th a t  th e  a cc o u n tan ts  d id  n o t appear to  understand  f u l l y  th e  u t i l i t y  

problem . E xperim ental r e s e a rc h  w ith  acco u n tan ts  has sug g ested  t h a t  even 

ro u tin e  judgm ents can be q u i te  u n re l ia b le  (Razek & B e rn s te in , 1976).
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Thus, c o s t  a cco u n tin g  ap p ea rs  to  be c o s tly  and tim e consuming and to  

y ie ld  a q u e s tio n a b le  e s tim a te  o f  SDy.

R ecen tly , Schm idt, H un ter, McKenzie, and Muldrow (1979) p re se n te d  

an a l te r n a t iv e  p roced u re  f o r  e s tim a tin g  SDy. T h e ir p rocedure  i s  based 

on th e  fo llo w in g  r a t i o n a le :  I f  job  perform ance i s  norm ally  d i s t r i b u te d ,

then  th e  d if f e re n c e  between th e  v a lue  to  th e  o rg a n iz a tio n  o f th e  average 

perform er and e i th e r  th e  15th  p e r c e n t i l e  o r 85 th  p e r c e n t i l e  perform er i s  

equal to  one s ta n d a rd  d e v ia t io n  o f  perform ance in  d o l la r  te rm s. They 

asked s u p e rv iso rs  to  e s tim a te  th e  va lue  to  th e  o rg a n iz a tio n  o f  th e  

p ro d u c ts  and s e rv ic e s  produced by a  low perform ing (1 5 th  p e r c e n t i l e ) ,  

average perform ing (5 0 th  p e r c e n t i l e ) ,  and su p e rio r  perform ing  (8 5 th  

p e rc e n t i le )  com puter programmer. The d if fe re n c e s  between th e  85 th  and 

50 th  p e r c e n t i l e  p e rfo rm ers  and between th e  50th  and 15th p e r c e n t i l e  

perfo rm ers were two e s t im a te s  o f  SDy. K o tle r (1970) a p p lie d  a s im i la r  

r a t io n a le  to  g a th e r  e s t im a te s  fo r  r i s k  a n a ly s is .  C le a r ly ,  th e  S & H 

procedure i s  l e s s  tim e consuming and expensive to  c o l le c t  th an  th e  

t r a d i t i o n a l  c o s t  a cc o u n tin g  method. The re c e n t i n t e r e s t  in  r e v is in g  and 

ex tend ing  th e  B rogden/C ronbach-G leser model i s  p robab ly  a t t r i b u t a b l e  to  

th e  ease  o f  th e  S & H p ro ced u re .

While re s e a rc h e r s  have suggested  a l te r n a t iv e  methods fo r  e s tim a tin g  

SDy ( e . g . ,  C a s c io 's  CREPID model, 1982), th e  S & H procedure  has g en era ted  

th e  g r e a te s t  i n t e r e s t  in  th e  re s e a rc h  l i t e r a t u r e .  I f  proven e f f e c t iv e ,  

th e  S & H method would a llo w  fo r  g re a te r  a p p l ic a t io n  o f th e  Brogden/ 

C ronbach-G leser u t i l i t y  model.

R esearch on th e  S & H E s tim a tio n  P rocedure

The S & H procedure  fo r  e s tim a tin g  SDy has a t t r a c t e d  th e  most 

a t te n t io n  in  I/O  psychology , and i t  seems th e  most l i k e ly  c an d id a te  fo r
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con tinued  u se  in  th e  f u tu r e .  However, s e v e ra l  con ce rn s  rem ain reg a rd in g  

i t s  a p p ro p r ia te n e s s  (Weekly e t  a l . ,  1985). These co ncerns can be 

c l a s s i f i e d  in to  th r e e  c a te g o r ie s :  (1 ) v a l id i t y ;  (2 )  psychom etric

p r o p e r t ie s ;  and (3 ) a c c e p ta b i l i t y .

E leven s tu d ie s  were lo c a te d  th a t  used th e  S & H p ro ced u re . These 

s tu d ie s  co n ta in ed  39 SDy e s tim a te s  from 17 independen t sam ples o f 

s u p e rv is o rs .  T able 1 l i s t s  th e  s tu d ie s  and in c lu d e s  in fo rm a tio n  about 

th e  jo b s  th a t  were examined and th e  number o f  m anagers who p rov ided  

e s tim a te s  ( i . e . ,  sam ple s i z e ) .  The r e s u l t s  from th e s e  s tu d ie s  were 

examined to  ad d re ss  th e  concerns w ith  th e  te c h n iq u e .

V a l id i ty . The v a l i d i t y  o f SDy e s tim a te s  i s  unknown. The id e a l  way 

to  v a l id a te  th e  S & H p rocedu re  would be to  compare SDy e s tim a te s  

a g a in s t  an o b je c tiv e  v a lu e  o f SDy. However, fo r  any job  a t r u ly  

o b je c tiv e  v a lu e  o f SDy does n o t e x i s t .  I t  i s  im p o ss ib le  to  q u a n tify  

o b je c t iv e ly  a l l  components o f  perform ance th a t  determ ine  i t s  d o l la r  

v a lu e . In  t h i s  sen se  SDy i s  s im ila r  to  th e  concept o f  th e  u lt im a te  

c r i t e r i o n .  Thus, a  d i r e c t  assessm ent o f v a l id i t y  i s  n o t p o s s ib le .  

F o r tu n a te ly ,  in d i r e c t  ev idence  can be c o l le c te d  re g a rd in g  th e  v a l id i t y  

o f SDy e s tim a te s  by exam ining th e  convergence o f e s t im a te s  c o l le c te d  by 

s e v e ra l  methods and th e  s e n s i t i v i t y  o f  th e  e s tim a te s  to  jo b  d if fe re n c e s  

and changes.

E stim a tes  th a t  a r e  d e riv e d  from m u ltip le  m ethods should  y ie ld  

s im i la r  r e s u l t s ;  t h i s  convergence o f methods i s  ev idence  fo r  v a l id i t y .  

S ystem atic  d if f e re n c e s  a c ro s s  methods i s  ev idence o f  u n d e s ira b le  method 

b ia s .  Some convergence between th e  S & H procedure  and o th e r  methods 

has been dem onstrated  (See T able 2 ) .
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One v a l id a t io n  e f f o r t  was Bobko, K arren , and P a rk in g to n 's  (1983) 

comparison o f  S & H e s t im a te s  to  th o se  based on a rc h iv a l  s a le s  d a ta .

They found s tro n g  ev idence  o f  agreem ent between th e  m ethods. However, 

Bobko e t  a l .  compared th e  a r c h iv a l  d a ta  w ith  SDy e s tim a te s  based 

s t r i c t l y  on s a le s  va lu e  and no t on o v e r a l l  perform ance va lue  as i s  

u su a lly  done. As Brandon and Jacobs (1985) noted , " th e  f a c t  th a t  

o b je c tiv e  perform ance d a ta  e x is te d  i s  one in d ic a tio n  th a t  e s t im a tin g  th e  

SDy of th e  s a le s  fo rc e  h a rd ly  compares to  a s im ila r  e s tim a tio n  p ro c e ss  

fo r  m iddle m anagers" (p . 1 3 ) . More a c c u ra te  e s tim a te s  a r e  l i k e ly  when 

th e  job  c r i t e r i o n  i s  s p e c i f i c  and o b je c tiv e  ( e .g . ,  s a l e s ) .  For exam ple, 

Karren & Bobko (1984) c i t e  th e  h e a l th  c a re  in d u s try  a s  a p o te n t ia l ly  

d i f f i c u l t  a re a  to  g e n e ra te  a c c u ra te  e s tim a te s . The c u r r e n t  re s e a rc h  

c o l le c t s  d a ta  from th a t  in d u s try .

While convergence w ith  o th e r  SDy methods i s  d e s i r a b le ,  a s tro n g  

convergence w ith  s a la ry  may be p ro b le m a tic . S a la ry  w i l l  n o t alw ays be 

in d ic a t iv e  o f perform ance v a lu e . Many o rg a n iz a tio n s  do n o t have 

a c c u ra te  com pensation sy stem s . Those t h a t  do use sy s te m a tic  job  

e v a lu a tio n  te ch n iq u es  u s u a l ly  a d ju s t  s a la ry  according  to  m arket 

c o n d itio n s . While s a la r y  may se rv e  a s  a u se fu l re fe re n c e  p o in t f o r  

g en era tin g  e s tim a te s  o th e r  f a c to r s  should  be co n sid ered . As no ted  by 

Bobko e t  a l .  (1983), one shou ld  be su sp ic io u s  of an e s tim a tio n  method 

th a t  y ie ld s  e s tim a te s  t h a t  a r e  to o  r e l i a n t  on s a la ry .

A v a l id  e s tim a tio n  p rocedu re  should  a ls o  be s e n s i t i v e  to  

d if fe re n c e s  between jo b s  and to  changes in  jobs over tim e . The 

e s tim a tio n  p rocedure  shou ld  y ie ld  d i f f e r e n t  p o in t e s tim a te s  fo r  jo b s  o f 

d i f f e r in g  w orth . The e s t im a te s  fo r  a more c r i t i c a l  jo b , th a t  i s  one 

where su ccess  and f a i l u r e  have g r e a te r  b e n e f i ts  o r c o s ts  fo r  th e
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o rg a n iz a tio n , should  be la r g e r  th an  those  fo r  a  l e s s  c r i t i c a l  jo b .

There has been some evidence th a t  th e  S & H procedure i s  s e n s i t iv e  to  

job  d if fe re n c e s  (Brandon & Jaco b s , 1985; M athieu & Leonard, 1984).

In  a d d i t io n ,  Landy e t  a l . ,  (1982) no ted  th a t  i f  o rg a n iz a tio n a l 

changes occur ( e . g . ,  la y o f f  o f 20% o f  w orkforce on th e  b a s is  o f 

perfo rm ance), SDy e s tim a te s  should  change a c c o rd in g ly  ( e . g . ,  SDy should  

be reduced w ith  a  la y o f f ) .  There has been no re s e a rc h  conducted in  t h i s  

a re a .

As long as an o b je c tiv e  s ta n d a rd  rem ains e lu s iv e  one m ust c o n tin u e  

to  g a th e r  ev idence fo r  c o n s tru c t  v a l id i t y  to  a s s e s s  th e  accuracy o f 

s u b je c t iv e  e s tim a tio n  p ro ced u re s . R esearch should co n tin u e  to  

accum ulate along th e se  l i n e s .

Psychom etric P r o p e r t i e s . A p r e r e q u is i te  fo r  any u s e fu l  measurement 

to o l  i s  psychom etric soundness. Psychom etric is s u e s  o f concern fo r  th e  

S & H e s tim a tio n  procedure in c lu d e : n o rm a lity , and v a r i a b i l i t y  o f

e s t im a te s .

The S & H procedure i s  based on th e  assum ption th a t  perform ance i s  

norm ally d i s t r ib u te d .  Managers shou ld  p rov ide  e s tim a te s  th a t  conform to  

th a t  d i s t r i b u t io n .  Only i f  th e  assum ption o f n o rm ality  i s  met can th e  

d if fe re n c e s  between p o in t e s tim a te s  be t r e a te d  a s  s tan d ard  d e v ia t io n s .  

O p e ra tio n a lly , t h i s  has been examined by te s t in g  fo r  s ig n i f i c a n t  

d if fe re n c e s  between 50-15 e s tim a te s  (SDy low er) and 85-50 (SDy upper) 

e s tim a te s .  N o n -s ig n if ic a n t d if f e re n c e s  a re  ta k en  as  evidence o f 

n o rm a lity . Most s tu d ie s  have re p o r te d  n o n - s ig n if ic a n t  d if fe re n c e s  

between th e  two e s tim a te s .  The g en e ra l f in d in g  o f  n o n -s ig n if ic a n t  

d if fe re n c e s  between th e  upper and low er SDy e s tim a te s  i s  encourag ing . 

However, fu tu re  s tu d ie s  should  co n tin u e  to  examine th e  e s tim a te s . I t  i s
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probab le  th a t  g e n e ra tin g  e s tim a te s  f o r  some jo b s  may be more d i f f i c u l t  

th an  fo r  o th e r s .  D iffe re n c e s  between upper and low er SDy e s tim a te s  may 

h ig h l ig h t  e s tim a tio n  d i f f i c u l t i e s .

Two a tte m p ts  were made to  c o l l e c t  97th  p e r c e n t i l e  e s tim a te s  in  

a d d i tio n  to  th e  15 th , 5 0 th , and 85 th  p e r c e n t i l e  e s tim a te s  (Bobko, e t  

a l . ,  1983; Burke & F re d e r ic k , 1984). The r a t i o n a l e  fo r  c o l le c t in g  97th  

p e r c e n t i le  e s tim a te s  was th a t  in  a norm al d i s t r i b u t io n  th e  97th 

p e r c e n t i le  l i e s  two s tan d a rd  d e v ia tio n s  above th e  mean. T h e re fo re , th e  

d if fe re n c e  between th e  97th  and 85 th  p e r c e n t i l e s  would eq u a l o th e r  

p e r c e n t i le  d i f f e r e n c e s .  In  both  s tu d ie s ,  SDy e s t im a te s  based on th e  

97th  p e r c e n t i l e  e s tim a te s  d id  n o t eq u a l o th e r  e s t im a te s .  T his la c k  o f 

e q u a l i ty  fo r  97 th  p e r c e n t i l e  e s tim a te s  ap p ea rs  troub lesom e. However, i t  

i s  p o s s ib le  th a t  e s tim a to rs  sim ply have a d i f f i c u l t  tim e a t  th e  extrem es 

and th a t  th e  1 5 th , 5 0 th , and 85th  p e r c e n t i l e  e s t im a te s  meet the  

n ecessa ry  re q u ire m e n ts . A more troublesom e is s u e  i s  v a r i a b i l i t y  o f 

e s tim a te s .

P rev ious re s e a rc h e r s  have expressed  concern  w ith  th e  la c k  of 

agreem ent among e s t im a to rs  a s  ev idenced by h ig h  v a r i a b i l i t y  in  SDy 

e s tim a te s .  Extreme v a r i a b i l i t y  i s  seen  a s  ev idence  o f low i n t e r r a t e r  

r e l i a b i l i t y .  E s tim a to r r e l i a b i l i t y  i s  c r i t i c a l  s in c e  r e l i a b i l i t y  i s  a 

p re r e q u is i te  f o r  v a l id i t y .

Brandon and Jacobs (1985) examined v a r i a b i l i t y  in  SDy e s tim a te s  fo r  

a number o f d i f f e r e n t  jo b s .  They re p o rte d  th e  s ta n d a rd  d e v ia tio n  o f  a 

s e t  o f e s tim a te s  a s  a  p ercen tag e  o f i t s  mean. T h is r a t i o  i s  an 

in d ic a tio n  o f  th e  r e l a t i v e  v a r i a b i l i t y  o f  SDy e s t im a te s .  The g r e a te r  

th e  p e rce n tag e , th e  more v a r ia b le  th e  e s t im a te s .  T h is  r a t i o  can a ls o  be 

computed fo r  th e  15 th , 5 0 th , and 85 th  p e r c e n t i l e s .
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The r a t i o s  were computed f o r  each  s tudy  re p o rte d  in  Table 2 fo r  

which means and s ta n d a rd  d e v ia t io n s  were a v a i la b le .  Table 3 d is p la y s  

r a t i o s  f o r  p e r c e n t i l e s  and T able 4 f o r  SDys. The s ta n d a rd  d e v ia tio n s  

ranged  from about 20% o f th e  mean to  over 300% o f th e  mean. C le a r ly ,  

th e  v a r i a b i l i t y  o f th e  e s t im a te s  cou ld  be a problem in  many s tu d ie s .

Schmidt e t  a l .  (1979) su g g es t th a t  th e  s tan d ard  e r r o r  o f th e  mean 

i s  th e  a p p ro p r ia te  in d ic a t io n  o f e s tim a te  v a r i a b i l i t y  and no t th e  

s ta n d a rd  d e v ia tio n  o f th e  e s t im a te s .  Of c o u rse , th e  magnitude o f  th e  

s ta n d a rd  e r r o r  o f th e  mean i s  a  fu n c tio n  o f sample s i z e .  Thus, th e  

g r e a te r  th e  sample s iz e  th e  l e s s  th e  problem  o f e s tim a to r  v a r i a b i l i t y .

In  many o rg a n iz a tio n s  and f o r  many jo b s , however, a  la rg e  number o f 

su p e rv iso rs  sim ply a re  n o t a v a i la b le  to  g en e ra te  e s t im a te s .  The median 

sample s iz e  fo r  th e  17 indep en d en t sam ples re p o rte d  in  Table 1 was 26; 

T h is va lu e  may be a h ig h  e s tim a te  because re s e a rc h e rs  a re  l i k e ly  to  

s e le c t  jo b s  w ith  a " s u f f i c i e n t "  number o f s u p e rv iso rs  to  allow  fo r  

s t a t i s t i c a l  a n a ly s i s .  O ther jo b s  may have even fewer a v a i la b le  

s u p e rv is o rs .  T h e re fo re , c o n t ro l l in g  th e  v a r i a b i l i t y  o f e s tim a te s  

rem ains a c r i t i c a l  is s u e .

O u tl ie r s  o r extrem e e s tim a te s  o f te n  c o n tr ib u te  to  h igh  v a r i a b i l i t y  

and a re  p o te n t ia l ly  p ro b le m a tic . Extreme e s tim a te s  a lso  have a  g re a t  

in f lu e n c e  on mean SDy e s t im a te s .  I t  i s  p o s s ib le  th a t  o u t l i e r s  a re  

a c c u ra te  r e f le c t io n s  o f perform ance d if f e r e n c e s .  However, o u t l i e r s  may 

a ls o  be in d ic a t iv e  o f h a s ty  re sp o n ses  o r  d is to r te d  fram es o f re fe re n c e  

re g a rd in g  perform ance. I f  th e  o u t l i e r s  a re  randomly d is t r ib u te d  and 

sample s iz e  i s  la rg e ,  th e n , t h e o r e t i c a l l y ,  th e se  v a lu es  should n o t be 

p ro b lem a tic . However, i f  th e re  i s  a  sy s te m a tic  component to  o u t l i e r s ,  

e . g . ,  c e i l in g  o r  f lo o r  e f f e c t s ,  o r i f  a la rg e  sample s iz e  i s  no t
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a v a i la b l e ,  o u t l i e r s  may d i s t o r t  SDy e s tim a te s  (E inhorn , H ogarth &

Klempner, 1977). Schm idt, Mack, and H unter (1984) found sy s te m a tic

d if f e r e n c e s  between low er and upper e s tim a te s .  They s ta te d :

su p e rv iso rs  may f a i l  to  re c o g n iz e  v a r ia t io n  along  th e  e n t i r e  
spectrum  o f perform ance because  th ey  have developed a m ental 
s e t  focused on avoidance o f e r r o r s  on th e  p a r t  o f th e  low 
p erfo rm ers r a th e r  th a n  a t te n d in g  to  o u ts ta n d in g  perform ance. 
S u p e rv iso rs  may f in d  th em se lv es  in  th e  p o s it io n  o f 
responding  to  com plain ts  from  th e  p u b l i c . . .such  behav io r 
m ight c r e a te  a c o g n itiv e  s e t  on th e  p a r t  o f th e  su p e rv iso rs  
to  focus  on e r ro r s  or d e f i c i e n c i e s . ,  (p . 494).

A c c e p ta b i l i ty . Any u s e fu l  e s tim a tio n  procedure m ust be a c c e p ta b le  

to  m anagers. S ince u t i l i t y  a n a ly s i s  i s  a d ec is io n  a i d , any procedure  

t h a t  e l i c i t s  r e s is ta n c e  i s  p o te n t i a l ly  v a lu e le s s .  A u s e fu l  e s tim a tio n  

p rocedu re  should  be u n d e rs ta n d a b le , have face  v a l id i t y ,  and shou ld  y ie ld  

e s t im a te s  th a t  a re  perce iv ed  to  be a c c u ra te .

In c o n s is te n t  e s tim a te s  have been re p o rte d  ( e . g . ,  85 th  p e r c e n t i l e  

e s t im a te s  l e s s  than  50th  p e r c e n t i l e  e s tim a te s )  in  s e v e ra l  s tu d ie s .  T his 

i s  an  in d ic a t io n  th a t  m anagers d id  n o t understand  o r a t te n d  to  th e  ta s k .  

More d i r e c t l y ,  managers have ex p ressed  concern about th e  am bigu ity  o f 

th e  e s tim a tio n  ta sk  and some r e s i s ta n c e  has been re p o rte d  in  perform ing 

t h i s  ta s k  (Bobko e t  a l . ,  1983; M athieu & Leonard, 1984; W roten, 1984). 

T h is  i s  an  im portan t is s u e  because e s t im a to rs ' confidence i n  t h e i r  

e s t im a te s  and th e i r  accep tance  o f  th e  e s tim a tio n  p rocedure  w i l l  

f a c i l i t a t e  th e  use of th e se  e s t im a te s .

There a re  two ways to  d e a l w ith  th e  is s u e  o f a c c e p ta b i l i ty .  One i s  

to  ig n o re  i t  and to  p re se n t f i n a l  u t i l i t y  e s tim a te s  to  d e c is io n  m akers, 

assum ing (o r  hoping) th a t  th ey  w i l l  n o t be concerned w ith  e s tim a to r  

a c c e p ta b i l i t y .  The second way to  d ea l w ith  t h i s  is s u e  i s  to  co n s id e r  

changes in  th e  e s tim a tio n  p ro ced u re  th a t  may le a d  to  improvements in  

a c c e p ta b i l i t y .
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U t i l i t y  a n a ly se s  cannot be viewed as  d e c is io n  m akers. In s te a d , 

u t i l i t y  a n a ly se s  a re  sim ply d e c is io n  a i d s . T hat i s ,  one cannot p o in t to  

th e  c o n c lu s io n s  o f  a u t i l i t y  a n a ly s is  and sa y , " i t ' s  obvious -  we must 

change th e  s e le c t io n  sy stem ."  Quade (1970) no ted  th a t  c o s t 

e f f e c t iv e n e s s  a n a ly se s  a re  o f te n  designed  and c a r r ie d  o u t as  i f  to  

a s s i s t  an  in d iv id u a l  d e c is io n  maker to  a  d i s c r e te  d e c is io n . However, he 

added th a t  ty p i c a l ly  se v e ra l d e c is io n  makers a re  u su a lly  invo lved  who 

can co u n te r  o r  a t  l e a s t  degrade recom m endations. In  a d d i t io n ,  i t  i s  

o f te n  im p o ss ib le  to  implement th e  recom m endations w ith o u t co o p e ra tio n . 

A ll t h i s  s u g g e s ts  th a t  accep tance o f  th e  p ro cess  i s  c r u c ia l  i f  d e c is io n  

makers a re  to  u se  th e  r e s u l t s  o f t h i s  d e c is io n  a id ;  d is b e l ie v in g  

e s tim a to rs  can only  serve  to  s h o r t - c i r c u i t  im plem en tation .

P rev ious E f f o r t s  to  Improve th e  S & H Procedure

The co n ce rn s  a s so c ia te d  w ith  th e  S & H p rocedure  ( i . e . ,  v a l i d i t y ,  

p sychom etric  p r o p e r t ie s ,  and a c c e p ta b i l i ty )  have prompted re s e a rc h e rs  to  

a ttem p t to  examine and r e v is e  i t .  These e f f o r t s  have met w ith  mixed 

su ccess .

One a tte m p t to  improve th e  q u a l i ty  o f th e  e s tim a te s  was conducted 

by Bobko, K arren  and P ark ing ton  (1983). They hypo thesized  th a t  an 

e s tim a tio n  p rocedu re  th a t  encompassed two s ta n d a rd  d e v ia tio n s  o f 

perform ance would p rov ide more a c c u ra te  e s tim a te s  o f a c tu a l  v a r ia t io n s  

o f job  perform ance than  one th a t  encompassed on ly  one s tan d ard  

d e v ia tio n . On th e  b a s is  o f th e  Tchebyshev in e q u a l i ty  they  in f e r r e d  th a t  

i f  th e  u n d e rly in g  d is t r ib u t io n  was n o t normal th e  15th and 85th 

p e rc e n t i le s  may n o t encompass any o f th e  p o p u la tio n  v a lu e s . For t h i s  

reason  they  added a  97th  p e rc e n t i le  e s tim a tio n  ta s k  in  o rd e r to  e s tim a te  

SDy as th e  d if f e re n c e  between th e  97 th  and 85 th  p e r c e n t i le  e s t im a te s .
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However, in c lu s io n  o f  th e  97 th  p e r c e n t i l e  d id  n o t improve th e  e s tim a te s . 

They concluded th a t  " in  s p i t e  o f  i n t u i t i o n s  based on th e  Tchebyshev 

in e q u a li ty ,  e s tim a te s  based on extrem e p e r c e n t i le s  do n o t enhance th e  

accuracy  o f  e s tim a te s  o f  SDy" (p . 174).

O ther improvement e f f o r t s  l e f t  th e  1 5 th , 5 0 th , and 8 5 th  p e r c e n t i le  

e s tim a te s  i n t a c t  bu t in s te a d  re v is e d  th e  procedure by which th e  

e s tim a te s  were c o l le c te d .  In  th e se  s tu d ie s ,  managers were p rov ided  w ith  

50th  p e rc e n t i le  e s tim a te s  a s  anchors to  use fo r  making subsequen t 

e s tim a te s . In  one ca se  th e  anchor was genera ted  by th e  r e s e a r c h e r .  In 

th e  o th e r  s tu d ie s  th e  50 th  p e r c e n t i l e  e s tim a te s  were g e n e ra te d  i n i t i a l l y  

by th e  managers and an average  50 th  p e r c e n t i l e  e s tim a te  was fed  back as 

an anchor fo r  subsequen t e s t im a te s .

In  one p a r t  o f  an e la b o ra te  s tu d y , Wroten (1984) p ro v id ed  managers 

w ith  a 50th p e r c e n t i l e  anchor based in  p a r t  on acco u n tin g  in fo rm a tio n . 

The a c tu a l  p rocedure used to  develop t h i s  anchor i s  u n c le a r .  He found 

no d if fe re n c e s  between th e  mean SDy e s tim a te s  genera ted  in  t h i s  

co n d itio n  and th o se  c o l le c te d  u s in g  th e  S & H p rocedu re . In  c o n t r a s t ,  

he d id  f in d  g r e a te r  agreem ent ( i . e . ,  low er v a r i a b i l i t y )  among p e rc e n t i le  

e s tim a te s  in  th e  anchored c o n d it io n . However, he found l e s s  c o n c lu siv e  

r e s u l t s  reg a rd in g  th e  v a r i a b i l i t y  o f th e  SDy e s tim a te s . An a d d i t io n a l  

m an ipu la tion  in  W ro ten 's  s tu d y  was to  feed  back a r t i f i c i a l l y  h igh  o r  low 

50th  p e rc e n t i le  an ch o rs . M anager's SDy v a lu es  were a d v e rs e ly  a f f e c te d  

in  th o se  c o n d itio n s  where bogus feedback  was p rov ided . W ro ten 's  

re se a rc h  p ro v id es  ev idence th a t  p ro v id in g  managers w ith  an  anchor does 

a f f e c t  t h e i r  e s tim a te s  and may be u s e fu l  in  reducing  v a r i a b i l i t y .

U nlike W ro ten 's  r e s e a rc h , which in c o rp o ra te d  an e x te r n a l ly  

developed anchor, K arren and Bobko (1984), Burke and F re d e r ic k  (1984),
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and Burke (1985) used mean e s tim a te s  a s  an cho rs f o r  subsequen t 

e s t im a te s .  Managers in  Burke and F r e d e r ic k 's  (1984) s tu d y  f i r s t  

g en e ra ted  1 5 th , 5 0 th , and 85th p e r c e n t i l e  e s t im a te s .  In  a  second round, 

they  were g iven  th e  mean 50th  p e r c e n t i l e  e s t im a te  and asked to  r e -  

e s tim a te  t h e i r  15th  and 85 th  p e rc e n t i le  e s t im a te s .  In  c o n t r a s t ,  

managers in  th e  K arren and Bobko (1984) and Burke (1985) s tu d ie s  only  

g en era ted  50 th  p e r c e n t i l e  e s tim a te s  in  th e  f i r s t  round . N ext, they  

re c e iv e d  th e  mean 50th  p e c e n ti le  e s tim a te  and w ere asked  to  e s tim a te  th e  

15th and 8 5 th  p e r c e n t i l e s .  In  a l l  th re e  s tu d ie s ,  th e  p rocedure  was 

s t ru c tu re d  so t h a t  e s tim a te s  in  th e  second round were g en era ted  w ithou t 

v e rb a l in t e r a c t io n  w ith  o th e r  group members.

The mean e s t im a te s  genera ted  by th e  s t r u c tu r e d  feedback  groups in  

th e se  s tu d ie s  d id  n o t d i f f e r  s ig n i f i c a n t ly  from  th e  S & H mean 

e s t im a te s .  However, in  th e  Burke and F re d e r ic k  s tu d y  th e re  was g re a te r  

agreem ent among th e  e s tim a to rs  a f t e r  feed b ack . S ince  tim e one e s tim a te s  

were e s s e n t i a l l y  S & H e s tim a te s , th e  im proved e s t im a to r  agreem ent i s  an 

encourag ing  f in d in g .  A s im ila r  improvement in  e s tim a to r  agreem ent d id  

no t occur in  th e  K arren and Bobko s tu d y . T h is  f in d in g  may be 

a t t r i b u t a b l e  to  th e  low v a rian ce  o f  th e  i n i t i a l  e s t im a te s .

Burke and F re d e ric k  (1984) and W ro ten 's  (1984) re s e a rc h  a ls o  

examined a p rocedure  t h a t  allow ed v e rb a l in t e r a c t io n  among group 

members. In  bo th  s tu d ie s ,  th e  v e rb a l in t e r a c t io n  p rocedu re  f a i l e d  to  

reduce e s tim a to r  v a r i a b i l i t y .

The re s e a rc h  to  d a te  p rov ides no su p p o rt f o r  th e  use o f  v e rb a l 

in te r a c t in g  g roups. However, th e re  i s  su p p o rt f o r  a d d i t io n a l  re se a rc h  

on th e  use o f  s t r u c tu re d  feedback groups, w ith  Burke and F re d e r ic k 's  

re s e a rc h  p ro v id in g  th e  most encouraging r e s u l t s  to  d a te .  A d d itio n a l
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improvements may be p o s s ib le .  R esearch from th e  group decision-m aking  

l i t e r a t u r e  was examined to  id e n t i f y  p o te n t ia l  im provem ents.

A F u rth e r  R ev isio n  to  th e  S & H Technique; B ehav io ra l Examples and th e  

D elphi P ro c e d u re .

The b a s is  o f th e  S & H procedure  i s  th e  poo ling  o f  e s tim a te s  from 

m u ltip le  e s t im a to r s .  T h is  p o o lin g  o f e s tim a te s  i s  c a l le d  a  s t a t i s t i z e d  

p o o lin g . As n o ted  b e fo re , p rev io u s  e f f o r t s  to  im prove th e  S & H 

procedure  have a ttem p ted  to  in v o lv e  th e  group in  some form o f 

in t e r a c t io n .

"The e m p ir ic a l l i t e r a t u r e  c l e a r ly  p o in ts  to  th e  s u p e r io r  accuracy  

o f judgm ents r e s u l t in g  from in te r a c t in g  groups in  com parison to  a 

b a s e lin e  o f  s t a t i s t i z e d  s e t s  o f  in d iv id u a ls "  (Rohrbaugh, 1975; p . 7 5 ). 

T h is  has been dem onstrated  in  a  v a r ie ty  o f co n te x ts  and ta s k s  ( c f .

Dalkey & Brown, 1971; L arreche & Moinpour, 1983; M iner, 1984; U ecker, 

1982).

S te in e r  (1966, 1972) id e n t i f i e d  th re e  c r i t i c a l  f a c to r s  in  

c o n c e p tu a liz in g  how w e ll a group w i l l  perform : (1 ) th e  e x p e r t is e  o f th e

d i f f e r e n t  group members, (2 ) th e  p ro cess  used by th e  group , and (3 ) th e  

type  o f ta s k .  For a  g iven  group o f managers ( i . e . ,  f ix e d  e x p e r t i s e ) ,  

improvements can  be made by a l t e r in g  e i th e r  th e  group p ro c e ss  o r  th e  

ta sk .

Group p ro c e ss  i s  im p o rtan t because many groups s u f f e r  p ro cess  lo s s  

(Van de Ven & D elbecq, 1971). For example, s o c ia l  p re s s u re s  may fo rc e  

le s s  pow erfu l group members to  ag ree  w ith  more pow erful group members. 

With an ambiguous ta s k ,  such a s  d o l la r  e s tim a tio n  o f  perform ance, people 

a re  s u s c e p t ib le  to  s o c ia l  p re s su re  (E inhorn , H ogarth & Klempner, 1977). 

I t  i s  l i k e ly  t h a t  th e  poor perform ances th a t  were e x h ib ite d  by th e
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f r e e ly  in t e r a c t in g  or u n s tru c tu re d  groups in  th e  SDy re se a rc h  (Burke & 

F re d e r ic k , 1984, P rocedure A; W roten, 1984) were due to  p ro cess  lo s s .

One method th a t  has been used s u c c e s s fu l ly  f o r  c o n t ro l l in g  p ro cess  

lo s s  i s  th e  D elphi techn ique . The D elphi te c h n iq u e  has been viewed 

p r im a r ily  a s  a te c h n o lo g ic a l fo re c a s t in g  t o o l .  However, as  M artino 

(1983) n o te d , th e  D elphi techn ique can be used as a method fo r  im proving 

many group d e c is io n  making ta s k s .  There a r e  s e v e ra l  D elphi p rocedu res  

b u t th re e  common c h a r a c te r i s t i c s  d is t in g u is h  th e  D elphi from 

c o n v en tio n a l fa c e - to - fa c e  group in te r a c t io n :  (1 ) anonymity th rough  th e

u se  o f q u e s t io n n a ire s ,  (2) i t e r a t i o n  w ith  c o n t ro l le d  feedback , and, (3 ) 

s t a t i s t i c a l  group response  (M artino , 1983).

R esearch has dem onstrated th e  s u p e r io r  q u a l i ty  o f th e  D elphi 

p rocedure  over f r e e ly  in te r a c t in g  groups and s t a t i s t i c a l  p oo ling  

(D alkey, 1969; Dalkey & Brown, 1971; L arrech e  & Moinpour, 1983; Van de 

Ven & D elbecq, 1974). S ta t i s t iz e d  p o o lin g  av o id s  p ro cess  lo s s  bu t does 

so a t  th e  lo s s  o f in te r a c t io n  among group members. F ree ly  in te r a c t in g  

groups a llo w  in fo rm atio n  exchange b u t a re  s u b je c t  to  p ro cess  l o s s .  The 

D elphi te ch n iq u e  c a p tu re s  the  advan tages o f  bo th  f r e e ly  in te r a c t in g  

groups and s t a t i s t i z e d  pooling w hile  a v o id in g  t h e i r  r e s p e c t iv e  problem s.

The D elphi p rocedure should le a d  to  th e  enhanced accep tance on th e  

p a r t  o f  in d iv id u a l  p a r t ic ip a n ts  (Quade, 1970). T h is i s  because 

p a r t i c ip a n ts  a re  a b le  to  compare t h e i r  e s t im a te s  w ith  o th e rs  (u n lik e  

s t a t i s t i z e d  poo lin g ) and have th e  o p tio n  o f  changing o r r e ta in in g  t h e i r  

e s tim a te s  w ith o u t group p ressu re  (u n lik e  many f r e e ly  in te r a c t in g  

g ro u p s ) . One a d d i t io n a l  b e n e f i t  o f th e  D elph i te ch n iq u e  i s  th a t  adding 

group members in c re a s e s  r e l i a b i l i t y  up to  10-15 members. In c re a s in g  th e  

s iz e  o f groups beyond 10-15 peop le does n o t g r e a t ly  improve r e l i a b i l i t y
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(F u sfe ld  & F o s te r ,  1971). Thus, r e l i a b i l i t y  should  be p o s s ib le  w ith o u t 

th e  la rg e  number o f  managers r e q u ire d  by th e  S & H p rocedure.

The s tru c tu re d  feedback  p ro ced u res  employed in  p rev io u s SDy 

re se a rc h  ( e . g . ,  Burke & F re d e r ic k , 1984) were based on th e  D elphi 

te ch n iq u e . However, th ey  d id  n o t p ro v id e  feedback  fo r  a l l  e s tim a te s  

( i . e . ,  they  only p rov ided  50 th  p e r c e n t i l e  feedback , no t 15th  and 8 5 th ) , 

and no i t e r a t i o n s  were allow ed on th e  50 th  p e r c e n t i l e  ( i . e . ,  th e  50th 

p e rce n t e s tim a te  was f ix e d  fo r  th e  second ro u n d ). Because SDy i s  a 

fu n c tio n  o f th e  15th and 85 th  p e r c e n t i l e  e s t im a te s ,  managers should  

re c e iv e  feedback about a l l  th re e  p e r c e n t i l e  means. T his w i l l  maximize 

agreem ent reg a rd in g  SDy e s t im a te s .  The procedure  developed fo r  th e  

c u r re n t  re se a rc h  in c o rp o ra te s  a  D elphi p rocedure  w ith  more ex te n s iv e  

feedback to  a ttem p t to  improve upon th e  S & H and B & F p ro ced u res .

As S te in e r  n o ted , an o th e r way to  im prove group perform ance i s  to  

a l t e r  th e  ta s k . The a d d i t io n  o f  th e  97 th  p e r c e n t i l e  was an e f f o r t ,  

a l b e i t  an u n su ccess fu l one, to  a l t e r  th e  ta s k .  A c r i t ic i s m  o f th e  S & H 

e s tim a tio n  procedure i s  th a t  some managers f in d  i t  ambiguous. Task 

am biguity  can c o n tr ib u te  to  th e  problem s o f  c o n s is te n c y  and b ia s .  

Nowakowski (1973) and E inhorn e t  a l .  (1977) suggested  th a t  th e  more 

ambiguous a ta s k  or s tim u lu s  th e  more l i k e l y  i t  i s  th a t  sy s te m a tic  b ia s  

may e n te r  in to  judgm ents.

The e s tim a tio n  ta s k  could  be r e v is e d  to  reduce i t s  am bigu ity . One 

change could be th e  i n i t i a l  g e n e ra tio n  o f  c r i t i c a l  b eh av io ra l in c id e n ts  

r e la te d  to  th e  va lue  o f perform ance (K arren  & Bobko, 1984). These 

in c id e n ts  could  be combined in to  a  summary a c t i v i t y  l i s t  and prov ided  as  

p a r t  of the  c o n tro l le d  feedback o f  th e  D elphi procedure p r io r  to  th e  

g e n e ra tio n  o f d o l la r  e s t im a te s .
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The r a t io n a le  fo r  d evelop ing  a summary a c t iv i t y  l i s t  i s  to  p ro v id e  

a common frame o f re fe re n c e  fo r  m anagers to  use when making e s t im a te s .  

T his l i s t  o f p o s i t iv e  and n e g a t iv e  in c id e n ts  c o n ta in s  in fo rm a tio n  about 

th e  range o f  perform ance, and should  se rv e  as  a  frame o f  re fe re n c e  to  

reduce th e  am biguity  o f th e  e s t im a tio n  ta s k .  The shared  in fo rm a tio n  

reg a rd in g  th e  ran g e  o f  perform ance shou ld  reduce th e  v a r i a b i l i t y  o f SDy 

e s tim a te s . F urtherm ore , th e  b e h a v io ra l focus o f th e  in c id e n ts  shou ld  

minimize th e  need o f m anagers to  r e ly  s t r i c t l y  on s a la ry  when g e n e ra tin g  

e s tim a te s .

The c u r re n t  re s e a rc h  in c o rp o ra te d  both  th e  D elphi p rocedu re  and th e  

summary a c t i v i t y  l i s t .  T h is  p ro ced u re  was compared to  th e  S & H 

procedure and to  th e  most s u c c e s s fu l  r e v is io n  to  d a te , th e  Burke and 

F red e ric k  s tru c tu re d  feedback  p ro ced u re . The th re e  methods were 

compared w ith  re g a rd  to  th e  co n ce rn s  r a is e d  in  th e  p rev io u s  SDy 

re se a rc h : v a l id i t y ,  psychom etric  p r o p e r t i e s ,  and a c c e p ta b i l i t y .

R esearch H ypotheses

I t  was hy p o th esized  th a t  th e  e s tim a tio n  p rocedures would y ie ld  

u se fu l e s tim a te s  o f SDy. T h is  would be evidenced by convergence a c ro s s  

methods, s e n s i t i v i t y  to  job  d i f f e r e n c e s ,  and conform ity  to  th e  

assum ption o f n o rm a lity . However, i t  was a ls o  h ypo thesized  t h a t ,  

o v e ra l l ,  th e  D elphi would be th e  b e s t  e s tim a tio n  p ro ced u re . Both o f  th e  

m odified p rocedu res  (D elphi and B & F) were hypothesized  to  match o r 

exceed th e  perform ance o f th e  S & H p rocedure w ithou t re q u ir in g  a s  many 

managers to  p rov ide  e s t im a te s .  The m odified  p rocedures should  

dem onstrate l e s s  r e l i a n c e  on s a la r y ,  low er e s tim a to r  v a r i a b i l i t y ,  and 

g re a te r  a c c e p ta b i l i ty  th a n  th e  S & H p rocedure .
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1 . V a lid ity

A. Convergence

1. The th r e e  p ro ced u res  should  y ie ld  s im i la r  e s t im a te s .

2. Managers u s in g  th e  D elph i p rocedure should  r e p o r t  l e s s  

r e l ia n c e  on s a la r y  th an  th o se  using  th e  B & F p ro ced u re , who 

in  tu rn  should  r e p o r t  l e s s  r e l ia n c e  on s a la ry  th a n  th o se  

u s in g  th e  S & H p ro ced u re .

B. S e n s i t iv i ty

1. A ll th r e e  p ro ced u res  shou ld  be s e n s i t iv e  to  d if f e r e n c e s  

between th e  jo b s .

2 . Psychom etric P ro p e r t ie s

A. N orm ality

1. None o f  th e  th r e e  p ro ced u res  should  v io la te  th e  u n d e rly in g  

assum ption o f n o rm a lity .

B. E stim ato r V a r ia b i l i ty

1. Managers who use  th e  D elphi p rocedure should  p ro v id e  SDy 

e s tim a te s  w ith  l e s s  v a r i a b i l i t y  th a n  managers u s in g  th e  

B & F procedure  who, in  tu r n ,  shou ld  p rov ide SDy e s tim a te s  

w ith  l e s s  v a r i a b i l i t y  th an  managers u s in g  th e  S & H p ro ced u re .

