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The O f f i c e  o f  the Aud i t o r  General has conducted a performance a u d i t  o f  

the  Ar izona Department o f  Hea l t h  S e r v i c e s ,  A r i zona  S t a t e  H o s p i t a l ,  i n  

response t o  a  June 2 ,  1987, r e s o l u t i o n  o f  the  J o i n t  L e g i s l a t i v e  Overs igh t  

Committee. Th i s  performance a u d i t  was conducted as p a r t  o f  the Sunset 

Review se t  f o r t h  i n  Ar i zona  Revised S t a t u t e s  (A.R.S. 5541-2351 through 

41 -2379. 

Th i s  i s  the  s i x t h  i n  a  s e r i e s  o f  r e p o r t s  t o  be issued on the  Ar i zona  

Department o f  H e a l t h  Serv ices  (DHS). The repo r t  focuses on t he  f unc t i ons  

o f  the  Ar i zona  S t a t e  H o s p i t a l  under the  D i v i s i o n  o f  Behav io ra l  H e a l t h .  

Because o f  Extreme S t a f f i n g  Problems, ASH Has 
D i f f i c u l t y  P r o v i d i n g  Adequate S t a f f  on 
I t s  Treatment U n i t s  (see pages 5 th rough  17) 

Ar i zona  S t a t e  H o s p i t a l  (ASH) has d i f f i c u l t y  p r o v i d i n g  adequate s t a f f  on 

i t s  t reatment  u n i t s .  Because o f  the t ype  o f  s e r i o u s l y  i l l  p a t i e n t s  the 

h o s p i t a l  i s  c a r i n g  f o r ,  i t  i s  impor tan t  t o  have adequate s t a f f .  However, 

h o s p i t a l  s t a f f  b e l i e v e  the c u r r e n t  l e v e l s  a re  inadequate and unsafe.  For 

example, one supe rv i so r  noted t h a t  o n l y  2  s t a f f  a re  ava i  l a b l e  t o  awaken, 

c l ean ,  d i a p e r ,  and d ress  31 c h r o n i c a l l y  m e n t a l l y  and p h y s i c a l l y  i l l  

p a t i e n t s ,  w i t h i n  the  a l l o t t e d  two hours .  Another supe rv i so r  noted t h a t  

the  two s t a f f  ass igned t o  her  u n i t  a t  n i g h t  a re  no t  s u f f i c i e n t  i f  an 

emergency should  occur among the 25 p a t i e n t s .  S t a f f i n g  concerns were 

a l s o  noted i n  a  recen t  survey by the  Department o f  H e a l t h  and Human 

Serv ices ,  Hea l thcare  F i nanc ing  A d m i n i s t r a t i o n  (HCFA). HCFA repo r t ed  t h a t  

d e s p i t e  recent  inc reases  i n  s t a f f ,  t he  h o s p i t a l  s t i l l  o n l y  m a r g i n a l l y  

meets s t a f f i n g  s tandards f o r  l i censed  nurses .  

S t a f f  shortages stem from the  h o s p i t a l ' s  h i g h  tu rnover  and extended 

vacanc ies.  Not o n l y  does the  h o s p i t a l  have a tu rnover  r a t e  o f  n e a r l y  50 

pe rcen t ,  bu t  i t  can take as long as 75 days t o  f i l l  vacanc ies.  F u r t h e r ,  

ASH'S e f f o r t s  t o  cover  the shor tages caused by the vacanc ies a c t u a l l y  

increase the problem. To cover vacanc ies ASH f r e q u e n t l y  has t o  p u l l  o r  

l l f l o a t "  s t a f f  f rom one u n i t  t o  ano ther .  I n  o rder  t o  a v o i d  be ing  f l o a t e d ,  



s t a f f  f r e q u e n t l y  c a l l  i n  s i c k ,  caus ing f u r t h e r  shor tages .  Some s t a f f  

become so d i s s a t i s f i e d  w i t h  f l o a t i n g  t h a t  they q u i t ,  caus ing s t i l l  more 

vacanc ies.  

Turnover i s  f u r t h e r  aggravated by s t a f f  d i s s a t i s f a c t i o n  w i t h  the  work 

environment.  S t a f f  a r e  d i s s a t i s f i e d  w i t h  s u p e r v i s i o n  a t  ASH, as w e l l  as 

w i t h  s a l a r i e s  and p romot iona l  o p p o r t u n i t i e s .  P s y c h i a t r i c  t e c h n i c i a n s ,  

the l a r g e s t  segment o f  t he  n u r s i n g  s t a f f ,  a re  p a r t i c u l a r l y  d i s s a t i s f i e d  

w i t h  the  s a l a r i e s  and p romot iona l  o p p o r t u n i t i e s  because beg inn ing  

s a l a r i e s  a re  o n l y  $13,660, and t he re  a re  few o p p o r t u n i t i e s  f o r  promot ions 

o r  advancement. 

ASH Needs t o  Consider R e s t r u c t u r i n g  I t s  Treatment Program and U n i t  
P o s i t i o n s  t o  Improve S u p e r v i s i o n  and Program Management (see pages 19 
through 26) 

ASH needs t o  cons ider  r e s t r u c t u r i n g  i t s  t reatment  program and u n i t  

management. Each u n i t  i s  s t a f f e d  w i t h  i n d i v i d u a l s  from va r i ous  

d i s c i p l i n e s  such as n u r s i n g ,  s o c i a l  work,  and psychology.  However, ASH'S 

c u r r e n t  s t r u c t u r e  lacks  an i n d i v i d u a l  a t  the u n i t  o r  program l e v e l  t h a t  

has o v e r a l l  r e s p o n s i b i l i t y  f o r  a l l  d i s c i p l i n e s  work ing  on the u n i t s .  

To improve u n i t  and program s u p e r v i s i o n ,  ASH should  eva lua te  the need f o r  

program managers, head nurses ,  and lead p s y c h i a t r i c  t echn i c i ans .  Program 

management p o s i t i o n s  c o u l d  p rov i de  o v e r a l l  a d m i n i s t r a t i o n  f o r  ASH'S 

t reatment  by hand l i ng  such r e s p o n s i b i l i t i e s  as c o o r d i n a t i n g  t he rap ies  f o r  

p a t i e n t s ,  p l a n n i n g  a c t i v i t i e s ,  budge t ing ,  implement ing program p o l i c i e s  

and procedures,  and p r o v i d i n g  f o r  the h i r i n g ,  o r i e n t a t i o n ,  and t r a i n i n g  

o f  s t a f f .  Estab l ishment  o f  a  head nurse p o s i t i o n  would p rov i de  increased 

c l i n i c a l  supe rv i s i on  o f  n u r s i n g  s t a f f ,  and the  use o f  lead p s y c h i a t r i c  

t echn i c i ans  on each u n i t  cou ld  a s s i s t  i n  the  supe rv i s i on  o f  t echn i ca l  

s t a f f  . 

ASH Needs t o  lmprove t h e  Food Se r v  i ce For  I t s  Pat  i en t s  (see pages 27 
through 34) 

ASH needs t o  improve t he  d i e t a r y  se r v i ces  p rov i ded  f o r  i t s  p a t i e n t s .  We 

analyzed b o t h  p a t i e n t  menus and the meals served t o  p a t i e n t s  and found 

t h a t  the  foods a re  h i g h  i n  c h o l e s t e r o l ,  f a t ,  and sodium. For example, 



accord ing  t o  an a n a l y s i s  o f  ASH menus, meals planned f o r  p a t i e n t s  on 

regu la r  d i e t s  had a  c h o l e s t e r o l  con ten t  as h i g h  as 203 percent  above the 

recommended l e v e l .  Because n u t r i t i o u s  meals a re  impor tant  f o r  proper 

p a t i e n t  t rea tment ,  p a t i e n t  care i s  be ing  compromised by inadequate food 

s e r v i c e .  ASH's f a i l u r e  t o  p rov i de  n u t r i t i o u s  meals i s  due t o  inadequate 

menus, lack o f  s tandard  r e c i p e s ,  and poor purchas ing  p l a n n i n g .  

ASH's method o f  s e r v i n g  foods i s  a l s o  i n e f f i c i e n t  and p rob lema t i c .  

F requen t l y ,  o n l y  one person serves p a t i e n t s  coming through a se r v i ng  

l i n e .  Th is  causes de lays  i n  s e r v i n g  p a t i e n t s ,  and, i n  a d d i t i o n ,  se rvers  

d o n ' t  always have t ime t o  ensure p a t i e n t s  a re  g e t t i n g  the  foods 

p resc r i bed  on t h e i r  d i e t s .  For example, we observed a  se rver  a t t emp t i ng  

t o  serve ho t  dogs t o  p a t i e n t s  on v e g e t a r i a n  d i e t s .  F i n a l l y ,  the se rvers  

do no t  always serve the  c o r r e c t  p o r t i o n s  o f  food.  