3 . A c c e p ta b ility

Managers u s in g  th e  D elphi p rocedure  should  r e p o r t  g r e a te r  

a c c e p ta b i l i ty  ( i . e . ,  b e t t e r  u n d ers tan d in g , s u f f i c i e n t  

in fo rm a tio n , l e s s  am b ig u ity , more c o n fid e n t th a t  th ey  

com pleted th e  t a s k  p ro p e r ly , and h ig h e r p erce iv ed  accu racy ) 

than  th o se  u s in g  th e  B & F p ro ced u re , who in  tu rn  shou ld  

r e p o r t  g r e a te r  a c c e p ta b i l i t y  th a n  managers u sing  th e  S & H 

p rocedu re .
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I I .  METHOD 

P a r t i c ip a n t s  and O rg an iza tio n a l S e t t in g

The s tudy  was conducted a t  an  urban  h o s p i ta l  th a t  employed 

app rox im ate ly  2,500 people . P a r t i c ip a n t s  were managers from th e  

n u rs in g , s u r g ic a l ,  and am bulatory c a re  s e c t io n s .  A ll p a r t i c ip a n ts  were 

fem ale . The sample inc luded  f i r s t - l i n e  managers (head n u rs e s ) ,  

a s s i s t a n t  managers ( s u p e rv is o r s ) ,  s u p p o r t m anagers, and upper le v e l  

managers (n u rs in g  d ir e c to r s  and th e  v ic e -p re s id e n t  of n u r s in g ) .

The h o s p i ta l  employed app rox im ate ly  70 n u rs in g  managers. Of th e s e ,  

64 o r 91.4% v o lun teered  and were a b le  to  p a r t i c ip a te .  Six managers were 

dropped because o f  incom plete o r u n usab le  d a ta , leav in g  58 o r  82.9% o f 

a l l  m anagers in  th e  s tudy . There was no p a t te r n  to  the lo s s  o f 

m anagers, e i th e r  w ith reg ard  to  r e s e a rc h  c o n d itio n  or demographics 

( i . e . ,  no d i f f e r e n t i a l  m o r ta l i ty ) .  Demographic d a ta  fo r  th e  com plete 

and reduced sam ples a re  p re sen te d  in  T able 5.

R ecru itm ent o f p a r t i c ip a n t s . A f te r  re c e iv in g  approval from 

h o s p i ta l  a d m in is tra to rs ,  a s e r i e s  o f  p re s e n ta t io n s  were made to  sm all 

groups o f  th e  managers. The purpose o f th e se  p re se n ta tio n s  was to  

e l i c i t  su p p o rt and encouragement f o r  th e  p ro je c t  and to  educate  th e  

managers abou t u t i l i t y  a n a ly s i s .  D uring th e se  p re se n ta tio n s  the  purpose 

and n a tu re  o f  th e  study were e x p la in e d . The managers were to ld  th a t  th e  

h o s p i ta l  a d m in is tra tio n  supported  th e  p ro je c t  bu t th a t  p a r t ic ip a t io n  was 

n o t m andatory . To help  ensu re  independence o f  re se a rc h  c o n d itio n s , th e  

m anagers were in s tru c te d  th a t  once th e y  rec e iv e d  th e i r  q u e s tio n n a ire
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package they  were n o t to  d is c u s s  i t s  c o n ten ts  nor th e  e s t im a te s  they  

g en era ted . L a s tly , p re -q u e s tio n n a ir e  da ta  were c o l le c te d ,  in c lu d in g  

in fo rm atio n  on each p a r t i c i p a n t ’ s u n i t ,  te n u re , f a m i l i a r i ty  w ith  budget 

d a ta , and th e  e x te n t o f c o n ta c t  w ith  su b o rd in a te  n u rse s  (Appendix A 

co n ta in s  a copy o f th e  p re -q u e s t io n n a ir e ) .  Managers were to l d  th ey  

would re c e iv e  feedback a t  th e  co n c lu sio n  o f th e  p r o je c t .

Managers were to l d ,  i n  advance, th a t  th e i r  name would ap p ea r on the  

packages to  a llow  f o r  th e  c o l le c t io n  o f fo llow -up d a ta .  I f  a  m anager's  

package was no t re tu rn e d  by th e  s p e c if ie d  d a te , th e  manager re c e iv e d  a 

phone c a l l  o r  a  n o te  from th e  in v e s t ig a to r .  D iscu ssio n s  w ith  

su p e rv iso rs  p r io r  to  th e  p r o je c t  in d ic a te d  th a t  because e s t im a te s  were 

n o t being made about s p e c i f i c  in d iv id u a ls  th e  d a ta  were co n s id e re d  non­

th re a te n in g  and anonym ity was n o t n ece ssa ry . Only one manager expressed  

concern about anonym ity.

Assignment to  c o n d i t io n s . I t  was hypothesized  th a t  th e  re v is e d  

p rocedures (B & F and D e lp h i)  would produce SDy e s tim a te s  t h a t  would 

match o r exceed th e  q u a l i ty  o f  th o se  produced by th e  S & H c o n d itio n  

w ithou t re q u ir in g  as  many m anagers to  provide e s t im a te s .  Twice a s  many 

managers were ass ig n ed  to  th e  S & H co n d itio n  th an  to  e i th e r  th e  B & F 

o r Delphi c o n d itio n s  to  e v a lu a te  t h i s  h y p o th e sis . S ince some a t t r i t i o n  

was a n t ic ip a te d ,  16 m anagers were ass igned  to  th e  B & F and D elphi 

co n d itio n s  to  allow  fo r  g roups o f  op tim al s iz e  ( i . e . ,  10 to  1 5 ).

Managers from each n u rs in g  u n i t  were randomly a ss ig n ed  to  one o f 

th e  th re e  re s e a rc h  c o n d i t io n s .  The only  excep tion  to  th e  random 

assignm ent p ro cess  was t h a t  p r io r  to  th e  p ro je c t  each p a r t i c ip a n t  was 

asked to  p rov ide  in fo rm a tio n  abou t h e r  a n t ic ip a te d  le av e  tim e d u ring  th e  

s tu d y ; no n u rses  were a s s ig n e d  to  any c o n d itio n s  th a t  r e q u ire d  t h e i r
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p a r t ic ip a t io n  d u ring  le a v e  tim e . There was no r e la t io n s h ip  between 

le av e  tim e and any o f th e  o th e r  p re -d a ta .

Treatm ent c o n d itio n s  (coded 1, 0 , -1 ;  see  Cohen & Cohen, 1983, p . 

205) were re g re s se d  upon dem ographic in fo rm atio n  to  en su re  t h a t  th e  

random ization  p ro cess  y ie ld e d  n o n -s ig n if ic a n t  d if f e r e n c e s  between 

tre a tm e n t g roups. No s ig n i f i c a n t  r e la t io n s h ip s  were found > .0 5 ) .  

Jobs

P a r t ic ip a n ts  g en e ra ted  e s tim a te s  o f  th e  v a lue  o f  jo b  perform ance 

fo r  th e  p o s it io n s  of r e g is t e r e d  n u rse  (RN) and l ic e n s e d  p r a c t i c a l  n u rse  

(LPN). R esu lts  must be in te r p r e te d  w ith in  th e  c o n te x t o f th e s e  jo b s .

For t h i s  rea so n , in fo rm a tio n  abou t th e  RN and LPN jo b s  i s  p ro v id ed .

The RN and LPN p o s i t io n s  a re  s im i la r ,  but th e  RN p o s i t io n  re q u ir e s  

g re a te r  e d u c a tio n a l p re p a ra t io n  and has g re a te r  r e s p o n s i b i l i t i e s  (se e  

th e i r  job  d e s c r ip t io n s  in  Appendix B). For exam ple, a LPN cannot g iv e  

in trav en o u s  m ed ica tio n s  to  p a t i e n t s .  The r e l a t i v e  s im i l a r i t y  o f th e  

p o s it io n s  a llo w s fo r  a r ig o ro u s  t e s t  o f th e  s e n s i t i v i t y  o f  th e  v a r io u s  

SDy e s tim a tio n  p ro ced u res  to  d is c r im in a te  between jo b s . A ll th e  

managers in  th e  s tudy  in d ic a te d  th a t  they  were f a m i l ia r  w ith  bo th  jo b s .

The a c tu a l  d u t ie s  perform ed by a g iven nurse  v a r ie d  from u n i t  to  

u n i t .  For exam ple, c r i t i c a l  c a re  n u rses  perform ed some d u t ie s  th a t  med- 

s u rg ic a l  n u rses  d id  n o t ,  and v ic e -v e rs a .  Even g re a te r  d if f e re n c e s  may 

have e x is te d  between o p e ra t in g  room n u rses  and n u rse s  in  o th e r  u n i t s .  

T here i s  some q u e s tio n  a s  to  w hether i t  i s  a p p ro p r ia te  to  c o n s id e r  th e se  

n u rse s  from d i f f e r e n t  u n i t s  a s  perform ing th e  same jo b . However, 

in te rv ie w s  w ith  th e  m anagers suggested  th a t  th e re  was s u f f i c i e n t  

s im i la r i ty  a c ro s s  u n i t s  to  co n s id e r  th e  n u rses  a s  e i t h e r  r e g is t e r e d  or 

lic e n se d  p r a c t i c a l  n u r s e s .  N one th e less, th e  u n i t  t h a t  th e  manager
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su p e rv ise d  ( i . e . ,  c r i t i c a l - c a r e , m ed-surg , o p e ra tin g  room, and o th e r)  

was coded fo r  a n a ly s i s .  None o f  th e  s tu d y  r e s u l t s  were r e la te d  to  u n i t .

The s a l a r i e s  f o r  th e  RN and LPN p o s i t io n s  had been determ ined u s in g  

th e  p o in t  system  o f jo b  e v a lu a tio n  w ith  ad ju s tm en ts  made acco rd ing  to  

th e  m arket. The s a la r y  range f o r  LPNs was $13,000-17,000 (X =$16,711), 

and fo r  RNs $17 ,000-23 ,000  (X = $21 ,407). The pay s c a le  fo r  th e se  

p o s i t io n s  was s im i la r  f o r  a l l  u n i t s .

D esign and P rocedure

P a r t i c ip a n t s  were n o t i f ie d  as  to  when th ey  could  expec t th e  

d e liv e ry  o f  t h e i r  q u e s tio n n a ire  packages. Packages c o n ta in in g  th e  

e s tim a tio n  m a te r ia ls  were l e f t  in  m ailboxes o r d e liv e re d  d i r e c t ly  to  a 

p a r t i c ip a n t .  A ll packages were d e liv e re d  on Mondays, and managers were 

re q u e s te d  to  com plete and r e tu r n  th e  package, v ia  in t e r o f f i c e  m a il, by 

F rid a y . A one o r  two week in t e r v a l  occu rred  between d e l iv e r ie s .  A two 

week in t e r v a l  was n e c e ssa ry  to  av o id  d e l iv e r ie s  d u ring  th e  C hristm as and 

New Year h o lid a y s  when many o f  th e  managers were on le a v e . The tim e 

a l l o t t e d  between d e l iv e r ie s  a llow ed  th e  in v e s t ig a to r  to  c o n ta c t th o se  

managers who d id  n o t r e tu r n  t h e i r  packages and to  c o l l a t e  th e  p rev io u s  

repo n ses  fo r  feedback  a t  th e  n ex t a d m in is tr a t io n .

A ll p a r t i c ip a n ts  were asked to  respond to  th e  open-ended s ta te m e n t, 

" p le a se  d e s c r ib e  th e  f a c to r s  t h a t  you co n sid e re d  in  making your 

e s tim a te s  fo r  th e  RN (LPN) p o s i t io n ."  T h is  s ta te m e n t was p re sen te d  to  

p a r t i c ip a n ts  on th e  f i r s t  occasio n  th a t  th e y  were asked  to  g en e ra te  a 

com plete s e t  o f  e s t im a te s  ( i . e . ,  1 5 th , 5 0 th , and 8 5 th  p e r c e n t i l e s ) .

S ince a com parison between th e  f i n a l  e s t im a te s  th a t  were g enera ted  

under each p rocedu re  was o f prim ary i n t e r e s t ,  tre a tm e n ts  were s tag g ered  

so t h a t  f i n a l  e s t im a te s ,  and p a r t i c i p a n t s 1 r e a c t io n s  were c o l le c te d
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during  th e  same tim e p e rio d  fo r  a l l  re se a c h  c o n d it io n s .  T his was done 

to  m inim ize t h r e a t s  to  in t e r n a l  v a l id i t y  a s s o c ia te d  w ith  th e  d a te  o f  

ex p erim en ta l m a n ip u la tio n . F ig u re  1 g ra p h ic a lly  d e p ic ts  th e  re s e a rc h  

d es ig n .

P a r t i c ip a n t s  were to ld  p r io r  to  th e  s tu d y  th a t  they  were n o t to  

sh a re  t h e i r  packages o r t h e i r  e s tim a te s  w ith  th e  o th e r  m anagers. In  

a d d i t io n ,  th e  cover l e t t e r  in  each package r e i t e r a t e d  t h i s  p o in t to  h e lp  

ensu re  th e  independence o f  th e  re s e a rc h  c o n d it io n s .  Each re se a rc h  

co n d itio n  i s  examined below in  some d e t a i l .

S & H c o n d i t io n . T h is  re s e a rc h  c o n d itio n  i s  a r e p l i c a t io n  o f th e  

Schmidt e t  a l .  (1979) p rocedu re . S ince  Schmidt e t  a l .  in v e s t ig a te d  th e  

job  o f com puter programmer, minor r e v is io n s  in  w ording were n ece ssa ry  to  

f i t  th e  n u rs in g  jo b s .  S p e c i f ic a l ly ,  th e  p h rase  "p ro d u c ts  and s e rv ic e s  

produced" was re p la c e d  w ith  th e  p h rase  " o v e ra l l  perfo rm ance ."  T h is  was 

necessa ry  because n u rses  do no t produce a p ro d u c t. T h is wording change 

i s  c o n s is te n t  w ith  p rev io u s  re se a rc h  d e a lin g  w ith  s e rv ic e  o c c u p a tio n s . 

The in s t r u c t io n s  to  th e  managers in  t h i s  c o n d itio n  were as  fo llo w s :

The d o l l a r  e s tim a te s  th a t  you p rov ide  a r e  c r i t i c a l  fo r  
d e te rm in in g  th e  u t i l i t y  o f th e  programs th a t  th e  Human 
Resource D epartm ent o f f e r s  a t  th e  H o sp ita l .  In  p rov id ing  
th e se  e s t im a te s ,  you a re  re q u ire d  to  make some d i f f i c u l t  
d e c is io n s .  You w i l l  have to  ponder fo r  some tim e b efo re  
making each e s t im a te .  A lthough th e re  i s  no way you can be 
a b s o lu te ly  c e r t a in  your e s tim a te  i s  a c c u ra te ,  keep in  mind 
th e se  th r e e  th in g s :

(1 ) The a l t e r n a t iv e  to  e s tim a te s  o f  t h i s  k ind  i s  th e  
a p p l ic a t io n  o f c o s t a cc o u n tin g  p ro ced u res  to  th e  
e v a lu a tio n  o f  job  perform ance. Such a p p l ic a t io n s  
a r e  u s u a lly  p r o h ib i t iv e ly  ex p en siv e , and in  th e  
end, they  produce on ly  im p e rfec t e s t im a te s ,  l i k e  
t h i s  e s tim a tio n  p ro ced u re .

(2 ) Your e s tim a te s  w i l l  be averaged  in  w ith  th o se  o f 
o th e r  m anagers. Thus, e r r o r s  produced by too  h igh  
and to o  low e s tim a te s  w i l l  ten d  to  be averaged 
o u t ,  p ro v id in g  more a c c u ra te  e s t im a te s .
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(3 ) The d e c is io n s  about human re so u rc e s  program s do 
n o t r e q u ir e  th a t  e s tim a te s  be a c c u ra te  to  th e  
l a s t  d o l l a r .  S u b s ta n t ia l ly  a c c u ra te  e s t im a te s  
w i l l  le a d  to  th e  same d e c is io n s  a s  p e r f e c t ly  
a c c u ra te  e s tim a te s .

Based on your ex p erience  w ith  RNs, we would l i k e  you to  
e s tim a te  th e  y e a r ly  d o l la r  va lu e  to  th e  H o sp ita l o f  th e  
o v e ra l l  perform ance o f th e  50th  p e r c e n t i l e ,  o r av e ra g e  RN.
L et us d e f in e  an average  perform er a s  an RN who i s  a t  th e  
50th  p e r c e n t i l e .  That i s ,  o f 100 RNs t h i s  RN perfo rm s 
b e t te r  th a n  50 RNs. C onsider th e  q u a l i ty  and q u a n t i ty  o f 
perform ance ty p i c a l  o f  th e  average RN and th e  d o l l a r  value  
o f t h i s  perfo rm ance. In  e s tim a tin g  a  d o l la r  v a lu e  f o r  t h i s  
perform ance, i t  may h e lp  to  co n sid e r what th e  c o s t  would be 
o f having someone from an o u ts id e  firm  prov ide  t h i s  s e rv ic e .

Based on my ex p e rien ce , I  e s tim a te  th e  v a lu e  to  th e
H o sp ita l o f th e  average  RN to  b e ______________ d o l l a r s  per
y ea r.

Managers were p rov ided  w ith  s ix  e s tim a tio n  form s, th r e e  fo r  th e  RN 

p o s it io n  and th re e  f o r  th e  LPN p o s i t io n s .  N a tu ra l ly ,  th e  w ording was 

designed  to  f i t  th e  jo b  and perform ance le v e l  in  q u e s tio n  ( e . g . ,  " b e t te r  

th an  85 LPNs"). W ithin  a  jo b , th e  o rd e r in  which e s t im a te s  were 

p re sen te d  was h e ld  c o n s ta n t :  average , s u p e r io r ,  low. However, in  a l l

c o n d itio n s , th e  o rd e r  in  which jo b s  were p resen ted  was co u n te rb a lan c ed . 

That i s ,  h a l f  th e  p a r t i c ip a n t s  rece iv ed  th e  RN e s tim a tio n  forms follow ed 

by th e  LPN e s tim a tio n  form s; th e  o th e r  h a l f  rece iv ed  th e  LPN e s tim a tio n  

ta s k  f i r s t .  Appendix C c o n ta in s  th e  s e t  o f th e  forms used in  t h i s  

c o n d itio n , in c lu d in g  th e  accompanying cover l e t t e r .

B & F c o n d i t io n . T h is  re s e a rc h  c o n d itio n  i s  e s s e n t i a l l y  th e  same 

a s  procedure B in  Burke and F re d e r ic k 's  study  (1984, p . 484 ); i t  i s  a 

m o d ifica tio n  o f th e  S & H e s tim a tio n  ta s k ,  in c o rp o ra tin g  a s t ru c tu re d  

feedback  component. In  t h i s  c o n d itio n , each manager g en e ra ted  an 

e s tim a te  fo r  th e  1 5 th , 5 0 th , and 85 th  p e rc e n t i le  perfo rm er based on th e  

S & H g lo b a l e s t im a tio n  in s t r u c t io n s  (se e  F ig u re  1 ) . The 50th  

p e rc e n t i le  e s tim a te s  w ere then  averaged . T his av erag e  was p rovided  to
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th e  m anagers, and th ey  were asked to  p rov ide  d o l l a r  e s tim a te s  f o r  th e  

15th and 85th  p e r c e n t i l e s .

Minor r e v is io n s  were n ece ssa ry  in  th e  w ording from th e  Burke and 

F re d e ric k  study  to  a llow  fo r  d i r e c t  com parisons between re se a rc h  

c o n d itio n s  in  th e  p re s e n t  s tu d y . I n s t r u c t io n s  fo r  th e  T3 e s t im a te s  were 

re v is e d  to  be id e n t i c a l  to  th o s e  in  th e  S & H e s tim a tio n  ta s k .  Appendix 

D in c lu d e s  a s e t  o f th e  forms used in  t h i s  c o n d itio n .

D elphi c o n d i t io n . T h is  c o n d itio n  was a  f u r th e r  r e v is io n  o f th e  

S & H e s tim a tio n  ta s k .  I t  in c o rp o ra te d : (1) th e  c r i t i c a l  in c id e n t  

methodology (F lanagan , 1954) to  g e n e ra te  a  summary l i s t  o f  b e h a v io ra l 

exam ples th a t  d e sc r ib e  th e  y e a r ly  v a lu e  o f n u rs in g  s e rv ic e s ;  and , (2 ) 

th e  D elphi te ch n iq u e  to  a llo w  fo r  th e  i t e r a t i v e  re fin em en t o f e s t im a te s .

At T1 managers were asked  to  g e n e ra te  th re e  o r fo u r exam ples o f 

s t a f f  n u rses  a c t i v i t i e s  t h a t  in f lu e n c e  th e  t o t a l  y e a r ly  v a lu e  o f t h e i r  

s e r v ic e s .  The in s t r u c t io n s  read  a s  fo llo w s:

In  t h i s  p a r t  o f  th e  p ro je c t  we a re  ask in g  you to  
p rov ide exam ples o f  s t a f f  n u rse s  a c t i v i t i e s  th a t  in f lu e n c e  
th e  t o t a l  y e a r ly  va lu e  o f t h e i r  s e rv ic e s .  We want to  know 
what RNs and LPNs do th a t  may a f f e c t  th e  d o l la r  va lu e  o f 
t h e i r  perform ance. These can be a c t i v i t i e s  th a t  g e n e ra te  
revenue , save c o s t s ,  o r  on th e  n eg a tiv e  s id e ,  a c t i v i t i e s  
th a t  c o s t  th e  H o sp ita l .  You should  p ro v id e  exam ples o f  
a c t i v i t i e s  th a t  you have observed  in  th e  p a s t .

Examples: Forgo t to  sh u t o f f  oxygen v a lv e  on w a ll o u t l e t  
a f t e r  s u c tio n in g  which causes w asting  o f  oxygen 
and in c re a s e s  c o s t  o f u se .

C ourteous to  p a t i e n t s '  fa m ilie s  enhancing th e  
h o s p i t a l 's  image and encouraging f u r th e r  
b u s in e s s .

U nless i t  i s  s e l f  e x p la n a to ry , p le a se  in c lu d e  th e  
consequences o f  th e  a c t i v i t y  ( e . g . ,  "which causes  w asting  o f 
oxygen and in c re a s e s  c o s t  o f u se " ; "enhancing h o s p i t a l 's  
image and encourag ing  f u r th e r  b u s in e s s " ) .
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These in s t r u c t io n s  were p i l o t  te s te d  and were accompanied by job 

d e s c r ip t io n s  to  h e lp  managers w ith  t h e i r  ta s k .

The 16 managers in  t h i s  c o n d itio n  g en era ted  80 examples fo r  an 

average o f 4 .4  exam ples per manager. The h ig h  number o f  examples 

su g g es ts  th a t  managers were m o tivated  to  c o o p e ra te  in  t h i s  ta s k .

The re s e a rc h e r  and a  s e n io r  le v e l  p e rso n n e l p sy c h o lo g is t 

indep en d en tly  s o r te d  th e  in c id e n ts  in to  c a te g o r ie s  o r  dim ensions and 

th en  met to  d is c u s s  them. The d a ta  were q u a l i t a t iv e l y  c lu s te re d  in to  

fo u r dim ensions fo r  th e  RN examples and th re e  dim ensions fo r  th e  LPN 

exam ples. F in a l ly ,  th r e e  examples were s e le c te d  a s  r e p re s e n ta t iv e  o f 

each dim ension . The dim ensions and th e i r  th r e e  exam ples c o n s t i tu te d  th e  

c r i t i c a l  a c t i v i t y  l i s t  (se e  Appendix E fo r  a  copy o f th e  RN and LPN 

l i s t s ) .  Managers were provided  w ith  a copy o f t h i s  l i s t  and th e  

re le v a n t  job  d e s c r ip t io n s  a t  T2, T3, and T4. Managers were in s t ru c te d  

to  r e f e r  to  them when making t h e i r  e s t im a te s .

The p r in c ip le s  o f th e  D elphi te ch n iq u e  were used in  t h i s  c o n d itio n  

to  reduce e s tim a te  v a r i a b i l i t y  and to  in c re a s e  a c c e p ta b i l i ty  in  th e  

e s tim a tio n  p ro c e s s . In  a l l  D elphi groups, members cou ld  n o t a s s o c ia te  

s p e c i f i c  resp o n ses  w ith  o th e r  members. T h is  allow ed  managers to  change 

t h e i r  e s tim a te s  d u ring  a  subsequent round w ith o u t p u b lic ly  ad m ittin g  to  

th e  o th e r  p a r t i c ip a n ts  th a t  th ey  had done so . In  a d d i t io n ,  p a r t ic ip a n ts  

could  n o t be p re ssu red  in to  ag ree in g  w ith  managers w ith  g re a te r  

a u th o r i ty .

Four i t e r a t i o n s  were used, in c lu d in g  one round to  develop th e  

c r i t i c a l  a c t i v i t y  l i s t  (se e  F ig u re  1 ) .  In  rounds th r e e  and fo u r , 

th e  median o f  a l l  m anagers ' e s tim a te s  and each m anager's  own e s tim a te s  

from th e  p rev io u s  round were p rov ided .
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At T l ,  c r i t i c a l  in c id e n ts  were c o l le c te d  from th e  p a r t i c ip a n t s .

These d a ta  were c o l la te d  and re tu rn e d  to  th e  p an e l a t  T2 a s  th e  c r i t i c a l  

a c t i v i t y  l i s t .  In  a d d i t io n  to  th e  a c t i v i t y  l i s t ,  a t  T2, T3, and T4 

p a r t i c ip a n ts  were p ro v id ed  w ith  a  summary o f th e  p ro je c t  to  d a te  and were 

asked to  make e s tim a te s  re g a rd in g  th e  RN and LPN p o s i t io n s .  The 

in s t r u c t io n s  th a t  accom panied th e  e s tim a tio n  component of t h i s  c o n d i tio n  

( a t  T2, T3, and T4) were s im i la r  to  th o se  used f o r  th e  g lo b a l e s t im a tio n  

ta s k .  However, th e  fo llo w in g  s ta tem en t was added to  focus a t t e n t i o n  on 

th e  c r i t i c a l  a c t i v i t y  l i s t :

You should  r e f e r  to  th e  RN (LPN) job  d e s c r ip t io n  and 
th e  RN c a te g o r ie s  and example a c t i v i t i e s  [ c r i t i c a l  a c t i v i t y  
l i s t ] .  Remember t h a t  em ployees w i l l  perform  th e se  
a c t i v i t i e s  a t  d i f f e r i n g  le v e ls  o f  p ro f ic ie n c y  and /o r 
frequency . T hat i s ,  s u p e r io r  RNs w i l l  dem onstrate  some 
c o s t-s a v in g  o r revenue g e n e ra tin g  a c t i v i t i e s  more o f te n  (o r  
co s t-p ro d u c in g  a c t i v i t i e s  l e s s  o f te n )  than  average RNs, who 
in  tu rn  w i l l  do b e t t e r  th an  below average RNs.

At T2 only 50 th  p e r c e n t i l e  e s tim a te s  were c o l le c te d .  At T3 and T4, 

s ix  e s tim a te s  were re q u e s te d , i . e . ,  15 th , 5 0 th , and 85th  p e r c e n t i l e  

e s tim a te s  fo r  each jo b .

The feedback component in c o rp o ra te d  in  t h i s  c o n d itio n  was s im i la r  

to  th e  s t ru c tu re d  feedback  procedure  used in  th e  B & F c o n d itio n .

However, th e re  were s e v e ra l  key d i f f e r e n c e s .  The most obvious 

d if f e re n c e  i s  th e  q u a l i t a t i v e  d a ta  c o l le c t io n  and feedback , i . e . , th e  

c r i t i c a l  a c t i v i t y  l i s t .  O ther d if f e re n c e s  were th a t  fo r  th e  D elphi 

c o n d itio n : (1) The i n i t i a l  e s tim a tio n  ta sk  only  focused on th e  50 th

p e r c e n t i l e  such th a t  e s t im a te s  o f th e  perform ance extrem es were n o t 

re q u e s te d  u n t i l  p a r t i c ip a n t s  re c e iv e d  th e  50th  p e rc e n t i le  feedback ; (2 ) 

P a r t i c ip a n t s  were a llow ed  to  re e s t im a te  t h e i r  50 th  p e r c e n t i le  e s t im a te s ,  

w h ile  in  th e  B & F c o n d i t io n ,  a f t e r  i n i t i a l  e s tim a te s ,  p a r t i c ip a n ts  used 

th e  av erage  o f 50th  p e r c e n t i l e  e s t im a te s ;  (3 ) Feedback was in  th e  form
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o f  m edians; (4 ) An a d d i t io n a l  i t e r a t i o n  was used such th a t  p a r t i c ip a n t s  

were a b le  to  re v is e  t h e i r  e s t im a te s  tw ic e ; and, (5 ) P a r t i c ip a n t s  were 

p rov ided  w ith  more d e ta i le d  feedback  such th a t  th e  g ro u p 's  15th and 85th  

p e r c e n t i l e  av e ra g es , a s  w e ll a s  th e  50 th  p e r c e n t i l e  av e ra g es , were 

p rov ided  a s  feedback . C le a r ly ,  th e  D elphi c o n d itio n  i s  more a k in  to  

p rev io u s  a p p l ic a t io n s  o f  th e  D elph i p rocedure th a n  i s  th e  B & F 

c o n d itio n . Appendix F in c lu d e s  a  s e t  o f th e  forms used in  th e  D e lp h i/ 

b e h a v io ra l example c o n d itio n .

P o s t-q u e s tio n n a ire . A ll p a r t i c ip a n ts  re c e iv e d  a  p o s t-q u e s tio n n a ire  

a t  T4. T h is q u e s tio n n a ire  c o n s is te d  o f 13 to  15 s ta tem en ts  ( i . e . ,  two 

s ta te m e n ts  were c o n d itio n  s p e c i f i c ) .  Each s ta tem en t used a  5 -p o in t ,  

a g re e -d is a g re e , L ik e r t- ty p e  s c a le ,  w ith  1 anchored as " s tro n g ly  

d is a g re e " ,  3 as " n e i th e r  a g re e  nor d isa g re e "  and 5 a s  " s tro n g ly  a g re e " . 

S e v e ra l s ta tem en ts  re q u e s te d  p a r t i c ip a n t s '  r e a c t io n s  to :  (1 ) th e

e s tim a tio n  ta sk  ( e . g . ,  ta sk  am b ig u ity , tim e req u ire m e n ts); (2 ) th e  

e s tim a te s  they  g en era ted  ( e . g . ,  th e  accuracy  o f t h e i r  e s t im a te s ) ;  and , 

(3 )  th e  use  o f  th e  e s tim a te s  ( e . g . ,  to  e v a lu a te  a t r a in in g  program ).

Two s ta te m e n ts  p e r ta in e d  to  th e  o v e ra l l  perform ance o f n u rse s .

F in a l ly ,  one s ta tem en t p e r ta in e d  to  th e  c r i t i c a l  a c t i v i t y  l i s t  and 

was o n ly  ad m in is te red  to  th e  D elphi p a r t i c ip a n ts ,  and one s ta te m e n t 

a d d ressed  group feedback  and was ad m in is te re d  to  B & F and D elph i 

p a r t i c ip a n t s .  Appendix G in c lu d e s  a copy o f th e  p o s t-q u e s tio n n a ire ,  

in c lu d in g  in s t r u c t io n s .
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I I I .  RESULTS

A n aly tic  Approach

A s e r i e s  o f  mixed model ANOVAs, w ith  SDy e s tim a tio n  method ( i . e . ,  

re se a rc h  c o n d itio n )  a s  th e  between f a c t o r ,  were used to  a d d re ss  th e  

v a l id i ty  and p sychom etric  p ro p e rty  h y p o th eses . The w ith in  f a c to r s  

v a rie d  by a n a ly s is  b u t in c lu d e d : jo b s  (RN, LPN), p e r c e n t i l e  (15, 50,

85, l i n e a r  and q u a d r a t ic ) ,  and SDy (u p p e r, lo w e r) . In  a d d i t io n ,  H a rtle y  

F-max t e s t s  were conducted on SDy v a ria n c e s  to  t e s t  th e  e s tim a to r  

v a r i a b i l i t y  h y p o th e s is . F in a l ly ,  one-way ANOVAs were conducted  on th e  

p o s t-q u e s tio n n a ire  re sp o n se s  to  a s s e s s  th e  r e l a t i v e  a c c e p ta b i l i ty  o f th e  

th re e  c o n d it io n s .

D e sc r ip tiv e  S t a t i s t i c s

T ab les 6 and 7 p re s e n t  th e  means and s ta n d a rd  d e v ia tio n s  fo r  each 

p e rc e n t i le  e s tim a te  and f o r  each SDy e s tim a te  (SDy low er; SDy upper;

SDy t o t a l )  a c ro ss  th e  two jo b s  (RN & LPN). T able 6 c o n ta in s  th e  d a ta  

from T3; Table 7 c o n ta in s  th e  d a ta  from T4. The average  SDy t o t a l s  fo r  

th e  RN and LPN jo b s , c o l la p s e d  a c ro s s  c o n d itio n s ,  a t  T4, w ere: $4367.31 

and $3324.93, r e s p e c t iv e ly .  The average p e r c e n t i l e  e s tim a te s  f o r  RN 

were: 15th p e r c e n t i l e  = $17,749; 50th  p e r c e n t i l e  = $22,792; 85th

p e rc e n t i le  = $26,483. The e s tim a te s  f o r  LPN w ere: 15th p e r c e n t i l e  =

$12,211; 50th  p e r c e n t i l e  = $16,223; 85 th  p e r c e n t i l e  = $18,860.

T es ts  o f H ypotheses

Convergence. I t  was h y p o thesized  (1A .1) th a t  th e  th r e e  c o n d itio n s  

would y ie ld  s im i la r  e s t im a te s  a t  T4. S ev era l a n a ly se s  were conducted to
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t e s t  t h i s  convergence h y p o th e s is .

A c o n d itio n  (S & H, B & F, D e lp h i) x jo b  (RN, LPN) x p e r c e n t i le  

(15, 85) a n a ly s is  was conducted u s in g  th e  p e r c e n t i le  d a ta  c o l le c te d  a t  

T4. The 5 0 th  p e r c e n t i l e  e s tim a te s  were n o t inc lu d ed  because th e  B & F 

procedure does n o t re q u ire  th e se  e s t im a te s  a t  T4. A s ig n i f i c a n t  

co n d itio n  main e f f e c t  or c o n d itio n  in t e r a c t io n  would in d ic a te  th a t  th e  

e s tim a tio n  p ro ced u res  y ie ld ed  d i f f e r e n t  p o in t e s tim a te s  a t  T4. As seen  

in  Table 8 , th e  main e f f e c t  f o r  c o n d it io n  and th e  c o n d itio n  in t e r a c t io n s  

were n o n - s ig n if ic a n t .  T h is su p p o rts  th e  convergence h y p o th e s is  (1A .1) 

w ith  reg a rd  to  p e r c e n t i l e  e s t im a te s .  A s im i la r  a n a ly s is  was conducted 

to  a s s e s s  th e  h y p o th e s is  w ith  re g a rd  to  SDy e s tim a te s .

As seen in  Table 9, a l l  c o n d itio n  e f f e c t s  fo r  th e  SDy e s tim a te s  a t  

T4 were n o n - s ig n if ic a n t .  T h is su p p o r ts  h y p o th e sis  1A.1 w ith  re g a rd  to  

SDy e s tim a te s .  In  sum, th e  th r e e  e s t im a tio n  p rocedures y ie ld e d  f i n a l  

p o in t e s tim a te s  and SDy e s tim a te s  which were no t s t a t i s t i c a l l y  

d i f f e r e n t .

A ll p o s t-q u e s tio n n a ire  item s were ev a lu a te d  w ith  one-way ANOVAs. 

Item  10 p e r ta in e d  to  th e  use o f s a la r y  i n  g en era tin g  e s t im a te s .  I t  was 

hypothesized  (1A .2) th a t  th e  D elphi c o n d itio n  and to  some e x te n t ,  th e  

B & F c o n d itio n  would reduce m anagers ' r e l i a n c e  on s a la r y .  As seen  in  

Table 10, th e re  were no d if f e re n c e s  between th e  c o n d itio n s  (F (2 ,5 5 )

= .84; £  > .0 5 ) .  Thus, managers in  th e  D elphi c o n d itio n  and th e  B & F 

c o n d itio n  d id  n o t r e p o r t  l e s s  r e l i a n c e  on s a la ry  than  S & H managers in  

g en era tin g  t h e i r  e s t im a te s .

S e n s i t i v i t y . I t  was h y p o th esized  (1B .1) th a t  each o f th e  th re e  

co n d itio n s  shou ld  be s e n s i t iv e  to  d if f e r e n c e s  between th e  jo b s .  In  

p a r t i c u la r ,  th e  more c r i t i c a l  p o s i t io n  (RN) was hypo thesized  to
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dem onstrate g r e a te r  mean p e r c e n t i l e  e s t im a te s  th a n  th e  l e s s  c r i t i c a l  

(LPN) p o s i t io n .  A job  e f f e c t  and a  job  x p e r c e n t i l e  in te r a c t io n  would 

be an  in d ic a t io n  o f t h i s  s e n s i t i v i t y  to  jo b s .

A re p e a te d  m easures a n a ly s i s  which in c lu d ed  a l l  th re e  p e r c e n t i l e  

e s tim a te s  was re q u ire d  to  a llo w  f o r  th e  b e s t  t e s t  o f h y p o th e sis  1B .1. 

S ince managers in  th e  B & F c o n d itio n  d id  n o t p ro v id e  50th p e r c e n t i l e  

e s tim a te s  a t  T4, T3 e s tim a te s  w ere used fo r  th e  B & F c o n d itio n  a long  

w ith  T4 e s tim a te s  fo r  th e  o th e r  c o n d it io n s .

A c o n d itio n  x job  x p e r c e n t i l e  ANOVA was conducted to  t e s t  th e  

s e n s i t i v i t y  h y p o th e s is . T h is  a n a ly s i s  i s  s u s c e p t ib le  to  v io la t io n s  o f  

th e  assum ption o f s p h e r ic i ty ,  a  common problem  f o r  e f f e c t s  w ith  more 

than  one degree o f freedom in  re p e a te d  m easures d esig n s  (O 'B rien  & 

K a ise r, 1985). T h is problem  i s  compounded because no u se fu l method fo r  

te s t in g  fo r  s p h e r ic i ty  v io la t io n s  i s  a v a i la b le  (Rogan & Mendoza, 1978). 

T h ere fo re , th e  p e r c e n t i l e  e f f e c t s  were broken down in to  l i n e a r  and 

q u a d ra tic  components, each having one degree  o f freedom to  e v a lu a te  th e  

h y p o th esis  and to  avo id  v io la t in g  th e  s p h e r ic i ty  assum ptions (see  

O 'B rien  & K a ise r , 1985). S p e c i f i c a l ly ,  th e  job  e f f e c t  and th e  jo b  by 

l in e a r  p e r c e n t i le  e f f e c t  were t e s t e d  to  a d d re ss  h y p o th e sis  1B.1.

T able 11 p re s e n ts  th e  r e s u l t s  o f t h i s  a n a ly s i s .  As h y p o th e sized , 

th e  job  e f f e c t  (F (1 ,5 5 ) = 746 .06 ; jj < .01) and th e  job  x p e r c e n t i l e  

l in e a r  e f f e c t  (F (1 ,5 5 ) = 38 .55 ; £  < .01 ) were bo th  s ig n i f i c a n t .

A c o n t ra s t  was ev a lu a te d  f o r  th e  s ig n i f i c a n t  job  x p e r c e n t i le  

l in e a r  e f f e c t  to  en su re  th a t  th e  d i f f e r e n c e s  between jo b s  were in  f a c t  

due to  d if fe re n c e s  in  s lo p e . The (85 -  15 RN jo b ) v s . (85 -  15 LPN jo b ) 

c o n tra s t  was s ig n f ic a n t  (j). < .0 5 ) .  Thus, a s  h ypo thesized  (1B .1) th e  

th re e  c o n d itio n s  were s e n s i t iv e  to  d if f e re n c e s  between th e  jo b s .
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N orm ality . I t  was h y p o th esized  (2A .1) th a t  th e  th r e e  methods would 

meet th e  un d erly in g  assum ption  o f n o rm a lity . N orm ality  was te s te d  by 

a s se s s in g  d if f e re n c e s  betw een th e  low er (50 -  15) and upper (85 -  50) 

e s tim a te s  o f SDy. I f  th e s e  d if fe re n c e s  were n o n - s ig n if ic a n t ,  th e  

hy p o th esis  was su p p o rted . Table 9 p re s e n ts  d a ta  which ad d re ss  t h i s  

h y p o th e sis . The n o n - s ig n if ic a n t  SDy e f f e c t  (F (1 ,5 5 ) = 2 .8 4 ; £  > .05 ) 

suggests  th a t  o v e r a l l ,  th e  n o rm a lity  assum ption was n o t v io la te d .  

Furtherm ore, th e  n o n - s ig n if ic a n t  SDy x c o n d itio n  e f f e c t  (I? (2 ,5 5 )

= .00; £  > .05) in d ic a te s  t h a t  none o f  th e  c o n d itio n s  s e p a ra te ly  

v io la te d  th e  n o rm ality  assum ption .

E stim ato r V a r i a b i l i t y . I t  was hypo thesized  (2B .1) t h a t  th e  D elphi 

and th e  B & F c o n d itio n s  would y ie ld  f i n a l  SDy e s tim a te s  w ith  low er 

e s tim a to r  v a r i a b i l i t y  th a n  th e  S & H c o n d itio n . K arren and Bobko (1984) 

and Burke and F re d e r ic k  (1984) examined e s tim a to r  v a r i a b i l i t y .  However, 

they d id  n o t r e p o r t  any i n f e r e n t i a l  s t a t i s t i c s  bu t m erely in sp e c te d  th e  

da ta  to  reach  c o n c lu s io n s . Wroten (1984) re p o rte d  r a t i o s  o f  v a r ia n c e s  

(ap p a ren tly  H a r t le y 's  F-max t e s t s )  to  ad d re ss  th e  e s tim a to r  v a r i a b i l i t y  

is su e .

C o n s is te n t w ith  W ro ten 's  a n a ly s i s ,  H a r t le y 's  F-max t e s t s  were 

conducted on each p a i r  o f  SDy t o t a l  v a r ia n c e s  (See Table 1 2 ). These 

v ariance  t e s t s  in d ic a te d  th a t  fo r  both  jo b s , th e  D elphi c o n d itio n  

y ie ld ed  e s tim a te s  w ith  s ig n i f i c a n t l y  sm a lle r  v a ria n c e s  th an  e i th e r  th e  

B & F o r S & H c o n d it io n s .  The B & F co n d itio n  d id  n o t e x h ib i t  lower 

v a r i a b i l i ty  th an  th e  S & H c o n d itio n .