ASH Has Improved t he  Use o f  I t s  T r a n s i t i o n a l  L i v i n g  U n i t  Program; 
However, Other U n i t s  W i t h i n  the  H o s p i t a l  Need t o  Be Made More Aware o f  
t he  Program's Func t i ons  (see pages 35 th rough  43) 

ASH has improved t he  use o f  i t s  t r a n s i t i o n a l  l i v i n g  u n i t  (TLU). However, 

the f unc t i ons  o f  TLU have no t  been communicated t o  u n i t s  o u t s i d e  o f  the 

program. I n  1984 the  L e g i s l a t u r e ,  r ecogn i z i ng  the need f o r  a  program t o  

p rov i de  graduated s teps  o f  care between the h o s p i t a l  t reatment  u n i t  and 

the community l i v i n g  s i t u a t i o n ,  es tab l  ished a  l i n e  i  tem des igna t i ng  

fund ing  f o r  a  t r a n s i t i o n a l  l i v i n g  u n i t  (TLU). A l though o n l y  12 spaces 

were a v a i l a b l e  on the u n i t  f o r  the  more than 550 d ischarges  a  yea r ,  

between September 1984 and October 1988, TLU had r a r e l y  operated a t  

c a p a c i t y .  I n  a d d i t i o n ,  the  average p a t i e n t  l eng th  o f  s t a y  was longer 

than p r o j e c t e d ,  and r e l a t i v e l y  few p a t i e n t s  were d ischarged  from TLU. I n  

November 1988, ASH reorgan ized  TLU. S ince  i t s  r e o r g a n i z a t i o n ,  ASH has 

been a b l e  t o  inc rease  TLU's p a t i e n t  census, reduce the  average leng th  o f  

s t ay  i n  the program, and d ischarge  more p a t i e n t s .  
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INTRODUCTION AND BACKGROUND 

The O f f i c e  o f  the  A u d i t o r  General has conducted a  performance a u d i t  o f  

the  Department o f  H e a l t h  S e r v i c e s ,  A r i zona  S t a t e  H o s p i t a l  (ASH) i n  

response t o  a  June 2 ,  1987, r e s o l u t i o n  o f  the J o i n t  L e g i s l a t i v e  Overs igh t  

Committee. T h i s  performance a u d i t  was conducted as a  p a r t  o f  the  Sunset 

Review se t  f o r t h  i n  A r i z o n a  Rev ised S t a t u t e s  (A.R.S. )  5541-2351 through 

41 -2379. 

Hospita l  Mission and 
Programs 

The Ar i zona  S t a t e  H o s p i t a l  (ASH), p u b l i c l y  funded s i n c e  1887, serves as 

the  s o l e  S t a t e  opera ted  menta l  h o s p i t a l  i n  A r i zona .  ASH'S t reatment  

f a c i l i t i e s  a r e  l o c a t e d  i n  Phoenix .  A.R.S. 536-202 r e q u i r e s  ASH t o  

p r o v i d e  i n p a t i e n t  c a r e  and t rea tment  o f  i n d i v i d u a l s  w i t h  mental  

d i s o r d e r s ,  p e r s o n a l i t y  d i s o r d e r s ,  o r  emot iona l  c o n d i t i o n s .  ASH r e c e i v e s  

p a t i e n t s  on b o t h  a  v o l u n t a r y  and i n v o l u n t a r y  b a s i s .  Approx imate ly  20 

percen t  o f  t h e  p a t i e n t s  a r e  v o l u n t a r i l y  a d m i t t e d .  The remain ing 80 

percen t  a r e  commit ted by c o u r t s  t h a t  have determined them t o  be a  danger 

t o  themselves o r  t o  o t h e r s ,  o r  g r a v e l y  d i s a b l e d ,  and who a r e  u n w i l l i n g  o r  

unable  t o  undergo a  v o l u n t a r y  e v a l u a t i o n .  D u r i n g  f i s c a l  year 1987-88, 

ASH p rov ided  t rea tment  t o  1 ,242 p a t i e n t s ,  and had an average d a i l y  census 

o f  528 p a t i e n t s .  

ASH has developed separa te  c a r e  and t rea tment  programs i n  o rder  t o  

accommodate v a r y i n g  p a t i e n t  c l i n i c a l  needs. Each t rea tment  program i s  

s t a f f e d  by p s y c h i a t r i s t s ,  medica l  s p e c i a l i s t s ,  p s y c h o l o g i s t s ,  nu rses ,  

p s y c h i a t r i c  t e c h n i c i a n s ,  s o c i a l  workers ,  r e h a b i l i t a t i o n  t h e r a p i s t s ,  and 

a u x i l i a r y  c l i n i c a l  s t a f f .  The t rea tment  programs a r e  as f o l l o w s :  

a General Adult Program - T r e a t s  approx imate ly  100 p a t i e n t s  and 
p rov ides  admiss ion and d i a g n o s t i c  assessment s e r v i c e s .  P a t i e n t s  i n  
t h i s  program a r e  expected t o  have leng ths  o f  s t a y  o f  90 days o r  l e s s .  

a Psycho-Social R e h a b i l i t a t i o n  Program - Prov ides  ca re  f o r  
approx imate ly  100 p a t i e n t s  w i t h  c h r o n i c ,  longer  term mental  
d i s o r d e r s .  P a t i e n t s  i n  t h i s  program tend t o  have longer  p e r i o d s  o f  
h o s p i t a l i z a t i o n  (90 t o  365 days)  and r e q u i r e  more s t r u c t u r e d  
a f t e r c a r e .  



a Behavior  Management Program - Serves approx imate ly  75 p a t i e n t s  w i t h  
recen t  h i s t o r i e s  o f  dangerous behav io r ,  those b e l i e v e d  t o  be 
dangerous w i t h  a  high-escape r i s k ,  and those p a t i e n t s  committed by 
the  c o u r t s  f o r  o b s e r v a t i o n  and/or t reatment  because they were 
determined t o  be no t  g u i l t y  by reason o f  i n s a n i t y .  

e Youth Serv ices  Program - Designed f o r  c h i l d r e n  and adolescents  ages 
6 t o  17 who r e q u i r e  i n t e rmed ia te  term care as a  r e s u l t  o f  a  
s u b s t a n t i a l  mental  d i s o r d e r .  There a re  approx imate ly  24 p a t i e n t s  i n  
t h i s  program. 

a Gero-Psychia t ry  Program - Prov ides  t reatment  t o  meet the  spec ia l  
needs o f  approx imate ly  125 e l d e r l y  p a t i e n t s  w i t h  severe ly  d i s a b l i n g  
mental  and phys i ca l  d i s o r d e r s .  

0 Extended Care Program - Prov ides  care t o  approx imate ly  100 p a t i e n t s  
who r e q u i r e  a  leng thy  h o s p i t a l i z a t i o n  o f  180 days o r  more. Emphasis 
i s  p laced on d a i l y  l i f e  s k i l l s  as many p a t i e n t s  s u f f e r  from 
c o e x i s t e n t  o rgan ic  menta l  d i s tu rbances  such as a  head i n j u r y ,  mental 
r e t a r d a t i o n ,  o r  s t r o k e .  

Progress i n  recen t  yea rs  - Dur ing  our a u d i t ,  we i d e n t i f i e d  severa l  

notewor thy improvements made a t  ASH over the pas t  few yea rs .  

0 Estab l ishment  o f  a  C h i l d r e n ' s  Treatment u n i t  i n  1987 p rov i ded  beds 
f o r  8  c h i l d r e n .  P r e v i o u s l y ,  c h i l d r e n  under the age o f  12 cou ld  no t  
o b t a i n  i n p a t i e n t  t rea tment  a t  ASH. 

0 I n i t i a t i o n  o f  a  program f o r  the d u a l l y  diagnosed men ta l l y  
i l l / d e v e l o p m e n t a l l y  d i s a b l e d  p a t i e n t s  i n  January 1988. As a  r e s u l t  
o f  t h i s  program, p r e v i o u s l y  "undischargeable"  p a t i e n t s  have been 
p laced  i n t ~  community s e t t i n g s .  

a Expansion o f  t he  h o s p i t a l ' s  Chemical Dependency I n p a t i e n t  Program f o r  
f i s c a l  year 1987-88. Th is  program p rov i des  i n t e r v e n t i o n  and 
t reatment  f o r  any i n d i v i d u a l  i d e n t i f i e d  as s u f f e r i n g  from a  substance 
abuse problem as w e l l  as a  mental  d i s o r d e r .  

0 ASH took a  l eade rsh ip  r o t e  i n  the implementat ion o f  P s y c h i a t r i c  
H e a l t h  F a c i l i t i e s  (PHFs). These f a c i l i t i e s  p rov i de  acute shor t - te rm 
t reatment  i n  non-hosp i ta l  s e t t i n g s .  Such f a c i l i t i e s  a l l o w  
i n d i v i d u a l s  t o  r ece i ve  t reatment  i n  t h e i r  l o c a l  a rea ,  r e i n f o r c e  
f a m i l y  involvement i n  p a t i e n t  ca re ,  and approach a l t e r n a t i v e s  t o  
h o s p i t a l i z a t i o n  i n  a  more cos t  e f f i c i e n t  manner. C u r r e n t l y ,  the re  
a re  two PHFs open i n  n o r t h e r n  Ar i zona ,  each w i t h  a 5-bed c a p a c i t y .  
Two a d d i t i o n a l  PHFs w i l l  be open i n  e a r l y  FY 1989-90, a l s o  i n  
n o r t h e r n  Ar i zona .  

a ASH, i n  c o n j u n c t i o n  w i t h  c~mmun i t y  behav io ra l  hea l t hca re  programs, 
developed a new concept f o r  those c l  i e n t s  who have been a t  ASH, bu t  
who r e q u i r e  a  more s t r u c t u r e d  environment than e s t a b l  ished 
r e s i d e n t  i a I  programs. These Reentry Fac i  I i t i e s  (REFS) w i  l l a1 low 



c l i e n t s  
program 
s e t t i n g .  
Mar i copa 

t o  r e e n t e r  the  community and progress i n  t h e i r  t reatment  
i n  a  more i n d i v i d u a l i z e d  and c l i e n t  o r i e n t e d  r e s i d e n t i a l  

There a r e  c u r r e n t l y  47 REF beds a v a i l a b l e  i n  A r i z o n a ,  32 i n  
County and 15 i n  Pima County .  

S t a f f i n g  and Budget 

ASH was a l l o c a t e d  945.25 f u l l - t i m e  e q u i v a l e n t  employees (FTEs) f o r  f i s c a l  

year 1988-89. ASH'S c u r r e n t  s t a f f i n g  increased by 72 p o s i t i o n s  from 

f i s c a l  year 1987-88. The a d d i t i o n a l  p o s i t i o n s  were a l l o c a t e d  as p a r t  o f  

a  s p e c i a l  a p p r o p r i a t i o n  i n  an e f f o r t  t o  r e g a i n  medicare c e r t i f i c a t i o n ,  

and t o  p r o v i d e  b e t t e r  s e r v i c e  t o  p a t i e n t s .  Near l y  70 percen t  o f  those 

s p e c i a l l y  a p p r o p r i a t e d  p o s i t i o n s  were d i r e c t  care n u r s i n g  s t a f f .  I n  

a d d i t i o n ,  ASH has been a b l e  t o  inc rease  i t s  c o n t r a c t e d  medica l  s t a f f .  

The number o f  p s y c h i a t r i s t s  was increased t o  16 f rom 9  i n  p r e v i o u s  

years .  F u r t h e r ,  t h e r e  a r e  c u r r e n t l y  6 n o n - p s y c h i a t r i c  medica l  p h y s i c i a n s  

compared t o  4 .5  i n  1987. 

ASH rece ives  f u n d i n g  f rom severa l  d i f f e r e n t  sources.  ASH rece ived  

$33,330,390 i n  f u n d i n g  f o r  f i s c a l  year 1988-89. General fund 

a p p r o p r i a t i o n s  account f o r  over  80 percen t  o f  ASH'S revenues. A d d i t i o n a l  

o p e r a t i n g  funds a r e  r e c e i v e d  from s p e c i a l  a p p r o p r i a t i o n s ,  s e r v i c e  

agreements w i t h  o t h e r  S t a t e  agenc ies,  r e n t a l  income, endowment e a r n i n g s ,  

p a t i e n t  b e n e f i t  fund,  and d o n a t i o n s .  The h o s p i t a l ' s  s ta tement  o f  FTEs 

and a c t u a l  and budgeted expend i tu res  f o r  f i s c a l  years  1986-87 

through 1988-89 a r e  shown i n  Table 1 (see page 4 ) .  

Scope and Met hod0 l ogy 

The a u d i t  c o n t a i n s  f i n d i n g s  i n  f o u r  major  a reas :  

0 ASH'S a b i l i t y  t o  s t a f f  i t s  t reatment  u n i t s  w i t h  e x i s t i n g  s t a f f  

a The adequacy o f  t h e  c u r r e n t  management s t r u c t u r e  o f  t reatment  

programs and u n i  t s  a t  ASH 

0 The adequacy o f  food s e r v i c e  p l a n n i n g  and s e r v i n g  a t  ASH and 

0 The u t i l i z a t i o n  o f  ASH'S T r a n s i t i o n a l  L i v i n g  U n i t  



TABLE 1 

DEPARTMENT OF HEALTH SERVICES - ARIZONA STATE HOSPITAL 
STATEMENT OF FTEs AND ACTUAL AND BUDGETED EXPENDITURES 

FISCAL YEARS 1986-87 THROUGH 1988-89 
(unaud i ted )  

1986-87 1987-88 1988-89 
( A c t u a l )  ( A c t u a l )  (Budgeted ) 

FTEs 926.00 874.25 945.25 

Personal se r v  i ces $16,670,947 $17,101 ,726 
Employee-related 4,397,050 4,341 ,227 
P r o f .  & o u t s i d e  s e r v i c e s  1 ,986,933 2,026,907 
T rave l ,  i n - s t a t e  36,273 43,195 

o u t - o f - s t a t e  1 ,102 -0- 
Food 1 ,858,270 1 ,905,003 
A i d  to  i n d i v i d u a l s  4,270 14,635 
Other o p e r a t i n g  2 ,614,774 2,565,051 
Cap i t a l  o u t l a y  306,342 . 94,089 

TOTAL $27.875.961 $28.091 ,833 $32.161 ,711 

Source: Ar i zona  F i n a n c i a l  I n f o rma t i on  Systems and Department o f  Hea l t h  
Serv ices  Budget Performance Reports 

I n  a d d i t i o n ,  we conducted an o r g a n i z a t i o n a l  c l i m a t e  survey o f  a l l  c u r r e n t  

ASH n u r s i n g  s t a f f  t o  determine t h e i r  s a t i s f a c t i o n  w i t h  employment. Four 

hundred seventy surveys were mai led  out  . We rece ived  235 responses, 

r e s u l t i n g  i n  a  response r a t e  o f  50 pe rcen t .  D e t a i l e d  i n f o rma t i on  about 

the  survey i s  found i n  the  appendix .  

Due to  t ime c o n s t r a i n t s ,  we were unable t o  address th ree  p o t e n t i a l  issues 

i d e n t i f i e d  d u r i n g  our a u d i t  work .  A d d i t i o n a l  i n f o rma t i on  regard ing  these 

areas i s  p rov i ded  i n  the  s e c t i o n  Areas f o r  Fu r t he r  Aud i t  Work (page 5 1 ) .  

Th i s  a u d i t  was conducted i n  accordance w i t h  g e n e r a l l y  accepted 

governmental a u d i t i n g  s tandards .  

The Aud i t o r  General and s t a f f  express a p p r e c i a t i o n  t o  the D i r e c t o r  o f  the 

Department o f  Hea l t h  Se rv i ces ,  and t o  the Super in tendent  and s t a f f  o f  the 

Ar i zona  S t a t e  H o s p i t a l  f o r  t h e i r  coopera t ion  and ass is tance  throughout 

our a u d i t .  



FINDING I 

BECAUSE OF EXTREME STAFFING PROBLEMS. ASH HAS 

DIFFICULTY PROVIDING ADEQUATE STAFF ON ITS TREATMENT UNITS 

A r i z o n a  S t a t e  H o s p i t a l  (ASH) has d i f f i c u l t y  p r o v i d i n g  adequate s t a f f  on 

i t s  t r e a t m e n t s  u n i t s  due t o  i t s  extreme s t a f f i n g  prob lems.  Shor tages o f  

s t a f f  a r e  a  common occur rence  on the t rea tmen t  u n i t s .  These shor tages  

stem f rom the h o s p i t a l ' s  h i g h  t u r n o v e r  and extended vacanc ies .  I n  i t s  

e f f o r t s  t o  ensure s u f f i c i e n t  s t a f f  on the u n i t s ,  ASH has a c t u a l l y  

p e r p e t u a t e d  the s h o r t a g e s .  F u r t h e r ,  t he  work environment a l s o  takes a  

t o l l  on s t a f f  l e a d i n g  t o  t u r n o v e r .  Because some o f  these problems a r e  

deep-rooted and complex,  t h e  h o s p i t a l  cannot be expected t o  r e s o l v e  them 

q u i c k l y ;  however, ASH shou ld  b e g i n  t a k i n g  c o r r e c t i v e  a c t i o n s .  

S t a f f  Shor tages E x i s t  
on Treatment U n i t s  

ASH's t rea tmen t  u n i t s  a r e  f r e q u e n t l y  s h o r t  o f  s t a f f .  Because o f  the  

t ypes  o f  p a t i e n t s  the  h o s p i t a l  i s  d e a l i n g  w i t h ,  i t  i s  impor tan t  t o  have 

s u f f i c i e n t  numbers o f  s t a f f  on the t rea tmen t  u n i t s .  We a t tempted  t o  

ana lyze  ASH's s t a f f i n g  l e v e l s ,  b u t  no n a t i o n a l  s tandards  e x i s t  f o r  

compar ison purposes.  However, h o s p i t a l  n u r s i n g  s t a f f  have commented t h a t  

c u r r e n t  s t a f f  l e v e l s  do n o t  p r o v i d e  f o r  employee s a f e t y .  l n  

a d d i t i o n ,  our  a n a l y s i s  o f  t h e  h o s p i t a l ' s  i n t e r n a l  s t a f f i n g  g u i d e l i n e s  

i n d i c a t e s  t h a t  t h e  u n i t s  a r e  f r e q u e n t l y  s t a f f e d  w i t h  o n l y  the  minimum 

l e v e l s  o f  s t a f f  r e q u i r e d .  