A c c e p ta b i l i ty . I t  was h y p o thesized  (3 ) th a t  fo r  th e  D elphi 

c o n d itio n , and to  a l e s s e r  e x te n t fo r  th e  B & F c o n d itio n , managers 

would r e p o r t  g re a te r  a c c e p ta b i l i ty  th an  managers in  th e  S & H c o n d itio n .
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T able 10 p re s e n ts  th e  m eans, s tan d a rd  d e v ia tio n s , and one-way ANOVAs 

th a t  were conducted to  t e s t  th e se  hypo theses. Two o f th e  p o s t­

q u e s tio n n a ire  item s were s ig n i f i c a n t .  Managers in  th e  D elph i c o n d itio n  

re p o rte d  th a t  they  f e l t  more c o n f id e n t th a t  they  had com pleted  th e  ta s k  

p ro p erly  than  d id  m anagers in  th e  S & H c o n d itio n  (I? (2 ,5 5 )  = 3 .9 5 ;

£  < .0 5 ). A lso m anagers in  th e  B & F co n d itio n  were more l i k e ly  to  

ag ree  th a t  t h e i r  f i n a l  e s tim a te s  were more a c c u ra te  th a n  m anagers in  th e  

S & H c o n d itio n  (jj < .0 5 ) .  A lthough an exam ination o f T ab le  10 re v e a ls  

th a t  fo r  most item s m anagers in  th e  D elphi c o n d itio n  p ro v id ed  more 

fav o rab le  resp o n ses  th a n  th o se  in  th e  S & H c o n d itio n , o n ly  th e  two 

item s m entioned were s i g n i f i c a n t .  Thus, h y p o th esis  3 re g a rd in g  

manager accep tance o f  th e  p rocedu res was only p a r t i a l l y  su p p o rte d .
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IV . DISCUSSION

I t  i s  im p o rtan t t h a t  I/O  p sy c h o lo g is ts  c l e a r ly  communicate th e i r  

f in d in g s  to  o rg a n iz a tio n a l  d ec isio n -m ak e rs . U t i l i t y  a n a ly se s  convert 

personnel d e c is io n s  in to  a  d o l la r  m e tr ic ;  t h i s  f a c i l i t a t e s  communication 

and allow s managers to  make inform ed d e c is io n s  re g a rd in g  p ro sp e c tiv e  

in te rv e n t io n s .  U n fo r tu n a te ly , an o b s ta c le  to  th e  e f f e c t iv e  use of 

u t i l i t y  a n a ly s is  has been th e  e s tim a tio n  o f SDy. U n ti l  a  v a l id ,  

p sy ch o m etrica lly  sound, and a c c e p ta b le  method o f e s tim a tin g  SDy i s  

a v a i la b le  u t i l i t y  co n cep ts  w i l l  n o t be a p p lie d  to  p r a c t i c a l  problem s.

The S & H procedure f o r  e s tim a tin g  SDy had been h a i le d  as a 

b reak through , bu t some sk e p tic ism  rem ained. C le a r ly ,  th e  S & H 

procedure needed to  be e v a lu a te d  w ith  c o n s id e ra tio n  given  to  both  

s c i e n t i f i c  s ta n d a rd s  ( e . g . ,  psychom etric  p ro p e r t ie s )  a s  w e ll a s  manager 

a c c e p ta b i l i ty .  Thus, th e  c u r r e n t  re s e a rc h  a ttem p ted  to  a d d re ss  two 

q u e s tio n s . F i r s t ,  i s  th e  S & H procedure s c i e n t i f i c a l l y  sound and 

accep tab le  to  m anagers? Second, a re  th e  B & F and D elphi m o d if ic a tio n s  

o f th e  S & H procedure  improvements over th a t  p rocedure?

This s tu d y 's  f in d in g s  w ith  re g a rd  to  th e  convergence, s e n s i t i v i t y ,  

and n o rm ality  hypotheses su g g es t th a t  th e  S & H p rocedure  does y ie ld  

u se fu l e s t im a te s .  S e v e ra l a d d i t io n a l  f in d in g s  su g g es t th a t  th e  D elphi 

m o d ifica tio n  was an improvement over th e  S & H p ro ced u re . S p e c i f ic a l ly ,  

i t  was found th a t :  (1 )  The D elphi procedure reduced  e s tim a to r

v a r i a b i l i t y  r e l a t i v e  to  th e  S & H and B & F p ro ced u re s ; (2 )  D esp ite  a 

g re a te r  tim e req u ire m en t, m anagers in  th e  D elphi c o n d itio n  re p o rte d
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s l i g h t l y  h ig h e r  a c c e p ta b i l i ty  th an  m anagers in  th e  S & H c o n d itio n ; and

(3 ) The c r i t i c a l  a c t i v i t y  l i s t  was a v a lu a b le  by -product o f th e  D elphi 

e s tim a tio n  p ro ced u re .

The d is c u s s io n  s e c t io n  examines th e s e  r e s u l t s  in  d e t a i l  and lo o k s 

a t  each  o f th e  proposed hypo theses: V a lid i ty  (convergence and

s e n s i t i v i t y ) ; P sychom etric  p ro p e r t ie s  (n o rm a lity  and e s tim a to r  

v a r i a b i l i t y ) ;  and, A c c e p ta b il i ty .

As h y p o th esized  (1 A .1 ), th e  th r e e  p rocedu res  y ie ld ed  convergen t 

e s t im a te s .  S ince each procedure  a ttem p ted  to  m easure th e  same c o n s tru c t  

t h i s  i s  an encourag ing  f in d in g . As n o ted  e a r l i e r  (s e e  T able 2) th e  

S & H procedure  has  converged w ith  some methods ( e . g . ,  a r c h iv a l  s a le s  

d a ta )  bu t n o t w ith  o th e rs  ( e . g . ,  CREPID). In  th e  c u r re n t  s tu d y , th e  

th r e e  p rocedu res  y ie ld e d  e s tim a te s  t h a t  were no t d i f f e r e n t  

s t a t i s t i c a l l y .  However, t h i s  convergence does n o t im ply th a t  th e  

e s t im a te s  were i d e n t i c a l .  SDy e s tim a te s  f o r  th e  RN p o s it io n  d i f f e r e d  as  

much a s  38% a c ro s s  p rocedu res  ( i . e . ,  $4733 v s . $3488).

A lthough n o n - s ig n if ic a n t  s t a t i s t i c a l l y ,  t h i s  d if fe re n c e  cou ld  have 

p r a c t i c a l  im p lic a t io n s .  I f  th e  d i f f e r e n t  SDy e s tim a te s  le a d  to  

d i f f e r e n t  human re so u rc e  d e c is io n s , th e n  a problem  e x i s t s .  At th e  

h o s p i t a l ,  th e  e s tim a te s  were used to  determ ine th e  u t i l i t y  o f th e  

perform ance a p p r a i s a l  system . R eg ard less  o f  which SDy e s tim a te  was used 

( e . g . ,  $4733 v s . $3488), th e  u t i l i t y  o f  th e  system  was dem onstrated . At 

l e a s t  in  t h i s  in s ta n c e ,  th e  d if fe re n c e  between p rocedures was non­

s ig n i f i c a n t  from bo th  a s t a t i s t i c a l  and a  p r a c t i c a l  p e rs p e c tiv e .

Convergence a c ro s s  p rocedures i s  d e s i r a b le .  However, a c lo se  

convergence o f p e r c e n t i l e  e s tim a te s  w ith  a c tu a l  s a la ry  may be an 

in d ic a t io n  th a t  e s t im a to rs  r e l i e d  h e a v ily  on s a la ry  in  g en e ra tin g  th e i r
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e s tim a te s .  H ypothesis 1A.2 was n o t confirm ed. Managers in  th e  D elphi 

c o n d itio n  d id  n o t r e p o r t  l e s s  r e l i a n c e  on s a la ry  than  m anagers in  th e  

B & F c o n d itio n , nor d id  B & F managers r e p o r t  l e s s  r e l ia n c e  th a n  managers 

in  th e  S & H c o n d itio n . W hile S & H managers d id  r e p o r t  th e  g r e a te s t  

r e l i a n c e  on s a la ry  th e  d i f f e r e n c e s  were n o n - s ig n if ic a n t .

The d a ta  su g g es t th a t  th e  managers in  a l l  c o n d itio n s  may have 

r e l i e d  h e a v ily  on th e i r  knowledge o f n u rse s ' s a la ry  when th e y  made t h e i r  

e s t im a te s .  The minimum, a v e ra g e , and maximum s a l a r i e s  fo r  th e  LPN 

p o s i t io n  w ere: $13,553, $16 ,711 , and $17,270. For th e  RN p o s i t io n ,  th e

s a l a r i e s  w ere: $17,826, $21 ,407 , and $23,223. A com parison o f  th e se

s a l a r i e s  w ith  th e  d a ta  co n ta in ed  in  Tables 6 and 7 re v e a ls  a c lo s e ,  

though n o t i d e n t i c a l ,  co rrespondence between th e  n u rs e s ' s a l a r i e s  and 

th e  mean p e r c e n t i le  e s tim a te s  p rov ided  by m anagers. T h is h o s p i t a l  had a 

w e ll developed job  e v a lu a tio n  system  so i t  i s  p o s s ib le  th a t  th e  

s im i la r i ty  between th e  e s tim a te s  and the  n u rs e s ' s a l a r i e s  i s  an 

in d ic a t io n  o f accu racy . On th e  o th e r  hand, s in c e  th e  jo b s  had no 

p ro d u c tio n  o r s a le s  d a ta  fo r  m anagers to  r e f e r  to  when th ey  made th e i r  

e s tim a te s  t h i s  convergence may sim ply  in d ic a te  th a t  managers r e l i e d  on 

s a la r y .  U n fo rtu n a te ly , th e  d a ta  do n o t allow  fo r  a  com parison o f  th e se  

in t e r p r e ta t io n s .  F u ture re s e a rc h  should  ad d ress  th e  r e l a t io n s h ip  o f  

s a la ry  and p e r c e n t i l e  e s t im a te s ,  s in c e  a s tro n g  correspondence su g g e s ts  

an o v e rly  s im p l is t i c  e s tim a tio n  s t r a te g y .

The jo b s  th a t  were chosen f o r  t h i s  s tudy  were h ig h ly  s im i la r  

s e rv ic e  jo b s . T h is was done to  a llo w  fo r  a r ig o ro u s  t e s t  o f th e  

p ro c e d u re s ' s e n s i t i v i t y  to  d i f f e r e n c e s  ac ro ss  jo b s . The more s im i la r  

th e  jo b s  and th e  le s s  q u a n t i f ia b le  th e  jo b s ' perform ance c r i t e r i a  th e  

more d i f f i c u l t  i t  should be to  d i f f e r e n t i a t e  between jo b s .
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A ll th re e  p ro ced u res  w ere s e n s i t iv e  to  th e  d if f e re n c e s  between th e  

jo b s ; t h i s  supported  h y p o th e s is  1B .1. T h is  f in d in g  i s  c r i t i c a l  because  

u t i l i t y  a n a ly se s  may compare p e rso n n e l d e c is io n s  a c ro ss  jo b s .  I f  SDy 

e s tim a te s  a r e  n o t s e n s i t i v e  to  job  d if f e re n c e s ,  com parative u t i l i t y  

an a ly se s  a re  m ean in g less . U n fo rtu n a te ly , th e  optimism a s s o c ia te d  w ith  

th e  s e n s i t i v i t y  r e s u l t s  m ust be tem pered by th e  concern  th a t  emerged 

reg a rd in g  th e  use  o f s a l a r i e s  in  g e n e ra tin g  e s tim a te s .  I f  th e  

d if fe re n c e s  in  th e  e s tim a te s  a c ro s s  jo b s  m erely r e f l e c t  s a la ry  

d if f e re n c e s ,  th en  any company th a t  h as  a  s a la ry  s t r u c tu r e  th a t  does n o t 

r e f l e c t  th e  a c tu a l  va lue  o f  perform ance cannot use u t i l i t y  a n a ly s i s .  

This would be a  s e r io u s  l im i t a t i o n .

O v e ra ll , th e  convergence and s e n s i t i v i t y  f in d in g s  p rov ide  

su p p o rtin g  evidence fo r  th e  v a l id i t y  o f SDy e s tim a tio n  p ro ced u re s . 

However, because o f th e  p o s s ib le  con tam ina tion  w ith  s a la r y  in fo rm a tio n , 

a d d i t io n a l  d a ta  a re  needed to  confirm  th e  v a l id i ty  o f th e se  p ro ced u re s . 

For exam ple, re se a rc h  which determ ined  th e  s e n s i t i v i t y  o f th e se  

p rocedures to  o rg a n iz a t io n a l  changes ( e . g . ,  a la y o f f  o f 20% o f th e  

w orkforce on th e  b a s is  o f  perform ance should  reduce SDy) would be a  

v a lu ab le  a d d itio n  to  th e  c o n s tru c t  v a l id a t io n  e f f o r t  (Landy, e t  a l . ,  

1982).

N orm ality  has been o p e ra t io n a l iz e d  a s  a n o n - s ig n if ic a n t  d if f e re n c e  

between upper and low er SDy e s t im a te s .  A ll th re e  p rocedures 

dem onstrated n o n - s ig n if ic a n t  d if f e re n c e s ,  and th u s , th e  assum ption o f 

no rm ality  was n o t v io la te d .

While th e  n o rm ality  f in d in g s  were encouraging , e s tim a to r  

v a r i a b i l i t y  i s  p robab ly  th e  more c r i t i c a l  o f th e  psychom etric 

p ro p e r t ie s .  I t  was h y p o th esized  (2B .1) th a t  th e  D elphi c o n d itio n
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managers would dem onstrate  l e s s  v a r i a b i l i t y  in  t h e i r  e s tim a te s  th an  

managers in  th e  B & F c o n d itio n  who would dem onstrate l e s s  v a r i a b i l i t y  

th an  th e  S & H c o n d itio n  m anagers.

As h y p o th e sized , managers in  th e  D elphi c o n d itio n  d id  dem onstrate  

low er e s tim a to r  v a r i a b i l i t y  th an  m anagers in  th e  S & H and B & F 

c o n d it io n s .  T h is  f in d in g  i s  ex trem ely  encouraging and dem onstra tes  th a t  

th e  D elphi procedure a d d re sse s  th e  concerns r a is e d  reg a rd in g  

v a r i a b i l i t y .

The D elphi procedure in c o rp o ra te d  both  th e  c r i t i c a l  in c id e n t  and 

D elphi te c h n iq u e s . The c r i t i c a l  a c t i v i t y  l i s t ,  which was based on th e  

c r i t i c a l  in c id e n t  te ch n iq u e , p rov ided  a  b e h a v io ra lly  based , common frame 

of re fe re n c e  fo r  D elphi m anagers. In  a d d i t io n ,  th e  i t e r a t i o n s  o f th e  

D elphi te ch n iq u e  prov ided  group feedback  which managers could  use to  

r e v is e  t h e i r  p rev io u s  e s t im a te s .  These f e a tu r e s  o f th e  c r i t i c a l  

in c id e n t  and D elphi te ch n iq u es  should  have helped  reduce e s tim a to r  

v a r i a b i l i t y .  However, th e  c u r re n t  r e s e a rc h  was no t designed to  a s s e s s  

th e  r e l a t i v e  c o n tr ib u tio n s  o f each component. In  l i g h t  o f th e  su ccess  o f 

th e  D elphi c o n d itio n  in  th e  c u r re n t  s tu d y , f u tu r e  re s e a rc h  should  seek  

to  id e n t i f y  th e  degree to  which each component was re s p o n s ib le  fo r  

reduced e s tim a to r  v a r i a b i l i t y .

While th e  D elphi p rocedure  dem onstra ted  low er e s tim a to r  v a r i a b i l i t y  

than  th e  S & H p ro ced u re , th e  B & F procedure  d id  n o t. T his f in d in g  i s  

s u rp r is in g  s in c e  th e  B & F c o n d itio n  was e s s e n t i a l ly  a r e p l i c a t io n  of 

Burke and F re d e r ic k ’s (1984) p ro ced u re , which d id  dem onstrate  low er 

v a r i a b i l i t y .  In  f a c t ,  two r e p l i c a t io n s  were b u i l t  in to  th e  c u r r e n t  

s tu d y . One was T3 versu s  T4 w ith in  th e  B & F c o n d itio n ; t h i s  was an 

ex ac t r e p l i c a t io n  o f  Burke and F re d e r ic k ’s o r ig in a l  s tu d y . The second
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was a com parison o f th e  B & F and S & H r e s u l t s  a t  T4. T h is  was a 

s im ila r  com parison b u t between independen t g roups. N e ith e r  com parison 

r e p l ic a te d  Burke and F r e d e r ic k 's  o r ig in a l  f in d in g s .  Why were t h e i r  

f in d in g s  n o t r e p l i c a t e d  in  th e  c u r re n t  re sea rch ?

One reaso n  why th e  c u r re n t  s tu d y  d id  n o t r e p l i c a t e  Burke and 

F re d e r ic k 's  (1984) r e s u l t s  i s  due to  th e  v a r i a b i l i t y  o f  e s tim a te s  befo re  

feedback  ( i . e . ,  S & H p ro c e d u re ) . T ables 3 and 4 p ro v id e  d a ta  on th e  

v a r i a b i l i t y  o f e s tim a te s  ( r a t i o  o f s tan d ard  d e v ia tio n s  to  means) in  a l l  

o f  th e  p rev io u s  s tu d ie s  t h a t  employed th e  S & H te c h n iq u e . In  th e  

c u r re n t s tu d y , th e  S & H procedure  ex h ib ite d  e s tim a to r  v a r i a b i l i t y  w ell 

below th e  average  o f  th e  p rev io u s  s tu d ie s .  T h is was t r u e  f o r  bo th  

p e r c e n t i le  and SDy e s tim a te s  and fo r  both th e  RN and LPN p o s i t io n s .  In  

o th e r  words, th e re  was r e l a t i v e l y  h igh  agreem ent among e s t im a to rs  a t  th e  

beginning  o f th e  c u r r e n t  s tu d y . In  c o n t r a s t ,  th e  S & H c o n d itio n  in  

Burke and F r e d e r ic k 's  o r ig in a l  s tu d y  e x h ib ite d  above av erag e  e s tim a to r  

v a r i a b i l i t y  in  a l l  c e l l s .  Thus, in  Burke and F r e d e r ic k 's  s tu d y  th e re  

was g re a te r  room f o r  improvement and th e  s tru c tu re d  feedback  p ro cess  was 

ab le  to  reduce v a r i a b i l i t y .  The same phenomenon seems to  have a f fe c te d  

K arren and B obko's (1984) u n su c c e ss fu l a ttem p t to  r e p l i c a t e  Burke and 

F re d e r ic k 's  s tu d y . An exam ination  o f T able 4 r e v e a ls  t h a t  in  K arren and 

Bobko's s tu d y , e s t im a to r  v a r i a b i l i t y  in  th e  S & H c o n d itio n  was a lso  

below av erag e . In  a d d i t io n ,  th e  on ly  o th e r  s tudy  which re p o r te d  reduced 

v a r i a b i l i t y  (W roten, 1984) e x h ib ite d  above average e s t im a to r  v a r i a b i l i t y  

in  th e  S & H c o n d it io n .

I t  becomes c l e a r  th e n , th a t  in  th o se  s tu d ie s  where i n i t i a l  

agreem ent was h igh  ( e . g . ,  Karen and Bobko; th e  c u r r e n t  s tu d y )  th e  B & F 

procedure was u n su c c e ss fu l in  red u c in g  e s tim a to r  v a r i a b i l i t y .
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There a re  s e v e ra l  f a c to r s  which may a f f e c t  i n i t i a l  v a r i a b i l i t y .  

F i r s t ,  i t  may be d i f f i c u l t  fo r  managers to  ag ree  on th e  v a lu e  o f  

perform ance fo r  c e r t a in  jo b s .  L o g ic a lly , g e n e ra tin g  e s tim a te s  f o r  jo b s  

where perform ance can  be q u a n t if ie d  would seem to  be e a s ie r .  However, in  

th o se  s tu d ie s  which examined jo b s  w ith  q u a n t if ia b le  perform ance in d ic e s  

( e . g . ,  s a le s  m anagers, in su ra n c e  co u n se lo rs , and bank t e l l e r s )  i n i t i a l  

v a r i a b i l i t y  tended  to  be h ig h . In  c o n t ra s t ,  i t  would appear more 

d i f f i c u l t  to  g e n e ra te  e s tim a te s  fo r  s e rv ic e  jo b s  ( e . g . ,  park  ra n g e rs ,  

enforcem ent s p e c i a l i s t s ,  s e c r e t a r i e s ,  and n u rs e s ) ,  y e t  e s tim a te s  f o r  

th e se  jo b s  have dem onstra ted  low er i n i t i a l  v a r i a b i l i t y .  One p o s s ib le  

ex p lan a tio n  fo r  t h i s  paradox i s  th a t  fo r  th o se  jo b s  w ith o u t a 

q u a n t if ia b le  c r i t e r i o n ,  m anagers focused on s a la r y .  As long  as  

e s tim a to rs  were a l l  f a m i l ia r  w ith  s a la ry  d a ta , agreem ent cou ld  be h ig h . 

For th e  jo b s  w ith  q u a n t i f ia b le  c r i t e r i a ,  some e s tim a to rs  may have 

focused on s a la ry  w hile  o th e rs  focused on th e  c r i t e r i a  i t s e l f .  T h is  

would have in c re a se d  v a r i a b i l i t y .

A second f a c to r  which cou ld  a f f e c t  e s tim a to r  v a r i a b i l i t y  i s  th e  

degree to  which u n i t  o r departm en ta l perform ance i s  homogeneous w ith in  

an o rg a n iz a tio n . I f  perform ance v a r ie s  d ra m a tic a lly  a c ro s s  u n i t s ,  th en  

managers would be b as in g  t h e i r  e s tim a te s  on d i f f e r e n t  sam ples o f 

employee perform ance. Under th e se  c ircum stances an 85 th  p e r c e n t i l e  

perform ance in  one u n i t  may in  f a c t  be h ig h e r th a n  an 85 th  p e r c e n t i l e  

perform ance in  an o th e r u n i t .  T h is would in c re a se  i n i t i a l  e s tim a to r  

v a r i a b i l i t y .

In  a d d i t io n  to  d if f e r e n c e s  in  jo b s  o r in  employee perfo rm ance, th e  

m o tiv a tio n a l le v e l  o f  th e  e s tim a to rs  could a ls o  in f lu e n c e  v a r i a b i l i t y .

I f  managers a re  m o tiv a ted  to  p rov ide a c c u ra te  e s tim a te s  and i f  they
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understand  th e  ta s k ,  then  v a r i a b i l i t y  should  be low er. In  th e  c u r re n t  

s tu d y , managers dem onstrated  h igh  m o tiv a tio n  ( e . g . ,  th ey  prov ided  more 

c r i t i c a l  in c id e n ts  th an  they  were re q u ire d  to  p rov ide) and were g iven  a 

d e ta i le d  ex p lan a tio n  o f  u t i l i t y  co n cep ts  and th e  purpose o f  th e  s tu d y . 

High e s tim a to r  m o tiv a tio n  may have minimized th e  number o f  h as ty  

re sp o n ses  th e re b y  reducing  i n i t i a l  v a r i a b i l i t y .

R egard less  o f  th e  re a so n , i t  seems lo g ic a l  th a t  low i n i t i a l  

v a r i a b i l i t y  m inim izes th e  amount o f ev e n tu a l re d u c tio n  in  v a r i a b i l i t y  

th a t  i s  p o s s ib le .  T h is  could  e x p la in  why th e  B & F c o n d itio n  d id  n o t 

dem onstrate  th e  re d u c tio n  in  v a r i a b i l i t y  th a t  i t  had in  th e  p rev io u s  

re s e a rc h . In  l i g h t  o f t h i s ,  i t  i s  p a r t i c u la r ly  encouraging  th a t  th e  

D elphi p rocedure  dem onstrated  th e  re d u c tio n s  th a t  i t  d id . I t  would be 

in te r e s t in g  to  see  how w ell th e  D elph i procedure reduces e s tim a to r  

v a r i a b i l i t y  when i n i t i a l  v a r i a b i l i t y  i s  h ig h e r.

The re v ise d  procedures were a l s o  hypo thesized  to  improve e s tim a to r  

a c c e p ta b i l i ty  (h y p o th es is  3 ) .  Of th e  te n  item s th a t  s p e c i f i c a l ly  

add ressed  a c c e p ta b i l i ty ,  f iv e  item s favored  th e  D elphi co n d itio n  and f iv e  

favo red  th e  B & F c o n d itio n . None favo red  th e  S & H c o n d itio n .

However, only  two of th e  d if f e r e n c e s  were s ig n i f i c a n t .  E s tim a to rs  who

used th e  D elphi procedure were more c o n fid e n t th a t  they  com pleted th e  

ta s k  p ro p e rly  than  e s tim a to rs  who used th e  S & H p ro ced u re . In  

a d d i t io n ,  managers who used th e  B & F procedure were more l i k e ly  than  

S & H managers to  b e lie v e  th a t  t h e i r  f i n a l  e s tim a te s  were a c c u ra te .

I t  appears  th a t  th e  m odified  p rocedu res  were more a c c e p ta b le  th an  

th e  S & H procedure bu t th e  e f f e c t  was n o t p a r t i c u la r ly  s tro n g . However, 

a c c e p ta b i l i ty  d id  n o t appear to  be a  sev e re  problem in  any of th e

c o n d itio n s  in  t h i s  s tu d y . In  c o n t ra s t  w ith  some p rev io u s s tu d ie s  ( e . g . ,
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Bobko e t  a l . , 1983), th e re  were few co m p la in ts  o r d ropou ts  and only one 

manager p rov ided  in c o n s is ta n t  e s tim a te s  ( i . e . ,  50 th  p e r c e n t i l e  lower 

than  15th  p e r c e n t i l e ) .  In  a d d i t io n ,  th e re  were no m ajor a c c e p ta b i l i ty  

problem s no ted  on th e  p o s t-q u e s tio n n a ire  ( i . e . ,  most means were above 

th e  s c a le  m id -p o in t in  a l l  c o n d i t io n s ) .

The h igh  l e v e l  o f a c c e p ta b i l i ty  fo r  a l l  p rocedu res  may be th e  

r e s u l t  o f s e v e ra l  f a c to r s :  (1 ) a  thorough o r ie n ta t io n  was prov ided  to

a l l  p a r t i c ip a n ts  on u t i l i t y  concep ts  and th e  purpose o f  th e  s tu d y ; (2 ) 

p a r t i c ip a t io n  was v o lu n ta ry ; and (3 )  m anagers a t  t h i s  h o s p i ta l  r e g u la r ly  

p a r t ic ip a te d  in  p e rso n n e l re s e a rc h  and th u s ,  were accustom ed to  

com pleting q u e s tio n n a ire s .

In  summary, th e  m odified  p rocedu res were only  s l i g h t l y  more 

a c c e p ta b le  th an  th e  S & H p rocedu re . However, even t h i s  i s  encouraging 

s in c e  th e  B & F and D elphi p rocedu res were more tim e consuming than  th e  

S & H p ro ced u re . A pparen tly , th e  g r e a te r  tim e  req u irem en ts  o f  th e  

m odified  p rocedu res  d id  n o t e l i c i t  r e s i s ta n c e .

F in a l ly ,  th e re  i s  a unique advantage a s s o c ia te d  w ith  th e  D elphi 

p rocedu re . The c r i t i c a l  a c t i v i t y  l i s t s  t h a t  were g en era ted  as  p a r t  of 

th e  D elphi p rocedu re  a re  v a lu ab le  b y -p ro d u c ts  o f th e  e s tim a tio n  p ro cess . 

These l i s t s  i d e n t i f i e d  a c t i v i t i e s  th a t  c o n t r ib u te  to  o r d e t r a c t  from a 

n u r s e 's  v a lu e  to  th e  h o s p i ta l .  I n te r e s t in g ly ,  th e  human re so u rc e s  

departm ent f e l t  t h a t  th e se  l i s t s  cou ld  a ls o  be used to  h e lp  id e n t i f y  

h ig h  payoff t r a in in g  needs. In  a d d i t io n ,  th e  l i s t s  could  a ls o  be used 

to  f a c i l i t a t e  perform ance co u n se lin g . By exam ining and d isc u ss in g  th e  

co n ten t o f th e  l i s t s ,  employees could  be inform ed th a t  some o f th e i r  

a c t i v i t i e s  have a  g re a te r  in f lu e n c e  on th e  o rg a n iz a tio n . That i s ,  

d is c u ss in g  th e  l i s t  in  a  perform ance a p p r a i s a l  in te rv ie w  should  focus

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

48

em ployees' a t t e n t io n  on a c t i v i t i e s  which managers p e rc e iv e  t o  be 

c r i t i c a l .  Managers cou ld  compare an  em ployee's p a s t  perform ance w ith  

a c t i v i t i e s  no ted  on th e  c r i t i c a l  a c t i v i t y  l i s t .  T h is  com parison should  

enable managers and em ployees to  id e n t i f y  perform ance g o a ls .  In  sum, 

th e  c r i t i c a l  a c t i v i t y  l i s t  must be considered  a v a lu a b le  c o n t r ib u t io n  o f 

th e  D elphi p rocedure  in d ep en d en t o f  o th e r  c o n s id e ra t io n s .

S e le c tin g  a  SDy E s tim a tio n  P rocedure

The r e s u l t s  o f  th e  c u r r e n t  re s e a rc h  a re  u s e fu l in  id e n t i f y in g  when 

to  use each SDy e s t im a t io n  p ro ced u re . With th e  cav e a t t h a t  a d d i t io n a l  

re se a rc h  i s  needed a d d re s s in g  th e  r o le  of s a la ry  in  e s tim a te  g e n e ra tio n , 

s e v e ra l recom m endations can be made.

The D elphi p roced u re  dem onstrated  some c le a r  advan tages over th e  

S & H and B & F p ro c e d u re s . I f  th e  necessary  tim e i s  a v a i la b le ,  th en  in  

most in s ta n c e s  th e  D elph i p rocedu re  i s  recommended. T h is  i s  

p a r t i c u la r ly  t r u e  i f  th e  o rg a n iz a tio n  p lans to  use u t i l i t y  a n a ly se s  on a 

co n tin u in g  b a s is .  The e d u c a tio n a l v a lu e  o f th e  c r i t i c a l  a c t i v i t y  l i s t  

and the  s l i g h t  improvement in  a c c e p ta b i l i ty  should  f a c i l i t a t e  th e  

programm atic u se  o f u t i l i t y  a n a ly s i s .  In  a d d i t io n ,  when a l im ite d  

number o f su p e rv is o rs  a re  a v a i la b le  a s  e s tim a to rs  ( i . e . ,  l e s s  th an  20) 

then  th e  D elphi p roced u re  should  be used to  c o n tro l  e s tim a to r  

v a r i a b i l i t y .

While th e  D elphi p rocedu re  i s  an improvement over th e  S & H 

p rocedure , i t s  ad v an tag es  a re  n o t overwhelming. The r e s u l t s  o f  t h i s  

s tudy  su g g est th a t  th e  S & H p rocedure  i s  a u s e fu l method f o r  e s tim a tin g  

SDy. I f  an e s t im a tio n  p ro ced u re  i s  needed th a t  i s  n o t tim e consuming 

and a la rg e  number o f  su p e rv is o rs  a re  a v a i la b le ,  th en  i t  i s  a p p ro p r ia te  

to  use th e  S & H p ro c e d u re . T his i s  p a r t i c u la r ly  t r u e  i f  low e s tim a to r
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v a r i a b i l i t y  i s  a n t ic ip a te d .

On th e  b a s is  o f  th e  c u r r e n t  r e s u l t s ,  the  B & F p ro ced u re  canno t be 

recommended. However, i n  Burke and F re d e r ic k ’s  (1984) o r ig in a l  s tu d y  

th e i r  p rocedure  d id  red u ce  v a r i a b i l i t y .  Perhaps when tim e i s  

u n a v a ila b le  to  conduct th e  D elph i, b u t h igh  e s tim a to r  v a r i a b i l i t y  i s  

a n t ic ip a te d ,  th en  th e  B & F procedure  may be u s e fu l .  However, t h i s  

recommendation i s  based on Burke and F re d e r ic k ’s f in d in g s  and n o t th e  

c u r re n t s tu d y .

R egard less  which p ro ced u re  i s  s e le c te d ,  i t  i s  su g g ested  th a t  

managers be p rov ided  w ith  a  thorough o r ie n ta t io n ,  in c lu d in g  a  

p re s e n ta tio n  on u t i l i t y  co n c e p ts . A c o n ta c t person  shou ld  be made 

a v a i la b le  to  answer any q u e s tio n s  about th e  p rocedure . In  a d d i t io n ,  i t  

i s  p robably  b e s t  to  s e l e c t  a s  e s t im a to rs ,  only th o se  m anagers who a re  

in t im a te ly  f a m i l ia r  w ith  th e  jo b  in  q u es tio n  and th e n , to  s o l i c i t  

v o lu n te e rs . These su g g e s tio n s  may h e lp  minimize th e  problem s o f  

e s tim a to r  a c c e p ta b i l i ty  and h a s ty  resp o n ses  which can underm ine th e  

a p p lic a t io n  o f u t i l i t y  a n a ly s i s .

C onclusions

This s tudy  co n tin u ed  th e  l i n e  o f u t i l i t y  re se a rc h  which began over 

50 years ago . I t  focused  on th e  s ta n d a rd  d e v ia tio n  o f  perform ance in  

d o l la r s ,  th e  param eter w hich has been th e  a c h i l l e s  h e e l o f  th e  modern 

u t i l i t y  model. The s tudy  c o n tr ib u te d  to  th e  re se a rc h  on SDy e s tim a tio n  

in  s e v e ra l ways: (1 ) A m o d if ic a tio n  o f  th e  S & H procedure  was p re sen te d

th a t  in c o rp o ra te d  th e  D elph i and c r i t i c a l  in c id e n t m ethodo log ies and 

which e x h ib ite d  s e v e ra l  im provem ents over th e  S & H p ro ced u re ; (2 ) For 

th e  f i r s t  tim e , th e  r e l a t i v e  a c c e p ta b i l i ty  of s e v e ra l  SDy p ro ced u res  was 

e x p l i c i t ly  examined; and (3 )  A r ig o ro u s  t e s t  o f th e  p ro c e d u re s ' a b i l i t y

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

50

to  d is c r im in a te  betw een jo b s  was conducted by c o l le c t in g  d a ta  from two 

h ig h ly  s im i la r  jo b s  w ith in  th e  h e a lth  c a re  in d u s try .

T his s tu d y  p rov ided  some a d d i tio n a l su p p o rt f o r  th e  s c i e n t i f i c  

soundness o f  th e  S & H e s tim a tio n  p rocedu re . S p e c i f i c a l ly ,  th e  f in d in g s  

reg a rd in g  th e  convergence, s e n s i t i v i t y ,  and n o rm a lity  o f e s tim a te s  were 

encourag ing . However, a  s e r io u s  concern emerged. There was a  c lo se  

correspondence betw een employee sa la ry  and m an ag er's  p e r c e n t i l e  

e s tim a te s .  T h is  su g g ested  th a t  managers may r e ly  to o  h e a v i ly  on 

employee s a la ry  when making t h e i r  e s tim a te s .  The optim ism  a s s o c ia te d  

w ith  th e  p o s i t iv e  f in d in g s  must be tempered by t h i s  co n ce rn .

There was ev id en ce  th a t  th e  Delphi p rocedure  was an improvement 

over th e  S & H p ro ced u re . The Delphi p rocedure  was s l i g h t l y  more 

a c c e p ta b le  to  m anagers th an  th e  S & H p ro ced u re . T h is  was t r u e  even 

though th e  D elphi p rocedure  req u ire d  a  g re a te r  tim e commitment. In  

a d d i t io n ,  th e  c r i t i c a l  a c t i v i t y  l i s t  was a v a lu a b le  b y -p ro d u c t o f  th e  

D elphi e s tim a tio n  p ro c e s s . L a s tly , th e  D elphi p roced u re  dem onstrated  

le s s  e s tim a to r  v a r i a b i l i t y  th a n  th e  B & F and S & H p ro ced u res .

O v e ra ll , t h i s  s tudy  p rov ided  a d d it io n a l  su p p o rt f o r  th e  use of 

u t i l i t y  a n a ly se s  in  o rg a n iz a tio n a l s e t t in g s .  The D elph i p rocedure  was 

recommended fo r  many s i tu a t io n s ,  but th e  S & H p ro ced u re  may a lso  be 

a p p ro p r ia te  under c e r t a in  c ircum stances.
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Table 1

P rev ious S tu d ie s  T hat Have Used th e  S & H SDy P rocedu re

Study Jobs Sample S ize

Weekly, F rank , O 'Connor, S to re  Managers 110
& P e te rs  (1985)

Janz & E th e rin g to n  (1983) S ta f f  A ccountants 42

Burke & F re d e r ic k  (1984) D i s t r i c t  S a le s  Managers 26

Schmidt, Mack, & H unter (1984) P ark  Rangers 114

Bobko, K arren , & P ark in g to n In su ran ce  C ounselors 13
(1983)

K arren & Bobko (1984) U .S. M arshall S e rv ic e  
Enforcem ent S p e c i a l i s t  
W itness S e c u r ity  S p e c i a l i s t s  
S uperv iso ry  D ep u ties

10

Schmidt, H un ter, McKenzie, Budget A nalysts 62
& Muldrow (1979) Computer Programmers 105

Mayer (1982) Bank T e l le r s 51

Branden & Jacobs (1985) S erv ice  O rg an iza tio n  
S uperv iso r 
P ro cess in g  C le rk  
Data Entry  
F i l e  C lerk
P ro cess in g  S p e c i a l i s t  
M ail C lerk  
S e c re ta ry

8

M anufacturing O rg a n iz a tio n  A 
F i r s t  Line S u p erv iso r 
G eneral Foreman 
I n d u s t r ia l  E ngineer 
P urchasing  Manager 
P roduction  C o n tro l le r s

7

M anufacturing O rg an iza tio n  B 
Buyer
I n d u s t r ia l  Nurse 
L abo re r/C leaner 
Machine A tten d an t 
Screen O perator 
S e c re ta ry  
T echn ic ian

10
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Table 1 (continued)

Study Jobs Sample S ize

Wroten (1984) Petro leum  & Chemical In d u s try
O pera tions  Jobs 34
Head O perator
O u tside  O perator
Pump O perator
M aintenance Jobs 29
In s tru m en t T echnician
O u tside  Mechanic
Welder

M athieu & Leonard (1984) Head Bank T e l le r 19
O pera tions Manager 25
Branch Manager 18

N ote. 11 s tu d ie s  c o n ta in e d  117 independen t sam ples th a t  p rov ided  39 
e s tim a te s  o f  SDy. The a r i th m e t ic  mean o f th e  sample s iz e s  was 4 0 .2 , and 
t h e i r  median was 26.
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Table 2

Convergence o f SDy E stim ates  Based on th e  S & H Technique With 

A lte rn a tiv e  Methods

Study A lte rn a tiv e  M ethod(s)

Convergent

Wroten (1984) Anchored 5 0 th  p e r c e n t i l e  e s tim a tio n  p rocedure

Bobko, K arren & A rch iv a l s a le s  d a ta
P ark in g to n  (1983)

Burke & F re d e r ic k  (1984) C onsensual feedback  o f 50th  p e rc e n t i le

Mayer (1982) Value added acco u n tin g  procedure

Janz & E th e rin g to n  (1983) Behavior r a t in g  method ( r a te d  frequency  of 
perform ance outcomes f o r  one e f f e c t iv e ,  two 
av e rag e , and one in e f f e c t iv e  in d iv id u a l  and 
used "m ark e t-v a lu e"  o f  outcomes to  g e t SDy)

Nonconvergent

Mayer (1982) E stim a tes  g en e ra ted  by non-managers

Janz & E th e rin g to n  (1983) Behavior t r i s e c t i o n  method ( r a te d  frequency  
o f  outcomes fo r  low er, m idd le, and upper 
o n e - th ird  p e rfo rm ers  and used "m arket-va lue"  
o f outcomes to  g e t SDy)

Weekly, F rank , O'Connor CREPID
& P e te rs  (1985)

Wroten (1984) E stim a tin g  d o l l a r  va lu e  o f in d iv id u a ls  and 
computing s ta n d a rd  d e v ia tio n  d i r e c t ly
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Table 3

Ratio and Percentage of Standard Deviation to Mean for 15th, 50th, and

85th Percentile Estimates from Previous S & H SDy Studies

Study
15th P e rc e n t i le  
R a tio  %

50th  P e r c e n t i le  
R a tio  %

85th  P e r c e n t i le  
R atio  %

Weekly e t  a l .  
(1985)
S to re  Managers

13,148 = 88 .6  
14,837

23,399 = 85 .0  
27,537

43,799 = 
42,772

102.4

Burke & F re d e r ic k  
(1984)
D i s t r i c t  S a le s  
Managers

64,000 = 158.8 
40,300

101,900 = 135.5 
75,200

148,400 = 
108,200

137.2

Schm idt, Mack, 
& H unter 

(1984)
Park Rangers

2,869 = 34 .4  
8,347

3,836 = 28 .4  
13,531

5,437 = 
17,317

31 .4

Bobko e t  a l ,  
(1983) 
In su ran ce  
C ounselors

2 ,200 = 19.6 
11,200

7,800 = 48 .8  
16,000

18,000 = 
22,400

80 .4

Mayer (1982) 
Bank T e l le r s

4 ,380 = 51.1 
8,576

29,889 = 135.1 
22,129

130,646 = 
52,441

249.1

MEANS 70.5% 86.6% 120.1%
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Table 4

Ratio and Percentage of Standard Deviation to Mean for SDy lower, SDy

upper, and SDy total from Previous S & H SDy Studies

S tu d y /Jo b (s )

Janz  & E th e rin g to n
(1983)
S ta f f  A ccountants

Burke & F red e rick
(1984)
D i s t r i c t  S a le s  
Managers

Schmidt e t  a l .  
(1984)
P ark  Rangers

Bobko e t  a l .
(1983)
In su ran ce
C ounselors

K arren & Bobko
(1984)
Enforcem ent
S p e c ia l i s t

W itness S ecu rity  
S p e c ia l i s t

S uperv iso ry
D epu ties

Schmidt e t  a l .  
(1979)
Budget A nalysts

Computer
Programmers

Mayer (1982)
Bank T e l le r s

SDy low er (50-15) 
R a tio  %

58,000 = 155.1
37,400

3,813 = 74 .8  
5,101

7,000 = 148.9
4,700

4,700  = 60 .3
7,800

3,900 = 52 .7
7.400

5,200 = 70 .3
7.400

10,606 = 106.5 
9,955

29,640 = 218 .7  
13,553

SDy upper (85-50) 
R a tio  7o

52,100 = 157.9
33,000

2,546 = 67 .0  
3,801

10,400 = 162.5
6,400

4 .300  = 74.1
5 ,800

3.300 = 76.7
4 .300

3,100  = 44 .9
6,900

17,143 = 157.7 
10,871

101,927 = 336.3 
30,312

SDy t o t a l  
R a tio  %

4 ,814  = 54 .8  
8 ,786

53,102 = 146.8 
36,163

8,819 = 77.9  
11,327

65,222 = 297.4 
21,932
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Table 4 (continued)

SDy lower (50-15) SDy upper (85-50) SDy t o t a l  
S tu d y /Jo b (s )  R atio  % R a tio  % R atio  %

Brandon & Jacobs (1985) 
S e rv ice  O rg an iza tio n 1,787 = 38 .5  

4,647

P ro cess in g  C lerk 1,163 = 35 .3  
3,294

D ata E ntry 784 = 27.1  
2,898

F i le  C le rk 708 = 33 .5  
2,112

P ro cess in g  S p e c ia l i s t 1,140 = 33 .4  
3,418

M ail C lerk 982 = 5 0 .4  
1,949

S e c re ta ry 1,239 = 34 .7  
3,569

M anufacturing O rgan iza tion  A 
F i r s t  L ine S u p erv iso r 6,026 = 46 .9  

12,857

G eneral Foreman 11,404 = 4 6 .3  
24,643

I n d u s t r ia l  E ngineer 14,059 = 77 .2  
18,214

P urchasing  Manager 24,398 = 55 .1  
44,286

P ro d u c tio n  C o n tro l le r 16,947 = 65 .0  
26,071
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Table 4 (continued)

SDy low er (50-15) SDy upper (85-50) SDy t o t a l  
S tu d y /Jo b (s )  R a tio  % R atio  % R atio  %

M anufacturing O rg a n iz a tio n  B
Buyer 47,314 = 93.7  

50,500

I n d u s t r ia l  Nurse 17,111 = 124.' 
13,750

L abo re r/C lean er 5,165 = 98 .4  
5,250

Machine A tten d an t 10,442 = 74.3  
14,050

Screen O perato r 7,070 = 87 .3  
8,100

S e c re ta ry 18,926 = 75.1 
25,200

T echnician 18,277 = 96.7 
18,900

Wroten (1984) 
O perations Jobs 
Head O perator 28,684 = 114.1 

25,036

O utside  O perato r 17,449 = 88 .0  
19,830

Pump O perato r

M aintenance Jobs 
In s tru m en t T ech n ic ian

11,533 = 79 .0  
14,595

31,266 = 90 .6  
34,502

O utside Mechanic 21,828 = 91 .0  
23,980

Welder 18,177 = 83 .4
21,805
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Table 4 (continued)

S tu d y /Jo b (s)
SDy low er (50-15) 
R a tio  %

SDy upper (85-50) 
R atio  %

SDy t o t a l  
R a tio  %

M athieu & Leonard 
(1984)
Head T e lle rs 3 ,775  = 94 .7  

3 ,987
1,016 = 41 .9  
2,424

2 ,166
3 ,206

= 67 .6

O perations
Managers

45,080 = 232.5 
19,386

28,725 = 213.3 
13,467

36,885
16,427

= 224.5

Branch Managers 40,042 = 183.9 
21,777

8,570 = 73 .4  
11,683

23,767
16,730

= 142.1

Means 127.13% 127.79% 85.97%
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Table 5
a

Means and S tandard  D ev ia tio n s  o f Demographic Data fo r  Study 

P a r t i c ip a n ts

Complete Sample 
(N = 64)

Reduced Sample 
(N = 58)

Tenure (y e a rs ) 10 .5 11.2
(6 .4 ) (6 .4 )

Number o f RN's 17 .3 17.1
in  u n it (2 8 .7 ) (2 9 .5 )

Number o f LPN's 8 .0 7 .6
in  u n it (1 1 .6 ) (1 1 .1 )

Number o f R N 's-reg u la r 30 .8 30 .6
c o n ta c t o u ts id e  u n i t (5 1 .1 ) (5 2 .1 )

Number o f L P N 's-reg u la r 11 .0 11.1
c o n ta c t o u ts id e  u n it (1 7 .6 ) (1 7 .9 )

F a m ilia r i ty  w ith  budget 3 .4 3 .5
(1 = low, 5 = h igh) (1 .2 ) (1 .2 )

Years involved  in  th e 2 .7 2 .7
budgeting  p ro cess (3 .1 ) (3 .0 )

a
Standard d e v ia tio n s  a re  in  p a re n th e s e s .
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Table 6
a

Means and Standard Deviations for Percentile and SDy Estimates: Time 3

P e r c e n t i le s SDy

15% 50% 85% SDy low er SDy upper SDy t o t a l

B & F

RN 16,960
(5 ,118)

22,004
(2 ,4 1 6 )

25,929
(3 ,077)

5,044
(4 ,656 )

3,924
(974)

4,484
(2 ,524)

LPN 10,784
(3 ,593 )

14,729
(1 ,7 3 2 )

17,716
(1 ,714)

3,944
(3 ,375 )

2,987
(1 ,1 1 9 )

3,465
(1 ,836)

D elphi

RN 19,962
(3 ,538)

23,888
(4 ,5 2 9 )

17,716
(5 ,155)

3,926
(1 ,6 4 9 )

3,151
(1 ,1 5 3 )

3,539
(1 ,116)

LPN 13,675
(3 ,803)

16,681
(4 ,0 9 5 )

19,321
(4 ,874)

3,006
(1 ,5 2 8 )

2,641
(1 ,3 4 3 )

2,823
(1 ,147)

N ote. D elphi T2 50 th  p e r c e n t i l e  e s tim a te s :  RN = $24,238 (6096);
LPN = $17,549 (5292). 
a

S tandard  d e v ia tio n s  a re  i n  p a re n th e se s .