H o s p i t a l  ca res  f o r  d i f f i c u l t - t o - m a n a g e  p a t i e n t s  - Adequate s t a f f  on the 

t rea tmen t  u n i t s  i s  impor tan t  because o f  the  types o f  p a t i e n t s  t h a t  a r e  

ca red  f o r  a t  ASH. By law, ASH t r e a t s  p a t i e n t s  who a r e  a  danger t o  

themselves,  a  danger t o  o t h e r s ,  o r  who a r e  g r a v e l y  d i s a b l e d .  Thus, s t a f f  

a r e  d e a l i n g  w i t h  i n d i v i d u a l s  who may have s u i c i d a l  o r  h o m i c i d a l  

tendenc ies ,  who may have h a l l u c i n a t i o n s ,  who may have d i f f i c u l t y  

unders tand ing  r e a l i t y ,  and who may have d i f f i c u l t y  a t t e n d i n g  t o  

( I )  N u r s i n g  s t a f f  a t  ASH i n c l u d e s  p s y c h i a t r i c  nu rse  managers (PNMs), p s y c h i a t r i c  nu rse  

s h i f t  s u p e r v i s o r s  ( P N S S ) ,  r e g i s t e r e d  nurses (RNs), p s y c h i a t r i c  1  icensed p r a c t i c a l  

nurses (LPNs), p s y c h i a t r i c  nurses (PNs) ,  and p s y c h i a t r i c  t e c h n i c i a n s  (PTs) .  



a c t i v i t i e s  o f  d a i l y  l i v i n g ,  such as grooming, b a t h i n g ,  and d ress i ng .  

No n a t i o n a l  s t a f f i n g  s tandards a r e  a v a i l a b l e  - Du r i ng  our a u d i t ,  we 

con tac ted  severa l  p ro fess i ' ona l  assoc i a t  ions f o r  the i r  recommendat ions 

concern ing n u r s i n g  care  s t a f f i n g .  ( ' I  However, we d iscovered no 

n a t i o n a l  s tandards t o  use f o r  comparison. The requirements from the 

Department o f  Hea l t h  and Human Se rv i ces ,  H e a l t h  Care F inanc ing  

A d m i n i s t r a t i o n  and the J o i n t  Commission on the A c c r e d i t a t i o n  o f  Hea l t h  

Care O rgan i za t i on  (JCAHO) a r e ,  accord ing  t o  a  n a t i o n a l  e x p e r t ,  t h a t  

s t a f f i n g  be "m in ima l l y  accep tab le  f o r  sa fe  ca re . "  However, these 

requi rements  do no t  g i v e  s p e c i f i c  guidance t o  s t a f f i n g  needs. A l though 

t he re  have been some c o u r t  cases t ha t  have s p e c i f i e d  s t a f f i n g  r a t i o s ,  

those cases a r e  s p e c i f i c  t o  t h e i r  s t a t e  mental h e a l t h  ca re  systems and 

may no t  be a p p l i c a b l e  f o r  o the r  s t a t e  h o s p i t a l s .  

H o s p i t a l  s t a f f  b e l i e v e  s t a f f i n g  l e v e l s  a r e  inadequate - Nurs ing s t a f f  

have s t a t e d  t h a t  s t a f f i n g  on the t reatment  u n i t s  i s  no t  s u f f i c i e n t .  The 

p s y c h i a t r i c  nurse managers (PNMs) have 24-hour a d m i n i s t r a t i v e  

r e s p o n s i b i l i t y  over nu rs i ng  s t a f f  on t h e i r  u n i t s .  Dur ing  our i n t e r v i ews  

w i t h  PNMs, f requent  examples were p rov ided  regard ing  the need f o r  more 

s t a f f .  Examples o f  concerns expressed by PNMs i n  i n t e r v i e w s  i nc l ude :  

e One PNM complained t h a t  w i t h  o n l y  6 s t a f f  work ing on the u n i t ,  one RN 
i s  kep t  busy a l l  day do ing  s t a f f i n g s  ( p a t i e n t  con fe rences) ,  one LPN 
i s  kep t  busy a l l  day w i t h  med ica t ions  and o r d e r s ,  and two t o  t h ree  o f  
the p s y c h i a t r i c  t echn i c i ans  a re  f r equen t l y  o f f  the u n i t  on e s c o r t s ,  
which may leave o n l y  two p s y c h i a t r i c  t echn i c i ans  t o  mon i to r  the u n i t  
w i t h  a  census o f  32 p a t i e n t s .  

e Another PNM i n d i c a t e d  t h a t  her s t a f f i n g  l eve l  o f  6 was adequate f o r  a  
p a t i e n t  census be low 30;  however, her census range i s  41 t o  47.  The 
p a t i e n t s  on t h i s  u n i t  a re  s t i l l  be ing  eva lua ted  and s t a b i l i z e d  and 
thus s t i l l  d i s p l a y  wide ranges o f  psycho t i c  behav io r .  

A d d i t i o n a l l y ,  s t a f f i n g  l e v e l s  on the  n i g h t  s h i f t s  appeared t o  be a  major  

concern o f  the  PNMs. The f o l l o w i n g  examples h i g h l i g h t  these concerns:  

0 One PNM o f  a  g e r i a t r i c  p s y c h i a t r i c  u n i t  o f  d i f f i cu l t - t o -manage  
p a t i e n t s  s t a t e d  t h a t  two persons cannot get  31 c h r o n i c a l l y  m e n t a l l y  

( 1 )  Among t h e  p r o f e s s i o n a l  o r g a n i z a t i o n s  con tac ted  were: The American H o s p i t a l  

A s s o c i a t i o n ,  t h e  American P s y c h i a t r i c  A s s o c i a t i o n ,  t h e  N a t i o n a l  A l l  i ance  f o r  t h e  
M e n t a l l  y 111, t h e  American N u r s i n g  A s s o c i a t i o n ,  and the  N a t i o n a l  I n s t i t u t e  o f  
Mental  Heal t h .  
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and p h y s i c a l l y  i l l  p a t i e n t s  up, c leaned,  d iapered ,  and dressed i n  the 
a l l o t t e d  two-hour t imespan. Our observa t ions  o f  the g e r i a t r i c  
p s y c h i a t r i c  u n i t s  found t h a t  many o f  these p a t i e n t s  were t o t a l l y  
dependent on s t a f f  f o r  complete ca re .  For example, many o f  the 
p a t i e n t s  r equ i r e  l i f t i n g  from t h e i r  beds i n t o  a  whee lcha i r .  

a A PNM o f  a  general  a d u l t  u n i t  w i t h  25 p a t i e n t s  s t a t e d  t h a t  two s t a f f  
i s  no t  enough t o  handle a  medical  o r  a  p s y c h i a t r i c  emergency. 

a Another PNM s t a t e d  t h a t  u s i n g  two people t o  s t a f f  a  p a t i e n t  u n i t  i s  
dangerous. Dur ing  our obse rva t i ons ,  we noted t h a t  because o f  the 
phys i ca l  design o f  many u n i t s ,  s t a f f  a re  f r e q u e n t l y  ou t  o f  each 
o the rs  eyes igh t .  Th i s  cou ld  make i t  d i f f i c u l t  f o r  s t a f f  t o  know t h a t  
another  s t a f f  member i s  i n  need o f  ass i s t ance .  F u r t h e r ,  w i t h  on l y  
two s t a f f  on a  u n i t ,  i f  a  p a t i e n t  became v i o l e n t  we agree t h a t  i t  
would be d i f f i c u l t  t o  bo th  r e s t r a i n  the p a t i e n t  and c a l l  f o r  
ass i s t ance .  

U n i t  s t a f f  have a l s o  i n d i c a t e d  t h a t  shortages e x i s t ,  and t h a t  these 

shortages cause unsafe work ing  c o n d i t i o n s .  I n  a  survey conducted by our 

o f f  i c e ,  71 percent o f  the respondents d isagreed w i t h  the statement t h a t  

s t a f f i n g  on t h e i r  u n i t  was adequate t o  p rov i de  s a f e t y  f o r  

employees. " ' F u r t h e r ,  i n  response t o  the ques t i on  "What do you 

cons ider  the b igges t  problem on your job? , "  the most common answer was 

inadequate s t a f f i n g  on the u n i t s .  I n  a d d i t i o n ,  d u r i n g  the p e r i o d  o f  June 

1987 through November 1988, 204 compla in ts  were sent t o  the 

super in tendent  from n u r s i n g  s t a f f  regard ing  unsafe work ing c o n d i t i o n s  due 

to  s t a f f  shor tages.  

F i n a l l y ,  the Department o f  Hea l t h  and Human Se rv i ces ,  Hea l thcare  

F inanc ing  Adm in i s t r a t  i on  (HCFA) surveyors  noted t h a t  the h o s p i t a l  I s  

s t a f f i n g  needs a re  o n l y  m a r g i n a l l y  met.  HCFA i s  r espons ib l e  f o r  

overseeing h o s p i t a l s  t h a t  r ece i ve  Medicare reimibursements.  To ensure 

t h a t  h o s p i t a l s  meet minimum standards,  HCFA conducts p e r i o d i c  surveys.  