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

67

Table 7
a

Means and Standard Deviations for Percentile and SDy Estimates: Time 4

P e r c e n t i le s SDy

15% 50% 85% SDy low er SDy upper SDy t o t a l

S & H

RN 17,215
(4 ,524)

22,223
(3 ,3 1 7 )

26,428
(4 ,449 )

5,008
(5 ,700)

4,205
(1 ,875 )

4,607
(3 ,2 9 7 )

LPN 12,083
(3 ,132 )

15,858
(2 ,1 3 4 )

18,875
(3 ,212 )

3,774
(3 ,822)

3,016
(1 ,758 )

3,396
(2 ,367 )

B & F 

RN 16,615
(5 ,004 )

b
22,004

h

26,161
(2 ,602 )

5,389
(5 ,004)

4,157
(2 ,602 )

4,773
(3 ,316 )

LPN 10,856
(3 ,559 )

14,729 18,129
(2 ,326 )

3,873
(3 ,559)

3,400
(2 ,326)

3,636
(2 ,438)

D elphi

RN 20,029
(3 ,307 )

24,012
(4 ,2 2 3 )

26,924
(5 ,063)

3,983
(1 ,456)

2,912
(1 ,300 )

3,448
(1 ,224)

LPN 13,839
(3 ,574 )

17,006
(3 ,8 6 0 )

19,560
(4 ,586)

3,167
(1 ,233)

2,555
(1 ,273 )

2,860
(1 ,051 )

a
S tandard  d e v ia t in s  a re  i n  p a re n th e se s .

b
Denotes f ix e d  value  from tim e 3 , no s tan d ard  d e v ia t io n .
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Table 8

Summary o f the  ANOVA Perform ed on th e  T4 P e r c e n t i le  E s tim a te s : C ond ition

(S & H, B & F, D elphi) x Jobs (RN, LPN) x P e r c e n t i le  (15 , 85)

Source df MS F

Between S 's 57

C ond ition  (C) 2 68 ,417,530.91 2.23
S /C ond ition 55 30 ,696 ,423 .66

W ith in  S 's 174

Jobs ( J ) 1 2 ,5 1 1 ,8 6 8 ,9 8 5 .7 3 849.95**
J  x C 2 1 ,812 ,943 .91 .61
J  x S/C 55 2 ,955 ,298 .29

P e rc e n t i le  (P) 1 3 ,4 3 1 ,3 6 2 ,7 4 7 .2 5 137.64**
P x C 2 18 ,452 ,321 .10 .74
P x S/C 55 24 ,929 ,415 .45

J  x P 1 63 ,021 ,210 .73 37.52**
J  x P x C 2 1 ,941 ,587 .82 1.16
J  x P x S/C 55 1 ,679 ,837 .33

**£ < . 01.
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Table 9

Summary o f  th e  ANOVA Perform ed on th e  T4 SDy E s tim a te s ; C ond ition  

(S & H, B & F , D elph i) x Jobs (RN, LPN) x SDy (u p p e r , low er)

Source df MS F

Between S 's 57

C ond ition  (C) 2 18 ,452 ,321 .10 .74
S /C ond ition 55 24 ,929 ,415 .45

W ithin  S 's 174

Jobs (J ) 1 63 ,021 ,210 .73 37.52**
J  x C 2 1 ,941 ,587 .82 1.16
J  x S/C 55 1 ,679 ,837 .33

SDy 1 38 ,285 ,715 .08 2 .84
SDy x C 2 32 ,924 .39 .00
SDy x S/C 55 13 ,486,365.05

J  x SDy 1 1 ,462 ,821 .15 .88
J  x SDy x C 2 651,800.68 .39
J  x SDy x S/C 55 1 ,653 ,155 .94

**£ < . 01 .
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Table 10

Summary o f ANOVAs on th e  P o s t-Q u e stio n n a ire  Item s

Item D elphi B & F S & H F

1. U nderstood what to  do 4.07
( .6 2 )

3.71
( .6 1 )

3 .73
( .9 8 )

.92

2 . S u f f ic i e n t  in fo rm a tio n  
to  make e s tim a te s

3.21
( .8 0 )

3 .00
( .9 6 )

2 .70
( .8 8 )

1.76

3. Task was ambiguous 3.07
( .7 3 )

3 .36
( .7 5 )

3 .07
( .9 4 )

.61

4 . P ro je c t  to o k  too  much 
tim e

2.21
( .5 8 )

2 .14
( .6 6 )

2 .16
( .7 0 )

.04

5. C r i t i c a l  a c t i v i t y  l i s t  
helped

3.64
( .1 7 )

N/A N/A

6. Group av e ra g es  he lped 3 .14
a

3 .29 N/A
b

.10

7. C onfiden t com pleted 
ta s k  p ro p e r ly

3.78
( .7 0 )

3 .64
( .5 0 )

a

3 .13
( .9 4 )

b

3 .95*

8. My f i n a l  e s tim a te s  a re  
a c c u ra te

3 .86
( .3 6 )

4 .00
( .5 5 )

3 .43
( .7 3 )

4 .82*

9. My g ro u p 's  e s tim a te s  
a re  a c c u ra te

3.71
( .7 3 )

3.43
( .6 5 )

3 .31
( .6 6 )

1 .70

10. My e s tim a te s  based p re ­
dom inantly  on s a la ry

3 .00
(1 .2 4 )

2 .86
(1 .0 3 )

3 .30
(1 .1 2 )

.84

11. A ccep tab le  to  use 
e s tim a te s  fo r  u t i l i t y  
o f t r a in in g

3.36
( .9 3 )

3 .50
( .8 5 )

3 .43
( .8 6 )

.09

12. A ccep tab le  to  use 
e s tim a te s  to  choose 
between t r a in in g  
programs

3.07
(1 .0 0 )

3 .57
( .9 4 )

3 .47
( .8 2 )

1.29

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

71

Table 10 (continued)

Item D elphi B & F S & H F

13. A cceptable to  use
e s tim a te s  to  de term ine  
s e le c t io n  u t i l i t y

3 .07
(1 .0 0 )

3 .50
(.9 4 )

3 .4 7
( .8 2 )

1.10

14. Most RN’s perform  a t  
a  s im ila r  le v e l

2 .86
(1 .1 7 )

2 .64
(1 .0 8 )

2 .72
( .9 2 )

.16

15. Most LPN’s perform  a t  
a s im ila r  le v e l

2 .86
(1 .1 7 )

2 .93
(1 .0 0 )

2 .8 0
( .9 0 )

.09

N ote: E n tr ie s  in  p a re n th e se s  a re  s ta n d a rd  d e v ia tio n s .  D if f e r e n t
s u p e r s c r ip ts  denote s ig n i f i c a n t  mean d if fe re n c e s  as  determ ined  by 
Newman-Keuls a n a ly s is  (p < .0 5 ) .

*2. < .05 .
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Table 11

Summary of th e  ANOVA Perform ed on th e  P e rc e n t i le  E s tim a te s : C ond itio n

(S & H a t  T4, B & F a t  T3, D elphi a t  T4) x Job (RN, LPN) x P e r c e n t i le

(15 , 50, 85)

Source d f MS F

Between S 's 57

C ondition  (C) 2 107,521,518.44 2.38
S /C ond ition 55 45 ,231,797.03

W ithin  S 's 290

Jobs ( J ) 1 3 ,884 ,334 ,552 .38 746.06**
J  x C 2 5 ,836 ,764 .68 1.12
J  x S/C 55 5 ,206 ,485 .32

P e rc e n t i le  l i n e a r  (P I) 1 3 ,333 ,085 ,208 .28 153.89**
PI x C 2 14,953,939.69 .69
PI x S/C 55 21 ,658,824.12

P e rc e n t i le  q u a d ra tic  (Pq) 1 14,211,656.52 3.09
Pq x C 2 107,124.79 .02
Pq x S/C 55 4 ,596 ,566 .44

J  x PI 1 59 ,618 ,131 .25 38.55**
J  x P I x C 2 1 ,859 ,569 .52 1.20
J  x PI x S/C 55 1 ,546 ,337 .16

J  x Pq 1 146,430.28 .34
J  x Pq x C 2 68,334.14 .16
P x Pq x S/C 55 433,371.99

**£ < . 01.
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T ab le  12

Hartley F-max Values for SDy Total Variances

S & H v s .  B & F B & F v s .  D elphi S & H v s . D elphi

RN 1.01 7.34* 7.26*

LPN 1.06 5.38* 5.07*

*£ < .0 5 .
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Figure 1

R esearch D esign

TIME

CONDITION T1 T2 T3 T4

S & H 
(N = 32)

C o lle c t  1 5 th , 
50 th  and 85 th  
p e r c e n t i l e  
e s t im a te s . 
C o lle c t P o s t-  
Q u e s tio n n a ire  .

B & F 
(N = 16)

C o l le c t  1 5 th , 
5 0 th  and 8 5 th  
p e r c e n t i l e  
e s t im a te s .

Feed back
50 th  p e r c e n t i l e
av e ra g e .
C o lle c t  1 5 th , 
85 th  p e r c e n t i l e  
e s t im a te s . 
C o lle c t  P o s t-  
Q u e s tio n n a ire  .

D elphi 
(N = 16)

C o l le c t
b e h a v io ra l
exam ples

Feed back
c r i t i c a l
a c t i v i t y
l i s t .
C o lle c t
50 th
p e r c e n t i l e
e s t im a te s .

Feed back  5 0 th  
p e r c e n t i l e  
a v e ra g e . 
C o l le c t  1 5 th , 
5 0 th , and 85 th  
p e r c e n t i l e  
e s t im a te s .

.......................

Feed back 15th  
5 0 th , and 85 th  
p e r c e n t i l e  
a v e ra g e s . 
C o lle c t 1 5 th , 
5 0 th , and 85 th  
p e r c e n t i l e  
e s t im a te s . 
C o lle c t P o s t-  
Q u e s tio n n a ire  .

N ote: P re d a ta  c o l le c te d  p r io r  to  random ass ig n m en t to  re s e a rc h
c o n d it io n s .
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HUiMAN RESOURCES U T ILITY  PROJECT 
PRE-QUESTIONNAIRE

T h i s  i n f o r m a t i o n  i s  n e c e s s a r y  t o  a s s i g n  y o u  t o  g r o u p s  a n d  
w i l l  b e  u s e d  s t r i c t l y  f o r  t h e  p u r p o s e  o f  t h e  p r o j e c t .

Name

P o s i t i o n  ______________________________________  P h o n e  e x t .

U n i t  _______________________________

c h e c k  o n e :  m e d - s u r g  _______
c r i t - c a r e  _______
o t h e r

How l o n g  h a v e  y o u  w o rk e d  f o r  MCH?

A p p r o x i m a t e l y  how  m any R N 's  a r e  t h e r e  i n  
y o u r  u n i t ?

A p p r o x i m a t e l y  how  m any L P N 's  a r e  t h e r e  i n  
y o u r  u n i t ?

A p p r o x i m a t e l y  how  m any R N 's  d o  y o u  com e i n t o  
c o n t a c t  w i t h  f ro m  o u t s i d e  y o u r  u n i t ,  a s  p a r t  
o f  y o u r  n o r m a l  d u t i e s ?  T h a t  i s ,  how  m any  o f  
t h e s e  R N 's  d o  y o u  s e e  p e r f o r m i n g  w o rk  r e l a t e d  
a c t i v i t i e s ?  T h i s  s h o u l d  n o t  i n c l u d e  t h o s e  
y o u  s e e  d u r i n g  l u n c h ,  m e e t i n g s ,  e t c .

A p p r o x i m a t e l y  how m any  L P N 's  d o  y o u  com e i n t o  
c o n t a c t  w i t h  f r o m  o u t s i d e  y o u r  u n i t , -  a s  p a r t  
o f  y o u r  n o r m a l  d u t i e s ?

How f a m i l i a r  a r e  y o u  w i t h  b u d g e t a r y  i n f o r m a t i o n  
r e l a t e d  t o  t h e  RN a n d  LPN p o s i t i o n s ?  r,!F o r  
e x a m p le ,  s a l a r i e s ,  c o s t  o f  s u p p l i e s ,  b i l l i n g  
r a t e s  f o r  s e r v i c e s ,  e t c .

I  am n o t  a t  a l l  
f a m i l i a r  w i t h  
b u d g e t a r y  i n f o  
r e l a t e d  t o  t h e  
RN & LPN 
p o s i t i o n s .

I  am s o m e w h a t 
f a m i l i a r  w i t h  
b u d g e t a r y  i n f o  
r e l a t e d  t o  t h e  
RN & LPN 
p o s i t i o n s

I  am  v e r y  
f a m i l i a r  w i t h  
b u d g e t a r y  i n f o  
r e l a t e d  t o . t h e  
RN & LPN 
p o s i t i o n s

How m an y  y e a r s  h a v e  y o u  b e e n  i n v o l v e d  i n  
t h e  b u d g e t i n g  p r o c e s s ?
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V II. APPENDIX B:

Job D e sc rip tio n s  fo r  RN and LPN P o s it io n s
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1 0 /2 1 /3 2  

DATE REVISED 5 /3  4 /5 2  
DATE___________

MEDICAL CENTER HOSPITALS 
JOB DESCRIPTION

D n c m n N -  REGISTERED NURSE (RN) nr.r*., r n n p  884

POSITION SUMMARY: SALARY GRADF,_3:3a

D e v e lo p s  and  im p lem en ts  n u r s in g  c a r e  p la n  f o r  p a t i e n t  c a r e  b a s e d  
on a s s e s s m e n t  o f  p a t i e n t ' s  n e e d s  f o r  n u r s in g .  E x e rc is e s  ju d g e ­
m en t i n  d e te rm in in g  abn o rm al c o n d i t io n s  and  v a lu e s  and d e t e r ­
m in in g  b a s i s  f o r  c a r e .  May im p lem en t any n e c e s s a ry  v a r i a t i o n s  
fro m  r o u t i n e  p r o c e d u r e s .  Docum ents a l l  o b s e r v a t io n s  and p ro ­
c e d u r e s  p e r fo rm e d . P la n s ,  im p le m e n ts , e v a l u a t e s ,  and docum ents 
p a t i e n t  t e a c h in g .  S u p e r v is e s  a s s o c i a t e  p e r s o n n e l .  In  ab sen ce , 
o f  H ead N u rs e , a c t s  a s  C harge N u rse , b e in g  a b le  t o  make any 
d e c i s i o n s  n e c e s s a r y .

EXEMPTJHfi— 

P.A.L. CODE 24

ILLUSTRATIVE DUTIES:

1 . A s s e s s e s  p a t i e n t  upon a d m is s io n ,  a n d 'd e v e lo p s  n u rs in g  c a r e  p l a n  to  m e e t t h e  n eed s  
o f  i n d i v i d u a l  p a t i e n t s .  R eview s p a t i e n t  c a r e  p la n  w ith  Head .N u rse /C h a rg e  N urse 
o r  C l i n i c a l '  C o o rd in a to r  and p a t i e n t ' s  p h y s ic i a n  t o  e n su re  c o n t i n u i t y  of. c a r e .  
Im p lem en ts—n u r s in g  c a r e  p l a n .

2 .  A c ts  a s  -Charge N urse  o f  u n i t  i n  a b se n c e  o f  Head N urse. I n s t r u c t s ,  s u p e r v i s e s ,
and  e v a l u a t e s  q u a l i t y  o f  w ork  p e rfo rm e d  b y  o th e r  p e rs o n n e l u n d e r  h e r  c h a rg e  and  e n s u re s  
t h e  p a t i e n t  c a r e  i s  im p lem en ted  and  c o m p le te d . . • -

3 . A s s i s t s  w ith , t h e  o r i e n t a t i o n  and  g u id a n c e  o f  new p e r s o n n e l  and  n u r s in g  s tu d e n t s  
on a  n u r s in g  u n i t .

4 .  P la n s  d i s c h a r g e  i n  c o l l a b o r a t io n  w i th  p h y s i c i a n ,  p a t i e n t ,  p a t i e n t ' s  f a m i ly ,  and 
o t h e r  d i s c i p l i n e s .  D is c h a rg e s  p a t i e n t .  Reviews n u r s e 's  p r o g r e s s  n o te s  on 
d i s c h a r g e d  p a t i e n t s  and p r e p a r e s  d i s c h a r g e  summary. May r e f e r  p a t i e n t  t o  v a r io u s  
com m unity r e s o u r c e s  u t i l i z i n g  S o c ia l  S e rv ic e  D epartm en t w here i n d i c a t e d .

5 . T e a c h e s  p a t i e n t ,  p a t i e n t ' s  f a m i ly  o r  th o s e  r e s p o n s ib le  f o r  h i s  c a r e .

6 . .M o n ito rs  and  e v a l u a t e s  p a t i e n t ' s  c o n d i t io n ,  and im plem ents a p p r o p r i a t e  c a r e .
D ocum ents and  r e p o r t s  a s s e s s m e n ts  and a c t i o n s .  U t i l i z e s  c h a r t in g  p o l i c i e s  a s  
s e t  f o r t h  i n  t h e  P o l ic y  Book t o  docum ent a l l  n u r s in g  c a r e  p l a n s ,  a c t i v i t i e s  and 
r e p o r t s .

7 . A d m in is te r s  m e d ic a t io n s  a c c o rd in g  t o  h o s p i t a l  p ro c e d u re s .  Makes o b s e r v a t io n s  f o r  
t o l e r a n c e / r e s p o n s e  t o  m e d ic a t io n .

8 . May a d m in i s t e r  IV f l u i d s ,  b lo o d  and  b lo o d  d e r iv a t iv e s ,  a c c o rd in g  t o  h o s p i t a l  
p o l i c y .

9 . C o l l e c t s  sp e c im e n s  such  as  u r i n e ,  s t o o l  and sputum . P re p a re s  l a b o r a to r y  s l i p s ,  
l a b e l s  and fo rw a rd s  spec im en  t o  l a b o r a to r y  f o r  a n a ly s i s .  M easures an d  r e c o rd s  
fo o d  and  f l u i d  i n t a k e  and o u tp u t .  E v a lu a te s  la b  v a lu e s  on p a t i e n t .  N o t i f i e s
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JO B  S P E C IF IC A T IO N S

79POSITION:___________REGISTERED NURSE (RN)_____________________________ __ _____

MENTAL AND EDUCATIONAL DEVELOPMENT:

 GRAMMAR SCHOOL EQUIVALENCE
 HIGH SCHOOL EQUIVALENCE
 x_  -j JO  2 YEARS OF COLLEGE OR POST HIGH SCHOOL VOCATIONAL TRAINING
 3 OR 4 YEARS OF COLLEGE, NON-DEGREE
 COLLEGE GRADUATE: MAJOR OR SPECIALTY IF REQUIRED:
 GRADUATE WORK OR DEGREE; MAJOR OR SPECIALTY IF REQUIRED: •

CERTIFICATION, AND/OR DEGREE REQUIREMENT:

G ra d u a tio n  fro m  an  a c c r e d i t e d  S c h o o l, o f  N u rs in g . M ust b e  r e g i s t e r e d  by t h e  V i r g in i a  
S t a t e  B oard  o f  N u rs in g  (RN). '

EXPERIENCE — RELATED REQUIREMENTS:
• ‘ MONTHS OR YEARS NATURE OR WORK

N/A

SPECIAL SKILL/KNOWLEDGE REQUIREMENTS

M ust b e  a b l e  t o  r e c o g n iz e  t h e  s t a t e  o f  w e l ln e s s  i n  o rd e r  t o  r e l a t e  t h e  u n d e r ly in g  i l l n e s s  
and  t o  t a k e  a p p r o p r i a t e  a c t i o n .  M ust b e  a b le  t o  s u p e r v is e  and i n s t r u c t  o th e r s .
K now ledge o f  s t e r i l e  t e c h n iq u e s .  C om prehensive and v e r b a l  a b i l i t i e s  n e c e s s a ry  t o  
u n d e r s ta n d  p a t i e n t ' s  c h a r t ,  d o c t o r 's  o r d e r s ,  n u r s in g  c a r e  p la n ,  m e d ic a t io n s ,  t r e a tm e n t s ,  
an d  t o  com m unicate  w i th  p a t i e n t s  and s t a f f .
EQUIPMENT, INSTRUMENTS, AND TOOLS USED:

Em erson pum p, s u c t i o n  m a c h in e , w h e e lc h a i r s ,  s t r e t c h e r s ,  b lo o d  p r e s s u r e  a p p a ra tu s ,-  • 
c a t h e t e r s ,  IVAC, aq u a  p a d s ,  h e a t  la m p s , t r a c t i o n  e q u ip m e n t, ic e  m a t t r e s s ,  p e r i t o n e a l  
d i a l y s i s ,  m a c h in e s , a d d re s s o g ra p h ,  Hemovac, s t e t h e s c o p e ,  u l t r a s o n i c  n e b u l i z e r s ,  in te r c o m , 
Hon m o n i to r ,  b o v ie  m a c h in e , s t e r i l i z i n g  e q u ip m en t, I .V .  p o l e ,  i r r i g a t i n g  s o l u t i o n s ,  
c a s t i n g  m a t e r i a l ,  s y r in g e  and  n e e d le s ,  D o p p le r , ECT m ach ine .

JUDGEMENT AND COMPLEXITY OF DECISIONS:
C o o rd in a te s  p a t i e n t  c a r e  r e c e iv e d  from  a l l  d i s c i p l i n e s  in c lu d in g  m e d ic in e . N o n - ro u tin e  
v ;o rk . M u s t-u se  good ju d g m en t i n  t r e a t i n g  p a t i e n t s  and m aking o b s e r v a t io n s  a s  t o  
t o l e r a n c e / r e s p o n s e  t o  t r e a tm e n t s .  D evelops p a t i e n t ' s  t r e a tm e n t  p la n  b a s e d  on an  a s s e s s ­
m en t o f  p a t i e n t ' s  c o n d i t i o n .  R eco g n izes  abnorm al c o n d i t io n  in  p a t i e n t  and  t a k e s  
a p p r o p r i a t e  a c t i o n  t o  a l l e v i a t e  u n fa v o ra b le  c o n d i t io n s .  Makes r e p o r t  on p a t i e n t ' s  
c o n d i t io n  t o  oncom ing s h i f t .  M ust be  a b le  t o  work u n d e r  em ergency c o n d i t io n s .

ACCOUNTABILITY FOR FUNDS, PROPERTY, and ALLOCATION OF RESOURCES:

P e s p o n s ib le  f o r  c o s t  e f f e c t i v n e s s  th ro u g h  a p p r o p r ia te  u sag e  o f  p e r s o n n e l ,  s u p p l ie s  
and  e q u ip m e n t.
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INDEPENDENCE OF ACTION
SUPERVISED BY: Head N u rse  o 0
NATURE OF SUPERVISION RECEIVED:

G e n e ra l s u p e r v i s io n  from  H ead /C h arg e  N u rse . F r e q u e n t ly  makes in d e p e n d e n t d e c i s io n s .

RESPONSIBILITY FOR WORK and/or INSTRUCTION OF OTHERS:

S u p e r v is e s  w ork o f  L P N 's , N u rse s  A id e s ,  P a t i e n t  o f  N u rs in g  A tte n d a n ts ,  Ward S e c re ta ry ,  
an d  s tu d e n t s  on u n i t s .

RESPONSIBILITY FOR THE SAFETY OF OTHERS:.

M ust fo l lo w  p r e s c r i b e d  s a f e t y / q u a l i t y  c o n t r o l  s t a n d a r d s .  Must a c c u r a te ly  r e p o r t  
on p a t i e n t ’ s- c o n d i t io n  and  any  o th e r  p e r t i n e n t  in fo rm a t io n  o c c u r in g  on u n i t .
S r r o r  c o u ld  r e s u l t  i n  harm  t o  p a t i e n t .

CONTACTS and INTERPERSONAL SKILL REQUIREMENTS:

C o n s ta n t  c o n ta c t  w i th  p a t i e n t s  i n  v a ry in g  d e g re e s  o f  s t r e s s ;  p a t i e n t ' s  f a m i ly ,  p h y s ic ia n s  
and o th e r  h o s p i t a l  p e r s o n n e l  i n  t h e  p e rfo rm a n ce  o f  d u t i e s .  Must e x e r c is e  c o u r te s y ,  
p a t i e n c e  and  t a c t .  M ust m a in ta in  th e  c o n f i d e n t i a l i t y  o f  p a t i e n t ' s  c h a r t  and  c o n d i t io n .

WORK ENVIRONMENT and HAZARDS:
W orks i n  p a t i e n t - c a r e  a r e a .  R e q u ire s  c o n s ta n t  s ta n d in g  and  w a lk in g . A s s i s t s  i n
l i f t i n g  and  m oving p a t i e n t s .  C o n s ta n t  e x p o su re  t o  d i s e a s e  c a r ry in g  o rg a n ism s . M ust
t a k e  i s o l a t i o n  and  s t e r i l e  p r e c a u t io n s .  M ust u se  c a u t io n  in  h a n d lin g  equ ip m en t.
May b e  ex p o sed  t o  c o n fu s e d ,  a b u s iv e ,  and  com bative  p a t i e n t s ,  e l e c t r i c a l  h a z a rd s ,
r a d i a t i o n ,  e t c .

SPECIAL PHYSICAL DEMANDS:.
A s s i s t s  i n  l i f t i n g  and  m oving p a t i e n t s .

OTHER SPECIAL REQUIREMENTS:.
RN’s  a s s ig n e d  t o  P s y c h i a t r i c  U n i t  may be  r e q u i r e d  t o  p a r t i c i p a t e  i n  p ro g ram s s u p p o r t in g  
a  t h e r a p e u t i c  m i l i e u  d u r in g  w o rk in g  and  n o n -w o rk in g  h o u rs  such  as  on and o f f  ward 
a c t i v i t i e s  and t h e i r  r e l a t e d  d u t i e s .

POSITION NORMALLY FILLED FROM:. No fo rm a l l i n e  o f  p ro m o tio n . 

USUALLY PROMOTED TO:. Head N urse

/  APPROVALS EPARTMENT READ v " 10/ 21/82 DATE

n ATC
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ILLUSTRATIVE DUTIES CONTINUED:

81

1 0 . E x e c u te s  p h y s i c i a n 's  o r d e r s ,  r e f e r r i n g  w here a p p r o p r i a t e ,  t o  o th e r  d e p a rtm e n ts  
th ro u g h  e s t a b l i s h e d  s y s te m s .

1 1 . A s s i s t s  p h y s ic i a n  i n  p e r fo rm in g  v a r io u s  d ia g n o s t i c  t e s t s  and e x a m in a tio n s .
A s s i s t s  i n  p o s i t i o n i n g  p a t i e n t ,  s e t s  u p  equ ip m en t and s u p p l i e s .

1 2 . C o o rd in a te s  th e  a s s e m b lin g  o f  a l l  s u p p l i e s  n e c e s s a ry  f o r  th e  c a r e  o f  th e  p a t i e n t .

1 3 . A rra n g e s  f o r  t r a n s p o r t a t i o n  o f  p a t i e n t s  t o  o th e r  d e p a rtm e n ts  su ch  a s  X—r a y ,
OR, P h y s i c a l  T h e ra p y , e t c . , and  t o  o t h e r  h e a l th  c a re  f a c i l i t i e s  f o r  d ia g n o s t ic  
t h e r a p e u t i c  o r  m e d ic a l  s e r v i c e s .  May a s s i s t  i n  t r a n s p o r t i n g  p a t i e n t  via" 
w h e e lc h a i r  o r  s t r e t c h e r .

14 . P a r t i c i p a t e s  i n  th e  g ro w th  and  d e v e lo p m e n t o f  o th e r  n u r s in g  p e r s o n n e l  r e n d e r in g  
c a r e  f o r  th e  p a t i e n t .

15 . A tte n d s  i n - s e r v i c e  m e e t in g s ,  p r o f e s s i o n a l  m e e tin g s ,  s t a f f  d evelopm en t m e e tin g s ,  
and w o rk sh o p s  t o  d e v e lo p  an a w a re n e ss  o f  new te c h n iq u e s ,  p r o c e d u re s ,  and f o r  
g e n e r a l  in f o r m a t io n .

IS .  P a r t i c i p a t e s  i n  th e  f o r m u la t io n  and  m a in te n a n c e  o f  n u r s in g  and h o s p i t a l  p o l i c i e s ,  
p ro c e d u re s ?  s ta n d a r d s  arid a u d i t s  a s  d e s ig n a te d .

1 7 . G iv e s  r e p o r t  on p a t i e n t  s t a t u s .  Change o f  s h i f t  r e p o r t  i s  v e r b a l  fro m  c a r e ­
g i v e r  t o  c a r e - g i v e r .  -  - :

18 . G iv es  r e l e v a n t ,  o b j e c t i v e  r e p o r t  o f  p a t i e n t ' s  r e a c t i o n  to  i l l n e s s  a n d /o r  th e ra p y  
t o  n u r s in g  s t a f f ,  Head N u rse , m e d ic a l  an d  in t e r d e p a r tm e n ta l  s t a f f  a s  i n d i c a t e d .  .

19 . P e rfo rm s  r e l a t e d  d u t i e s  a s  r e q u i r e d .

PRIMARY NURSE ADDITIONAL DUTIES

1 . The p r im a ry  n u r s e  a d m its  t h e  p a t i e n t ,  i f  p o s s i b l e ,  and  p e rfo rm s  th e  i n i t i a l  
c l i n i c a l  a s s e s s m e n t.  The a s s o c i a t e  n u r s e  w i l l  ad m it th e  p a t i e n t  and  w r i t e  th e  
a d m is s io n  n o te  i f  i t  i s  n o t  p o s s i b l e  f o r  th e  p r im a ry  n u r s e  t o  do s o .

2 . S o le ly  r e s p o n s ib l e  f o r  c o m p le tin g  i n i t i a l  N u rs in g  A ssessm en t w i th in  24 h o u rs  o f  
p a t i e n t ' s  a d m iss io n  t o  f l o o r  and  in c lu d in g  i t  i n  th e  'c h a r t . '

3 . C o l l e c t s  d a t a  from  a s s e s s m e n t ,  i n t e r v ie w s  w ith  p a t i e n t ,  fa m ily  and s i g n i f i c a n t  
o t h e r ,  and  o th e r  a p p r o p r ia t e  s o u rc e s  t o  be  u sed  i n  i n i t i a t i n g  a  n u r s in g  c a re  p la n  
t o ’ b e  r e c o r d e d  on th e  C are  P la n  w i th in  24 h o u rs  o f  p a t i e n t ' s  a d m is s io n  t o  f l o o r .

(.CONTINUED ON SUPPLEMENTAL PAGEl

COMMENTS:
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PRIMARY NURSE ADDITIONAL DUTIES (CONTINUED)

4 . I d e n t i f i e s  h e r s e l f / h i m s e l f  w i th  s p e c i f i c a l l y  a s s ig n e d  p a t i e n t s  v e r b a l l y  a s  w e l l  
a s  by d o c u m e n ta tio n  on : N u rs in g  A sse s sm e n t, N ursing  C are  P la n ,  N u rs e s ' N o te s ,
a n d  b y  l a b e l  on th e  p a t i e n t s '  c h a r t s .

5.  R ev iew s e n t r i e s  o n .n u r s in g  c a r e  p l a n  o f  p r im a ry  p a t i e n t s  f o r  r e le v a n c e  and  
c o m p le tio n .

6 . I n c lu d e s  d is c h a r g e  g o a ls  i n  n u r s in g  c a r e  p la n n in g .

7 . I n d i c a t e s  d is c h a r g e  g o a ls  on C are  P la n  and docum ents im p le m e n ta t io n  i n  N u rse !s  
N o te s  o f  N u rs in g  C are  Summary. S t a t e s  fa m ily  and community r e s o u r c e s  a v a i l a b l e  
an d  c o n ta c te d  t o  a s s i s t  p a t i e n t  a f t e r  d is c h a r g e  from h o s p i t a l .

8 . W henever p o s s i b l e ,  in c lu d e s  p a t i e n t s  a n d /o r  t h e i r  f a m i l ie s  o r  s i g n i f i c a n t  o th e r s  
i n  t h e  p la n n in g ,  in ro le m e n ta tio n , a n d  d o cu m en ta tio n  o f  th e  p a t i e n t ' s  c a r e .

9 . ■ C o m p le te s  " N u rs in g  C are  Summary" up o n  th e  d is c h a rg e  o f  h e r / h i s  p r im a ry  p a t i e n t  .
w h e th e r  o r  n o t  s h e - i s  on d u ty  a t  t h e  tim e  o f  d is c h a rg e .

1 0 . I s  r e s p o n s ib le  f o r  d e l i v e r i n g  d i r e c t ,  t o t a l  n u r s in g  c a r e  t o  p a t i e n t  d u r in g  a
t o u r  o f  d u ty .

11 . C a r r i e s  o u t  n u r s in g  a c t io n s  w i th  r e g a r d  f o r  p a t i e n t ' s  s a f e t y .

ADDITIONAL DUTIES FOR R N 'S ASSIGNED TO CRITICAL CARS

1 .  M cnitcnrs p a t i e n t ' s  EKG p a t t e r n .  I n t e r p r e t s  EKG ryhthm s and  a r r y th m ia s .
N o t i f i e s  s u p e r v i s o r /p h y s i c i a n  o f  u n u s u a l  h e a r t  p a t te r n s . .  May d e f i b r i l l a t e  p a t ie n t .

2 .  2-lay s e t  up , f l u s h  and  m a in ta in  a r t e r i a l ,  venous swan g a n z , l e f t  a t r i a l  and  
p u lm o n ary  a r t e r y  c a t h e t e r s .

3 . Rem oves a r t e r i a l  an d  v en o u s l i n e s .

4 .  T i t r a t e s  and  m a in ta in s  a n t i - a r r y t h m i c  d r ip s .

5.  C a re s  f o r  p a t i e n t  on m e c h a n ic a l v e n t i l a t o r s  and a d ju s t s  s e t t i n g s  a s  o rd e re d .

6 .  May draw  b lo o d  g a s e s  p e r  a r t e r i a l  s t i c k .  (NGH only)

7 . C hanges tra c h e o to m y  tu b e s  a s  r e q u i r e d .  (NGH only)

8 . E x tu b a te s  p a t i e n t s .  (NGH o n ly )

9 . A d ju s ts  e x t e r n a l  p acem ak er a c c o r d in g  t o  p a t i e n t ’s c o n d i t io n  an d  ch an g es b a t t e r i e s  
a s  n e c e s s a r y .

1 0 .  May s t a r t  in f u s io n s  o f  b lo o d  and  b lo o d  d e r iv a t iv e s  p e r  p h y s i c i a n ’ s  o r d e r s .

1 1 .  Draws b lo o d  from  AV s h u n t  o r  p r e s s u r e  l i n e s .

5 /1 4 /8 2
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DATE_________

MEDICAL CENTER HOSPITALS 
JOB DESCRIPTION

DOCiTinw. LICENSED PRACTICAL NURSE OCC. CODE- R74

POSITION SUMMARY: SALARY GRADE. —PA

P e rfo rm s  a s s ig n e d  n u r s in g  p ro c e d u re s  f o r  t h e  co m fo rt and  w e l l - ,  
b e in g  o f  p a t i e n t s  u n d e r  t h e  d i r e c t i o n  and  s u p e r v i s io n  o f  an  RN.

EXEMPT. NO

A s s i s t s  i n  a d m is s io n ,  b a t h in g ,  f e e d i n g ,  e t c .  T akes and  r e c o r d s P.A.L. CODE. 24
p a t i e n t ' s  v i t a l  s i g n s  and  c o l l e c t s  sp e c im e n s  f o r  a n a l y s i s .  May 
a d m in i s t e r  m e d ic a t io n s .  Docum ents a l l  p ro c e d u re s  p e r f o r m e d . ' 
T ak es  p a r t  i n  f o r m u la t io n  o f  c a r e  p l a n .  May b e  a s s ig n e d  a s  su b ­
te am  le a d e r - u n d e r  d i r e c t i o n  o f  RN.

-

ILLUSTRATIVE DUTIES:

1 . A dm its p a t i e n t s .  R eview s c h a r t  f o r  i d e n t i f i c a t i o n .  Under th e  d i r e c t i o n  o f  an RN 
e n s u re s  t h a t  a l l  n e c e s s a r y  fo rm s a r e  c o m p le te .

2 .  O b se rv e s  p a t i e n t  and  c h a r t s  s y m p to m s /re a c t io n s  on o b s e r v a t io n s  and n u r s in g  p ro ­
c e d u re s  p e r fo rm e d  f o r  p a t i e n t .  A l e r t s  RN when a  ch an g e  in  p a t i e n t ' s  c o n d i t io n  o ccu rs

3 . W e ig h s - p a t ie n t  .and  t a k e s  and  .re c o rd s , a p p r o p r ia te  v i t a l  s ig n s  a s  n e e d e d . M easures 
and' r e c o r d s  fo o d  an d  f l u i d  i n t a k e  and  e m is s io n .

4 .  May a d m in is te r  m e d ic a t io n  a c c o rd in g  t o  h o s p i t a l  p o l i c y  and p r o c e d u r e .  • •

5 . A s s i s t s  p h y s i c i a n s  i n  p e r fo rm in g  v a r io u s  d ia g n o s t i c  t e s t s  and  e x a m in a t io n s .

6 . . A s s i t s  in  p o s i t i o n i n g  p a t i e n t ,  s e t s  up eq u ip m en t an d  s u p p l i e s ,  e t c .

7 . A d m in is te r s  t r e a tm e n t s  t o  p a t i e n t  s u c h  a s  eye i r r i g a t i o n s ,  warm w et s o a k s ,  chang ing
d r e s s i n g s ,  b a n d a g e s ,  b i n d e r s ,  co lo s to m y  b a g s  and d r a in a g e  b o t t l e s ,  a p p l i e s  h o t  and 
c o ld  c o m p re s se s , g iv e s  b a t h s ,  p r e p s  p a t i e n t .