I n  a  recent  survey o f  the  h o s p i t a l ,  i t  was no ted  t h a t  a l t hough  the 

h o s p i t a l  had increased i t s  s t a f f ,  the c u r r e n t  number o f  l i censed  nurses 

on l y  m a r g i n a l l y  meets min imal  s t a f f i n g  s tandards.  The surveyors  s t a t e d  

t h a t  they had t o  combine a l l  c lasses  o f  RN's (permanent, l i m i t e d ,  and 

seasonal )  i n  order  t o  b r i n g  the h o s p i t a l  i n t o  compliance w i t h  the 

s tandards.  

( 1 )  We surveyed a l l  e x i s t i n g  n u r s i n g  s t a f f  employed a t  ASH as of  February 8, 1989. O f  
t h e  470 surveys ma i led ,  we r e c e i v e d  235 surveys ( 5 0  % response r a t e ) .  See Appendix 

f o r  r e s u l t s .  
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H o s p i t a l  i s  o f t e n  s t a f f e d  o n l y  a t  minimum l e v e l s  - Although the 

h o s p i t a l  has developed minimum g u i d e l i n e s  f o r  s t a f f i n g  the  u n i t s ,  these 

g u i d e l i n e s  a r e n ' t  cons idered adequate. Minimum g u i d e l i n e s  were 

es tab l i shed  by n u r s i n g  a d m i n i s t r a t i o n  i n  September 1988 t o  represent  the 

s t a f f i n g  necessary t o  p rov i de  f o r  the care o f  p a t i e n t s .  The minimum 

g u i d e l i n e s  suggest the l eas t  number o f  nu r s i ng  s t a f f  which should  be 

assigned t o  each u n i t  by s h i f t  i n  o rde r  t o  p rov i de  p a t i e n t  ca re .  The 

s t a f f i n g  o f f i c e  uses these g u i d e l i n e s  i n  i t s  d a i l y  s t a f f i n g  o f  the 

u n i t s .  However, d u r i n g  our i n t e r v i e w s ,  many n u r s i n g  s t a f f  a t  a l l  l e v e l s  

commented on t he  inadequacy o f  the  g u i d e l i n e s .  A m a j o r i t y  o f  the  PNMs 

s t a t e d  t h a t  the  minimum g u i d e l i n e s  were inadequate and, as p r e v i o u s l y  

mentioned, n u r s i n g  s t a f f  f e l t  t h a t  the cu r ren t  s t a f f i n g  l e v e l s  d i d  not  

p rov i de  sa fe  work ing  c o n d i t i o n s .  

Whi le the g u i d e l i n e s  were meant t o  g i v e  o n l y  minimum l e v e l s  o f  s t a f f  

needed, the h o s p i t a l  i s  s t a f f e d  a t  o r  below these l e v e l s  two - t h i r ds  o f  

the t ime.  Based on our a n a l y s i s  o f  a c t u a l  s t a f f  worked f o r  January 1989, 

we found t h a t  ASH j u s t  met the g u i d e l i n e s  57 percent  o f  the t ime ,  and 

f e l l  below t h e i r  own minimum standards almost 8  percent  o f  the t ime.  

Fu r t he r  review showed t h a t  7 u n i t s  were s t a f f e d  below t h e i r  minimum over 

10 percent  o f  the  t ime w i t h  one u n i t  s t a f f e d  below i t s  minimum as much as 

23 percent  o f  the  t ime .  

Shortages Stem From 
Turnover and Vacancies 

S t a f f i n g  shor tages on the u n i t s  e x i s t  due t o  excess ive tu rnover  and 

lengthy vacanc ies.  The turnover  r a t e  among n u r s i n g  s t a f f  a t  ASH i s  

extreme. Based on a  review o f  n u r s i n g  s t a f f  t e rm ina t i ons  f o r  a  recent  

6-month p e r i o d ,  we es t imated  an annual turnover  r a t e  o f  n e a r l y  50 percent  

f o r  bo th  l i censed  (RN and LPN) and nonl icensed ( p s y c h i a t r i c  t e c h n i c i a n )  

nu rs i ng  s t a f f . ' "  The tu rnover  r a t e  f o r  one g roup ,  LPNs, was 

( ' 1  We c o l l e c t e d  n u r s i n g  s t a f f  t e r m i n a t i o n  d a t a  f o r  t h e  p e r i o d  o f  August 2 ,  1988 t o  

January 27, 1989. The d a t a  was annua l i zed  f o r  comparison purposes. O ther  s t u d i e s  

have a l s o  found h i g h  t u r n o v e r .  The Department o f  Admini s t r a t i o n ' s  S t a t e  s e r v i c e  

t u r n o v e r  r e p o r t  f o r  t h e  p e r i o d  of J u l y  1988 - December 1988, revea led  an 

annua l i zed  t u r n o v e r  r a t e  o f  45 p e r c e n t  f o r  P s y c h i a t r i c  Techn ic ian  I ' s ,  21 pe rcen t  

f o r  P s y c h i a t r i c  Nurse 11 's  and 38 p e r c e n t  f o r  P s y c h i a t r i c  Nurse s h i f t  s u p e r v i s o r s .  



es t imated  t o  be as h i g h  as 7 5  pe rcen t .  

Vacancies a l s o  remain open f o r  extended p e r i o d s .  An a n a l y s i s  o f  n u r s i n g  

p o s i t i o n s  becoming vacant i n  the c u r r e n t  f i s c a l  year (283 t o t a l )  showed 

t h a t  RN p o s i t  ions remained vacant f o r  an average o f  40 ca lendar  days and 

LPN p o s i t i o n s  were vacant an average o f  7 5  days. "' The p s y c h i a t r i c  

t echn i c i an  p o s i t i o n s  remained vacant f o r  an average o f  35 days be fo re  

be ing  f i l l e d .  

As a r e s u l t  o f  h i g h  tu rnover  and extended vacanc ies,  the h o s p i t a l  

operates w i t h  a  l a rge  number o f  u n f i l l e d  p o s i t i o n s .  For example, an 

A p r i l  7 ,  1989, vacancy repo r t  shows t h a t  o f  the 488 n u r s i n g  p o s i t i o n s ,  79 

( o r  16 pe rcen t )  were u n f i l l e d .  

E f f o r t s  t o  Ensure S u f f i c i e n t  Numbers 
o f  S t a f f  Con t r i bu te  t o  Turnover 

I n  i t s  e f f o r t s  t o  ensure t h a t  the u n i t s  a re  s t a f f e d  a t  t h e i r  minimum 

l e v e l s ,  ASH has a c t u a l l y  perpe tua ted  i t s  shor tages .  Because ASH has 

problems w i t h  i t s  schedu l ing ,  permanent n u r s i n g  s t a f f  a re  p u l l e d  from 

t h e i r  r e g u l a r l y  assigned u n i t s  t o  cover f o r  s t a f f  needs on o the r  u n i t s .  

I n  o rder  t o  avo id  be ing  f l o a t e d ,  s t a f f  f r e q u e n t l y  c a l l  i n  s i c k ,  thus 

causing more s t a f f i n g  shor tages .  F u r t h e r ,  some s t a f f  become so 

d i s s a t i s f i e d  w i t h  f l o a t i n g  t h a t  they q u i t ,  caus ing s t i l l  more vacanc ies .  

ASH has problems w i t h  schedu l ing  n u r s i n g  s t a f f  - The r e s p o n s i b i l i t y  f o r  

schedul ing i s  d i v i d e d  between the treatment u n i t s  and the s t a f f i n g  

o f f i c e .  The PNMs o f  each u n i t  a re  respons ib le  f o r  p repa r i ng  month ly  

schedules and s u b m i t t i n g  them t o  the s t a f f i n g  o f f i c e .  When submi t ted ,  

these schedules should  deploy s t a f f  t o  p rov i de  a t  l eas t  the minimum 

coverage on each s h i f t .  However, the schedules prepared by the PNMs do 

no t  ensure a l l  s h i f t s  a re  covered. For example, i n  January 1989, t he  16 

u n i t s  averaged 12 s h i f t s  where the numbers o f  s t a f f  scheduled f e l l  below 

the minimum guide1 i n e .  

One reason f o r  uncovered s h i f t s  i s  the a t tempt  t o  g i v e  s t a f f  a t  l e a s t  one 

( ' 1  We analyzed a l l  n u r s i n g  p o s i t i o n s  t h a t  became vacan t  between J u l y  1 ,  1988 and March 
24, 1989. 
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weekend day o f f .  As a  r e s u l t ,  more s t a f f  a re  scheduled t o  work on 

Tuesday, Wednesday, and Thursday than on the  o the r  days. Fewer s t a f  f a r e  

scheduled on Monday and F r i day  and o n l y  min imal  s t a f f  on the weekends i n  

a t tempts  t o  g i v e  s t a f f  a  F r iday /Sa tu rday ,  Saturday/Sunday, o r  

Sunday/Monday combinat ion o f  days o f f .  I n  a d d i t i o n ,  some s h i f t s  a r e  more 

f r e q u e n t l y  unde rs ta f f ed  than o t h e r s .  For example, one u n i t  we reviewed 

had a  t o t a l  o f  35 s h i f t s  scheduled below the minimum l e v e l s  - 9 on days, 

2  on evenings,  and 24 on n i g h t s .  

Another problem i s  the  submission o f  incomplete schedules.  One u n i t ' s  

n i g h t  s h i f t  schedule was submi t ted w i t h  o n l y  the  f i r s t  15 days ass igned.  

The remainder o f  the  month was l e f t  incomplete .  Another u n i t  had no 

nurse coverage scheduled f o r  F r i days  o r  Saturdays.  The s t a f f i n g  

coo rd i na to r  exp la ined  t h a t  when schedules a re  submi t ted  w i t h  such b l a n k s ,  

i t  may be due t o  u n f i l l e d  vacanc ies,  extended leave,  o r  bad schedu l ing .  

S t a f f  a re  f r equen t l y  f l o a t e d  t o  cover shor tages - Once schedules a re  

submi t ted ,  the s t a f f i n g  o f f i c e  i s  respons ib le  f o r  f i n d i n g  coverage f o r  

s h i f t s  which do no t  have enough s t a f f  t o  meet t h e i r  minimum g u i d e l i n e s .  

Th is  i s  f r equen t l y  done by f l o a t i n g  s t a f f . ' "  F l o a t i n g  i s  a  term 

f r e q u e n t l y  used a t  ASH t o  descr ibe  the p u l l i n g  o f  s t a f f  from t h e i r  

r e g u l a r l y  assigned u n i t  t o  another u n i t  where a d d i t i o n a l  s t a f f  a re  

needed. Based on our  a n a l y s i s  o f  the s t a f f i n g  p a t t e r n  f o r  January 1989, 

f l o a t i n g  i s  a  f requent  occurrence.  For example, an average o f  12 s t a f f  

per day were f l o a t e d  d u r i n g  January.  (However, an improvement was seen 

i n  A p r i l ,  w i t h  an average o f  8 s t a f f  f l o a t e d  per day . )  S p e c i f i c  u n i t s  

may be p a r t i c u l a r l y  impacted by f l o a t i n g .  Nine o f  the 17 u n i t s  f l o a t e d  

20 o r  more s t a f f  t o  o t h e r  u n i t s  d u r i n g  January,  and one u n i t  f l o a t e d  as 

many as 62 s t a f f  . ASH managemen t has recogn i zed t h a t  f  l  oa t  i ng i  s  a  

problem and has e s t a b l i s h e d  a  committee t o  recommend s o l u t i o n s  t o  reduce 

the l eve l  o f  f l o a t i n g .  

Frequent f l o a t i n g  causes s i c k  leave abuse - To avo id  be ing  f l o a t e d ,  

s t a f f  f r equen t l y  c a l l  i n  s i c k ,  thus i nc reas ing  the u n i t  shor tages .  

( 1  Whi le t h e  s t a f f i n g  o f f i c e  has a1 t e r n a t i v e s  a v a i l a b l e ,  such as an in-house poo l  

and n u r s i n g  r e g i s t r y  funds, f l o a t i n g  i s  t h e  most commonly used method t o  cover  
f o r  n u r s i n g  shor tages .  



Several  nurse managers have s t a t e d  t h a t  f requent  f l o a t i n g  r e s u l t s  i n  s i c k  

leave abuse. Nurs ing o f f i c i a l s  r epo r t  t h a t  s t a f f  have become too i l l  

towork a f t e r  be ing  t o l d  t h a t  they would have t o  f l o a t .  A n u r s i n g  

a d m i n i s t r a t o r  r e p o r t s  t h a t  s t a f f  w i l l  look a t  the schedule t o  determine 

when t h e i r  u n i t  i s  s t a f f e d  above the  minimum, and c a l l  i n  s i c k  t o  a v o i d  

f l o a t i n g .  Dur ing  March 1989, t he re  were 797 s i c k  c a l l s ,  w i t h  a  h i g h  o f  

41 c a l l s  i n  one day. Such heavy use o f  s i c k  leave can s i g n i f i c a n t l y  

a f f e c t  s t a f f i n g  needs. 

Frequent f l o a t i n g  c o n t r i b u t e s  t o  tu rnover  - Accord ing t o  a  n u r s i n g  

s t a f f  employee survey conducted by our o f f i c e ,  n e a r l y  90 percen t  o f  the  

respondents i nd i ca ted  t h a t  f l o a t i n g  n e g a t i v e l y  impacts t u r n o v e r .  

Fu r t he r ,  96 percent  o f  the respondents i n d i c a t e d  t h a t  f l o a t i n g  has a  

nega t i ve  mpac t  on morale a t  ASH." '  Our survey i n d i c a t e d  t h a t  s t a f f  

resent hav ing t o  f l o a t  t o  o the r  u n i t s .  I n  f a c t ,  79 percent  o f  the  survey 

respondents i n d i c a t e d  t h a t  they would no t  be w i l l i n g  t o  f l o a t  t o  o t h e r  

u n i t s  on a  r egu la r  b a s i s ,  and n e a r l y  20 percent  s t a t e d  t ha t  they would be 

u n w i l l i n g  t o  f l o a t  even i n  emergency s i t u a t i o n s .  

S t a f f s '  s t r ong  nega t i ve  r e a c t i o n  t o  f l o a t i n g  i s  l i k e l y  due t o  the  impact 

o f  f l o a t i n g  on t h e i r  work. When f l o a t e d ,  s t a f f  become l ess  e f f e c t i v e  

than r e g u l a r l y  assigned s t a f f .  S t a f f  who have been p u l l e d  from t h e i r  

regu la r  u n i t  t o  work on another  u n i t  may no t  know the p a t i e n t s  and a re  

less  l i k e l y  t o  recognize changes i n  p a t i e n t  behav io r  q u i c k l y  enough t o  

in tervene be fo re  a  se r i ous  ep isode occurs .  Moreover,  s i nce  procedures 

va ry  by t reatment  program, f l o a t e d  s t a f f  may be unfami I i a r  w i t h  

procedures used on the u n i t .  S t a f f  members have s t a t e d  t h a t  "when you 

f l o a t ,  you don' t know what t o  do ," and t h a t  "we do no t  know the schedule 

o r  the r o u t i n e . "  F u r t h e r ,  p a t i e n t s  on two u n i t s  s u f f e r  when s t a f f  a r e  

f l o a t e d  t o  a d i f f e r e n t  u n i t .  A s t a f f  person has ass igned d u t i e s  and 

p a t i e n t s  on t h e i r  r egu la r  u n i t .  However, when t h a t  s t a f f  person i s  

f l o a t e d ,  those p a t i e n t s  do no t  have a  p r imary  ca re  p r o v i d e r .  As a  

r e s u l t ,  o ther  s t a f f ,  who have t h e i r  own r e s p o n s i b i l i t i e s ,  must a t tempt  t o  

cover . I n  a d d i t i o n ,  spec ia l  assignments,  p a t i e n t  p r i v i l e g e s ,  and 

programs may be cance l led  when s t a f f  a re  f l o a t e d .  

( 1  I n  a d d i t i o n ,  approx imate ly  80 percen t  o f  t h e  survey respondents  d i sagreed  w i t h  

t h e  s ta tement  t h a t  mora le  a t  ASH i s  h i g h .  
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Work Environment Leads 
t o  S t a f f  Turnover 

Turnover i s  f u r t h e r  aggravated by the work environment t o  which s t a f f  a re  

sub jec ted .  Survey r e s u l t s  and a d d i t i o n a l  w r i t t e n  comments from s t a f f  

i n d i c a t e  t h a t  the re  may be supe rv i so r y  problems a t  ASH. F u r t h e r ,  ASH 
l acks  adequate s a l a r i e s  and promot ional  o p p o r t u n i t i e s  t o  e n t i c e  s t a f f  t o  

s t a y .  

Many s t a f f  d i s s a t i s f i e d  w i t h  supe rv i so r s  - R e s u l t s  o f  our  survey 

i n d i c a t e  t h a t  ASH may have problems w i t h  some o f  i t s  s t a f f  supe rv i so r s .  

Near ly  30 percent  o f  the respondents i n d i c a t e d  a  lack  o f  con f idence  i n  

t h e i r  supe r i o r s '  a b i l i t i e s .  F u r t h e r ,  87 o f  the  235 employees who 

responded t o  the survey p rov i ded  w r i t t e n  comments i n d i c a t i n g  supe rv i so r y  

problems on the t reatment  u n i t s .  These comments were s p e c i f i c  t o  poor 

management, fear  o f  r e t a l i a t i o n  by t h e i r  supe rv i so r s ,  u n f a i r  h i r i n g  and 

eva lua t i ons ,  and f a v o r i t i s m  shown by supe rv i so r s  t o  c e r t a i n  s t a f f .  

S t a f f  d i s s a t i s f i e d  w i t h  s a l a r y  and p romot iona l  o p p o r t u n i t i e s  - I n  

a d d i t i o n  t o  problems w i t h  supe rv i s i on ,  many nu rs i ng  s t a f f  commented t h a t  

ASH prov ides  l i m i t e d  s a l a r y  increases and lacks p romot iona l  

o p p o r t u n i t i e s .  Approx imate ly  69 percent  o f  the  survey respondents 

d isagreed t ha t  t h e i r  s a l a r i e s  were adequate, and n e a r l y  40 percen t  l i s t e d  

inadequate pay as a  p r imary  cause o f  t u rnove r .  I n  a d d i t i o n ,  45 percent  

d isagreed w i t h  the statement t h a t  the re  a re  o p p o r t u n i t i e s  f o r  advancement 

a t  ASH. 