8 . P ro v id e s  d i r e c t  p a t i e n t  c a r e  su c h  a s  b a c k  ru b s  and bedpans f o r  p a t i e n t .  Checks 
p a t i e n t ’s  d r e s s i n g s ,  b a n d a g e s , tu b i n g ,  I V 's ,  f o r  abn o rm al c o n d i t i o n s .

. 9 .  C o l l e c t s  sp ec im en s  su ch  a s  u r i n e ,  . s t o o l ,  and sp u tu m . P re p a re s  l a b o r a t o r y - s l i p s ,  
l a b e l s  and fo rw a rd s  spec im en  t o  l a b o r a t o r y  f o r  a n a l y s i s .  . .

10 . A t NGH, may han g  IV s o l u t i o n s  w i th o u t  m e d ic a t io n s  u n d e r  s u p e r v is io n  o f  an  RN. At
NGH and  LMHy may r e g u l a t e  and  d i s c o n t in u e  IV 1s .

11 . A ssem bles and  u s e s  eq u ip m en t su ch  a s  s u c t i o n in g  a p p a r a tu s ,  02 , in f u s io n  pumps.
C hecks eq u ip m en t a t  r e g u l a r  i n t e r v a l s  f o r  p ro p e r  f u n c t io n in g .

'_____________   .  (m N T T .N U rT rt__
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MENTAL AND EDUCATIONAL DEVELOPMENT:

 GRAMMAR SCHOOL EQUIVALENCE
 HIGH SCHOOL EQUIVALENCE

 1 TO 2 YEARS OF COLLEGE OR POST HIGH SCHOOL VOCATIONAL TRAINING
 3 OR 4 YEARS OF COLLEGE, NON-DEGREE
 COLLEGE GRADUATE; MAJOR OR SPECIALTY IF REQUIRED: ..............
 GRADUATE WORK OR DEGREE; MAJOR OR SPECIALTY IF REQUIRED:

CERTIFICATION, AND/OR DEGREE REQUIREMENT:

M ust b e  l i c e n s e d  by  t h e  V i r g in i a  B oard  o f  N u r s in g ' (LPN). G ra d u a te  o f  a  s t a t e  
a p p ro v ed  s c h o o l  o f  p r a c t i c a l  n u r s in g .

EXPERIENCE — RELATED REQUIREMENTS:
• MONTHS OR YEARS NATURE OR WORK

N/A

SPECIAL SKILL/KNOWLEDGE REQUIREMENTS

M ust h a v e  =a w o rk in g  know ledge  o f  C ard io -p u lm o n ary  R e s u s c i t a t i o n .  R e q u ire s  th e  a b i l i t y  
t o  d e a l  w i th  p a t i e n t s  u n d e r  any  c o n d i t io n .  • Must a c q u i r e  s p e c i a l  s k i l l s  a s  n e c e ss a ry  
a c c o r d in g  t o  u n i t  a s s ig n m e n t.  M ust b e  f a m i l i a r  w i th  eq u ip m en t and  s u p p l ie s  u sed  in  
u n i t .  "  ’ "

EQUIPMENT, INSTRUMENTS, AND TOOLS USED:
S u c t io n  m a c h in e s ,  w h e e lc h a i r s , ,  s t r e t c h e r s ,  b lo o d  p r e s s u r e  a p p a r a tu s , c a t h e t e r s , '  I  VAC, 
a c u a  p a d s ,  h e a t  la m p s , t r a c t i o n  eq u ip m en t, i c e  m a t t r e s s ,  p e r i t o n e a l  d i a l y s i s  m ach in es , „.i 
a d d r e s s o g r a p h ,  Kemovac, s t e t h e s c o p e ,  u l t r a s o n i c  n e b u l i z e r s ,  in te r c o m , HON m o n ito r , 
b o v ie  m a c h in e , s t e r i l i z i n g  e q u ip m e n t, s y r in g e  and n e e d le ,  a u to c la v e  and w asher s t e r i ­
l i z e r ,  I —MED,. H a rv a rd  Pump, K re is s le m a n , CVP l i n e s ,  v a r io u s  in s t ru m e n ts  u se d  i n  s u rg e ry  
f o r  s p e c i f i e d  p r o c e d u r e s .

JUDGEMENT AND COMPLEXITY OF DECISIONS:
R e o o r ts  any s i g n i f i c a n t  change  i n  v i t a l  s ig n s , o r  c o n d i t io n  t o  Head N urse o r  Charge 
N u rs e .  Makes r e p o r t  o f  p a t i e n t ' s  c o n d i t io n  t o  oncom ing s h i f t .  E s ta b l i s h e d  p ro c e d u re s  
a o p ly  t o  m o st d u t i e s .  R e fe r s  u n u s u a l  c o n d i t io n s  t o  Head N u rse /C h a rg e  N u rse .'
P e r fo rm s  a l l  d u t i e s  a c c o rd in g  t o  h o s p i t a l  p o l i c i e s ‘ and p r o c e d u r e s .  M ust be  a b le  
t o  w ork  u n d e r •em ergency  c o n d i t i o n s .

ACCOUNTABILITY FOR FUNDS, PROPERTY, and ALLOCATION OF RESOURCES:
C o s t in c u r r e d  w ou ld  r e s u l t  from  m isu se  o f  s u p p l ie s  and e q u ip m e n t. R e sp o n s ib le  f o r  
m a in ta in in g  r e c o r d s  o f  n a r c o t i c s  and k eep in g  them  s e c u r e .
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INDckENDENCE c f  a c t i o n  
SUPERVISED BY: Head Nurse
NATURE OF SUPERVISION RECEIVED: 85

G e n e ra l s u p e r v i s io n .  Work a s s ig n m e n ts  a r e  p ro v id e d .  E s ta b l i s h e d  p ro c e d u re s  ap p ly  
t o  a l l  r o u t i n e  d u t i e s .  R e fe r s  u n u s u a l  c a s e s  t o  s u p e r v i s o r .  R ece iv es  d e t a i l e d  work 
i n s t r u c t i o n s  f o r  a n y th in g  o th e r  th a n  r o u t i n e  d u t i e s .

RESPONSIBILITY FOR WORK and/or INSTRUCTION OF OTHERS:

R e s p o n s ib le  f o r  LPN 's and N u rs in g  A s s i s t a n t s  when a c t i n g  a s  Team L e a d e r.

RESPONSIBILITY FOR THE SAFETY OF OTHERS:.

M ust f o l lo w  p r e s c r i b e d  s a f e t y / q u a l i t y  c o n t r o l  s t a n d a r d s .  M ust a c c u r a te ly  r e p o r t  
on p a t i e n t ' s  c o n d i t io n .  E r r o r  c o u ld  r e s u l t  i n  harm  t o  p a t i e n t .

CONTACTS and INTERPERSONAL SKILL REQUIREMENTS:

C o n s ta n t  c o n t a c t  w i th  p a t i e n t  i n  v a r y in g  d e g re e s  o f  s t r e s s ,  p a t i e n t ' s  f a m ily  p h y s ic ia n  
an d  o th e r  h o s p i t a l  p e r s o n n e l .  M ust b e  a b le  t o  a c c u r a te ly  com m unicate p a t i e n t ' s  
c o n d i t i o n  t o  p h y s ic i a n ,  s u p e r v i s o r ,  e t c .  M ust e x e r c i s e  c o u r te s y  and t a c t  i n  th e  
p e r fo rm a n c e  o f ^ d u t i e s .  M ust m a in ta in  th e  c o n f i d e n t i a l i t y  o f  p a t i e n t ' s  c h a r t .

WORK ENVIRONMENT and HAZARDS:

W orks i n  p a t i e n t  c a r e  a r e a .  R e q u ire s  c o n s ta n t  s ta n d in g  an d  w a lk in g . A s s i s t s  i n  l i f t i n g  
a n d  m oving  p a t i e n t s ;  f r e q u e n t ly  e x p o sed  to  p a t i e n t s  w i th  c o n ta g io u s  d i s e a s e s .  M ust ta k e  
i s o l a t i o n  and. s t e r i l e  p r e c a u t i o n s .  M u st.use c a u t io n  i n  h a n d l in g  eq u ip m en t. May b e  
e x p o se d  t o  c o n fu se d  and co m b a tiv e  p a t i e n t s .

SPECIAL PHYSICAL DEMANDS:

N/A

OTHER SPECIAL REQUIREMENTS:.

N/A

POSITION NORMALLY FILLED FROM:. E n try  l e v e l  p o s i t i o n

USUALLY PROMOTED TO:. . No_fo rm a l l i n e  o f  p ro m o tio n

APPROVAL/DEPARTMENT HEAD

APPROVteCTEffSONNEL DATE
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POSITION*______LICENSED PRACTICAL NURSE

ILLUSTRATIVE DUTIES CONTINUED:

1 2 . M a in ta in s  n a r c o t i c s  and m e d ic a t io n  r e c o r d s .  P r e p a re s  n u r s in g  o r d e r  s h e e ts  
f o r  m e d ic a t io n  and  s u p p l i e s  u s e d .

1 3 . A r ra n g e s  f o r  t r a n s p o r t a t i o n  o f  p a t i e n t s  t o  o th e r  d e p a r tm e n ts  su ch  a s  X -ra y , 
OR, P h y s i c a l  T h erap y  an d  o th e r  u n i t s  f o r  d i a g n o s t i c ,  t h e r a p e u t i c  o r  m e d ic a l 
s e r v i c e s .  May a s s i s t  i n  t r a n s p o r t i n g  p a t i e n t  v i a  w h e e lc h a ir  o r  s t r e t c h e r .

1 4 . P e r fo rm s  r e l a t e d  d u t i e s  a s  r e q u i r e d .

ICU/CCU a t  LMH o n ly ;

. 1 .  May h an g  p l a i n  and  p rem ix ed  I .V .  s o lu t i o n s  u n d e r  s u p e r v i s io n  o f  a .. R e g is te r e d  
N u rs e . ::-'

COMMENTS:
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HUMAN RESOURCES U TILITY  PROJECT 

N o r f o l k  G e n e r a l  H o s p i t a l  

J a n u a r y  7 ,  1 9 8 5
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HUMAN RESOURCES U TILITY  PROJECT 
N o r f o l k  G e n e r a l  H o s p i t a l  

J a n u a r y  7 ,  198 5

T h i s  i s  t h e  J a n u a r y  a d m i n i s t r a t i o n  o f  t h e  hum an r e s o u r c e s  u t i l i t y  
p r o j e c t  w e a r e  c o n d u c t i n g  a t  NGH. P l e a s e  a c c e p t  o u r  t h a n k s ,  i n  
a d v a n c e ,  f o r  h e l p i n g  u s  w i t h  t h i s  p r o j e c t .  As I  m e n t io n e d  d u r i n g  
o u r  m e e t i n g s  som e o f  y o u  w i l l  b e  r e c e i v i n g  d i f f e r e n t  f o r m s  o f  
q u e s t i o n s .  A l l  q u e s t i o n s  r e l a t e  t o  t h e  sam e  g o a l  o f  d e t e r m i n i n g  
t h e  d o l l a r  v a l u e  o f  d i f f e r e n t  l e v e l s  o f  n u r s e s '  p e r f o r m a n c e .
T h i s  i n f o r m a t i o n  i s  b e i n g  c o l l e c t e d  s o  t h a t  i n  t h e  f u t u r e  we c a n  
t r y  t o  d e t e r m i n e  t h e  u t i l i t y  ( b e n e f i t  m in u s  c o s t )  o f  v a r i o u s  
h u m an  r e s o u r c e  p r o g r a m s .  I t  w i l l  n o t  b e  a p p l i e d  t o  i n d i v i d u a l s .
I  w i l l  r e m in d  y o u  p l e a s e  d o  n o t  s h a r e  y o u r  f o rm  o r  d i s c u s s  i t s  
c o n t e n t s  w i t h  t h e  o t h e r  m a n a g e r s ,  o t h e r w i s e ,  we w i l l  n o t  b e  a b l e  
t o  t e l l  w h ic h  q u e s t i o n n a i r e  w o r k s  b e s t .

T h e  c o n t e n t s  o f  t h i s  p a c k a g e  s h o u l d  i n c l u d e :

* An i n s t r u c t i o n  s h e e t  f o r  t h e  e s t i m a t i o n  t a s k

* S ix  w o r k s h e e t s  -  t h r e e  f o r  t h e  RN e s t i m a t i o n s  a n d  t h r e e  
f o r  t h e  LPN e s t i m a t i o n s

* A s h e e t  w i t h  q u e s t i o n s  p e r t a i n i n g  t o  t h e  u t i l i t y  
p r o j e c t .  We n e e d  t h i s  i n f o r m a t i o n  t o  d e t e r m i n e  w h ic h  
m e th o d  o f  c o l l e c t i n g  u t i l i t y  i n f o r m a t i o n  w o rk s  b e s t  a t  
NGH.

I f  y o u  h a v e  a n y  q u e s t i o n s  p l e a s e  g i v e  me a  c a l l .  I  c a n  b e  
r e a c h e d  a t  4 4 0 -4 2 3 6  d u r i n g  t h e  d a y  a n d  4 8 9 -3 6 1 5  a t  n i g h t .  You 
c a n  a l s o  l e a v e  a  m e s s a g e  f o r  me a t  P e r s o n n e l  x - 3 8  8 3 .

Y ou h a v e  u n t i l  J a n u a r y  1 1 t h  t o  f i n i s h  t h i s  p a r t  o f  t h e  
p r o j e c t .  A f t e r  I  r e c e i v e  a l l  t h e  p a c k a g e s  I  w i l l  s u m m a r iz e  t h e  
r e s u l t s  a n d  we w i l l  m e e t  t o  d i s c u s s  th e m . I f  y o u  a n t i c i p a t e  a n y  
d e l a y s  p l e a s e  c a l l  m e. W hen y o u  a r e  f i n i s h e d  u s e  t h e  e n v e l o p e  
m a rk e d :  S c o t t  T a n n e n b a u m , c / o  G le n n  D e B i a s i ,  D e p t ,  o f  Human 
R e s o u r c e s  ( P e r s o n n e l ) ;  a n d  f o r w a r d  i t  b y  i n t e r o f f i c e  m a i l . ’ I f  
y o u  a r e  r u n n i n g  l a t e ,  c a l l  m e, a n d  I  w i l l  s t o p  b y  a n d  p i c k  i t  u p .  
O n ce  a g a i n ,  t h a n k  y o u  f o r  y o u r  c o o p e r a t i o n .

S c o t t  I . T a n n e n b a u m

NGH D e p t ,  o f  Human R e s o u r c e s
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INSTRUCTIONS —  Dollar Estimates

-On t h e  p a g e s  t h a t  f o l l o w  w e w i l l  b e  a s k i n g  y o u  t o  p r o v i d e  
e s t i m a t e s  o f  t h e  d o l l a r  v a l u e  o f  v a r i o u s  l e v e l s  o f  RN a n d  LPN 
p e r f o r m a n c e  a t  N o r f o l k  G e n e r a l  H o s p i t a l .

T h e  d o l l a r  e s t i m a t e s  t h a t  y o u  p r o v i d e  a r e  c r i t i c a l  f o r  
d e t e r m i n i n g  t h e  u t i l i t y  o f  t h e  p r o g r a m s  t h a t  t h e  H um an R e s o u r c e  
D e p a r tm e n t  o f f e r s  a t  t h e  H o s p i t a l .  I n  p r o v i d i n g  t h e s e  e s t i m a t e s ,  
y o u  a r e  r e q u i r e d  t o  m ake som e d i f f i c u l t  d e c i s i o n s .  Y ou w i l l  h a v e  
t o  p o n d e r  f o r  som e t i m e  b e f o r e  m a k in g  e a c h  e s t i m a t e .  A l th o u g h  
t h e r e  i s  n o  w ay  y o u  c a n  b e  a b s o l u t e l y  c e r t a i n  y o u r  e s t i m a t e  i s  
a c c u r a t e ,  k e e p  i n  m in d  t h e s e  t h r e e  t h i n g s :

(1 )  T h e  a l t e r n a t i v e  t o  e s t i m a t e s  o f  t h i s  k i n d  i s  t h e  
a p p l i c a t i o n  o f  c o s t  a c c o u n t i n g  p r o c e d u r e s  t o  t h e  
e v a l u a t i o n  o f  j o b  p e r f o r m a n c e .  S u c h  a p p l i c a t i o n s  a r e  
u s u a l l y  p r o h i b i t i v e l y  e x p e n s i v e ,  a n d  i n  t h e  e n d ,  t h e y  
p r o d u c e  o n l y  i m p e r f e c t  e s t i m a t e s ,  l i k e  t h i s  e s t i m a t i o n  
p r o c e d u r e .

(2 ) Y o u r  e s t i m a t e s  w i l l  b e  a v e r a g e d  i n  w i t h  t h o s e  o f  o t h e r  
m a n a g e r s .  T h u s ,  e r r o r s  p r o d u c e d  b y  t o o  h i g h  a n d  t o o  lo w  
e s t i m a t e s  w i l l  t e n d  t o  b e  a v e r a g e d  o u t ,  p r o v i d i n g  m o re  
a c c u r a t e  f i n a l  e s t i m a t e s .

(3 ) T h e  d e c i s i o n s  a b o u t  hum an  r e s o u r c e s  p r o g r a m s  d o  n o t  
r e q u i r e  t h a t  e s t i m a t e s  b e  a c c u r a t e  t o  t h e  l a s t  d o l l a r .  
S u b s t a n t i a l l y  a c c u r a t e  e s t i m a t e s  w i l l  l e a d  t o  t h e  sam e  
d e c i s i o n s  a s  p e r f e c t l y  a c c u r a t e  e s t i m a t e s .

On t h e  f o l l o w i n g  p a g e s  y o u  w i l l  b e  a s k e d  f i r s t ,  t o  e s t i m a t e  
t h e  d o l l a r  v a l u e  o f  t h e  a v e r a g e  RN. N e x t  y o u  w i l l  b e  a s k e d  t o  
e s t i m a t e  t h e  d o l l a r  v a l u e  o f  t h e  p e r f o r m a n c e  o f  a  s u p e r i o r  ( 8 5 t h  
p e r c e n t i l e )  a n d  lo w  p e r f o r m i n g  ( 1 5 t h  p e r c e n t i l e )  RN. F o l l o w i n g  
t h e  RN e s t i m a t i o n  q u e s t i o n s  y o u  w i l l  b e  a s k e d  t o  p r o v i d e  s i m i l i a r  
e s t i m a t e s  f o r  t h e  LPN p o s i t i o n .

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

91

. Name:

WORKSHEET —  dollar estimate for average RN

B a s e d  o n  y o u r  e x p e r i e n c e  w i t h  R N s, w e w o u ld  l i k e  y o u  t o  
e s t i m a t e  t h e  y e a r l y  d o l l a r  v a l u e  t o  N o r f o l k  G e n e r a l  H o s p i t a l  o f  
t h e  o v e r a l l  p e r f o r m a n c e  o f  t h e  5 0 t h  p e r c e n t i l e ,  o r  a v e r a g e  RN. 
L e t  u s  d e f i n e  a n  a v e r a g e  p e r f o r m e r  a s  a n  RN w ho i s  a t  t h e  5 0 t h  
p e r c e n t i l e .  T h a t  i s ,  o f  1 0 0  RNs t h i s  RN p e r f o r m s  b e t t e r  t h a n  50 
R N s. C o n s i d e r  t h e  q u a l i t y  a n d  q u a n t i t y  o f  p e r f o r m a n c e  t y p i c a l  o f  
t h e  a v e r a g e  RN a n d  t h e  d o l l a r  v a l u e  o f  t h i s  p e r f o r m a n c e .  I n  
e s t i m a t i n g  a  d o l l a r  v a l u e  f o r  t h i s  p e r f o r m a n c e ,  i t  m ay h e l p  t o  
c o n s i d e r  w h a t  t h e  c o s t  w o u ld  b e  o f  h a v i n g  s o m e o n e  f r o m  a n  o u t s i d e  
f i r m  p r o v i d e  t h i s  s e r v i c e .

B a s e d  o n  my e x p e r i e n c e ,  I  e s t i m a t e  t h e  v a l u e  t o  N o r f o l k
G e n e r a l  H o s p i t a l  o f  t h e  a v e r a g e  RN t o  b e  _________________ d o l l a r s  p e r
y e a r .
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WORKSHEET —  dollar estimate f-or superior performing RN

B a s e d  o n  y o u r  e x p e r i e n c e  w i t h  R N s, we w o u ld  now  l i k e  y o u  t o  
e s t i m a t e  t h e  y e a r l y  d o l l a r  v a l u e  t o  N o r f o l k  G e n e r a l  H o s p i t a l  o f  
t h e  o v e r a l l  p e r f o r m a n c e  o f  t h e  s u p e r i o r  p e r f o r m i n g  RN. L e t  u s  
d e f i n e  a  s u p e r i o r  p e r f o r m i n g  RN a s  a  RN w ho i s  a t  t h e  8 5 th  
p e r c e n t i l e .  T h a t  i s ,  o f  1 0 0  RNs t h i s  RN p e r f o r m s  b e t t e r  t h a n  85 
RNs a n d  o n l y  15 RNs t u r n  i n  b e t t e r  p e r f o r m a n c e s .  C o n s i d e r  t h e  
q u a l i t y  a n d  q u a n t i t y  o f  p e r f o r m a n c e  t y p i c a l  o f  t h e  a v e r a g e  RN a n d  
t h e  d o l l a r  v a l u e  o f  t h i s  p e r f o r m a n c e .  I n  e s t i m a t i n g  a  d o l l a r  
v a l u e  f o r  t h i s  p e r f o r m a n c e ,  i t  m ay h e l p  t o  c o n s i d e r  w h a t  t h e  c o s t  
w o u ld  b e  o f  h a v i n g  s o m e o n e  f r o m  a n  o u t s i d e  f i r m  p r o v i d e  t h i s  
s e r v i c e .  «.

B a s e d  o n  my e x p e r i e n c e ,  I  e s t i m a t e  t h e  v a l u e  t o  N o r f o l k
G e n e r a l  H o s p i t a l  o f  t h e  s u p e r i o r  RN t o  b e  _______________d o l l a r s  p e r
y e a r .
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WORKSHEET —  dollar estimate for low performing RN

B a s e d  o n  y o u r  e x p e r i e n c e  w i t h  R N s, we w o u ld  now  l i k e  y o u  t o  
e s t i m a t e  t h e  y e a r l y  d o l l a r  v a l u e  t o  N o r f o l k  G e n e r a l  H o s p i t a l  o f  
t h e  o v e r a l l  p e r f o r m a n c e  o f  t h e  lo w  p e r f o r m i n g  RN. L e t  u s  d e f i n e  
a  lo w  p e r f o r m i n g  RN a s  a  RN who i s  a t  t h e  1 5 t h  p e r c e n t i l e .  T h a t  
i s ,  o f  100  RNs t h i s  RN p e r f o r m s  b e t t e r  t h a n  o n l y  15 RNs a n d  85 
RNs t u r n  i n  b e t t e r  p e r f o r m a n c e s .  C o n s i d e r  t h e  q u a l i t y  a n d  
q u a n t i t y  o f  p e r f o r m a n c e  t y p i c a l  o f  t h e  a v e r a g e  RN a n d  t h e  d o l l a r  
v a l u e  o f  t h i s  p e r f o r m a n c e .  I n  e s t i m a t i n g  a  d o l l a r  v a l u e  f o r  t h i s  
p e r f o r m a n c e ,  i t  m ay h e l p  t o  c o n s i d e r  w h a t  t h e  c o s t  w o u ld  b e  o f  
h a v i n g  so m e o n e  f ro m  a n  o u t s i d e  f i r m  p r o v i d e  t h i s  s e r v i c e .

B a s e d  o n  my e x p e r i e n c e ,  I  e s t i m a t e  t h e  v a l u e  t o  N o r f o l k
G e n e r a l  H o s p i t a l  o f  t h e  lo w  p e r f o r m i n g  RN t o  b e  ______________
d o l l a r s  p e r  y e a r .
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• Name:

P l e a s e  d e s c r i b e  t h e  f a c t o r s  t h a t  y o u  c o n s i d e r e d  i n  m a k in g  y o u r  
e s t i m a t e s  f o r  t h e  RN p o s i t i o n :
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• Name:

WORKSHEET —  dollar estimate for average LPN

B a s e d  o n  y o u r  e x p e r i e n c e  w i t h  L P N s, we w o u ld  l i k e  y o u  t o  
r e - e s t i m a t e  t h e  y e a r l y  d o l l a r  v a l u e  t o  N o r f o l k  G e n e r a l  H o s p i t a l  
o f  t h e  o v e r a l l  p e r f o r m a n c e  o f  t h e  5 0 t h  p e r c e n t i l e ,  o r * a v e r a g e  
L PN . L e t  u s  d e f i n e  a n  a v e r a g e  p e r f o r m e r  a s  a n  LPN w ho i s  a t  t h e  
5 0 t h  p e r c e n t i l e .  T h a t  i s ,  o f  1 0 0  LPNs t h i s  LPN p e r f o r m s  b e t t e r  
t h a n  50 L P N s. C o n s i d e r  t h e  q u a l i t y  a n d  q u a n t i t y  o f  p e r f o r m a n c e  
t y p i c a l  o f  t h e  a v e r a g e  LPN a n d  t h e  d o l l a r  v a l u e  o f  t h i s  
p e r f o r m a n c e .  I n  e s t i m a t i n g  a  d o l l a r  v a l u e  f o r  t h i s  p e r f o r m a n c e ,  
i t  .m ay  h e l p  t o  c o n s i d e r  w h a t  t h e  c o s t  w o u ld  b e  o f 4h a v i n g  s o m e o n e  
f ro m  a n  o u t s i d e  f i r m  p r o v i d e  t h i s  s e r v i c e .

B a s e d  o n  my e x p e r i e n c e ,  I  e s t i m a t e  t h e  v a l u e  t o  N o r f o l k
G e n e r a l  H o s p i t a l  o f  t h e  a v e r a g e  LPN t o  b e  ______________ d o l l a r s  p e r
y e a r .
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WORKSHEET —  dollar estimate for superior performing LPN

B a s e d  o n  y o u r  e x p e r i e n c e  w i t h  L P N s , w e w o u ld  now  l i k e  y o u  t o  
e s t i m a t e  t h e  y e a r l y  d o l l a r  v a l u e  t o  N o r f o l k  G e n e r a l  H o s p i t a l  o f  
t h e  o v e r a l l  p e r f o r m a n c e  o f  t h e  s u p e r i o r  p e r f o r m i n g  LPN. L e t  u s  
d e f i n e  a  s u p e r i o r  p e r f o r m i n g  LPN a s  a  LPN ' w ho i s  a t  t h e  8 5 t h  
p e r c e n t i l e .  T h a t  i s ,  o f  100  LPN s t h i s  LPN p e r f o r m s  b e t t e r  t h a n  
85 LPNs a n d  o n l y  15  LPN s t u r n  i n  b e t t e r  p e r f o r m a n c e s .  C o n s i d e r  
t h e  q u a l i t y  a n d  q u a n t i t y  o f  p e r f o r m a n c e  t y p i c a l  o f  t h e  a v e r a g e  
LPN a n d  t h e  d o l l a r  v a l u e  o f  t h i s  p e r f o r m a n c e .  I n  e s t i m a t i n g  a  
d o l l a r  v a l u e  f o r  t h i s  p e r f o r m a n c e ,  i t  m ay h e l p  t o  c o n s i d e r  w h a t  
t h e  c o s t  w o u ld  b e  o f  h a v i n g  s o m e o n e  f r o m  a n  o u t s i d e  f i r m  p r o v i d e  
t h i s  s e r v i c e .  - '

B a s e d  o n  my e x p e r i e n c e ,  I  e s t i m a t e  t h e  v a l u e  t o  N o r f o l k
G e n e r a l  H o s p i t a l  o f  t h e  s u p e r i o r  LPN t o  b e  _______________d o l l a r s  p e r
y e a r .
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WORKSHEET —  dollar estimate for low performing LPN

B a s e d  o n  y o u r  e x p e r i e n c e  w i t h  L P N s , w e w o u ld  now l i k e  y o u  t o
e s t i m a t e  t h e  y e a r l y  d o l l a r  v a l u e  t o  N o r f o l k  G e n e r a l  H o s p i t a l  o f
t h e  o v e r a l l  p e r f o r m a n c e  o f  t h e  lo w  p e r f o r m i n g  LPN . L e t  u s  d e f i n e
a  lo w  p e r f o r m i n g  LPN a s  a  LPN w ho i s  a t  t h e  1 5 t h  p e r c e n t i l e .
T h a t  i s ,  o f  1 00  LPNs t h i s  LPN p e r f o r m s ' b e t t e r  t h a n  o n l y  15  LPN s
a n d  85 LPN s t u r n  i n  b e t t e r  p e r f o r m a n c e s .  C o n s i d e r  t h e  q u a l i t y
a n d  q u a n t i t y  o f  p e r f o r m a n c e  t y p i c a l  o f  t h e  a v e r a g e  LPN a n d  t h e
d o l l a r  v a l u e  o f  t h i s  p e r f o r m a n c e .  I n  e s t i m a t i n g  a  d o l l a r  v a l u e
f o r  t h i s  p e r f o r m a n c e ,  i t  may h e l p  t o  c o n s i d e r  w h a t  t h e  c o s t  w o u ld
b e  o f  h a v i n g  so m e o n e  f r o m  a n  o u t s i d e  f i r m  p r o v i d e  t h i s  s e r v i c e .

*

B a s e d  o n  my e x p e r i e n c e ,  I  e s t i m a t e  t h e  v a l u e  t o  N o r f o l k
G e n e r a l  H o s p i t a l  o f  t h e  lo w  p e r f o r m i n g  LPN t o  b e  '________________
d o l l a r s  p e r  y e a r .
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' Name:

P l e a s e  d e s c r i b e  t h e  f a c t o r s  t h a t  y o u  c o n s i d e r e d  i n  m a k in g  y o u r  
e s t i m a t e s  f o r  t h e  LPN p o s i t i o n :
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Forms and Cover L e t te r s  fo r  B & F C ondition
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HUMAN RESOURCES U TILITY  PROJECT 
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P a r t  I  
D e c e m b e r  1 7 ,  1 9 8 4

T h i s  i s  t h e  f i r s t  p a r t  o f  t h e  h u m an  r e s o u r c e s  u t i l i t y  p r o j e c t  we 
a r e  c o n d u c t i n g  a t  NGH. P l e a s e  a c c e p t  o u r  t h a n k s ,  i n  a d v a n c e ,  f o r  
h e l p i n g  u s  w i t h  t h i s  p r o j e c t .  As I  m e n t io n e d  d u r i n g  o u r  m e e t i n g s  
som e o f  y o u  w i l l  b e  r e c i e v i n g  d i f f e r e n t  f o r m s  o f  q u e s t i o n s .  A l l  
q u e s t i o n n a i r e s  r e l a t e  t o  t h e  sam e  g o a l  o f  d e t e r m i n i n g  t h e  d o l l a r  
v a l u e  o f  d i f f e r e n t  l e v e l s  o f  n u r s e s '  p e r f o r m a n c e .  I  w i l l  r e m in d  
y o u  p l e a s e  d o  n o t  s h a r e  y o u r  fo rm  o r  d i s c u s s  i t s  c o n t e n t s  w i t h  
t h e  o t h e r  m a n a g e r s ,  o t h e r w i s e ,  w e w i l l  n o t  b e  a b l e  t o  t e l l  w h ic h  
q u e s t i o n n a i r e  w o r k s  b e s t .  We w i l l  m e e t  t o  d i s c u s s  t h e  f i n d i n g s  
a f t e r  t h e  p r o j e c t  i s  c o m p le t e d .

T h e  c o n t e n t s  o f  t h i s  p a c k a g e  s h o u l d  i n c l u d e :

* An i n s t r u c t i o n  s h e e t  f o r  t h e  e s t i m a t i o n  t a s k

* S i x  w o r k s h e e t s  -  t h r e e  f o r  e s t i m a t i o n s  f o r  t h e  RN 
p o s i t i o n  a n d  t h r e e  f o r  e s t i m a t i o n s  f o r  t h e  LPN p o s i t i o n

I f  y o u  h a v e  a n y  q u e s t i o n s  p l e a s e  g i v e  me a  c a l l .  I  c a n  b e  
r e a c h e d  a t  4 4 0 - 4 2 3 6  d u r i n g  t h e  d a y  a n d  4 8 9 -3 6 1 5  a t  n i g h t .  You 
c a n  a l s o  l e a v e  a  m e s s a g e  f o r  me a t  P e r s o n n e l  x - 3 8 8 3 .

You h a v e  u n t i l  D ecem b er, 2 1 s t  t o  f i n i s h  t h i s  p a r t  o f  t h e  
p r o j e c t .  I f  y o u  a n t i c i p a t e  a n y  d e l a y s  p l e a s e  c a l l  m e. T h e  n e x t  
p a c k a g e  w i l l  a r r i v e  J a n u a r y  7 t h  a n d  w i l l  i n c l u d e  i n f o r m a t i o n  
c o l l e c t e d  i n  t h i s  p a c k a g e ,  s o  p l e a s e  c o m p l e t e  t h i s  q u e s t i o n n a i r e  
p r o m p t l y .  W hen y o u  a r e  f i n i s h e d  u s e  t h e  e n v e l o p e  m a rk e d :  S c o t t  
T a n n e n b a u m , c / o  G le n n  D e B i a s i ,  D e p t ,  o f  Human R e s o u r c e s  
( P e r s o n n e l ) ; a n d  f o r w a r d  i t  b y  i n t e r o f f i c e  m a i l .  O nce  a g a i n ,  
t h a n k  y o u  f o r  y o u r  c o o p e r a t i o n .

S c o t t  I . T an n en b au m

NGH D e p t ,  o f  Human R e s o u r c e s
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INSTRUCTIONS —  Dollar Estimates

On t h e  p a g e s  t h a t  f o l l o w ,  a n d  o n c e  a g a i n  i n  t h e  f i n a l  p a r t  
o f  t h e  p r o j e c t ,  we w i l l  b e  a s k i n g  y o u  t o  p r o v i d e  e s t i m a t e s  o f  t h e  
d o l l a r  v a l u e  o f  v a r i o u s  l e v e l s  o f  LPN a n d  RN p e r f o r m a n c e  a t  
N o r f o l k .  G e n e r a l  H o s p i t a l .

T h e  d o l l a r  e s t i m a t e s  t h a t  y o u  p r o v i d e  a r e  c r i t i c a l  f o r  
d e t e r m i n i n g  t h e  u t i l i t y  o f  t h e  p r o g r a m s  t h a t  t h e  Human R e s o u r c e  
D e p a r t m e n t  o f f e r s  a t  t h e  H o s p i t a l .  I n  p r o v i d i n g  t h e s e  e s t i m a t e s ,  
y o u  a r e  r e q u i r e d  t o  m a k e  som e  d i f f i c u l t  d e c i s i o n s .  You w i l l  h a v e  
t o  p o n d e r  f o r  some t i m e  b e f o r e  m a k i n g  e a c h  e s t i m a t e .  A l t h o u g h  
t h e r e  i s  n o  way y o u  c a n  b e  a b s o l u t e l y  c e r t a i n  y o u r  e s t i m a t e  i s  
a c c u r a t e ,  k e e p  i n  m i n d  t h e s e  t h r e e  t h i n g s :

(1) T h e  a l t e r n a t i v e  t o  e s t i m a t e s  o f  t h i s  k i n d  i s  t h e  
a p p l i c a t i o n  o f  c o s t  a c c o u n t i n g  p r o c e d u r e s  t o  t h e  
e v a l u a t i o n  o f  j o b  p e r f o r m a n c e .  S u c h  a p p l i c a t i o n s  a r e  
u s u a l l y  p r o h i b i t i v e l y  e x p e n s i v e ,  a n d  i n  t h e  e n d ,  t h e y  
p r o d u c e  o n l y  i m p e r f e c t  e s t i m a t e s ,  l i k e  t h i s  e s t i m a t i o n  
p r o c e d u r e .

(2) Y o u r  e s t i m a t e s  w i l l  b e  a v e r a g e d  i n  w i t h  t h o s e  o f  o t h e r  
m a n a g e r s .  T h u s ,  e r r o r s  p r o d u c e d  b y  t o o  h i g h  a n d  t o o  lo w  
e s t i m a t e s  w i l l  t e n d  t o  b e  a v e r a g e d  o u t ,  p r o v i d i n g  m o re  
a c c u r a t e  f i n a l  e s t i m a t e s .

(3) T h e  d e c i s i o n s  a b o u t  hum an  r e s o u r c e s  p r o g r a m s  do  n o t  
r e q u i r e  t h a t  e s t i m a t e s  b e  a c c u r a t e  t o  t h e  l a s t  d o l l a r .  
S u b s t a n t i a l l y  a c c u r a t e  e s t i m a t e s  w i l l  l e a d  t o  t h e  sam e 
d e c i s i o n s  a s  p e r f e c t l y  a c c u r a t e  e s t i m a t e s .

On t h e  f o l l o w i n g  p a g e s  y o u  w i l l  b e  a s k e d  f i r s t ,  t o  e s t i m a t e
t h e  d o l l a r  v a l u e  o f  t h e  a v e r a g e  LPN. N e x t  y o u  w i l l  b e  a s k e d  t o
e s t i m a t e  t h e  d o l l a r  v a l u e  o f  t h e  p e r f o r m a n c e  o f  a  s u p e r i o r  ( 8 5 t h  
p e r c e n t i l e )  a n d  l o w  p e r f o r m i n g  ( 1 5 t h  p e r c e n t i l e )  LPN. F o l l o w i n g
t h e  LPN e s t i m a t i o n  q u e s t i o n s  y o u  w i l l  b e  a s k e d  t o  p r o v i d e
s i m i l i a r  e s t i m a t e s  f o r  t h e  RN p o s i t i o n .
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T h i s  i s  t h e  s e c o n d  a n d  f i n a l  p a r t  o f  t h e  h u m a n  r e s o u r c e s  u t i l i t y  
p r o j e c t  we a r e  c o n d u c t i n g  a t  NGH. T h a n k  y o u  f o r  c o m p l e t i n g  a n d  
r e t u r n i n g  p a r t  I .  As y o u  w i l l  r e c a l l ,  t h i s  i n f o r m a t i o n  i s  b e i n g  
c o l l e c t e d  s o  t h a t  i n  t h e  f u t u r e  we c a n  t r y  t o  d e t e r m i n e  t h e  
u t i l i t y  ( b e n e f i t  m i n u s  c o s t )  o f  v a r i o u s  h u m a n  r e s o u r c e  p r o g r a m s .  
I n  t h i s  p a r t  o f  t h e  p r o j e c t  y o u  a r e  p r o v i d e d  w i t h  t h e  a v e r a g e  
f r o m  y o u r  g r o u p ' s  5 0 t h  p e r c e n t i l e  e s t i m a t e s .  We a s k  y o u  t o  
c o n s i d e r  t h i s  a v e r a g e  a n d ,  t h e n ,  t o  r e - e s t i m a t e  t h e  y e a r l y  v a l u e  
t o  t h e  H o s p i t a l  o f  1 5 t h  a n d  8 5 t h  p e r c e n t i l e  n u r s e s '  p e r f o r m a n c e .  
I  w i l l  r e m i n d  y o u  p l e a s e  d o  n o t  s h a r e  y o u r - f o r m  o r  d i s c u s s  i t s  
c o n t e n t s  w i t h  t h e  o t h e r  m a n a g e r s ,  o t h e r w i s e ,  we w i l l  n o t  b e  a b l e  
t o  t e l l  w h i c h  q u e s t i o n n a i r e  w o r k s  b e s t .

T h e  c o n t e n t s  o f  t h i s  p a c k a g e  s h o u l d  i n c l u d e :

* A s u m m a r y  o f  t h e  p r o j e c t  t o  d a t e ,  i n c l u d i n g  y o u r  
p r e v i o u s  e s t i m a t e s  a n d  y o u r  g r o u p ' s  a v e r a g e

* An i n s t r u c t i o n  s h e e t  f o r  t h e  e s t i m a t i o n  t a s k

* F o u r  w o r k s h e e t s  -  t w o  f o r  e s t i m a t i o n s  f o r  t h e  RN 
p o s i t i o n  a n d  t w o  f o r  e s t i m a t i o n s  f o r  t h e  LPN p o s i t i o n

* Q u e s t i o n s  p e r t a i n i n g  t o  t h e  u t i l i t y  p r o j e c t .  We n e e d  
t h i s  i n f o r m a t i o n  t o  d e t e r m i n e  w h i c h  m e t h o d  o f  
c o l l e c t i n g  u t i l i t y  i n f o r m a t i o n  w o r k s  b e s t  a t  NGH.

I f  y o u  h a v e  a n y  q u e s t i o n s  p l e a s e  g i v e  me a  c a l l .  I  c a n  b e  
r e a c h e d  a t  4 4 0 - 4 2 3 6  d u r i n g  t h e  d a y  a n d  4 8 9 - 3  615 a t  n i g h t .  You 

. c a n  a l s o  l e a v e  a  m e s s a g e  f o r  me a t  P e r s o n n e l  x - 3 8 8 3 .

You h a v e  u n t i l  J a n u a r y  7 t h  t o  f i n i s h  t h i s  p a r t  o f  t h e  
p r o j e c t .  A f t e r  I  r e c e i v e  a l l  t h e  p a c k a g e s  I  w i l l  s u m m a r i z e  t h e  
r e s u l t s  a n d  we w i l l  m e e t  t o  d i s c u s s  t h e m .  I f  y o u  a n t i c i p a t e  a n y  
d e l a y s  p l e a s e  c a l l  me .  When y o u  a r e  f i n i s h e d  u s e  t h e  e n v e l o p e  
m a r k e d :  S c o t t  T a n n e n b a u m ,  c / o  G l e n n  D e B i a s i ,  D e p t ,  o f  Human 
R e s o u r c e s  ( P e r s o n n e l ) ;  a n d  f o r w a r d  i t  b y  i n t e r o f f i c e  m a i l .  O n c e  
a g a i n ,  t h a n k  y o u  f o r  y o u r  c o o p e r a t i o n .
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INSTRUCTIONS —  Dollar Estimates

-On t h e  p a g e s  t h a t  f o l l o w  we w i l l  b e  a s k i n g  y o u  t o  p r o v i d e  
e s t i m a t e s  o f  t h e  d o l l a r  v a l u e  o f  v a r i o u s  l e v e l s  -o f  LPN a n d  RN 
p e r f o r m a n c e  a t  N o r f o l k  G e n e r a l  H o s p i t a l .