ASH Needs t o  Take Act i ons  
To Address S t a f f i n g  Problems 

Because some o f  these prob lems a re  deep-rooted and complex, the  hospi  t a l  

cannot be expected t o  r eso l ve  them q u i c k l y ;  however, ASH shou ld  beg in  

t a k i n g  c o r r e c t i v e  a c t i o n s .  Immediate a c t i o n s  need t o  be taken t o  

address problems w i t h  f l o a t i n g ,  supe rv i s i on ,  and sa la ry /p romot iona l  

o p p o r t u n i t i e s .  F u r t h e r ,  ASH should cons ider  a  s tudy t o  determine i t s  

long-term s t a f f i n g  needs. 



ASH'S problems are deep rooted and complex - D u r i n g  our  aud i  t ,  we found 

i t  d i f f i c u l t  t o  separate  ASH'S s t a f f i n g  problems and address them 

i n d i v i d u a l l y .  Th is  i s  because o f  the complex i n t e r r e l a t i o n s h i p  o f  the 

s t a f f i n g  problems. F i g u r e  1 d e t a i l s  t h e  c o m p l e x i t y  o f  the s t a f f i n g  

problems. T h i s  emphasizes the need f o r  ASH t o  take an o v e r a l l  look a t  

i t s  s t a f f i n g  problems, r a t h e r  than a t t e m p t i n g  t o  implement c o r r e c t i o n s  on 

a p i  ecemea l bas i s 

Figure 1 

INTERRELATIONSHIP OF STAFFING 
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ASH needs t o  take immediate a c t i o n s  - I n  o rde r  t o  address i t s  s t a f f i n g  

problems, ASH needs t o  take a c t i o n s  t o  reduce f l o a t i n g ,  improve 

supe rv i s i on ,  and t o  p rov i de  s a l a r y  increases and promot iona l  

o p p o r t u n i t i e s  f o r  i t s  employees. 

8 F l o a t i n g  - ASH can reduce f l o a t i n g  by c e n t r a l i z i n g  the schedu l ing  
process i n t o  one a rea  o f  r e s p o n s i b i l i t y  and implement ing an automated 
schedul ing system. By c e n t r a l i z i n g  the schedu l ing  p rocess ,  ASH cou ld  
e l i m i n a t e  d u p l i c a t e d  e f f o r t  on the p a r t  o f  the PNMs, a l l o w i n g  them 
more t ime i n  the d i r e c t  supe rv i s i on  o f  t h e i r  u n i t s .  I t  would a l so  
prevent  the s t a f f i n g  o f f i c e  from rework ing 17 d i f f e r e n t  schedules i n  
o rder  t o  ensure adequate s t a f f  throughout  the  h o s p i t a l .  Accord ing to  
area h o s p i t a l s  we con tac ted ,  automated schedu l ing  systems which can 
be used f o r  c e n t r a l i z e d  schedu l ing  can be purchased f o r  approx imate ly  
$25,000. 

I n  implementing a  new schedu l ing  p rocess ,  ASH should  cons ider  
expanding the use o f  f l e x i b l e  schedu l ing  o f  s t a f f  f o r  hard t o  cover 
s h i f t s .  For example, one PNM s t a t e d  t h a t  a d d i t i o n a l  h e l p  i s  needed 
d u r i n g  the e a r l y  mornings from 5 :00  t o  7:OO. Implementat ion o f  
10-hour s h i f t s  cou ld  a s s i s t  those u n i t s .  I n  a d d i t i o n ,  12-hour 
s h i f t s ,  as used i n  o t h e r  h o s p i t a l s ,  m igh t  be cons idered f o r  weekend 
coverage when s t a f f i n g  i s  min imal  and s i c k  c a l l s  can r e s u l t  i n  use o f  
expensive r e g i s t r y  t ime o r  use o f  the demora l i z i ng  f l o a t i n g .  

0 Supe rv i s i on  - ASH can improve supe rv i s i on  by p r o v i d i n g  a d d i t i o n a l  
t r a i n i n g  f o r  i t s  supe rv i so r s .  ASH supe rv i so r s  have s u f f e r e d  from a  
lack o f  supe rv i so r y  t r a i n i n g .  A l though 14 supe rv i so r y  t r a i n i n g  
cIasses(1) a re  p rov i ded  t o  ASH supe rv i so r s ,  a  rev iew o f  c l a s s  
at tendance sheetsc2) revealed t ha t  no t  a l  I n u r s i n g  supe rv i so r s  
have at tended a l l  c l asses .  For ins tance ,  13 o f  the  17 PNMs a t tended  
8  o r  fewer o f  the 14  c lasses  a v a i l a b l e .  Only 19 o f  the 32 s h i f t  
superv iso rs  a t tended  the superv iso ry  t r a i n i n g .  

8 Sa la r y  and Promot ional  O p p o r t u n i t i e s  -- ASH can improve mora le  by 
p r o v i d i n g  s a l a r y  increases and promot ional  o p p o r t u n i t i e s .  Our survey 
resu l  t s  showed t h a t  the  p s y c h i a t r i c  t e c h n i c i a n  pos i  t ions were most 
d i s s a t i s f i e d  w i t h  t h e i r  s a l a r i e s .  C u r r e n t l y ,  acco rd i ng  t o  a DOA 
o f f i c i a l ,  the s a l a r y  f o r  an e n t r y  l e v e l  p s y c h i a t r i c  t e c h n i c i a n  i s  
$13,660, and a  p s y c h i a t r i c  t echn i c i an  l 1 ' s  beg inn ing  s a l a r y  i s  
$14,862. A l though S t a t e  Personnel reviewed t he  ASH p s y c h i a t r i c  

( 1 )  Superv isory  t r a i n i n g  c lasses  a r e  o f f e r e d  th rough  t h e  C e r t i  f i e d  Pub1 i c  Manager 

program t h a t  i s  conducted by t h e  DHS-Staff Development and T r a i n i n g  s e c t i o n .  
These c lasses  g e n e r a l l y  l a s t  a l l  day and may cover  two t o  t h r e e  s u b j e c t s  p e r  

c l a s s .  
( 2 )  We reviewed a t tendance  sheets  f o r  t h e  C e r t i f i e d  P u b l i c  Manager program f o r  t h e  

p e r i o d  o f  August 4, 1988, th rough  May 8, 1989. 



t echn i c i an  s a l a r i e s  l a s t  s p r i n g  and found the s a l a r y  ranges were 
adequate, the D i r e c t o r  o f  DHS no tes  t h a t  the  lack o f  m e r i t  pay o r  
cost  o f  l i v i n g  increases over the pas t  few years  has r e s u l t e d  i n  many 
s t a f f  be ing  " f r ozen "  a t  the lower end o f  these s a l a r y  ranges. 

ASH a l s o  lacks adequate p romot iona l  o p p o r t u n i t i e s  f o r  i t s  p s y c h i a t r i c  
techn ic ians .  C u r r e n t l y ,  t he re  a re  f ou r  p s y c h i a t r i c  t e c h n i c i a n  l e v e l s  
and 346 p s y c h i a t r i c  t e c h n i c i a n  p o s i t i o n s  h o s p i t a l - w i d e .  However, 
approx imate ly  50 percen t  o f  the p o s i t i o n s  a r e  l e v e l  I ' s ,  and n e a r l y  
30 percent  a re  l e v e l  11 ' s .  F u r t h e r ,  o p p o r t u n i t i e s  f o r  promot ion t o  
h igher  l e v e l s  a r e  l i m i t e d .  Promot ion t o  a  l e v e l  I I  p o s i t i o n  i s  
l i m i t e d  t o  when a  vacancy occurs .  Promot ion t o  a  l e v e l  I l l  p o s i t i o n  
gene ra l l y  r e q u i r e s  a  t r a n s f e r  t o  a  f o r e n s i c  u n i t  - something many 
s t a f f  may no t  be w i l l i n g  t o  do. Promot ion t o  a  l e v e l  I V  i s  
p a r t i c u l a r l y  l i m i t e d  because o n l y  8 such p o s i t i o n s  e x i s t  i n  the 
h o s p i t a l  . 

ASH cou ld  r e c l a s s i f y  i t s  p s y c h i a t r i c  p o s i t i o n s  t o  p r o v i d e  more o f  a  
career ladder .  Accord ing t o  the  d i r e c t o r  o f  n u r s i n g ,  i n  p r a c t i c e ,  
the re  i s  very  l i t t l e  d i f f e r e n c e  between the  f u n c t i o n s  o f  a  l e v e l  I  
and a  l eve l  I I .  He s a i d  t h a t  the  main d i f f e r e n c e  i s  t h a t  a  l e v e l  I I  
has more exper ience than a  l e v e l  I .  Fur thermore,  the  d i r e c t o r  o f  
nu r s i ng  f e l t  t h a t  i f  ASH cou ld  p r o v i d e  more l e v e l  1 1  p o s i t i o n s ,  s t a f f  
morale would improve and s t a f f  cou ld  promote w i t h i n  t h e i r  own u n i t  o r  
program. Accord ing t o  a  DOA personnel  s p e c i a l i s t ,  ASH cou ld  
r e c l a s s i f y  i t s  p s y c h i a t r i c  t e c h n i c i a n  p o s i t i o n s ,  thus  p r o v i d i n g  more 
o f  a  career l adde r .  