T h e  d o l l a r  e s t i m a t e s  t h a t  y o u  p r o v i d e  a r e  c r i t i c a l  f o r  
d e t e r m i n i n g  t h e  u t i l i t y  o f  t h e  p r o g r a m s  t h a t  t h e  Human R e s o u r c e  
D e p a r t m e n t  o f f e r s  a t  t h e  H o s p i t a l .  I n  p r o v i d i n g  t h e s e  e s t i m a t e s ,  
y o u  a r e  r e q u i r e d  t o  m a k e  s om e  d i f f i c u l t  d e c i s i o n s .  You w i l l  h a v e  
t o  p o n d e r  f o r  s o m e  t i m e  b e f o r e  m a k i n g  e a c h  e s t i m a t e .  A l t h o u g h  
t h e r e  i s  n o  w ay  y o u  c a n  b e  a b s o l u t e l y  c e r t a i n  y o u r  e s t i m a t e  i s  
a c c u r a t e ,  k e e p  i n  m i n d  t h e s e  t h r e e  t h i n g s :

(1)  T h e  a l t e r n a t i v e  t o  e s t i m a t e s  o f  t h i s  k i n d  i s  t h e  
a p p l i c a t i o n  o f  c o s t  a c c o u n t i n g  p r o c e d u r e s  t o  t h e  
e v a l u a t i o n  o f  j o b  p e r f o r m a n c e .  S u c h  a p p l i c a t i o n s  a r e  
u s u a l l y  p r o h i b i t i v e l y  e x p e n s i v e ,  a n d  i n  t h e  e n d ,  t h e y  
p r o d u c e  o n l y  i m p e r f e c t  e s t i m a t e s ,  l i k e  t h i s  e s t i m a t i o n  
p r o c e d u r e .

*

(2)  Y o u r  e s t i m a t e s  w i l l  b e  a v e r a g e d  i n  w i t h  t h o s e  o f  o t h e r  
m a n a g e r s .  T h u s ,  e r r o r s  p r o d u c e d  b y  t o o  h i g h  a n d  t o o  low  
e s t i m a t e s  w i l l  t e n d  t o  b e  a v e r a g e d  o u t ,  p r o v i d i n g  m o r e  
a c c u r a t e  f i n a l  e s t i m a t e s .

(3)  T h e  d e c i s i o n s  a b o u t  h u m a n  r e s o u r c e s  p r o g r a m s  d o  n o t  
r e q u i r e  t h a t  e s t i m a t e s  b e  a c c u r a t e  t o  t h e  l a s t  d o l l a r .  
S u b s t a n t i a l l y  a c c u r a t e  e s t i m a t e s  w i l l  l e a d  t o  t h e  sam e  
d e c i s i o n s  a s  p e r f e c t l y  a c c u r a t e  e s t i m a t e s .

On t h e  f o l l o w i n g  p a g e s  y o u  w i l l  b e  a s k e d  t o  r e - e s t i m a t e  t h e  
d o l l a r  v a l u e  o f  8 5 t h  ( s u p e r i o r )  a n d  1 5 t h  ( l o w  p e r f o r m i n g )  
p e r c e n t i l e  n u r s e s  u s i n g  y o u r  g r o u p ' s  5 0 t h  p e r c e n t i l e  a v e r a g e s  a s  
a  r e f e r e n c e  p o i n t .  You  w i l l  w a n t  t o  r e f e r  b a c k  t o  y o u r  p r e v i o u s  
e s t i m a t e s  a n d  t o  y o u r  g r o u p ' s  a v e r a g e s .  T h e s e  a r e  l i s t e d  o n  t h e  
p r o j e c t  s u m m a ry  p a g e .
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WORKSHEET —  dollar estimate for superior performing RN

B a s e d  o n  y o u r  e x p e r i e n c e  w i t h  R N s,  we w o u l d  now l i k e  y o u  t o  
r e - e s t i m a t e  t h e  y e a r l y  d o l l a r  v a l u e  t o  N o r f o l k  G e n e r a l  H o s p i t a l  
o f  t h e  o v e r a l l  p e r f o r m a n c e  o f  t h e  s u p e r i o r  p e r f o r m i n g  RN. L e t  u s  
d e f i n e  a  s u p e r i o r  p e r f o r m i n g  RN a s  a  RN who i s  a t  t h e  8 5 t h  
p e r c e n t i l e .  T h a t  i s ,  o f  1 0 0  RNs t h i s  RN p e r f o r m s  b e t t e r  t h a n  85 
RNs a n d  o n l y  15 RNs t u r n  i n  b e t t e r  p e r f o r m a n c e s .  C o n s i d e r  t h e  
q u a l i t y  a n d  q u a n t i t y  o f  p e r f o r m a n c e  t y p i c a l  o f  t h e  a v e r a g e  RN a n d  
t h e  d o l l a r  v a l u e  o f  t h i s  p e r f o r m a n c e .  I n  e s t i m a t i n g  a  d o l l a r  
v a l u e  f o r  t h i s  p e r f o r m a n c e ,  i t  may h e l p  t o  c o n s i d e r  w h a t  t h e  c o s t  
w o u l d  b e  o f  h a v i n g  s o m e o n e  f r o m  a n  o u t s i d e  f i r m  p r o v i d e  t h i s  
s e r v i c e .

B a s e d  o n  my e x p e r i e n c e ,  I  e s t i m a t e  t h e  v a l u e  t o  N o r f o l k
G e n e r a l  H o s p i t a l  o f  t h e  s u p e r i o r  RN t o  b e  ________________ d o l l a r s  p e r
y e a r .
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WORKSHEET —  dollar estimate for low performing RN

B a s e d  o n  y o u r  e x p e r i e n c e  w i t h  RNs,  we w o u l d  now  l i k e  y o u  t o  
r e - e s t i m a t e  t h e  y e a r l y  d o l l a r  v a l u e  t o  N o r f o l k  G e n e r a l  H o s p i t a l  
o f  t h e  o v e r a l l  p e r f o r m a n c e  o f  t h e  lo w  p e r f o r m i n g  RN. L e t  u s  
d e f i n e  a  l o w  p e r f o r m i n g  RN a s  a  RN who i s  a t  t h e  1 5 t h  p e r c e n t i l e .  
T h a t  i s ,  o f  1 0 0  RNs t h i s  RN p e r f o r m s  b e t t e r  t h a n  o n l y  15  RNs a n d  
85 RNs t u r n  i n  b e t t e r  p e r f o r m a n c e s .  C o n s i d e r  t h e  q u a l i t y  a n d  
q u a n t i t y  o f  p e r f o r m a n c e  t y p i c a l  o f  t h e  a v e r a g e  RN a n d  t h e  d o l l a r  
v a l u e  o f  t h i s  p e r f o r m a n c e .  I n  e s t i m a t i n g  a  d o l l a r  v a l u e  f o r  t h i s  
p e r f o r m a n c e ,  i t  may h e l p  t o  c o n s i d e r  w h a t  t h e  c o s t  w o u l d  b e  o f  
h a v i n g  s o m e o n e  f r o m  a n  o u t s i d e  f i r m  p r o v i d e  t h i s  s e r v i c e .

B a s e d  o n  my e x p e r i e n c e ,  I  e s t i m a t e  t h e  v a l u e  t o  N o r f o l k
G e n e r a l  H o s p i t a l  o f  t h e  l o w  p e r f o r m i n g  RN t o  b e  ____________________
d o l l a r s  p e r  y e a r .
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WORKSHEET —  dollar estimate for superior performing LPN

B a s e d  o n  y o u r  e x p e r i e n c e  w i t h  L P N s ,  we w o u l d  now l i k e  y o u  t o  
r e - e s t i m a t e  t h e  y e a r l y  d o l l a r  v a l u e  t o  N o r f o l k  G e n e r a l  H o s p i t a l  
o f  t h e  o v e r a l l  p e r f o r m a n c e  o f  t h e  s u p e r i o r  p e r f o r m i n g  LPN. L e t  
u s  d e f i n e  a  s u p e r i o r  p e r f o r m i n g  LPN a s  a  LPN who i s  a t  t h e  8 5 t h  
p e r c e n t i l e .  T h a t  i s ,  o f  1 0 0  LPNs t h i s  LPN p e r f o r m s  b e t t e r  t h a n  
85 LPNs a n d  o n l y  15 LPNs t u r n  i n  b e t t e r  p e r f o r m a n c e s .  C o n s i d e r  
t h e  q u a l i t y  a n d  q u a n t i t y  o f  p e r f o r m a n c e  t y p i c a l  o f  t h e  a v e r a g e  
LPN a n d  t h e  d o l l a r  v a l u e  o f  t h i s  p e r f o r m a n c e .  I n  e s t i m a t i n g  a  
d o l l a r  v a l u e  f o r  t h i s  p e r f o r m a n c e ,  i t  may h e l p  t o  c o n s i d e r  w h a t  
t h e  c o s t  w o u l d  b e  o f  h a v i n g  s o m e o n e  f r o m  a n  o u t s i d e  f i r m  p r o v i d e  
t h i s  s e r v i c e .

B a s e d  o n  my e x p e r i e n c e ,  I  e s t i m a t e  t h e  v a l u e  t o  N o r f o l k
G e n e r a l  H o s p i t a l  o f  t h e  s u p e r i o r  LPN t o  b e  _______________ d o l l a r s  p e r
y e a r .
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WORKSHEET —  dollar estimate for low performing LPN

B a s e d  o n  y o u r  e x p e r i e n c e  w i t h  L P N s , we w o u l d  n o w  l i k e  y o u  t o  
r e - e s t i m a t e  t h e  y e a r l y  d o l l a r  v a l u e  t o  N o r f o l k  G e n e r a l  H o s p i t a l  
o f  t h e  o v e r a l l  p e r f o r m a n c e  o f  t h e  lo w  p e r f o r m i n g  LPN.  L e t  u s  
d e f i n e  a  low  p e r f o r m i n g  LPN a s  a  LPN who i s  a t  t h e  1 5 t h  
p e r c e n t i l e .  T h a t  i s ,  o f  1 0 0  LPNs t h i s  LPN p e r f o r m s  b e t t e r  t h a n  
o n l y  15  LPNs a n d  85 L PN s  t u r n  i n  b e t t e r  p e r f o r m a n c e s .  C o n s i d e r  
t h e  q u a l i t y  a n d  q u a n t i t y  o f  p e r f o r m a n c e  t y p i c a l  o f  t h e  a v e r a g e  
LPN a n d  t h e  d o l l a r  v a l u e  o f  t h i s  p e r f o r m a n c e .  I n  e s t i m a t i n g  a 
d o l l a r  v a l u e  f o r  t h i s  p e r f o r m a n c e ,  i t  may h e l p  t o  c o n s i d e r  w h a t  
t h e  c o s t  w o u l d  b e  o f  h a v i n g  s o m e o n e  f r o m  a n  o u t s i d e  f i r m  p r o v i d e  
t h i s  s e r v i c e .

B a s e d  o n  my e x p e r i e n c e ,  I  e s t i m a t e  t h e  v a l u e  t o  N o r f o l k
G e n e r a l  H o s p i t a l  o f  t h e  l o w  p e r f o r m i n g  LPN t o  b e  ________ __________
d o l l a r s  p e r  y e a r .
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SUMMARY: PROJECT TO DATE

I n  p a r t  I  o f  t h e  p r o j e c t  we a s k e d  y o u  a n d  o t h e r  m a n a g e r s  t o  
e s t i m a t e  t h e  d o l l a r  v a l u e  o f  t h e  v a r i o u s  l e v e l s  o f  LPN a n d  RN 
p e r f o r m a n c e .

T h e  e s t i m a t e s  y o u  p r o v i d e d  w e r e :  Y o u r  g r o u p * s  a v e r a g e s  w e r e :

LPN: s u p e r i o r
85%

a v e r a g e
50%

l o w
15%

RN : s u p e r i o r
85%

a v e r a g e
50%

l o w
15%

D u r i n g  t h i s  p a r t  o f  t h e  p r o j e c t  we a s k  y o u  t o  u s e  y o u r  g r o u p ' s
« 5 0 th  p e r c e n t i l e  a v e r a g e  a n d  t o  r e - e s t i m a t e  y o u r  1 5 t h  a n d  8 5 t h
p e r c e n t i l e  e s t i m a t e s .  T h i s  d o e s  n o t  m e an  t h a t  y o u  a r e  r e q u i r e d  
t o  c h a n g e  y o u r  p r e v i o u s  e s t i m a t e s .  Y o u  c a n  g i v e  y o u r  g r o u p ' s  
a v e r a g e  e s t i m a t e  a s  much w e i g h t  a s  y o u  s e e  f i t .  B e a r  i n  m i n d
t h a t  t h e r e  may b e  d i f f e r e n c e s  f r o m  u n i t  t o  u n i t .

a v e r a g e
50%

a v e r a g e  $ 22,
50%
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1 1 3

C a t e g o r i e s  a n d  e x a m p l e s  o f  L i c e n s e d  P r a c t i c a l  N u r s e  (LPN) 
a c t i v i t i e s  t h a t  c a n  a f f e c t  t h e i r  d o l l a r  v a l u e

t o  t h e  H o s p i t a l

N o t e :  LPNs w i l l  p e r f o r m  a c t i v i t i e s  l i k e  t h e s e  a t  d i f f e r e n t
l e v e l s  o f  p r o f i c i e n c y  a n d / o r  f r e q u e n c y .  T h a t  i s ,  s u p e r i o r  LPNs 
m ay  d e m o n s t r a t e  s o m e  c o s t - s a v i n g  o r  r e v e n u e - g e n e r a t i n g  a c t i v i t i e s  
b e t t e r ,  o r  m o r e  o f t e n  ( o r  c o s t - g e n e r a t i n g  a c t i v i t i e s  l e s s  o f t e n ) , 
t h a n  a v e r a g e  L P N s ,  w ho  i n  t u r n  w i l l  d o  b e t t e r  t h a n  b e l o w  a v e r a g e  
L P N s .

(1 )  B e t t e r  I m a g e  -  a c t i v i t i e s  t h a t  r e s u l t  i n  m a i n t a i n i n g  o r  
i m p r o v i n g  t h e  H o s p i t a l ' s  i m a g e ,  e n c o u r a g i n g  m o r e  
b u s i n e s s .

E x a m p l e s

* r e c o m m e n d s  s o c i a l  s e r v i c e  a n d  o t h e r  
a l t e r n a t i v e s  t o  i m p r o v e  c a r e  o f  p a t i e n t  a f t e r  
l e a v i n g  t h e  H o s p i t a l .

* o v e r l o o k s  t h e  p a t i e n t ' s  f a m i l y ' s  n e e d s ,  
a d v e r s e l y  a f f e c t i n g  t h e  H o s p i t a l ' s  i m a g e .

* n o t i f i e s  t h e  c h a r g e  n u r s e  t h a t  p a t i e n t  i s  
h a v i n g  d i f f i c u l t y  a f t e r  s u r g e r y ,  w h i c h  r e s u l t s  
i n  p r o p e r  m e d i c a l  a t t e n t i o n  a n d  i m p r o v e s  
p a t i e n t  p e r c e p t i o n  o f  n u r s e s  a s  c a r i n g  a n d  
c o m p e t e n t .

„(2)  E f f i c i e n c y  -  a c t i v i t e s  t h a t  a l l o w  f o r  m o r e  e f f i c i e n t  u s e  o f  .
r e s o u r c e s  ( p e o p l e ,  s u p p l i e s ,  e q u i p m e n t ) , r e d u c i n g  c o s t s  " 
o r  g e n e r a t i n g  r e v e n u e  f o r  t h e  H o s p i t a l .

E x a m p l e s

* w h i l e  u n a b l e  t o  p r o v i d e  t o t a l  p a t i e n t  c a r e
* ( i . e . ,  a n  RN m u s t  g i v e  some o f  t h e i r  

m e d i c a t i o n s ) , p r o v i d e s  t e c h n i c a l  c a r e  r e l e a s i n g  
t h e  RN f o r  . r e s p o n s i b i l i t i e s  t h e  LPN i s  n o t  
p r e p a r e d  t o  h a n d l e .

* s t a m p s  c h a r g e  v o u c h e r s  f r o m  e x c h a n g e  c a r t  
i t e m s ,  h e l p i n g  t o  m a i n t a i n  n o n - s a l a r y  b u d g e t .

* c o m p l e t e s  a s s i g n m e n t s  p r o m p t l y ,  s a v i n g  m o n e y  
t h r o u g h ,  e f f i c i e n t  u t i l i z a t i o n  o f  t i m e .
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(3 )  T r e a t m e n t / N u r s i n g  o f  P a t i e n t s  -  a c t i v i t i e s  t h a t  r e d u c e  LOS/ 
i m p r o v i n g  p a y o f f s  b a s e d  o n  D RG sf o r  a v e r t
l a w s u i t s / p r o b l e m s  t h a t  c a n  c o s t  t h e  H o s p i t a l .

E x a m p l e s

* r e c o g n i z e s  s i g n i f i c a n t  c h a n g e s  i n  p a t i e n t  
c o n d i t i o n s  a n d  r e p o r t s  t h e m  t o  a p p r o p r i a t e  
p e o p l e ,  a l l o w i n g  t h e  c o m p l i c a t i o n s  t o  b e  
t r e a t e d  e a r l y  o n ,  w h i c h  r e d u c e s  c o s t s  w i t h  
r e s p e c t  t o  DRGs.

* f o r g e t s  t o  f o l l o w  i n f e c t i o n  c o n t r o l  p r o c e d u r e s  
f o r  p a t i e n t  w i t h  h e p a t i t i s ,  e x p o s i n g  t h e  e n t i r e  
u n i t ,  w h i c h  i n c r e a s e s  c o s t  t o  H o s p i t a l  d u e  t o  
s c r e e n i n g  o f  a l l  p e o p l e  e x p o s e d .

* p r o v i d e s  c a r e f u l  a t t e n t i o n  t o  t h e  t u r n i n g  a n d
s k i n  c a r e  o f  t h e  p a t i e n t s ,  w h i c h  r e d u c e s  c o s t s
b y  s h o r t e n i n g  LOS.
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C a t e g o r i e s  a n d  e x a m p l e s  o f  R e g i s t e r e d  N u r s e  (RN) a c t i v i t i e s  
t h a t  c a n  a f f e c t  t h e i r  d o l l a r  v a l u e  t o  t h e  H o s p i t a l

N o t e :  RNs w i l l  p e r f o r m  a c t i v i t i e s  l i k e  t h e s e  a t  d i f f e r e n t  l e v e l s  
o f  p r o f i c i e n c y  a n d / o r  f r e q u e n c y .  T h a t  i s ,  s u p e r i o r  RNs may 
d e m o n s t r a t e  s o m e  c o s t - s a v i n g  o r  r e v e n u e - g e n e r a t i n g  a c t i v i t i e s  
b e t t e r ,  o r  m o r e  o f t e n  ( o r  c o s t - g e n e r a t i n g  a c t i v i t i e s  l e s s  o f t e n ) , 
t h a n  a v e r a g e  R N s ,  who i n  t u r n  w i l l  d o  b e t t e r  t h a n  b e l o w  a v e r a g e  
R N s .

(1 )  B e t t e r  I m a g e  -  a c t i v i t i e s  t h a t  r e s u l t  i n  m a i n t a i n i n g  o r
i m p r o v i n g  t h e  H o s p i t a l ' s  i m a g e ,  e n c o u r a g i n g  m o r e  
b u s i n e s s .

E x a m p l e s

* p r o v i d e s  p r e -  a n d  p o s t - o p e r a t i v e  t e a c h i n g  t o  
p a t i e n t s ,  a n s w e r s  q u e s t i o n s  a n d  r e a s s u r e s  
p a t i e n t s  w h i c h  d e c r e a s e s  p a t i e n t  a n d  f a m i l y  
a n x i e t i e s .

* e x h i b i t s  u n c a r i n g  o r  c a l l o u s  a t t i t u d e  t o  
p a t i e n t ,  d a m a g i n g  i m a g e  a n d  r e d u c i n g  t h e  
p r o b a b i l i t y  o f  p a t i e n t  r e c o m m e n d i n g  H o s p i t a l  t o  
o t h e r s .

* c o n t a c t s  s om e  p a t i e n t s  a f t e r  t h e y  move  f r o m  t h e  
u n i t ,  i m p r o v i n g  t h e  i m a g e  o f  H o s p i t a l  w i t h  
p a t i e n t  a n d  f a m i l y .

(2 )  E f f i c i e n c y  -  a c t i v i t i e s  t h a t  a l l o w  f o r  m o r e  e f f i c i e n t  u s e - o f
r e s o u r c e s  ( p e o p l e ,  s u p p l i e s ,  e q u i p m e n t ) , r e d u c i n g  c o s t s  - 
o r  g e n e r a t i n g  r e v e n u e  f o r  t h e  H o s p i t a l .

E x a m p l e s

* a c t s  a s  c h a r g e  n u r s e  i n  a b s e n c e  o f  h e a d  n u r s e  
w h i c h  a l l o w s  u n i t  a c t i v i t i e s  t o  c o n t i n u e  i n  a n«

* e f f i c i e n t  m a n n e r .

* f a i l u r e  t o  p r o p e r l y  c h a n g e  c h a r g e  i t e m s  a n d  
i n d i c a t e  o n  c h a r t  t h a t  i t e m s  w e r e  u s e d  —  
a f f e c t s -  r e i m b u r s e m e n t  f r o m  i n s u r a n c e  a u d i t o r s .

* o p e n s  s u p p l i e s  n e e d e d  f o r  a  p a r t i c u l a r  c a s e  
a f t e r  c h e c k i n g  p h y s i c i a n ' s  p r e f e r e n c e  c a r d ' t o  
a s s u r e  t h a t  e v e r y t h i n g  n e e d e d  i s  a v a i l a b l e ,  a n d  
c h e c k s  e q u i p m e n t  f o r  p r o p e r  f u n c t i o n i n g ,  
a l l o w i n g  f o r  o p t i m u m  e f f i c i e n c y .
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(3 )  D e v e l o p m e n t  -  a c t i v i t i e s  t h a t  l e a d  t o  t h e  d e v e l o p m e n t  o f
o t h e r  m e m b e r s  o f  t h e  H o s p i t a l ,  i n c r e a s i n g  t h e i r  v a l u e  t o  
t h e  o r g a n i z a t i o n .

E x a m p l e s

* f u n c t i o n s  a s  a  r e s o u r c e  p e r s o n ,  u s i n g  e x p e r t i s e  
i n  s p e c i f i c  a r e a s  t o  d e v e l o p  a n d  i n c r e a s e  t h e  
k n o w l e d g e  o f  l e s s  e x p e r i e n c e d  R N s .

* a s s i s t s  h e a d  n u r s e  i n  t h e  t r a i n i n g  o f  n e w  s t a f f  
n u r s e s .

* o r i e n t s  n e w  m e m b e r s  o f  t h e  u n i t  (R N s ,  L P N s ,
N A s ,  s e c r e t a r i e s )  r e g a r d i n g  u n i t  f u n c t i o n i n g  
a n d  o r g a n i z a t i o n .

(4 )  T r e a t m e n t / N u r s i n g  o f  P a t i e n t s  -  a c t i v i t i e s  t h a t  r e d u c e  LO S,  
i m p r o v i n g  p a y o f f s  b a s e d  o n  DRGs, o r  a v e r t  
l a w s u i t s / p r o b l e m s  t h a t  c a n  c o s t  t h e  H o s p i t a l .

E x a m p l e s

* m o n i t o r s  p a t i e n t s  c o n d i t i o n s  a n d  t a k e s  
a p p r o p r i a t e  a c t i o n  t o  a l l e v i a t e  d e t e r i o r a t i n g  
c o n d i t i o n ,  e n h a n c i n g  b u s i n e s s  a n d  a v e r t i n g  
c o s t s  f r o m  p o s s i b l e  n e g l i g e n c e  s u i t s .

* f a i l s  t o  m o n i t o r  IV i n s e r t i o n  s i t e  a s  p e r  
p o l i c y ,  i n d u c i n g  p o s s i b l e  i n f e c t i o n  ( p h l e b i t i s ,  
e t c . ) ,  w h i c h  i n c r e a s e s  h o s p i t a l  s t a y  a n d  
a d v e r s l y  a f f e c t s  DRG p a y o f f .

* e f f i c i e n t l y  a n d  e f f e c t i v e l y  c a r r i e s  o u t  
p h y s i c i a n s  o r d e r s  s o  t h a t  t e s t s ,  X - r a y s ,  e t c .  
a r e  p e r f o r m e d  a s  o r d e r e d ,  t h e r e b y  d e c r e a s i n g  
t h e  p a t i e n t s  l e n g t h  o f  s t a y .
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HUMAN RESOURCES UTILITY PROJECT 
N o r f o l k  G e n e r a l  H o s p i t a l  

P a r t  I  
N o v e m b e r  1 9 ,  1984

T h i s  i s  t h e  f i r s t  p a r t  o f  t h e  human r e s o u r c e s  u t i l i t y  
p r o j e c t  we a r e  c o n d u c t i n g  a t  NG1I. P l e a s e  a c c e p t  o u r  t h a n k s ,  
i n  a d v a n c e ,  f o r  h e l p i n g  u s  i n  t h i s  p r o j e c t .  As I  m e n t i o n e d  
d u r i n g  o u r  m e e t i n g s  some o f  y o u  w i l l  b e  r e c e i v i n g  d i f f e r e n t  
f o r m s  o f  q u e s t i o n s .  A l l  q u e s t i o n n a i r e s  r e l a t e  t o  t h e  sam e  
g o a l  o f  d e t e r m i n i n g  t h e  d o l l a r  v a l u e  o f  d i f f e r e n t  l e v e l s  o f  
n u r s e s '  p e r f o r m a n c e .  I  w i l l  r e m i n d  y o u ,  p l e a s e  d o  n o t  s h a r e  
y o u r  f o r m  o r  d i s c u s s  i t s  c o n t e n t s  w i t h  t h e  o t h e r  m a n a g e r s ,  
o t h e r w i s e ,  we w i l l  n o t  b e  a b l e  t o  t e l l  w h i c h  q u e s t i o n n a i r e  
w o r k s  b e s t .  We w i l l  m e e t  t o  d i s c u s s  t h e  f i n d i n g s  a f t e r  t h e  
p r o j e c t  i s  c o m p l e t e d .

T h e  c o n t e n t s  o f  t h i s  p a c k a g e  s h o u l d  i n c l u d e :

* J o b  d e s c r i p t i o n s  a n d  j o b  s p e c i f i c a t i o n s  f o r  
t h e  RN & LPN p o s i t i o n s

* An i n s t r u c t i o n  s h e e t

* Two a c t i v i t y  s h e e t s  -  One f o r  t h e  RN p o s i t i o n  
a n d  o n e  f o r  t h e  LPN p o s i t i o n .  P l e a s e  r e c o r d  
y o u r  r e s p o n s e s  o n  t h e s e  a n d  m ake  s u r e  y o u r  name 
i s  o n  t h e  t o p  o f  e a c h .

I f  y o u  h a v e  a n y  q u e s t i o n s  p l e a s e  g i v e  me a  c a l l .  I  
c a n  b e  r e a c h e d  a t  4 4 0 - 4 2 3 6  d u r i n g  t h e  d a y  a n d  4 8 9 - 3 6 1 5  a t  
n i g h t .  You c a n  a l s o  l e a v e  a  m e s s a g e  f o r  me a t  P e r s o n n e l  
x - 3 8 3 3  a n d  I  w i l l  g e t  b a c k  t o  y o u .

You h a v e  u n t i l  N o v e m b e r  2 3 r d  t o  f i n i s h  t h i s  p a r t  o f  t h e  
p r o j e c t .  T h e  n e x t  p a c k a g e  w i l l  a r r i v e  D e c e m b e r  3 r d  a n d  w i l l  
i n c l u d e  i n f o r m a t i o n  c o l l e c t e d  i n  t h i s  p a c k a g e ,  s o  p l e a s e  
c o m p l e t e  t h i s  q u e s t i o n n a i r e  p r o m p t l y .  When y o u  a r e  f i n i s h e d  
u s e  t h e  e n v e l o p e  m a r k e d :  S c o t t  T a n n e n b a u m ,  c / o  G l e n n  D e B i a s i ,  
D e p t  o f  Human R e s o u r c e s  ( P e r s o n n e l ) ; a n d  f o r w a r d  i t  b y  
i n t e r o f f i c e  m a i l .  O n c e  a g a i n ,  t h a n k  y o u  f o r  y o u r  c o o p e r a t i o n .

S c o t t  I .  T a n n e n b a u m

NGH Dept of Human Resources
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INSTRUCTIONS

I n  t h i s  p a r t  o f  t h e  p r o j e c t  we a r e  a s k i n g  y o u  t o  p r o v i d e  
e x a m p l e s  o f  s t a f f  n u r s e s  a c t i v i t i e s  t h a t  i n f l u e n c e  t h e  t o t a l  
y e a r l y  v a l u e  o f  t h e i r  s e r v i c e s .  We w a n t  t o  k n o w  w h a t  R N 's  
a n d  L P N ' s  d o  t h a t  may a f f e c t  t h e  d o l l a r  v a l u e  o f  t h e i r  
p e r f o r m a n c e .  T h e s e  c a n  b e  a c t i v i t i e s  t h a t  g e n e r a t e  r e v e n u e ,  
s a v e  c o s t s ,  o r  o n  t h e  n e g a t i v e  s i d e ,  a c t i v i t i e s  t h a t  c o s t  t h e  
h o s p i t a l .  You a r e  n o t  r e s t r i c t e d  t o  a c t i v i t i e s  t h a t  y o u  
o b s e r v e  a f t e r  r e a d i n g  t h i s ,  t h a t  i s ,  we a r e  n o t  a s k i n g  y o u  
t o  " o b s e r v e  a n d  r e c o r d " .  You s h o u l d  r e f l e c t  o n  a c t i v i t i e s  
t h a t  y o u  h a v e  s e e n  o c c u r  i n  t h e  p a s t .

E x a m p l e s :  F o r g o t  t o  s h u t  o f f  o x y g e n  v a l v e  o n  w a l l
o u t l e t  a f t e r  s u c t i o n i n g  w h i c h  c a u s e s  
w a s t i n g  o f  o x y g e n  a n d  i n c r e a s e  c o s t  o f  u s e .

C o u r t e o u s  t o  p a t i e n t s '  f a m i l i e s  e n h a n c i n g  
t h e  h o s p i t a l ' s  i m a g e  a n d  e n c o u r a g i n g  f u r t h e r  
b u s i n e s s .

U n l e s s  i t  i s  s e l f  e x p l a n a t o r y ,  p l e a s e  i n c l u d e  t h e  
c o n s e q u e n c e s  o f  t h e  a c t i v i t y  ( e . g . ,  " w h i c h  c a u s e s  w a s t i n g  o f  
o x y g e n  a n d  i n c r e a s e s  c o s t  o f  u s e " ;  " e n h a n c i n g  h o s p i t a l ' s  i m a g e  
a n d  e n c o u r a g i n g  f u r t h e r  b u s i n e s s " ) .

We h a v e  p r o v i d e d  a  c o p y  o f  t h e  j o b  d e s c r i p t i o n s  a n d  
s p e c i f i c a t i o n s  f o r  t h e s e  j o b s .  P l e a s e  r e v i e w  t h e s e  -  t h e y  
may s e r v e  a s  a  g o o d  s t a r t i n g  p o i n t .

On t h e  p a g e s  t h a t  f o l l o w  p l e a s e  p r o v i d e  a t  l e a s t  3 o r  4 
e x a m p l e s  o f  t h e s e  a c t i v i t i e s  f o r  e a c h  j o b .  T h e  f i r s t  p a g e  i s  
f o r  RN a c t i v i t i e s ,  t h e  s e c o n d  f o r  LPN a c t i v i t i e s .
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Name

RN ACTIVITY SHEET

P l e a s e  p r o v i d e  a t  l e a s t  3 o r  4 e x a m p l e s  o f  R N ' s  a c t i v i t i e s  
t h a t  h e l p  d e t e r m i n e  t h e  t o t a l  y e a r l y  v a l u e  o f  t h e i r  s e r v i c e s -

1 .

2 .

3 .

4 .

5 .
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Name

LPN ACTIVITY SHEET

P l e a s e  p r o v i d e  a t  l e a s t  3 o r  4 e x a m p l e s  o f  L P N ' s  a c t i v i t i e s  
t h a t  h e l p  d e t e r m i n e  t h e  t o t a l  y e a r l y  v a l u e  o f  t h e i r  s e r v i c e s .

1 .

2 .

3 .

4 .

5 .
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P a r t  I I  

D e c e m b e r  3 ,  1 9 8 4
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HUMAN RESOURCES U TILITY  PROJECT 
N o r f o l k  G e n e r a l  H o s p i t a l  

P a r t  I I  
D e c e m b e r  3 ,  1 9 8 4

T h i s  i s  t h e  s e c o n d  p a r t  o f  t h e  h u m a n  r e s o u r c e s  u t i l i t y  
p r o j e c t  we a r e  c o n d u c t i n g  a t  NGH. T h a n k  y o u  f o r  c o m p l e t i n g  a n d  
r e t u r n i n g  p a r t  I .  I n  t h i s  p a r t  o f  t h e  p r o j e c t  y o u  a r e  a s k e d  t o  
e s t i m a t e  t h e  y e a r l y  v a l u e  t o  t h e  H o s p i t a l  o f  t h e  o v e r a l l  
p e r f o r m a n c e  o f  a n  a v e r a g e  RN a n d  LPN.  To h e l p  y o u  i n  t h i s  t a s k ,  
we c o m p i l e d  a  s u m m a ry  l i s t  o f  c r i t i c a l  RN a n d  LPN a c t i v i t i e s .
T h i s  i s  b a s e d  o n  t h e  i n f o r m a t i o n  y o u  p r o v i d e d  i n  p a r t  I .

T h e  c o n t e n t s  o f  t h i s  p a c k a g e  s h o u l d  i n c l u d e :

* A s u m m a ry  o f  t h e  p r o j e c t  t o  d a t e

* A s u m m a ry  l i s t  o f  c r i t i c a l  RN & LPN a c t i v i t i e s  p r o v i d e d
b y  y o u  a n d  o t h e r  m a n a g e r s  i n  p a r t  I

* An i n s t r u c t i o n  s h e e t  f o r  t h e  e s t i m a t i o n  t a s k

* Two w o r k s h e e t s  -  o n e  f o r  t h e  RN e s t i m a t i o n  a n d  o n e  f o r  
t h e  LPN e s t i m a t i o n

* J o b  d e s c r i p t i o n s  a n d  j o b  s p e c i f i c a t i o n s  f o r  t h e  RN &
LPN p o s i t i o n s

O n c e  a g a i n ,  p l e a s e  d o  n o t  s h a r e  y o u r  f o r m  o r  d i s c u s s  i t s  
. c o n t e n t s  w i t h  t h e  o t h e r  m a n a g e r s ,  o t h e r w i s e ,  we w i l l  n o t '  b e  a b l e  
• to t e l l  w h i c h  q u e s t i o n n a i r e  w o r k s  b e s t .  I f  y o u  h a v e  a n y  
q u e s t i o n s  a b o u t  p a r t  I I  p l e a s e  g i v e  me a  c a l l .  I  c a n  b e  r e a c h e d  
a t  4 4 0 - 4 2 3  6 d u r i n g  t h e  d a y  a n d  4 8 9 - 3 6 1 5  a t  n i g h t .  You c a n  a l s o  
l e a v e  a  m e s s a g e  f o r  me a t  P e r s o n n e l  x - 3 8 8 3  a n d  I  w i l l  r e t u r n  y o u r  
c a l l .

You h a v e  u n t i l  D e c e m b e r  7 t h  t o  f i n i s h  t h i s  p a r t  o f  t h e  
p r o j e c t .  I f  y o u  a n t i c i p a t e  a n y  d e l a y s  p l e a s e  c a l l  me.  T h e  n e x t  
p a c k a g e  w i l l  a r r i v e  D e c e m b e r  1 7 t h  a n d  w i l l  i n c l u d e  i n f o r m a t i o n  
c o l l e c t e d  i n  t h i s  p a c k a g e ,  s o  p l e a s e  c o m p l e t e  t h i s  q u e s t i o n n a i r e  
p r o m p t l y .  When y o u  a r e  f i n i s h e d  u s e  t h e  e n v e l o p e  m a r k e d :  S c o t t  
T a n n e n b a u m ,  c / o  G l e n n  D e B i a s i ,  D e p t ,  o f  Human R e s o u r c e s  
( P e r s o n n e l ) ;  a n d  f o r w a r d  i t  b y  i n t e r o f f i c e  m a i l .  I f  y o u  a r e  

r u n n i n g  l a t e ,  c a l l  m e ,  a n d  I  w i l l  s t o p  b y  a n d  p i c k  i t  u p .  O n c e  
a g a i n ,  t h a n k  y o u  f o r  y o u r  c o o p e r a t i o n .

S c o t t  I . T a n n e n b a u m

NGH D e p t ,  o f  Human R e s o u r c e s
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SUMMARY: PROJECT TO DATE

Any j o b  h a s  a  n u m b e r  o f  c r i t i c a l  a c t i v i t i e s  t h a t  c a n  
g e n e r a t e  r e v e n u e  o r  s a v e  e x p e n s e s  f o r  t h e  o r g a n i z a t i o n .  I n  
e s t i m a t i n g  t h e  d o l l a r  v a l u e  o f  j o b  p e r f o r m a n c e ,  i t  i s  i m p o r t a n t  
t o  c o n s i d e r  t h e s e  a c t i v i t i e s .  You w i l l  r e c a l l  i n  p a r t  I  t h a t  
e a c h  o f  y o u  g a v e  e x a m p l e s  o f  s u c h  a c t i v i t i e s .  When  w e  f o r m e d  
t h e s e  a c t i v i t i e s  i n t o  a  l i s t ,  we d i s c o v e r e d  b o t h  u n i q u e  a n d  
common e x a m p l e s .  F u r t h e r m o r e ,  we n o t e d  t h a t  t h e s e  a c t i v i t i e s  
c o u l d  b e  s o r t e d  i n t o  s e v e r a l  c a t e g o r i e s .  T h e s e  c a t e g o r i e s  
p r o v i d e  a u s e f u l  f r a m e  o f  r e f e r e n c e  f o r  d e s c r i b i n g  t h e  c r i t i c a l  
a c t i v i t i e s  p e r f o r m e d  b y  LPN s  a n d  R N s .  We w o u l d  l i k e  y o u  t o  
c o n s i d e r  t h i s  f r a m e  o f  r e f e r e n c e  i n  m a k i n g  y o u r  d o l l a r  e s t i m a t e s .

T h e  c a t e g o r i e s  t h a t  p e r t a i n  t o  t h e  LPN a n d  RN j o b s  a r e  
e n c l o s e d .  F o r  e a c h  c a t e g o r y ,  e x a m p l e  a c t i v i t i e s  a r e  l i s t e d .
Some o f  t h e s e  e x a m p l e s  m ay  n o t  d i r e c t l y  p e r t a i n  t o  y o u r  u n i t ,  b u t  
t h e y  c a n  b e  v i e w e d  a s  t h e  t y p e s  o f  a c t i v i t i e s  t o  c o n s i d e r  w hen  
m a k i n g  y o u r  d o l l a r  e s t i m a t e s .
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C a t e g o r i e s  a n d  e x a m p l e s  o f  R e g i s t e r e d  N u r s e  (RN) a c t i v i t i e s  
t h a t  c a n  a f f e c t  t h e i r  d o l l a r  v a l u e  t o  t h e  H o s p i t a l

N o t e :  RNs w i l l  p e r f o r m  a c t i v i t i e s  l i k e  t h e s e  a t  d i f f e r e n t  l e v e l s  
o f  p r o f i c i e n c y  a n d / o r  f r e q u e n c y .  T h a t  i s ,  s u p e r i o r  RNs may 
d e m o n s t r a t e  s o m e  c o s t - s a v i n g  o r  r e v e n u e - g e n e r a t i n g  a c t i v i t i e s  
b e t t e r ,  o r  m o r e  o f t e n  ( o r  c o s t - g e n e r a t i n g  a c t i v i t i e s  l e s s  o f t e n ) , 
t h a n  a v e r a g e  R N s ,  w h o  i n  t u r n  w i l l  d o  b e t t e r  t h a n  b e l o w  a v e r a g e  
R N s .

(1 )  B e t t e r  I m a g e  -  a c t i v i t i e s  t h a t  r e s u l t  i n  m a i n t a i n i n g  o r
i m p r o v i n g  t h e  H o s p i t a l ' s  i m a g e ,  e n c o u r a g i n g  m o r e  
b u s i n e s s .

E x a m p l e s

* p r o v i d e s  p r e -  a n d  p o s t - o p e r a t i v e  t e a c h i n g  t o  
p a t i e n t s ,  a n s w e r s  q u e s t i o n s  a n d  r e a s s u r e s  
p a t i e n t s  w h i c h  d e c r e a s e s  p a t i e n t  a n d  f a m i l y  
a n x i e t i e s .

* e x h i b i t s  u n c a r i n g  o r  c a l l o u s  a t t i t u d e  t o  
p a t i e n t ,  d a m a g i n g  i m a g e  a n d  r e d u c i n g  t h e  
p r o b a b i l i t y  o f  p a t i e n t  r e c o m m e n d i n g  H o s p i t a l  t o  
o t h e r s .

* c o n t a c t s  som e  p a t i e n t s  a f t e r  t h e y  move  f r o m  t h e  
u n i t ,  i m p r o v i n g  t h e  i m a g e  o f  H o s p i t a l  w i t h  
p a t i e n t  a n d  f a m i l y .

(2 )  E f f i c i e n c y  -  a c t i v i t i e s  t h a t  a l l o w  f o r  m o r e  e f f i c i e n t  u s e  o f
r e s o u r c e s  ( p e o p l e ,  s u p p l i e s ,  e q u i p m e n t ) ,  r e d u c i n g  c o s t s - 
o r  g e n e r a t i n g  r e v e n u e  f o r  t h e  H o s p i t a l .

E x a m p l e s

* a c t s  a s  c h a r g e  n u r s e  i n  a b s e n c e  o f  h e a d  n u r s e  
w h i c h  a l l o w s  u n i t  a c t i v i t i e s  t o  c o n t i n u e  i n  a n  
e f f i c i e n t  m a n n e r .

* f a i l u r e  t o  p r o p e r l y  c h a n g e  c h a r g e  i t e m s  a n d  
i n d i c a t e  o n  c h a r t  t h a t  i t e m s  w e r e  u s e d  —  
a f f e c t s ,  r e i m b u r s e m e n t  f r o m  i n s u r a n c e  a u d i t o r s .

* o p e n s  s u p p l i e s  n e e d e d  f o r  a  p a r t i c u l a r  c a s e  
a f t e r  c h e c k i n g  p h y s i c i a n ' s  p r e f e r e n c e  c a r d ' t o  
a s s u r e  t h a t  e v e r y t h i n g  n e e d e d  i s  a v a i l a b l e ,  a n d  
c h e c k s  e q u i p m e n t  f o r  p r o p e r  f u n c t i o n i n g ,  
a l l o w i n g  f o r  o p t i m u m  e f f i c i e n c y .
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(3)  D e v e l o p m e n t  -  a c t i v i t i e s  t h a t  l e a d  t o  t h e  d e v e l o p m e n t  o f
o t h e r  m e m b e r s  o f  t h e  H o s p i t a l ,  i n c r e a s i n g  t h e i r  v a l u e  t o  
t h e  o r g a n i z a t i o n .

E x a m p l e s

* f u n c t i o n s  a s  a  r e s o u r c e  p e r s o n ,  u s i n g  e x p e r t i s e  
i n  s p e c i f i c  a r e a s  t o  d e v e l o p  a n d  i n c r e a s e  t h e  
k n o w l e d g e  o f  l e s s  e x p e r i e n c e d  RNs.

* a s s i s t s  h e a d  n u r s e  i n  t h e  t r a i n i n g  o f  new  s t a f f  
n u r s e s .

* o r i e n t s  new  m e m b e r s  o f  t h e  u n i t  (RN s,  L P N s ,
N A s ,  s e c r e t a r i e s )  r e g a r d i n g  u n i t  f u n c t i o n i n g  
a n d  o r g a n i z a t i o n .

(4 )  T r e a t m e n t / N u r s i n g  o f  P a t i e n t s  -  a c t i v i t i e s  t h a t  r e d u c e  LOS,
i m p r o v i n g  p a y o f f s  b a s e d  o n  DRGs,  o r  a v e r t  
l a w s u i t s / p r o b l e m s  t h a t  c a n  c o s t  t h e  H o s p i t a l .

E x a m p l e s

* m o n i t o r s  p a t i e n t s  c o n d i t i o n s  a n d  t a k e s  
a p p r o p r i a t e  a c t i o n  t o  a l l e v i a t e  d e t e r i o r a t i n g  
c o n d i t i o n ,  e n h a n c i n g  b u s i n e s s  a n d  a v e r t i n g  
c o s t s  f r o m  p o s s i b l e  n e g l i g e n c e  s u i t s .

* f a i l s  t o  m o n i t o r  I V  i n s e r t i o n  s i t e  a s  p e r  
p o l i c y ,  i n d u c i n g  p o s s i b l e  i n f e c t i o n  ( p h l e b i t i s ,  
e t c . ) ,  w h i c h  i n c r e a s e s  h o s p i t a l  s t a y  a n d  
a d v e r s l y  a f f e c t s  DRG p a y o f f .

* e f f i c i e n t l y  a n d  e f f e c t i v e l y  c a r r i e s  o u t  
p h y s i c i a n s  o r d e r s  s o  t h a t  t e s t s ,  X - r a y s ,  e t c .  
a r e  p e r f o r m e d  a s  o r d e r e d ,  t h e r e b y  d e c r e a s i n g  
t h e  p a t i e n t s  l e n g t h  o f  s t a y .
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C a t e g o r i e s  a n d  e x a m p l e s  o f  L i c e n s e d  P r a c t i c a l  N u r s e  (LPN) 
a c t i v i t i e s  t h a t  c a n  a f f e c t  t h e i r  d o l l a r  v a l u e

t o  t h e  H o s p i t a l

N o t e :  LPNs w i l l  p e r f o r m  a c t i v i t i e s  l i k e  t h e s e  a t  d i f f e r e n t
l e v e l s  o f  p r o f i c i e n c y  a n d / o r  f r e q u e n c y .  T h a t  i s ,  s u p e r i o r  LPNs 
may d e m o n s t r a t e  som e  c o s t - s a v i n g  o r  r e v e n u e - g e n e r a t i n g  a c t i v i t i e s  
b e t t e r ,  o r  m o r e  o f t e n  ( o r  c o s t - g e n e r a t i n g  a c t i v i t i e s  l e s s  o f t e n ) , 
t h a n  a v e r a g e  L P N s ,  who  i n  t u r n  w i l l  d o  b e t t e r  t h a n  b e l o w  a v e r a g e  
L P N s .

(1)  B e t t e r  I m a g e  -  a c t i v i t i e s  t h a t  r e s u l t  i n  m a i n t a i n i n g  o r
i m p r o v i n g  t h e  H o s p i t a l ' s  i m a g e ,  e n c o u r a g i n g  m o r e  
b u s i n e s s .

E x a m p l e s

* r e c o m m e n d s  s o c i a l  s e r v i c e  a n d  o t h e r  
a l t e r n a t i v e s  t o  i m p r o v e  c a r e  o f  p a t i e n t  a f t e r  
l e a v i n g  t h e  H o s p i t a l .

* o v e r l o o k s  t h e  p a t i e n t ' s  f a m i l y ' s  n e e d s ,  
a d v e r s e l y  a f f e c t i n g  t h e  H o s p i t a l ' s  i m a g e .

* n o t i f i e s  t h e  c h a r g e  n u r s e  t h a t  p a t i e n t  i s  
h a v i n g  d i f f i c u l t y  a f t e r  s u r g e r y ,  w h i c h  r e s u l t s  
i n  p r o p e r  m e d i c a l  a t t e n t i o n  a n d  i m p r o v e s  
p a t i e n t  p e r c e p t i o n  o f  n u r s e s  a s  c a r i n g  a n d  
c o m p e t e n t .

(2 )  E f f i c i e n c y  -  a c t i v i t e s  t h a t  a l l o w  f o r  m o r e  e f f i c i e n t  u s e  o f  .
r e s o u r c e s  ( p e o p l e ,  s u p p l i e s ,  e q u i p m e n t ) , r e d u c i n g  c o s t s  
o r  g e n e r a t i n g  r e v e n u e  f o r  t h e  H o s p i t a l .

E x a m p l e s

* w h i l e  u n a b l e  t o  p r o v i d e  t o t a l  p a t i e n t  c a r e  
( i . e . ,  a n  RN m u s t  g i v e  s o m e  o f  t h e i r  
m e d i c a t i o n s ) , p r o v i d e s  t e c h n i c a l  c a r e  r e l e a s i n g  
t h e  RN f o r  r e s p o n s i b i l i t i e s  t h e  LPN i s  n o t  
p r e p a r e d  t o  h a n d l e .

s t a m p s  c h a r g e  v o u c h e r s  f r o m  e x c h a n g e  c a r t  
i t e m s ,  h e l p i n g  t o  m a i n t a i n  n o n - s a l a r y  b u d g e t .

c o m p l e t e s  a s s i g n m e n t s  p r o m p t l y ,  s a v i n g  m o n e y  
t h r o u g h  e f f i c i e n t  u t i l i z a t i o n  o f  t i m e .

*

*
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(3 )  T r e a t m e n t / N u r s i n g  o f  P a t i e n t s  -  a c t i v i t i e s  t h a t  r e d u c e  LOS, 

i m p r o v i n g  p a y o f f s  b a s e d  o n  D RGs, o r  a v e r t  
l a w s u i t s / p r o b l e m s  t h a t  c a n  c o s t  t h e  H o s p i t a l .

E x a m p l e s

* . r e c o g n i z e s  s i g n i f i c a n t  c h a n g e s  i n  p a t i e n t  
c o n d i t i o n s  a n d  r e p o r t s  t h e m  t o  a p p r o p r i a t e  
p e o p l e ,  a l l o w i n g  t h e  c o m p l i c a t i o n s  t o  b e  
t r e a t e d  e a r l y  o n ,  w h i c h  r e d u c e s  c o s t s  w i t h  
r e s p e c t  t o  DRGs.

* f o r g e t s  t o  f o l l o w  i n f e c t i o n  c o n t r o l  p r o c e d u r e s  
f o r  p a t i e n t  w i t h  h e p a t i t i s ,  e x p o s i n g  t h e  e n t i r e  
u n i t ,  w h i c h  i n c r e a s e s  c o s t  t o  H o s p i t a l  d u e  t o  
s c r e e n i n g  o f  a l l  p e o p l e  e x p o s e d .

* p r o v i d e s  c a r e f u l  a t t e n t i o n  t o  t h e  t u r n i n g  a n d  
s k i n  c a r e  o f  t h e  p a t i e n t s ,  w h i c h  r e d u c e s  c o s t s  
b y  s h o r t e n i n g  LOS.
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INSTRUCTIONS —  Dollar Estimates

T h r o u g h o u t  t h e  r e m a i n d e r  o f  t h e  p r o j e c t  we w i l l  b e  a s k i n g  
y o u  t o  p r o v i d e  e s t i m a t e s  o f  t h e  d o l l a r  v a l u e  o f  v a r i o u s  l e v e l s  o f  
RN a n d  LPN p e r f o r m a n c e  a t  N o r f o l k  G e n e r a l  H o s p i t a l .  I n  t h i s  p a r t  
o f  t h e  p r o j e c t  we a r e  f o c u s i n g  o n  t h e  5 0 t h  p e r c e n t i l e  o r  a v e r a g e  
p e r f o r m e r .  I n  l a t e r  q u e s t i o n n a i r e s  we w i l l  a s k  y o u  t o  p r o v i d e  
e s t i m a t e s  f o r  b e l o w  a v e r a g e  a n d  s u p e r i o r  p e r f o r m e r s .

T h e  d o l l a r  e s t i m a t e s  t h a t  y o u  p r o v i d e  a r e  c r i t i c a l  f o r  
d e t e r m i n i n g  t h e  u t i l i t y  o f  t h e  p r o g r a m s  t h a t  t h e  Human R e s o u r c e  
D e p a r t m e n t  o f f e r s  a t  t h e  H o s p i t a l .  I n  p r o v i d i n g  t h e s e  e s t i m a t e s ,  
y o u  a r e  r e q u i r e d  t o  m a ke  som e d i f f i c u l t  d e c i s i o n s .  You w i l l  h a v e  
t o  p o n d e r  f o r  s o m e  t i m e  b e f o r e  m a k i n g  e a c h  e s t i m a t e .  A l t h o u g h  
t h e r e  i s  n o  w a y  y o u  c a n  b e  a b s o l u t e l y  c e r t a i n  y o u r  e s t i m a t e  i s  
a c c u r a t e ,  k e e p  i n  m i n d  t h e s e  t h r e e  t h i n g s :

(1 )  T h e  a l t e r n a t i v e  t o  e s t i m a t e s  o f  t h i s  k i n d  i s  t h e
a p p l i c a t i o n  o f  c o s t  a c c o u n t i n g  p r o c e d u r e s  t o  t h e
e v a l u a t i o n  o f  j o b  p e r f o r m a n c e .  S u c h  a p p l i c a t i o n s  a r e  
u s u a l l y  p r o h i b i t i v e l y  e x p e n s i v e ,  a n d  i n  t h e  e n d ,  t h e y  
p r o d u c e  o n l y  i m p e r f e c t  e s t i m a t e s ,  l i k e  t h i s  e s t i m a t i o n  
p r o c e d u r e .

(2 )  Y o u r  e s t i m a t e s  w i l l  b e  a v e r a g e d  i n  w i t h  t h o s e  o f  o t h e r
m a n a g e r s .  T h u s ,  e r r o r s  p r o d u c e d  b y  t o o  h i g h  a n d  t o o  l o w
e s t i m a t e s  w i l l  t e n d  t o  b e  a v e r a g e d  o u t ,  p r o v i d i n g  m o r e  
a c c u r a t e  f i n a l  e s t i m a t e s .

(3 )  T h e  d e c i s i o n s  a b o u t  h u m a n  r e s o u r c e s  p r o g r a m s  d o  n o t  
r e q u i r e  t h a t  e s t i m a t e s  b e  a c c u r a t e  t o  t h e  l a s t  d o l l a r .  
S u b s t a n t i a l l y  a c c u r a t e  e s t i m a t e s  w i l l  l e a d  t o  t h e  s a m e  
d e c i s i o n s  a s  p e r f e c t l y  a c c u r a t e  e s t i m a t e s .

F o r  b o t h  t h e  RN a n d  LPN p o s i t i o n s  a  s e p a r a t e  w o r k s h e e t  
f o l l o w s .  P l e a s e  c o m p l e t e  e a c h  s e p a r a t e l y .
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B a s e d  o n  y o u r  e x p e r i e n c e  w i t h  R N s ,  we w o u l d  l i k e  y o u  t o  
e s t i m a t e  t h e  y e a r l y  d o l l a r  v a l u e  t o  t h e  N o r f o l k  G e n e r a l  H o s p i t a l  
o f  t h e  o v e r a l l  p e r f o r m a n c e  o f  t h e  5 0 t h  p e r c e n t i l e ,  o r  a v e r a g e  RN. 
C o n s i d e r  t h e  q u a l i t y  a n d  q u a n t i t y  o f  p e r f o r m a n c e  t y p i c a l  o f  t h e  
a v e r a g e  RN a n d  t h e  d o l l a r  v a l u e  o f  t h i s  p e r f o r m a n c e .  ‘ I n  
e s t i m a t i n g  a  d o l l a r  v a l u e  f o r  t h i s  p e r f o r m a n c e ,  i t  may h e l p  t o  
c o n s i d e r  w h a t  t h e  c o s t  w o u l d  b e  o f  h a v i n g  s o m e o n e  f r o m  a n  o u t s i d e  
f i r m  p r o v i d e  t h i s  s e r v i c e .

Y o u  s h o u l d  r e f e r  t o  t h e  RN j o b  d e s c r i p t i o n  a n d  t h e  RN 
c a t e g o r i e s  a n d  e x a m p l e  a c t i v i t i e s .  R e m e m b e r  t h a t  e m p l o y e e s  w i l l  
p e r f o r m  t h e s e  a c t i v i t i e s  a t  d i f f e r i n g  l e v e l s  o f  p r o f i c i e n c y  
a n d / o r  f r e q u e n c y .  T h a t  i s ,  s u p e r i o r  RNs w i l l  d e m o n s t r a t e  s o m e  
c o s t - s a v i n g  o r  r e v e n u e  g e n e r a t i n g  a c t i v i t i e s  m o r e  o f t e n  ( o r  
c o s t - p r o d u c i n g  a c t i v i t i e s  l e s s  o f t e n )  t h a n  a v e r a g e  R N s ,  w ho  i n  
t u r n  w i l l  d o  b e t t e r  t h a n  b e l o w  a v e r a g e  R N s .

B a s e d  o n  my e x p e r i e n c e ,  I  e s t i m a t e  t h e  v a l u e  t o  N o r f o l k
G e n e r a l  H o s p i t a l  o f  t h e  a v e r a g e  RN t o  b e  _______________  d o l l a r s  p e r
y e a r .
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B a s e d  o n  y o u r  e x p e r i e n c e  w i t h  L P N s , we w o u l d  l i k e  y o u  t o  
e s t i m a t e  t h e  y e a r l y  d o l l a r  v a l u e  t o  N o r f o l k  G e n e r a l  H o s p i t a l  o f  
t h e  o v e r a l l  p e r f o r m a n c e  o f  t h e  5 0 t h  p e r c e n t i l e ,  o r  a v e r a g e  LPN. 
C o n s i d e r  t h e  q u a l i t y  a n d  q u a n t i t y  o f  p e r f o r m a n c e  t y p i c a l  o f  t h e  
a v e r a g e  LPN a n d  t h e  d o l l a r  v a l u e  o f  t h i s  p e r f o r m a n c e .  I n  
e s t i m a t i n g  a  d o l l a r  v a l u e  f o r  t h i s  p e r f o r m a n c e ,  i t  m ay  h e l p  t o  
c o n s i d e r  w h a t  t h e  c o s t  w o u l d  b e  o f  h a v i n g  s o m e o n e  f r o m  a n  o u t s i d e  
f i r m  p r o v i d e  t h i s  s e r v i c e .

You s h o u l d  r e f e r  t o  t h e  LPN j o b  d e s c r i p t i o n  a n d  t h e  LPN 
c a t e g o r i e s  a n d  e x a m p l e  a c t i v i t i e s .  R e m em b er  t h a t  e m p l o y e e s  w i l l  
p e r f o r m  t h e s e  a c t i v i t i e s  a t  d i f f e r i n g  l e v e l s  o f  p r o f i c i e n c y  
a n d / o r  f r e q u e n c y .  T h a t  i s ,  s u p e r i o r  LPNs w i l l  d e m o n s t r a t e  some 
c o s t - s a v i n g  o r  r e v e n u e  g e n e r a t i n g  b e h a v i o r s  m o r e  o f t e n  ( o r  
c o s t - p r o d u c i n g  b e h a v i o r s  l e s s  o f t e n )  t h a n  a v e r a g e  L P N s ,  who i n  
t u r n  w i l l ,  d o  b e t t e r  t h a n  b e l o w  a v e r a g e  L P N s .

B a s e d  o n  my e x p e r i e n c e ,  I  e s t i m a t e  t h e  v a l u e  t o  N o r f o l k
G e n e r a l  H o s p i t a l  o f  t h e  a v e r a g e  LPN t o  b e  _______________d o l l a r s  p e r
y e a r .
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HUMAN RESOURCES UTILITY PROJECT 
N o r f o l k  G e n e r a l  H o s p i t a l  

P a r t  I I I  
D e c e m b e r  1 7 ,  1 9 8 4

T h i s  i s  t h e  t h i r d  p a r t  o f  t h e  h u m a n  r e s o u r c e s  u t i l i t y  p r o j e c t  we
a r e  c o n d u c t i n g  a t  NGH. T h a n k  y o u  f o r  c o m p l e t i n g  a n d  r e t u r n i n g
p a r t  I I .  I n  t h i s  p a r t  o f  t h e  p r o j e c t  y o u  a r e  p r o v i d e d  w i t h  t h e
a v e r a g e  f r o m  y o u r  g r o u p ' s  p r e v i o u s  e s t i m a t e s .  We a s k  y o u  t o
c o n s i d e r  t h i s  a v e r a g e  a n d ,  t h e n ,  t o  r e - e s t i m a t e  t h e  y e a r l y  v a l u e  
t o  t h e  H o s p i t a l  o f  a n  a v e r a g e  RN & LPNs p e r f o r m a n c e .  I n  
a d d i t i o n ,  y o u  a r e  a s k e d  t o  e s t i m a t e  t h e  y e a r l y  v a l u e  t o  t h e  
H o s p i t a l  o f  t h e  o v e r a l l  p e r f o r m a n c e  o f  a  s u p e r i o r  p e r f o r m i n g  a n d  
lo w  p e r f o r m i n g  RN a n d  LPN. To h e l p  y o u  w i t h  t h i s  t a s k ,  we h a v e  
o n c e  a g a i n  p r o v i d e d  a  s u m m a ry  l i s t  o f  c r i t i c a l  RN a n d  LPN 
a c t i v i t i e s .  T h i s  l i s t  i s  b a s e d  o n  t h e  i n f o r m a t i o n  y o u  p r o v i d e d  
i n  p a r t  I .

T h e  c o n t e n t s  o f  t h i s  p a c k a g e  s h o u l d  i n c l u d e :

* A su m m a ry  o f  t h e  p r o j e c t  t o  d a t e ,  i n c l u d i n g  y o u r  
p r e v i o u s  e s t i m a t e  a n d  y o u r  g r o u p ' s  a v e r a g e

* A su m m a ry  l i s t  o f  c r i t i c a l  RN & LPN a c t i v i t i e s

* An i n s t r u c t i o n  s h e e t  f o r  t h e  e s t i m a t i o n  t a s k

* S i x  w o r k s h e e t s  -  t h r e e  f o r  y o u r  RN e s t i m a t e s  a n d  t h r e e
f o r  y o u r  LPN e s t i m a t i o n s

* J o b  d e s c r i p t i o n s  a n d  j o b  s p e c i f i c a t i o n s  f o r  t h e  RN &
LPN p o s i t i o n s

O n c e  a g a i n ,  p l e a s e  d o  n o t  s h a r e  y o u r  f o r m  o r  d i s c u s s  i t s  
c o n t e n t s  w i t h  t h e  o t h e r  m a n a g e r s ,  o t h e r w i s e ;  we w i l l  n o t  b e  a b l e
t o  t e l l  w h i c h  q u e s t i o n n a i r e  w o r k s  b e s t .  I f  y o u  h a v e  a n y
q u e s t i o n s  a b o u t  p a r t  I I I  p l e a s e  g i v e  me a  c a l l .  I  c a n  b e  r e a c h e d
a t  4 4 0 - 4 2 3 6  d u r i n g  t h e  d a y  a n d  4 8 9 - 3 6 1 5  a t  n i g h t .  You c a n  a l s o
l e a v e  a  m e s s a g e  f o r  me a t  P e r s o n n e l  x - 3 8 8 3 .

You h a v e  u n t i l  D e c e m b e r  2 1 s t  t o  f i n i s h  t h i s  p a r t  o f  t h e
p r o j e c t .  I f  y o u  a n t i c i p a t e  a n y  d e l a y s  p l e a s e  c a l l  me.  T h e  n e x t  
p a c k a g e  w i l l  a r r i v e  J a n u a r y  7 t h  a n d  w i l l  i n c l u d e  i n f o r m a t i o n  
c o l l e c t e d  i n  t h i s  p a c k a g e ,  s o  p l e a s e  c o m p l e t e  t h i s  q u e s t i o n n a i r e  
p r o m p t l y .  When y o u  a r e  f i n i s h e d  u s e  t h e  e n v e l o p e  m a r k e d :  S c o t t  
T a n n e n b a u m ,  c / o  G l e n n  D e B i a s i ,  D e p t ,  o f  Human R e s o u r c e s  
( P e r s o n n e l ) ;  a n d  f o r w a r d  i t  b y  i n t e r o f f i c e  m a i l .  O n c e  a g a i n ,  
t h a n k  y o u  f o r  y o u r  c o o p e r a t i o n .

S c o t t  I . T a n n e n b a u m

NGH D e p t ,  o f  Human R e s o u r c e s
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I n  p a r t  I  o f  t h e  p r o j e c t  y o u  a n d  o t h e r  m a n a g e r s  p r o v i d e d  e x a m p l e s  
o f  a c t i v i t i e s  t h a t  a f f e c t  t h e  o v e r a l l  d o l l a r  v a l u e  o f  s t a f f  
n u r s e s  p e r f o r m a n c e .  T h e s e  w e r e  f o r m e d  i n t o  a  l i s t  a n d  p r o v i d e d  
t o  y o u  i n  p a r t  I I .  A t  t h a t  t i m e  we a s k e d  y o u  a n d  o t h e r  m a n a g e r s  
t o  e s t i m a t e  t h e  d o l l a r  v a l u e  o f  t h e  a v e r a g e  LPN a n d  RN.

T h e  e s t i m a t e s  y o u  p r o v i d e d  w e r e :

A v e r a g e  LPN: ________________

A v e r a g e  RN : ________________

T h e  a v e r a g e s  o f  y o u r  g r o u p ' s  e s t i m a t e s  w e r e :  

A v e r a g e  LPN: $ 1 5 / 9 8 2 . 8 0

A v e r a g e  RN : $ 2 2 , 7 1 6 . 6 0

D u r i n g  t h i s  p a r t  o f  t h e  p r o j e c t  we a s k  y o u  t o  r e c o n s i d e r  y o u r  
5 0 t h  p e r c e n t i l e ,  o r  a v e r a g e  p e r f o r m a n c e  e s t i m a t e s ,  i n  l i g h t  o f  
y o u r  g r o u p ' s  e s t i m a t e s .  T h i s  d o e s  n o t  mean t h a t  y o u  a r e  r e q u i r e d  
t o  c h a n g e  y o u r  p r e v i o u s  e s t i m a t e s .  You c a n  g i v e  y o u r  g r o u p ' s  
a v e r a g e  e s t i m a t e  a s  m u c h  w e i g h t  a s  y o u  s e e  f i t .  B e a r  i n  m i n d  
t h a t  t h e r e  may b e  d i f f e r e n c e s  f r o m  u n i t  t o  u n i t .  H o w e v e r ,  we 
w o u l d  l i k e  y o u  t o  c o n s i d e r  t h i s  i n f o r m a t i o n  w h e n  r e - e s t i m a t i n g  
t h e  v a l u e  o f  t h e  a v e r a g e  p e r f o r m e r .

T h e  c a t e g o r i e s  t h a t  p e r t a i n  t o  t h e  LPN a n d  RN j o b s  a r e  o n c e  a g a i n  
e n c l o s e d .  As y o u  w i l l  r e c a l l ,  f o r  e a c h  c a t e g o r y ,  e x a m p l e  
a c t i v i t i e s  a r e  l i s t e d .  Some o f  t h e s e  e x a m p l e s  may n o t  d i r e c t l y  
p e r t a i n  t o  y o u r  u n i t ,  b u t  t h e y  may b e  v i e w e d  a s  t h e  t y p e s  o f
a c t i v i t i e s  t o  c o n s i d e r  w h e n  m a k i n g  y o u r  d o l l a r  e s t i m a t e s .  T h e s e  
c a t e g o r i e s  p r o v i d e  a  u s e f u l  f r a m e  o f  r e f e r e n c e  f o r  d e s c r i b i n g  t h e  
c r i t i c a l  a c t i v i t i e s  p e r f o r m e d  b y  L P N ' s  a n d  R N ' s .  We w o u l d  l i k e  
y o u  t o  o n c e  a g a i n  c o n s i d e r  t h i s  f r a m e  o f  r e f e r e n c e  i n  m a k i n g  y o u r
d o l l a r  e s t i m a t e s .  You may f i n d  t h i s  f r a m e  o f  r e f e r e n c e
p a r t i c u l a r l y  h e l p f u l  w h e n  m a k i n g  e s t i m a t e s  o f  t h e  l o w  p e r f o r m i n g
a n d  s u p e r i o r  p e r f o r m i n g  RN a n d  L P N s .
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On t h e  p a g e s  t h a t  f o l l o w ,  a n d  o n c e  a g a i n  i n  t h e  f i n a l  p a r t  
o f  t h e  p r o j e c t ,  we w i l l  b e  a s k i n g  y o u  t o  p r o v i d e  e s t i m a t e s  o f  t h e  
d o l l a r  v a l u e  o f  v a r i o u s  l e v e l s  o f  LPN a n d  RN p e r f o r m a n c e  a t  
N o r f o l k  G e n e r a l  H o s p i t a l .

T h e  d o l l a r  e s t i m a t e s  t h a t  y o u  p r o v i d e  a r e  c r i t i c a l  f o r  
d e t e r m i n i n g  t h e  u t i l i t y  o f  t h e  p r o g r a m s  t h a t  t h e  Human R e s o u r c e  
D e p a r t m e n t  o f f e r s  a t  t h e  H o s p i t a l .  I n  p r o v i d i n g  t h e s e  e s t i m a t e s ,  
y o u  a r e  r e q u i r e d  t o  m a k e  s o m e  d i f f i c u l t  d e c i s i o n s .  You w i l l  h a v e  
t o  p o n d e r  f o r  som e t i m e  b e f o r e  m a k i n g  e a c h  e s t i m a t e .  A l t h o u g h  
t h e r e  i s  n o  w ay  y o u  c a n  b e  a b s o l u t e l y  c e r t a i n  y o u r  e s t i m a t e  i s  
a c c u r a t e ,  k e e p  i n  m i n d  t h e s e  t h r e e  t h i n g s :

(1)  The a l t e r n a t i v e  t o  e s t i m a t e s  o f  t h i s  k i n d  i s  t h e  
a p p l i c a t i o n  o f  c o s t  a c c o u n t i n g  p r o c e d u r e s  t o  t h e  
e v a l u a t i o n  o f  j o b  p e r f o r m a n c e .  S u c h  a p p l i c a t i o n s  a r e  
u s u a l l y  p r o h i b i t i v e l y  e x p e n s i v e ,  a n d  i n  t h e  e n d ,  t h e y  
p r o d u c e  o n l y  i m p e r f e c t  e s t i m a t e s ,  l i k e  t h i s  e s t i m a t i o n  
p r o c e d u r e .

(2) Y o u r  e s t i m a t e s  w i l l  b e  a v e r a g e d  i n  w i t h  t h o s e  o f  o t h e r  
m a n a g e r s .  T h u s ,  e r r o r s  p r o d u c e d  b y  t o o  h i g h  a n d  t o o  lo w  
e s t i m a t e s  w i l l  t e n d  t o  b e  a v e r a g e d  o u t ,  p r o v i d i n g  m o r e  
a c c u r a t e  f i n a l  e s t i m a t e s .

(3)  The d e c i s i o n s  a b o u t  h um a n  r e s o u r c e s  p r o g r a m s  d o  n o t  
r e q u i r e  t h a t  e s t i m a t e s  b e  a c c u r a t e  t o  t h e  l a s t  d o l l a r .  
S u b s t a n t i a l l y  a c c u r a t e  e s t i m a t e s  w i l l  l e a d  t o  t h e  s a m e  
d e c i s i o n s  a s  p e r f e c t l y  a c c u r a t e  e s t i m a t e s .

On t h e  f o l l o w i n g  p a g e s  y o u  w i l l  b e  a s k e d  f i r s t ,  t o  
r e - e s t i m a t e  t h e  d o l l a r  v a l u e  o f  t h e  a v e r a g e  LPN. You w i l l  w a n t  
t o  r e f e r  b a c k  t o  y o u r  p r e v i o u s  e s t i m a t e  a n d  y o u r  g r o u p ' s  a v e r a g e  
w h e n  y o u  make t h i s  e s t i m a t e .  As we s t a t e d  b e f o r e ,  y o u  a r e  n o t  
r e q u i r e d  t o  c h a n g e  y o u r  e s t i m a t e .  You s h o u l d  h o w e v e r ,  c o n s i d e r  
t h i s  i n f o r m a t i o n  w h e n  m a k i n g  y o u r  e s t i m a t e .  N e x t ,  y o u  w i l l  b e  
a s k e d  t o  e s t i m a t e  t h e  d o l l a r  v a l u e  o f  t h e  p e r f o r m a n c e  o f  a  
s u p e r i o r  ( 8 5 t h  p e r c e n t i l e )  a n d  l o w  p e r f o r m i n g  ( 1 5 t h  p e r c e n t i l e )  
LPN. The  c r i t i c a l  a c t i v i t y  l i s t  s h o u l d  b e  c o n s i d e r e d  a s  a  f r a m e  
o f  r e f e r e n c e  w h e n  m a k i n g  t h e s e  e s t i m a t e s .  F o l l o w i n g  t h e  LPN 
e s t i m a t i o n  q u e s t i o n s  y o u  w i l l  b e  a s k e d  t o  p r o v i d e  s i m i l i a r  
e s t i m a t e s  f o r  t h e  RN p o s i t i o n .
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B a s e d  o n  y o u r  e x p e r i e n c e  w i t h  L P N s .  we w o u l d  l i k e  y o u  t o  
r e - e s t i m a t e  t h e  y e a r l y  d o l l a r  v a l u e  t o  N o r f o l k  G e n e r a l  H o s p i t a l  
o f  t h e  o v e r a l l  p e r f o r m a n c e  o f  t h e  5 0 t h  p e r c e n t i l e ,  o r  a v e r a g e  
LPN. L e t  u s  d e f i n e  a n  a v e r a g e  p e r f o r m e r  a s  a n  LPN who i s  a t  t h e
5 0 t h  p e r c e n t i l e .  T h a t  i s ,  o f  100  LPNs t h i s  LPN p e r f o r m s  b e t t e r
t h a n  50 LPNs.  C o n s i d e r  t h e  q u a l i t y  a n d  q u a n t i t y  o f  p e r f o r m a n c e  
t y p i c a l  o f  t h e  a v e r a g e  LPN a n d  t h e  d o l l a r  v a l u e  o f  t h i s
p e r f o r m a n c e .  I n  e s t i m a t i n g  a  d o l l a r  v a l u e  f o r  t h i s  p e r f o r m a n c e ,  
i t  may h e l p  t o  c o n s i d e r  w h a t  t h e  c o s t  w o u l d  b e  o f  h a v i n g  s o m e o n e
f r o m  a n  o u t s i d e  f i r m  p r o v i d e  t h i s  s e r v i c e .

You s h o u l d  r e f e r  t o  t h e  LPN j o b  d e s c r i p t i o n  a n d  t h e  LPN
c a t e g o r i e s  a n d  e x a m p l e  a c t i v i t i e s .  R em em ber  t h a t  e m p l o y e e s  w i l l  
p e r f o r m  t h e s e  a c t i v i t i e s  a t  d i f f e r i n g  l e v e l s  o f  p r o f i c i e n c y
a n d / o r  f r e q u e n c y .  T h a t  i s ,  s u p e r i o r  LPNs w i l l  d e m o n s t r a t e  s o m e  
c o s t - s a v i n g  o r  r e v e n u e  g e n e r a t i n g  b e h a v i o r s  m o r e  o f t e n  ( o r  
c o s t - p r o d u c i n g  b e h a v i o r s  l e s s  o f t e n )  t h a n  a v e r a g e  L P N s ,  who i n  
t u r n  w i l l  do  b e t t e r  t h a n  b e l o w  a v e r a g e  L P N s .  You s h o u l d  a l s o
r e f e r  b a c k  t o  y o u r  p r e v i o u s  e s t i m a t e  a n d  t o  y o u r  g r o u p ' s  a v e r a g e .

B a s e d  o n  my e x p e r i e n c e ,  I  e s t i m a t e  t h e  v a l u e  t o  N o r f o l k
G e n e r a l  H o s p i t a l  o f  t h e  a v e r a g e  LPN t o  b e  ______________ d o l l a r s  p e r
y e a r .

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

139

WORKSHEET —  dollar estimate for superior performing LPN

B a s e d  o n  y o u r  e x p e r i e n c e  w i t h  L P N s ,  we w o u l d  now l i k e  y o u  t o  
e s t i m a t e  t h e  y e a r l y  d o l l a r  v a l u e  t o  N o r f o l k  G e n e r a l  H o s p i t a l  o f  
t h e  o v e r a l l  p e r f o r m a n c e  o f  t h e  s u p e r i o r  p e r f o r m i n g  LPN. L e t  u s  
d e f i n e  a  s u p e r i o r  p e r f o r m i n g  LPN a s  a  LPN who i s  a t  t h e  8 5 t h  
p e r c e n t i l e .  T h a t  i s ,  o f  100  LPNs t h i s  LPN p e r f o r m s  b e t t e r  t h a n  
85 LPNs a n d  o n l y  15  LPNs t u r n  i n  b e t t e r  p e r f o r m a n c e s .  C o n s i d e r  
t h e  q u a l i t y  a n d  q u a n t i t y  o f  p e r f o r m a n c e  t y p i c a l  o f  t h e  a v e r a g e  
LPN a n d  t h e  d o l l a r  v a l u e  o f  t h i s  p e r f o r m a n c e .  I n  e s t i m a t i n g  a  
d o l l a r  v a l u e  f o r  t h i s  p e r f o r m a n c e ,  i t  may h e l p  t o  c o n s i d e r  w h a t  
t h e  c o s t  w o u l d  b e  o f  h a v i n g  s o m e o n e  f r o m  a n  o u t s i d e  f i r m  p r o v i d e  
t h i s  s e r v i c e .

You s h o u l d  r e f e r  t o  t h e  LPN j o b  d e s c r i p t i o n  a n d  t h e  LPN 
c a t e g o r i e s  a n d  e x a m p l e  a c t i v i t i e s .  R e m e m b e r  t h a t  e m p l o y e e s  w i l l  
p e r f o r m  t h e s e  a c t i v i t i e s  a t  d i f f e r i n g  l e v e l s  o f  p r o f i c i e n c y  
a n d / o r  f r e q u e n c y .  T h a t  i s ,  s u p e r i o r  LPNs w i l l  d e m o n s t r a t e  some 
c o s t - s a v i n g  o r  r e v e n u e  g e n e r a t i n g  b e h a v i o r s  m o r e  o f t e n  ( o r  
c o s t - p r o d u c i n g  b e h a v i o r s  l e s s  o f t e n )  t h a n  a v e r a g e  L P N s,  who i n  
t u r n  w i l l  d o  b e t t e r  t h a n  lo w  p e r f o r m i n g  L P N s .

B a s e d  o n  my e x p e r i e n c e ,  I  e s t i m a t e  t h e  v a l u e  t o  N o r f o l k
G e n e r a l  H o s p i t a l  o f  t h e  s u p e r i o r  LPN t o  b e  _______________d o l l a r s  p e r
y e a r .

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

140

WORKSHEET —  dollar estimate for low performing LPN

B a s e d  o n  y o u r  e x p e r i e n c e  w i t h  L P N s ,  we w o u l d  now l i k e  y o u  t o  
e s t i m a t e  t h e  y e a r l y  d o l l a r  v a l u e  t o  N o r f o l k  G e n e r a l  H o s p i t a l  o f  
t h e  o v e r a l l  p e r f o r m a n c e  o f  t h e  low  p e r f o r m i n g  LPN.  L e t  u s  d e f i n e  
a  low  p e r f o r m i n g  LPN a s  a  LPN who i s  a t  t h e  1 5 t h  p e r c e n t i l e .  
T h a t  i s ,  o f  1 0 0  L P N s  t h i s  LPN p e r f o r m s  b e t t e r  t h a n  o n l y  15 LPNs 
a n d  85 LPNs t u r n  i n  b e t t e r  p e r f o r m a n c e s .  C o n s i d e r  t h e  q u a l i t y  
a n d  q u a n t i t y  o f  p e r f o r m a n c e  t y p i c a l  o f  t h e  a v e r a g e  LPN a n d  t h e  
d o l l a r  v a l u e  o f  t h i s  p e r f o r m a n c e .  I n  e s t i m a t i n g  a  d o l l a r  v a l u e  
f o r  t h i s  p e r f o r m a n c e ,  i t  may h e l p  t o  c o n s i d e r  w h a t  t h e  c o s t  w o u l d  
b e  o f  h a v i n g  s o m e o n e  f r o m  a n  o u t s i d e  f i r m  p r o v i d e  t h i s  s e r v i c e .

You s h o u l d  r e f e r  t o  t h e  LPN j o b  d e s c r i p t i o n  a n d  t h e  LPN 
c a t e g o r i e s  a n d  e x a m p l e  a c t i v i t i e s .  Rem em ber  t h a t  e m p l o y e e s  w i l l  
p e r f o r m  t h e s e  a c t i v i t i e s  a t  d i f f e r i n g  l e v e l s  o f  p r o f i c i e n c y  
a n d / o r  f r e q u e n c y .  T h a t  i s ,  s u p e r i o r  LPNs w i l l  d e m o n s t r a t e  som e  
c o s t - s a v i n g  o r  r e v e n u e  g e n e r a t i n g  b e h a v i o r s  m o r e  o f t e n  ( o r  
c o s t - p r o d u c i n g  b e h a v i o r s  l e s s  o f t e n )  t h a n  a v e r a g e  L P N s ,  who i n  
t u r n  w i l l  d o  b e t t e r  t h a n  lo w  p e r f o r m i n g  L P N s .

Based on my experience, I estimate the value to Norfolk
General Hospital of the low performing LPN to be ___________
dollars per year.

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

141

Name:

P l e a s e  d e s c r i b e  t h e  f a c t o r s  t h a t  y o u  c o n s i d e r e d  i n  m a k i n g  
y o u r  e s t i m a t e s  f o r  t h e  LPN p o s i t i o n :
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Name:

WORKSHEET —  d o l l a r  e s t i m a t e  f o r  a v e r a g e  RN

B a s e d  o n  y o u r  e x p e r i e n c e  w i t h  R N s , we w o u l d  l i k e  y o u  t o  
r e - e s t i m a t e  t h e  y e a r l y  d o l l a r  v a l u e  t o  N o r f o l k  G e n e r a l  H o s p i t a l  
o f  t h e  o v e r a l l  p e r f o r m a n c e  o f  t h e  5 0 t h  p e r c e n t i l e ,  o r  a v e r a g e  RN. 
L e t  u s  d e f i n e  a n  a v e r a g e  p e r f o r m e r  a s  a n  RN who i s  a t  t h e  5 0 t h  
p e r c e n t i l e .  T h a t  i s ,  o f  1 0 0  RNs t h i s  RN p e r f o r m s  b e t t e r  t h a n  50 
R N s.  C o n s i d e r  t h e  q u a l i t y  a n d  q u a n t i t y  o f  p e r f o r m a n c e  t y p i c a l  o f  
t h e  a v e r a g e  RN a n d  t h e  d o l l a r  v a l u e  o f  t h i s  p e r f o r m a n c e .  I n  
e s t i m a t i n g  a  d o l l a r  v a l u e  f o r  t h i s  p e r f o r m a n c e ,  i t  may h e l p  t o  
c o n s i d e r  w h a t  t h e  c o s t  w o u l d  b e  o f  h a v i n g  s o m e o n e  f r o m  a n  o u t s i d e  
f i r m  p r o v i d e  t h i s  s e r v i c e .

You s h o u l d  r e f e r  t o  t h e  RN j o b  d e s c r i p t i o n  a n d  t h e  RN 
c a t e g o r i e s  a n d  e x a m p l e  a c t i v i t i e s .  R em em ber  t h a t  e m p l o y e e s  w i l l  
p e r f o r m  t h e s e  a c t i v i t i e s  a t  d i f f e r i n g  l e v e l s  o f  p r o f i c i e n c y  
a n d / o r  f r e q u e n c y .  T h a t  i s ,  s u p e r i o r  RNs w i l l  d e m o n s t r a t e  some 
c o s t - s a v i n g  o r  r e v e n u e  g e n e r a t i n g  b e h a v i o r s  m o r e  o f t e n  ( o r  
c o s t - p r o d u c i n g  b e h a v i o r s  l e s s  o f t e n )  t h a n  a v e r a g e  R N s,  who i n  
t u r n  w i l l  d o  b e t t e r  t h a n  b e l o w  a v e r a g e  R N s .  You s h o u l d  a l s o  
r e f e r  b a c k  t o  y o u r  p r e v i o u s  e s t i m a t e  a n d  t o  y o u r  g r o u p ' s  a v e r a g e .

B a s e d  o n  my e x p e r i e n c e ,  I  e s t i m a t e  t h e  v a l u e  t o  N o r f o l k
G e n e r a l  H o s p i t a l  o f  t h e  a v e r a g e  RN t o  b e  _______________d o l l a r s  p e r
y e a r .
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WORKSHEET —  dollar estimate for superior performing RN

B a s e d  o n  y o u r  e x p e r i e n c e  w i t h  R N s ,  we w o u l d  now l i k e  y o u  t o  
e s t i m a t e  t h e  y e a r l y  d o l l a r  v a l u e  t o  N o r f o l k  G e n e r a l  H o s p i t a l  o f  
t h e  o v e r a l l  p e r f o r m a n c e  o f  t h e  s u p e r i o r  p e r f o r m i n g  RN. L e t  u s  
d e f i n e  a  s u p e r i o r  p e r f o r m i n g  RN a s  a  RN who i s  a t  t h e  8 5 t h  
p e r c e n t i l e .  T h a t  i s ,  o f  1 0 0  RNs t h i s  RN p e r f o r m s  b e t t e r  t h a n  85 
RNs a n d  o n l y  15 RNs t u r n  i n  b e t t e r  p e r f o r m a n c e s .  C o n s i d e r  t h e  
q u a l i t y  a n d  q u a n t i t y  o f  p e r f o r m a n c e  t y p i c a l  o f  t h e  a v e r a g e  RN a n d  
t h e  d o l l a r  v a l u e  o f  t h i s  p e r f o r m a n c e .  I n  e s t i m a t i n g  a  d o l l a r  
v a l u e  f o r  t h i s  p e r f o r m a n c e ,  i t  may h e l p  t o  c o n s i d e r  w h a t  t h e  c o s t  
w o u l d  b e  o f  h a v i n g  s o m e o n e  f r o m  a n  o u t s i d e  f i r m  p r o v i d e  t h i s  
s e r v i c e .

You s h o u l d  r e f e r  t o  t h e  RN j o b  d e s c r i p t i o n  a n d  t h e  RN 
c a t e g o r i e s  a n d  e x a m p l e  a c t i v i t i e s .  R em em b er  t h a t  e m p l o y e e s  w i l l  
p e r f o r m  t h e s e  a c t i v i t i e s  a t  d i f f e r i n g  l e v e l s  o f  p r o f i c i e n c y  
a n d / o r  f r e q u e n c y .  T h a t  i s ,  s u p e r i o r  RNs w i l l  d e m o n s t r a t e  some 
c o s t - s a v i n g  o r  r e v e n u e  g e n e r a t i n g  b e h a v i o r s  m o r e  o f t e n  ( o r  
c o s t - p r o d u c i n g  b e h a v i o r s  l e s s  o f t e n )  t h a n  a v e r a g e  RNs,  who i n  
t u r n  w i l l  d o  b e t t e r  t h a n  l o w  p e r f o r m i n g  RNs.

B a s e d  o n  my e x p e r i e n c e ,  I  e s t i m a t e  t h e  v a l u e  t o  N o r f o l k
G e n e r a l  H o s p i t a l  o f  t h e  s u p e r i o r  RN t o  b e  _______________d o l l a r s  p e r
y e a r .
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WORKSHEET —  dollar estimate for low performing RN

B a s e d  o n  y o u r  e x p e r i e n c e  w i t h  RNs,  we w o u l d  now l i k e  y o u  t o  
e s t i m a t e  t h e  y e a r l y  d o l l a r  v a l u e  t o  N o r f o l k  G e n e r a l  H o s p i t a l  o f  
t h e  o v e r a l l  p e r f o r m a n c e  o f  t h e  l o w  p e r f o r m i n g  RN. L e t  u s  d e f i n e  
a  lo w  p e r f o r m i n g  RN a s  a  RN who i s  a t  t h e  1 5 t h  p e r c e n t i l e .  T h a t  
i s ,  o f  100  RNs t h i s  RN p e r f o r m s  b e t t e r  t h a n  o n l y  15  RNs a n d  85 
RNs t u r n  i n  b e t t e r  p e r f o r m a n c e s .  C o n s i d e r  t h e  q u a l i t y  a n d  
q u a n t i t y  o f  p e r f o r m a n c e  t y p i c a l  o f  t h e  a v e r a g b  RN a n d  t h e  d o l l a r  
v a l u e  o f  t h i s  p e r f o r m a n c e .  I n  e s t i m a t i n g  a  d o l l a r  v a l u e  f o r  t h i s  
p e r f o r m a n c e ,  i t  may h e l p  t o  c o n s i d e r  w h a t  t h e  c o s t  w o u l d  b e  o f  
h a v i n g  s o m e o n e  f r o m  a n  o u t s i d e  f i r m  p r o v i d e  t h i s  s e r v i c e .

You s h o u l d  r e f e r  t o  t h e  RN j o b  d e s c r i p t i o n  a n d  t h e  RN 
c a t e g o r i e s  a n d  e x a m p l e  a c t i v i t i e s .  Remember t h a t  e m p l o y e e s  w i l l  
p e r f o r m  t h e s e  a c t i v i t i e s  a t  d i f f e r i n g  l e v e l s  o f  p r o f i c i e n c y  
a n d / o r  f r e q u e n c y .  T h a t  i s ,  s u p e r i o r  RNs w i l l  d e m o n s t r a t e  some 
c o s t - s a v i n g  o r  r e v e n u e  g e n e r a t i n g  b e h a v i o r s  m o r e  o f t e n  ( o r  
c o s t - p r o d u c i n g  b e h a v i o r s  l e s s  o f t e n )  t h a n  a v e r a g e  RNs,  who i n  
t u r n  w i l l  d o  b e t t e r  t h a n  l o w  p e r f o r m i n g  RNs.

B a s e d  o n  my e x p e r i e n c e ,  I  e s t i m a t e  t h e  v a l u e  t o  N o r f o l k
G e n e r a l  H o s p i t a l  o f  t h e  l o w  p e r f o r m i n g  RN t o  b e  _____________
d o l l a r s  p e r  y e a r .
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Name:

P l e a s e  d e s c r i b e  t h e  f a c t o r s  t h a t  y o u  c o n s i d e r e d  i n  m a k i n g  y o u r  
e s t i m a t e s  f o r  t h e  RN p o s i t i o n :
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HUMAN RESOURCES U TILITY  PROJECT 
N o r f o l k  G e n e r a l  H o s p i t a l  

P a r t  IV  
J a n u a r y  7 ,  19 85

T h i s  i s  t h e  f o u r t h  a n d  f i n a l  p a r t  o f  t h e  h u m a n  r e s o u r c e s  u t i l i t y  
p r o j e c t  we a r e  c o n d u c t i n g  a t  NGH. T h a n k  y o u  f o r  y o u r  h e l p  
t h r o u g h o u t  t h i s  p r o j e c t .  As y o u  w i l l  r e c a l l ,  t h i s  i n f o r m a t i o n  i s  
b e i n g  c o l l e c t e d  s o  t h a t  i n  t h e  f u t u r e  we c a n  t r y  t o  d e t e r m i n e  t h e  
u t i l i t y  ( b e n e f i t  m i n u s  c o s t )  o f  v a r i o u s  h u m a n  r e s o u r c e  p r o g r a m s .  
I n  t h i s  p a r t  o f  t h e  p r o j e c t  y o u  a r e  p r o v i d e d  w i t h  t h e  a v e r a g e s  
f r o m  y o u r  g r o u p ' s  p r e v i o u s  e s t i m a t e s .  We a s k  y o u  t o  c o n s i d e r  
t h e s e  a v e r a g e s  a n d ,  t h e n ,  t o  r e - e s t i m a t e  t h e  y e a r l y  v a l u e  t o  t h e  
H o s p i t a l  o f  v a r i o u s  l e v e l s  o f  RNs & LPNs p e r f o r m a n c e .  To h e l p  
y o u  w i t h  t h i s  t a s k ,  we h a v e  o n c e  a i g a i n  p r o v i d e d  a  su m m a ry  l i s t  o f  
c r i t i c a l  RN a n d  LPN a c t i v i t i e s .  I  w i l l  r e m i n d  y o u  p l e a s e  d o  n o t  
s h a r e  y o u r  f o r m  o r  d i s c u s s  i t s  c o n t e n t s  w i t h  t h e  o t h e r  m a n a g e r s ,  
o t h e r w i s e ,  we w i l l  b e  u n a b l e  t o  t e l l  w h i c h  q u e s t i o n n a i r e  w o r k s  
b e s t .

T h e  c o n t e n t s  o f  t h i s  p a c k a g e  s h o u l d  i n c l u d e :

* A s u m m a r y  o f  t h e  p r o j e c t  t o  d a t e ,  i n c l u d i n g  y o u r  
p r e v i o u s  e s t i m a t e s  a n d  y o u r  g r o u p ' s  a v e r a g e s

* A s u m m a r y  l i s t  o f  c r i t i c a l  RN & LPN a c t i v i t i e s

* An i n s t r u c t i o n  s h e e t  f o r  t h e  e s t i m a t i o n  t a s k

* S i x  w o r k s h e e t s  -  t h r e e  f o r  y o u r  RN e s t i m a t e s  a n d  t h r e e  
f o r  y o u r  LPN e s t i m a t i o n s

* J o b  d e s c r i p t i o n s  a n d  j o b  s p e c i f i c a t i o n s  f o r  t h e  RN &
LPN p o s i t i o n s

* Q u e s t i o n s  p e r t a i n i n g  t o  t h e  u t i l i t y  p r o j e c t .  We n e e d  
t h i s  i n f o r m a t i o n  t o  d e t e r m i n e  w h i c h  m e t h o d  o f  
c o l l e c t i n g  u t i l i t y  i n f o r m a t i o n  w o r k s  b e s t  a t  NGH.

I f  y o u  h a v e  a n y  q u e s t i o n s  p l e a s e  g i v e  me a c a l l .  I  c a n  b e  
r e a c h e d  a t  4 4 0 - 4 2 3 6  d u r i n g  t h e  d a y  a n d  4 8 9 - 3 6 1 5  a t  n i g h t .  You 
c a n  a l s o  l e a v e  a  m e s s a g e  f o r  me a t  P e r s o n n e l  x - 3 8  8 3 .

You  h a v e  u n t i l  J a n u a r y  1 1 t h  t o  f i n i s h  t h i s  p a r t  o f  t h e  
p r o j e c t .  A f t e r  I  r e c e i v e  a l l  t h e  p a c k a g e s  I  w i l l  s u m m a r i z e  t h e  
r e s u l t s  a n d  we w i l l  m e e t  t o  d i s c u s s  t h e m .  I f  y o u  a n t i c i p a t e  a n y  
d e l a y s  p l e a s e  c a l l  me.  When y o u  a r e  f i n i s h e d  u s e  t h e  e n v e l o p e  
m a r k e d :  S c o t t  T a n n e n b a u m ,  c / o  G l e n n  D e B i a s i ,  D e p t ,  o f  Human 
R e s o u r c e s  ( P e r s o n n e l ) ; a n d  f o r w a r d  i t  b y  i n t e r o f f i c e  m a i l .  O n c e  
a g a i n ,  t h a n k  y o u  f o r  y o u r  c o o p e r a t i o n .

S c o t t  I . T a n n e n b a u m

NGH Dept, of Human Resources
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WORKSHEET —  dollar estimate for average RN

B a s e d  o n  y o u r  e x p e r i e n c e  w i t h  R N s ,  w e  w o u l d  l i k e  y o u  t o
r e - e s t i m a t e  t h e  y e a r l y  d o l l a r  v a l u e  t o  N o r f o l k  G e n e r a l  H o s p i t a l  
o f  t h e  o v e r a l l  p e r f o r m a n c e  o f  t h e  5 0 t h  p e r c e n t i l e ,  o r  a v e r a g e  RN. 
L e t  u s  d e f i n e  a n  a v e r a g e  p e r f o r m e r  a s  a n  RN who i s  a t  t h e  5 0 t h  
p e r c e n t i l e .  T h a t  i s ,  o f  1 0 0  RNs t h i s  RN p e r f o r m s  b e t t e r  t h a n  50 
R N s .  C o n s i d e r  t h e  q u a l i t y  a n d  q u a n t i t y  o f  p e r f o r m a n c e  t y p i c a l  o f  
t h e  a v e r a g e  RN a n d  t h e  d o l l a r  v a l u e  o f  t h i s  p e r f o r m a n c e .  I n  
e s t i m a t i n g  a  d o l l a r  v a l u e  f o r  t h i s  p e r f o r m a n c e ,  i t  may h e l p  t o  
c o n s i d e r  w h a t  t h e  c o s t  w o u l d  b e  o f  h a v i n g  s o m e o n e  f r o m  a n  o u t s i d e  
f i r m  p r o v i d e  t h i s  s e r v i c e .

You s h o u l d  r e f e r  t o  t h e  RN j o b  d e s c r i p t i o n  a n d  t h e  RN
c a t e g o r i e s  a n d  e x a m p l e  a c t i v i t i e s .  R e m e m b e r  t h a t  e m p l o y e e s  w i l l  
p e r f o r m  t h e s e  a c t i v i t i e s  a t  d i f f e r i n g  l e v e l s  o f  p r o f i c i e n c y
a n d / o r  f r e q u e n c y .  T h a t  i s ,  s u p e r i o r  RNs w i l l  d e m o n s t r a t e  s om e  
c o s t - s a v i n g  o r  r e v e n u e  g e n e r a t i n g  b e h a v i o r s  m o r e  o f t e n  ( o r  
c o s t - p r o d u c i n g  b e h a v i o r s  l e s s  o f t e n )  t h a n  a v e r a g e  R N s ,  who i n  
t u r n  w i l l  d o  b e t t e r  t h a n  b e l o w  a v e r a g e  R N s .  You s h o u l d  a l s o  
r e f e r  b a c k  t o  y o u r  p r e v i o u s  e s t i m a t e s  a n d  t o  y o u r  g r o u p ' s
a v e r a g e s . .

Based on my experience, I estimate the value to Norfolk
General Hospital of the average RN to be ______________dollars per
year.
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SUMMARY: PROJECT TO DATE

I n  p a r t  I  o f  t h e  p r o j e c t  y o u  a n d  o t h e r  m a n a g e r s  p r o v i d e d  e x a m p l e s  
o f  a c t i v i t i e s  t h a t  a f f e c t  t h e  o v e r a l l  d o l l a r  v a l u e  o f  s t a f f
n u r s e s  p e r f o r m a n c e .  T h e s e  w e r e  f o r m e d  i n t o  a  l i s t  a n d  p r o v i d e d  
t o  y o u  i n  p a r t  I I .  A t  t h a t  t i m e  we a s k e d  y o u  a n d  o t h e r  m a n a g e r s  
t o  e s t i m a t e  t h e  d o l l a r  v a l u e  o f  t h e  a v e r a g e  LPN a n d  RN. I n  p a r t
I I I  y o u  w e r e  p r o v i d e d  w i t h  t h e  a v e r a g e  o f  y o u r  g r o u p ' s  5 0 t h
p e r c e n t i l e  e s t i m a t e s  a n d  a s k e d  t o  e s t i m a t e  t h e  v a l u e  o f  1 5 t h  a n d
8 5 t h  p e r c e n t i l e  p e r f o r m a n c e .

T h e  e s t i m a t e s  y o u  p r o v i d e d  w e r e :

LPN: s u p e r i o r
85%

Y o u r  g r o u p ' s  a v e r a g e s  w e r e :

LPN: s u p e r i o r  $ 1 -8 ,0 0 0
85%

a v e r a g e
50%

a v e r a g e
50%

$ 1 5 , 6 5 0

lo w
15%

lo w
15%

$ 1 3 , 3 0 0

RN : s u p e r i o r
85%

RN: s u p e r i o r  $ 2 5 , 2 5 0
85%

a v e r a g e
50%

a v e r a g e  $ 2 2 , 2 5 0  
50%

lo w
15%

lo w
15%

$ 1 8 , 0 0 0

D u r i n g  t h i s  p a r t  o f  t h e  p r o j e c t  we a s k  y o u  t o  r e c o n s i d e r  y o u r  
e s t i m a t e s  i n  l i g h t  o f  y o u r  g r o u p ' s  e s t i m a t e s .  O n c e  a g a i n ,  t h i s  
d o e s  n o t  m e an  t h a t  y o u  a r e  r e q u i r e d  t o  c h a n g e  y o u r  p r e v i o u s  
e s t i m a t e s .  You c a n  g i v e  y o u r  g r o u p ' s  a v e r a g e  e s t i m a t e  a s  much  
w e i g h t  a s  y o u  s e e  f i t .  B e a r  i n  m i n d  t h a t  t h e r e  may b e  
d i f f e r e n c e s  f r o m  u n i t  t o  u n i t .  H o w e v e r ,  we w o u l d  l i k e  y o u  t o  
c o n s i d e r  t h i s  i n f o r m a t i o n  w h e n  r e - e s t i m a t i n g  t h e  v a l u e  o f  t h e  
l o w ,  a v e r a g e ,  a n d  s u p e r i o r  p e r f o r m i n g  n u r s e s .

T h e  c a t e g o r i e s  t h a t  p e r t a i n  t o  t h e  LPN a n d  RN j o b s  a r e  o n c e  a g a i n  
e n c l o s e d .  As y o u  w i l l  r e c a l l ,  f o r  e a c h  c a t e g o r y ,  e x a m p l e  
a c t i v i t i e s  a r e  l i s t e d .  Some o f  t h e s e  e x a m p l e s  may n o t  d i r e c t l y  
p e r t a i n  t o  y o u r  u n i t ,  b u t  t h e y  may b e  v i e w e d  a s  t h e  t y p e s  o f  
a c t i v i t i e s  t o  c o n s i d e r  w h e n  m a k i n g  y o u r  d o l l a r  e s t i m a t e s .  T h e s e  
c a t e g o r i e s  p r o v i d e  a  u s e f u l  f r a m e  o f  r e f e r e n c e  f o r  d e s c r i b i n g  t h e  
c r i t i c a l  a c t i v i t i e s  p e r f o r m e d  b y  L P N ' s  a n d  R N ' s .  We w o u l d '  l i k e  
y o u  t o  o n c e  a g a i n  c o n s i d e r  t h i s  f r a m e  o f  r e f e r e n c e .
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On t h e  p a g e s  t h a t  f o l l o w  we w i l l  b e  a s k i n g  y o u  t o  p r o v i d e  
e s t i m a t e s  o f  t h e  d o l l a r  v a l u e  o f  v a r i o u s  l e v e l s  o f  LPN a n d  RN 
p e r f o r m a n c e  a t  N o r f o l k  G e n e r a l  H o s p i t a l .

T h e  d o l l a r  e s t i m a t e s  t h a t  y o u  p r o v i d e  a r e  c r i t i c a l  f o r  
d e t e r m i n i n g  t h e  u t i l i t y  o f  t h e  p r o g r a m s  t h a t  t h e  Human R e s o u r c e  
D e p a r t m e n t  o f f e r s  a t  t h e  H o s p i t a l .  I n  p r o v i d i n g  t h e s e  e s t i m a t e s ,  
y o u  a r e  r e q u i r e d  t o  m ake  s o m e  d i f f i c u l t  d e c i s i o n s .  You w i l l  h a v e  
t o  p o n d e r  f o r  so m e  t i m e  b e f o r e  m a k i n g  e a c h  e s t i m a t e .  A l t h o u g h  
t h e r e  i s  n o  w ay  y o u  c a n  b e  a b s o l u t e l y  c e r t a i n  y o u r  e s t i m a t e  i s  
a c c u r a t e ,  k e e p  i n  m i n d  t h e s e  t h r e e  t h i n g s :

(1 )  T h e  a l t e r n a t i v e  t o  e s t i m a t e s  o f  t h i s  k i n d  i s  t h e  
a p p l i c a t i o n  o f  c o s t  a c c o u n t i n g  p r o c e d u r e s  t o  t h e  
e v a l u a t i o n  o f  j o b  p e r f o r m a n c e .  S u c h  a p p l i c a t i o n s  a r e  
u s u a l l y  p r o h i b i t i v e l y  e x p e n s i v e ,  a n d  i n  t h e  e n d ,  t h e y  
p r o d u c e  o n l y  i m p e r f e c t  e s t i m a t e s ,  l i k e  t h i s  e s t i m a t i o n  
p r o c e d u r e .  . *•

(2 )  Y o u r  e s t i m a t e s  w i l l  b e  a v e r a g e d  i n  w i t h  t h o s e  o f  o t h e r  
m a n a g e r s .  • T h u s ,  e r r o r s  p r o d u c e d  b y  t o o  h i g h  a n d  t o o  lo w  
e s t i m a t e s  w i l l  t e n d  t o  b e  a v e r a g e d  o u t ,  p r o v i d i n g  m o r e  
a c c u r a t e  f i n a l  e s t i m a t e s .

(3 )  T h e ' d e c i s i o n s  a b o u t  h u m a n  r e s o u r c e s  p r o g r a m s  d o  n o t  
r e q u i r e  t h a t  e s t i m a t e s  b e  a c c u r a t e  t o  t h e  l a s t  d o l l a r .  
S u b s t a n t i a l l y  a c c u r a t e  e s t i m a t e s  w i l l  l e a d  t o  t h e  sa m e  
d e c i s i o n s  a s  p e r f e c t l y  a c c u r a t e  e s t i m a t e s .

On t h e  f o l l o w i n g  p a g e s  y o u  w i l l  b e  a s k e d  t o  r e —e s t i m a t e  t h e  
d o l l a r  v a l u e  o f  5 0 t h  ( a v e r a g e ) , 8 5 t h  ( s u p e r i o r ) , a n d  1 5 t h  ( l o w  
p e r f o r m i n g )  p e r c e n t i l e  n u r s e s  u s i n g  y o u r  g r o u p ' s  a v e r a g e  
e s t i m a t e s  a s  r e f e r e n c e  p o i n t s .  You w i l l  w a n t  t o  r e f e r  b a c k  t o  
y o u r  p r e v i o u s  e s t i m a t e s  a n d  t o  y o u r  g r o u p ' s  a v e r a g e s .  T h e s e  a r e  
l i s t e d  o n  t h e  p r o j e c t  s u m m a r y  p a g e .
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WORKSHEET —  dollar estimate for superior performing RN

B a s e d  o n  y o u r  e x p e r i e n c e  w i t h  R N s ,  we w o u l d  now l i k e  y o u  t o  
r e - e s t i m a t e  t h e  y e a r l y  d o l l a r  v a l u e  t o  N o r f o l k  G e n e r a l  H o s p i t a l  
o f  t h e  o v e r a l l  p e r f o r m a n c e  o f  t h e  s u p e r i o r  p e r f o r m i n g  RN. L e t  u s  
d e f i n e  a  s u p e r i o r  p e r f o r m i n g  RN . a s  a  RN who i s  a t  t h e  8 5 t h  
p e r c e n t i l e .  T h a t  i s ,  o f  1 0 0  RNs t h i s  RN p e r f o r m s  b e t t e r  t h a n  85 
RNs a n d  o n l y  15  RNs t u r n  i n  b e t t e r  p e r f o r m a n c e s .  C o n s i d e r  t h e  
q u a l i t y  a n d  q u a n t i t y  o f  p e r f o r m a n c e  t y p i c a l  o f  t h e  a v e r a g e *  RN a n d  
t h e  d o l l a r  v a l u e  o f  t h i s  p e r f o r m a n c e .  i n  e s t i m a t i n g  a  d o l l a r  
v a l u e  f o r  t h i s  p e r f o r m a n c e ,  i t  may h e l p  t o  c o n s i d e r  w h a t  t h e  c o s t  
w o u l d  b e  o f  h a v i n g  s o m e o n e  f r o m  a n  o u t s i d e  f i r m  p r o v i d e  t h i s  
s e r v i c e .

You should refer to the RN job description and the RN 
categories and example activities. Remember that ̂ employees will 
perform these activities at differing levels of proficiency 
and/or frequency. That is, superior RNs will demonstrate some 
cost-saving or revenue generating behaviors more often (or 
cost-producing behaviors less often) than average RNs, who in 
turn will do better than low performing RNs. You should also 
refer back to your previous estimates and to your group's 
averages.

Based on my experience, I estimate the value to Norfolk
■General Hospital of the superior RN to be ____________dollars per
year.
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WORKSHEET —  dollar estimate for low performing RN

B a s e d  o n  y o u r  e x p e r i e n c e  w i t h  R N s ,  we w o u l d  now  l i k e  y o u  t o  
r e - e s t i m a t e  t h e  y e a r l y  d o l l a r  v a l u e  t o  N o r f o l k  G e n e r a l  H o s p i t a l  
o f  t h e  o v e r a l l  p e r f o r m a n c e  o f  t h e  lo w  p e r f o r m i n g  RN.- L e t  u s  
d e f i n e  a  l o w  p e r f o r m i n g  RN a s  a  RN who i s  a t  t h e  1 5 t h  p e r c e n t i l e .  
T h a t  i s ,  o f  1 0 0  RNs t h i s  RN p e r f o r m s  b e t t e r  t h a n  o n l y  15 RNs a n d  
85 RNs t u r n  i n  b e t t e r  p e r f o r m a n c e s .  C o n s i d e r  t h e  q u a l i t y  a n d
q u a n t i t y  o f  p e r f o r m a n c e  t y p i c a l  o f  t h e  a v e r a g e  RN a n d  t h e  d o l l a r
v a l u e  o f  t h i s  p e r f o r m a n c e .  I n  e s t i m a t i n g  a  d o l l a r  v a l u e  f o r  t h i s  
p e r f o r m a n c e ,  i t  m ay  h e l p  t o  c o n s i d e r  w h a t  t h e  c o s t  w o u l d  b e  o f  
h a v i n g  s o m e o n e  f r o m  a n  o u t s i d e  f i r m  p r o v i d e  t h i s  s e r v i c e .

You s h o u l d  r e f e r  t o  t h e  RN j o b  d e s c r i p t i o n  a n d  t h e  RN 
c a t e g o r i e s  a n d  e x a m p l e  a c t i v i t i e s .  R e m e m b e r  t h a t  e m p l o y e e s  w i l l  
p e r f o r m  t h e s e  a c t i v i t i e s  a t  d i f f e r i n g  l e v e l s  o f  p r o f i c i e n c y
a n d / o r  f r e q u e n c y .  T h a t  i s ,  s u p e r i o r  RNs w i l l  d e m o n s t r a t e  some 
c o s t - s a v i n g  o r  r e v e n u e  g e n e r a t i n g  b e h a v i o r s  m o r e  o f t e n  ( o r  
c o s t - p r o d u c i n g  b e h a v i o r s  l e s s  o f t e n )  t h a n  a v e r a g e  R N s,  w ho  i n  
t u r n  w i l l  d o  b e t t e r  t h a n  l o w  p e r f o r m i n g  R N s .  You s h o u l d  a l s o
r e f e r  b a c k  t o  y o u r  p r e v i o u s  e s t i m a t e s  a n d  t o  y o u r  g r o u p ' s  
a v e r a g e s .

B a s e d  o n  my e x p e r i e n c e ,  I  e s t i m a t e  t h e  v a l u e  t o  N o r f o l k
G e n e r a l  H o s p i t a l  o f  t h e  l o w  p e r f o r m i n g  RN t o  b e  _____________
d o l l a r s  p e r  y e a r .
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.Name:

WORKSHEET —  dollar estimate for average LPN

B a s e d  o n  y o u r  e x p e r i e n c e  w i t h  L P N s .  we w o u l d  l i k e  y o u  t o  
r e - e s t i m a t e  t h e  y e a r l y  d o l l a r  v a l u e  t o  N o r f o l k  G e n e r a l  H o s p i t a l  
o f  t h e  o v e r a l l  p e r f o r m a n c e  o f  t h e  5 0 t h  p e r c e n t i l e ,  o r  a v e r a g e  
LPN .  L e t  u s  d e f i n e  a n  a v e r a g e  p e r f o r m e r  a s  a n  LPN w ho i s  a t  t h e  
5 0 t h  p e r c e n t i l e .  T h a t  i s ,  o f  1 00  LPNs t h i s  LPN p e r f o r m s  b e t t e r  
t h a n  50 L P N s .  C o n s i d e r  t h e  q u a l i t y  a n d  q u a n t i t y  o f  p e r f o r m a n c e
t y p i c a l  o f  t h e  a v e r a g e  LPN a n d  t h e  d o l l a r  v a l u e  o f  t h i s
p e r f o r m a n c e .  I n  e s t i m a t i n g  a  d o l l a r  v a l u e  f o r  t h i s  p e r f o r m a n c e ,  
i t  may h e l p  t o  c o n s i d e r  w h a t  t h e  c o s t  w o u l d  b e  o f  h a v i n g  s o m e o n e  
f r o m  a n  o u t s i d e  f i r m  p r o v i d e  t h i s  s e r v i c e .  , «.

You s h o u l d  r e f e r  t o  t h e  LPN j o b  d e s c r i p t i o n  a n d  t h e  LPN 
c a t e g o r i e s  a n d  e x a m p l e  a c t i v i t i e s .  R e m e m b e r  t h a t  e m p l o y e e s  w i l l  
p e r f o r m  t h e s e  a c t i v i t i e s  a t  d i f f e r i n g  l e v e l s  o f  p r o f i c i e n c y
a n d / o r  f r e q u e n c y .  T h a t  i s ,  s u p e r i o r  LPNs w i l l  d e m o n s t r a t e  s o m e
c o s t - s a v i n g  o r  r e v e n u e  g e n e r a t i n g  b e h a v i o r s  m o r e  o f t e n  ( o r  
c o s t - p r o d u c i n g  b e h a v i o r s  l e s s  o f t e n )  t h a n  a v e r a g e  L P N s ,  who i n  
t u r n  w i l l  d o  b e t t e r  t h a n  b e l o w  a v e r a g e  L P N s .  You s h o u l d  a l s o  
r e f e r  b a c k  t o  y o u r  p r e v i o u s  e s t i m a t e s  a n d  t o  y o u r  g r o u p ' s  
a v e r a g e s .

B a s e d  o n  my e x p e r i e n c e ,  I  e s t i m a t e  t h e  v a l u e  t o  N o r f o l k
G e n e r a l  H o s p i t a l  o f  t h e  a v e r a g e  LPN t o  b e  ______________ d o l l a r s  p e r
y e a r .
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WORKSHEET —  dollar estimate for superior performing LPN

B a s e d  o n  y o u r  e x p e r i e n c e  w i t h  L P N s ,  we w o u l d  now l i k e  y o u  t o  
r e - e s t i m a t e  t h e  y e a r l y  d o l l a r  v a l u e  t o  N o r f o l k  G e n e r a l  H o s p i t a l  
o f  t h e  o v e r a l l  p e r f o r m a n c e  o f  t h e  s u p e r i o r  p e r f o r m i n g  L P N .  L e t  
u s  d e f i n e  a  s u p e r i o r  p e r f o r m i n g  LPN a s  a  LPN who i s  a t  t h e  8 5 t h  
p e r c e n t i l e .  T h a t  i s ,  o f  100  LPNs t h i s  LPN p e r f o r m s  b e t t e r  t h a n  
85 LPNs a n d  o n l y  15 LPNs t u r n  i n  b e t t e r  p e r f o r m a n c e s - .  C o n s i d e r  
t h e  q u a l i t y  a n d  q u a n t i t y  o f  p e r f o r m a n c e  t y p i c a l  o f  t h e  a v e r a g e  
LPN a n d  t h e  d o l l a r  v a l u e  o f  t h i s  p e r f o r m a n c e .  I n  e s t i m a t i n g  a  
d o l l a r  v a l u e  f o r  t h i s  p e r f o r m a n c e ,  i t  may h e l p  t o  c o n s i d e r  w h a t  
t h e  c o s t  w o u l d  b e  o f  h a v i n g  s o m e o n e  f r o m  a n  o u t s i d e  f i r m  p r o v i d e  
t h i s  s e r v i c e .

You s h o u l d  r e f e r  t o  t h e  LPN j o b  d e s c r i p t i o n  a n d  t h e  LPN 
c a t e g o r i e s  a n d  e x a m p l e  a c t i v i t i e s .  R em em ber  t h a t  e m p l o y e e s  w i l l  
p e r f o r m  t h e s e  a c t i v i t i e s  a t  d i f f e r i n g  l e v e l s  o f  p r o f i c i e n c y  
a n d / o r  f r e q u e n c y .  T h a t  i s ,  s u p e r i o r  LPNs w i l l  d e m o n s t r a t e  s o m e  
c o s t - s a v i n g  o r  r e v e n u e  g e n e r a t i n g  b e h a v i o r s  m o r e  o f t e n  ( o r  
c o s t - p r o d u c i n g  b e h a v i o r s  l e s s  o f t e n )  t h a n  a v e r a g e  L P N s ,  w ho  i n  
t u r n  w i l l  d o  b e t t e r  t h a n  l o w  p e r f o r m i n g  L P N s .  You s h o u l d  a l s o  
r e f e r  b a c k  t o  y o u r  p r e v i o u s  e s t i m a t e s  a n d  t o  y o u r  g r o u p ' s  
a v e r a g e s .

B a s e d  o n  my e x p e r i e n c e ,  I  e s t i m a t e  t h e  v a l u e  t o  N o r f o l k
G e n e r a l  H o s p i t a l  o f  t h e  s u p e r i o r  LPN t o  b e  ______________ d o l l a r s  p e r

. y e a r .
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WORKSHEET —  dollar estimate for low performing LPN

B a s e d  o n  y o u r  e x p e r i e n c e  w i t h  L P N s , we w o u l d  now l i k e  y o u  t o  
r e - e s t i m a t e  t h e  y e a r l y  d o l l a r  v a l u e  t o  N o r f o l k  G e n e r a l  H o s p i t a l  
o f  t h e  o v e r a l l  p e r f o r m a n c e  o f  t h e  l o w  p e r f o r m i n g  LPN. L e t  u s  
d e f i n e  a  l o w  p e r f o r m i n g  LPN a s  a  LPN who i s  a t  t h e  1 5 t h
p e r c e n t i l e .  T h a t  i s ,  o f  1 0 0  LPNs t h i s  LPN p e r f o r m s  b e t t e r  t h a n
o n l y  15  LPNs a n d  85 LPNs t u r n  i n  b e t t e r  p e r f o r m a n c e s .  C o n s i d e r
t h e  q u a l i t y  a n d  q u a n t i t y  o f  p e r f o r m a n c e  t y p i c a l  o f  t h e  a v e r a g e
LPN a n d  t h e  d o l l a r  v a l u e  o f  t h i s  p e r f o r m a n c e .  I n  e s t i m a t i n g  a  
d o l l a r  v a l u e  f o r  t h i s  p e r f o r m a n c e ,  i t  may h e l p  t o  c o n s i d e r  w h a t  
t h e  c o s t  w o u l d  b e  o f  h a v i n g  s o m e o n e  f r o m  a n  o u t s i d e  f i r m  p r o v i d e  
t h i s  s e r v i c e .

You s h o u l d  r e f e r  t o  t h e  LPN j o b  d e s c r i p t i o n  a n d  t h e  LPN
c a t e g o r i e s  a n d  e x a m p l e  a c t i v i t i e s .  R e m em b er  t h a t  • e m p l o y e e s  w i l l  
p e r f o r m  t h e s e  a c t i v i t i e s  a t  d i f f e r i n g  l e v e l s  o f  p r o f i c i e n c y
a n d / o r  f r e q u e n c y .  T h a t  i s ,  s u p e r i o r  LPNs w i l l  d e m o n s t r a t e  some 
c o s t - s a v i n g  o r  r e v e n u e  g e n e r a t i n g  b e h a v i o r s  m o r e  o f t e n  ( o r  
c o s t - p r o d u c i n g  b e h a v i o r s  l e s s  o f t e n )  t h a n  a v e r a g e  L P N s ,  who i n  
t u r n  w i l l  d o  b e t t e r  t h a n  l o w  p e r f o r m i n g  L P N s .  You s h o u l d  a l s o
r e f e r  b a c k  t o  y o u r  p r e v i o u s  e s t i m a t e s  a n d  t o  y o u r  g r o u p ' s
a v e r a g e s .

B a s e d  o n  my e x p e r i e n c e ,  I  e s t i m a t e  t h e  v a l u e  t o  N o r f o l k
' G e n e r a l  H o s p i t a l  o f  t h e  l o w  p e r f o r m i n g  LPN t o  b e  ___________________
d o l l a r s  p e r  y e a r .
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P o s t-Q u e s tio n n a ire
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Name:

OPIN IO N  QUESTIONNAIRE

T h e  p r i m a r y  p u r p o s e  o f  t h i s  p r o j e c t  i s  t o  c o l l e c t  i n f o r m a t i o n  
t h a t  c a n  b e  u s e d ,  a l o n g  w i t h  o t h e r  i n f o r m a t i o n ,  t o  a s s e s s  t h e  
u t i l i t y  o f  v a r i o u s  h u m a n  r e s o u r c e s  p r o g r a m s .  We a r e  a l s o  
i n t e r e s t e d  i n  d e t e r m i n i n g  w h i c h  o f  t h r e e  m e t h o d s  o f  c o l l e c t i n g  
u t i l i t y  i n f o r m a t i o n  w o r k  b e s t  a t  NGH. F o r  t h i s  r e a s o n  we a r e  
a s k i n g  y o u  t o  a n s w e r  s o m e  q u e s t i o n s  r e g a r d i n g  t h e  e s t i m a t i o n  
m e t h o d  t h a t  y o u  e x p e r i e n c e d .  T h e r e  a r e  no- r i g h t  o r  w r o n g  a n s w e r s  
t o  t h e s e  q u e s t i o n s ;  w e  a r e  a s k i n g  f o r  y o u r  o p i n i o n .  H o w e v e r ,  i t  
i s  i m p o r t a n t  t h a t  y o u  c o m p l e t e  a l l  o f  t h e  i t e m s  s o  t h a t  we c a n  
d e t e r m i n e  w h i c h  m e t h o d  w o r k s  b e s t .

T h i s  q u e s t i o n n a i r e  c o n t a i n s  a  n u m b e r  o f  s t a t e m e n t s  t h a t  p e r t a i n  
t o  t h e  c u r r e n t  p r o c e s s .  A f t e r  r e a d i n g  e a c h  s t a t e m e n t  y o u  a r e  
a s k e d  t o  a n s w e r  u s i n g  a  n u m b e r  f r o m  1 t o  5 t o  i n d i c a t e  t h e  d e g r e e  
o f  y o u r  a g r e e m e n t  o r  d i s a g r e e m e n t  w i t h  t h e  s t a t e m e n t .  I f  y o u  
s t r o n g l y  a g r e e  w i t h  a  s t a t e m e n t  y o u  w o u l d  a n s w e r  " 5 " .  I f  y o u  a r e  
u n s u r e  how  y o u  f e e l  a b o u t  a  s t a t e m e n t ,  y o u  w o u l d  a n s w e r  " 3 " .  You 
may u s e  a n y  n u m b e r  f r o m  1 t o  5 i n  t h e  f o l l o w i n g  s c a l e .

i -------------------------------- i -------------------------------- 1 -------------------------------- 1 --------------------------------- 1

1 2 3 4 5
s t r o n g l y  d i s a g r e e  n e i t h e r  a g r e e  s t r o n g l y
d i s a g r e e  a g r e e  n o r  a g r e e

d i s a g r e e
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1 2 3 4 5
s t r o n g l y  d i s a g r e e  n e i t h e r  • a g r e e  s t r o n g l y
d i s a g r e e  a g r e e  n o r  a g r e e

d i s a g r e e

PLEASE REMEMBER TO RESPOND TO EVERY STATEMENT

T h e  e s t i m a t i o n  t a s k :  L i s t e d  b e l o w  a r e  s e v e r a l  i t e m s  t h a t  p e r t a i n
t o  t h e  t a s k  o f  e s t i m a t i n g  t h e  d o l l a r  v a l u e  o f  v a r i o u s  l e v e l s  o f
n u r s e s  p e r f o r m a n c e .

  1 .  I  u n d e r s t o o d  w h a t  I  was .  s u p p o s e d  t o  d o  i n  t h i s
p r o j e c t .

  2 .  T h e  i n f o r m a t i o n  I  r e c e i v e d  d u r i n g  t h e  p r o j e c t  w a s
s u f f i c i e n t  f o r  me t o  k n o w  how  t o  make e s t i m a t e s .

  3 .  T h e  e s t i m a t i o n  t a s k  w a s  a m b i g i o u s .

  4 .  T h e  p r o j e c t  t o o k  t o o  m uch  t i m e  t o  c o m p l e t e .

  5 .  T h e  " c r i t i c a l  a c t i v i t y  l i s t "  h e l p e d  me u n d e r s t a n d  w h a t
t o  c o n s i d e r  w h e n  m a k i n g  e s t i m a t e s .

  6 .  T h e  a v e r a g e s  o f  my g r o u p ' s  e s t i m a t e s  h e l p e d  me make
s u b s e q u e n t  e s t i m a t e s .

  7 .  I  f e e l  c o n f i d e n t  I  c o m p l e t e d  t h e  t a s k  p r o p e r l y .

T h e  e s t i m a t e s :  L i s t e d  b e l o w  a r e  s e v e r a l  i t e m s  t h a t  p e r t a i n  t o
t h e  e s t i m a t e s  t h a t  y o u  g a v e  i n  t h i s  p r o j e c t .

'  8 .  M}r f i n a l  e s t i m a t e s  a r e  r e a s o n a b l y  a c c u r a t e .

. 9 .  When my f i n a l  e s t i m a t e s  a r e  a v e r a g e d  i n  w i t h  my
g r o u p 1s  f i n a l  e s t i m a t e s  t h e  r e s u l t i n g  e s t i m a t e s  w i l l  
b e  r e a s o n a b l y  a c c u r a t e .

  1 0 .  My e s t i m a t e s  w e r e  b a s e d  p r e d o m i n a n t l y  o n  n u r s e ' s
s a l a r y .

U s i n g  t h e  r e s u l t s :  L i s t e d  b e l o w  a r e  s e v e r a l  i t e m s  t h a t  p e r t a i n
t o  u s i n g  y o u r  e s t i m a t e s  i n  s u b s e q u e n t  p r o j e c t s  t o  m ake  h u m a n  
r e s o u r c e s  d e c i s i o n s  a t  NGH.

 ; 1 1 .  I t  w o u l d  b e  a c c e p t a b l e  t o  me i f  my g r o u p ' s  e s t i m a t e s
w e r e  u s e d  t o  d e t e r m i n e  t h e  u t i l i t y  ( b e n e f i t  m i n u s  
c o s t )  o f  a  t r a i n i n g  p r o g r a m .
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1 2 3 4 5
s t r o n g l y  d i s a g r e e  n e i t h e r  . a g r e e  s t r o n g l y
d i s a g r e e  a g r e e  n o r  a g r e e

d i s a g r e e

PLEASE REMEMBER TO RESPOND TO EVERY STATEMENT

1 2 .  I t  w o u l d  b e  a c c e p t a b l e  t o  me i f  my g r o u p ' s  e s t i m a t e s  
w e r e  u s e d  t o  c h o o s e  b e t w e e n  t w o  t r a i n i n g  p r o g r a m s .

1 3 .  I t  w o u l d  b e  a c c e p t a b l e  t o  me i f  my g r o u p ' s  e s t i m a t e s  
w e r e  u s e d  t o  d e t e r m i n e  t h e  u t i l i t y  ( b e n e f i t  m i n u s  
c o s t )  o f  n e w  w a y s  o f  s e l e c t i n g  n u r s e s  f o r  e m p l o y m e n t  
a t  NGH.

N u r s e s  a t  NGH: L i s t e d  b e l o w  a r e  s e v e r a l  i t e m s  t h a t  p e r t a i n  t o  t h e  
• p e r f o r m a n c e  o f  n u r s e s  a t  NGH.

_______ 1 4 .  M o s t  RNs a t  NGH p e r f o r m  a t  a  s i m i l i a r  l e v e l  o f
p e r f o r m a n c e .

  1 5 .  M o s t  LPNs a t  NGH p e r f o r m  a t  a  s i m i l i a r  l e v e l  o f
p e r f o r m a n c e .

P l e a s e  w r i t e  a n y  c o m m e n t s  t h a t  y o u  h a v e  a b o u t  t h i s  p r o j e c t :

THANK YOU 
We w i l l  m e e t  t o  d i s c u s s  t h e  r e s u l t s  

a n d  h o w  t h e y  c a n  b e  u s e d
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