ASH needs t o  conduct a  s tudy o f  i t s  s t a f f i n g  needs - I n  o rde r  t o  

overcome the problem o f  ch ron i c  shor tages o f  s t a f f  on t he  t reatment  

u n i t s ,  ASH should conduct a  comprehensive s tudy t o  determine i t s  s t a f f i n g  

needs. As mentioned p r e v i o u s l y ,  ASH r e l i e s  on minimum g u i d e l i n e s  t o  

s t a f f  i t s  u n i t s ,  and these g u i d e l i n e s  a re  f e l t  t o  be i n s u f f i c i e n t  by most 

nu rs i ng  s t a f f .  C u r r e n t l y ,  ASH does no t  have a  v a l i d  method t o  determine 

i t s  overa l  l s t a f f i n g  needs. 

A lack o f  n a t i o n a l  s tandards was, i n  p a r t ,  the impetus f o r  severa l  s t a t e s  

t o  undertake t h e i r  own s t a f f i n g  s t u d i e s .  We ob ta i ned  i n f o r m a t i o n  from 

b o t h  F l o r i d a  and Maryland which have r e c e n t l y  conducted s t a f f i n g  s t u d i e s  

f o r  t h e i r  s t a t e  h o s p i t a l s .  The F l o r i d a  s tudy was conducted under a  

5-month con t rac t  f o r  the F l o r i d a  Department o f  H e a l t h  and R e h a b i l i t a t i v e  

Serv ices .  The $80,000 c o n t r a c t  p rov i ded  f o r  s t a f f  from the  U n i v e r s i t y  o f  

F l o r i d a  and f o r  pa r t - t ime  n a t i o n a l  c o n s u l t a n t s .  The Mary land Department 

o f  Hea l th  and Mental  Hygiene ob ta i ned  a  $100,000 f ede ra l  g r a n t  and 

u t i l i z e d  s t a t e  employees d u r i n g  a  two-year s t a f f i n g  s t udy .  Bo th  s t u d i e s  

considered such f a c t o r s  as:  



0 An assessment o f  p a t i e n t  needs, 

a A computat ion o f  the tasks performed by each d i s c i p l i n e  o f  s t a f f ,  

0 A measurable statement o f  what p a t i e n t  t rea tment  i s  supposed t o  
ach i eve,  

r A survey o f  any b a r r i e r s  t h a t  would p reven t  p a t i e n t s  from be ing  
d ischarged,  and 

r Time and mot ion  s t u d i e s  t o  determine the  l eng th  o f  t ime u s u a l l y  taken 
t o  accompl ish p a t i e n t  r e l a t e d  a c t i v i t i e s .  

ASH conducted i t s  own s tudy i n  1987. However, the s tudy was no t  

s u f f i c i e n t l y  comprehensive t o  f u l f i l l  the h o s p i t a l ' s  needs. A l though 

i n f o rma t i on  was ga thered ,  t h i s  s tudy d i d  no t  i n c l u d e  c r i t i c a l  components 

f o r  a  comprehensive s tudy such as an a n a l y s i s  o f  postcoverage 

requirements,  p a t i e n t s '  needs, and s t a f f  r o l e s .  

Al though ASH has h i r e d  a consu l t an t  t o  rev iew i t s  c u r r e n t  s t a f f i n g ,  the  

type o f  s tudy needed may aga in  requi  r e  more t ime and resources than ASH 

has commit ted. The c o n s u l t a n t ' s  r epo r t  i s  t o  be completed i n  l a t e  

October o r  e a r l y  November 1989. Inc luded i n  the request  f o r  proposal  f o r  

the c o n s u l t a n t ' s  se r v i ces  i s  the  development o f  s t a f f i n g  models f o r  a l l  

c l i n i c a l  ca re ,  suppor t  and a d m i n i s t r a t i v e  s t a f f ,  as w e l l  as s p e c i f i c  

recommendations f o r  the automat ion o f  s t a f f  s chedu l i ng ,  the m o n i t o r i n g  o f  

s t a f f  u t i l i z a t i o n ,  and s p e c i f i c  s t a f f i n g  s tandards .  The t o t a l  cos t  o f  

the study w i l l  be $8,950. A l though t h i s  r e p o r t  w i l l  p r ov i de  i n f o r m a t i o n  

t o  h o s p i t a l  a d m i n i s t r a t i o n  r ega rd i ng  s t a f f i n g  needs, g i ven  the t ime and 

money committed f o r  t h i s  s t udy ,  we a re  no t  sure t h a t  i t  w i  l l p r o v i d e  the 

comprehensive i n f o rma t i on  needed t o  make long-term s t a f f i n g  d e c i s i o n s .  

As noted e a r l  i e r ,  o t he r  s t a t e s  have expended cons ide rab l y  more monies t o  

h i r e  consu l t an t s  t o  conduct comprehensive s t u d i e s  o f  t h e i r  needs, and 

these s t u d i e s  were no t  as b r o a d l y  de f i ned  as what ASH i s  p ropos ing .  

1 .  ASH should  c e n t r a l i z e  the  schedu l ing  f u n c t i o n  w i t h i n  the s t a f f i n g  

o f f i c e .  



2 .  ASH should determine the system needed t o  automate i t s  schedu l ing  

f u n c t i o n ,  and request funds f o r  t h i s  purpose.  The system should  take 

i n t o  account the  a c u i t y  on the u n i t s ,  the  u n i t s '  census, and 

a c t i v i t i e s  scheduled on the  u n i t s  i n  o rde r  t o  ensure adequate s t a f f  

on a l l  sh i  f t s .  

3 .  ASH should expand t he  use o f  f l e x i b l e  schedu l ing  t o  p r o v i d e  s t a f f  f o r  

problem s h i f t s  and heavy work load p e r i o d s .  

4 .  ASH should ensure t h a t  a l l  nurses i n  supe rv i so r y  p o s i t i o n s  a t t e n d  the  

courses a v a i l a b l e  t o  improve supervisor/employee r e l a t i o n s .  

5 .  ASH should cons ider  expanding p romot iona l  o p p o r t u n i t i e s  f o r  i t s  

nu rs i ng  s t a f f  by :  

a Al low ing  f l e x i b i  l i t y  i n  the number o f  l e v e l s  o f  s t a f f ,  thereby 
e l i m i n a t i n g  a  cap on the  number o f  p s y c h i a t r i c  t e c h n i c i a n  I1 
p o s i t i o n s  a v a i l a b l e ,  

a Prov id i ng  a d d i t i o n a l  p s y c h i a t r i c  t e c h n i c i a n  I l l  p o s i t i o n s  t o  
a l l o w  the s t a f f  t o  promote on u n i t s  o u t s i d e  the  Behav ior  
Management program, and 

a Request ing a d d i t i o n a l  fund ing  from the  L e g i s l a t u r e  f o r  t h i s  
purpose . 

6 .  ASH should conduct a  comprehensive s tudy t o  determine i t s  s t a f f i n g  

needs. Th is  s tudy should  cons ider  such f a c t o r s  as :  

a The goals  o f  the  h o s p i t a l  
a Expected outcomes o f  i t s  t reatment  programs 
a P a t i e n t  demographics 
a P a t i e n t  needs assessment 
a A r o l e  and task  a n a l y s i s  

I f  ASH lacks s u f f i c i e n t  resources t o  pe r f o rm  a comprehensive s t a f f i n g  

a n a l y s i s ,  i t  should  seek a d d i t i o n a l  funds t o  f u l f i l l  t he  need f o r  a  

comprehensive s tudy .  



FINDING I I 

ASH NEEDS TO CONSIDER RESTRUCTURING ITS TREATMENT PROGRAM 

AND UNIT POSITIONS TO IMPROVE SUPERVISION 

AND PROGRAM MANAGEMENT 

The A r i z o n a  S t a t e  H o s p i t a l  needs t o  c o n s i d e r  r e s t r u c t u r i n g  i t s  t rea tmen t  

program and u n i t  management. The c u r r e n t  s t r u c t u r e  i s  f ragmented,  wh ich 

may lead  t o  inadequate s u p e r v i s i o n  and a  lack  o f  c o o r d i n a t i o n .  ASH 

shou ld  e v a l u a t e  i t s  c u r r e n t  s t r u c t u r e  and c o n s i d e r  add ing  program 

managers s i m i l a r  t o  those used by o t h e r  h o s p i t a l s .  I t  s h o u l d  a l s o  

cons ide r  d e s i g n a t i n g  head nu rses  and lead p s y c h i a t r i c  t e c h n i c i a n s .  

C u r r e n t  S t r u c t u r e  - As shown i n  F i g u r e  2  (page 21 1 ,  ASH has 17 

t rea tmen t  u n i t s  wh ich a r e  o r g a n i z e d  i n t o  6 t r e a t m e n t  programs. P a t i e n t s  

a r e  ass igned t o  a  t rea tmen t  program based on t h e i r  t rea tmen t  needs,  l e v e l  

o f  f u n c t i o n i n g ,  c h r o n i c i t y  o f  i l l n e s s ,  and age .  Each t rea tmen t  program 

i s  under the genera l  d i r e c t i o n  o f  a  p s y c h i a t r i s t .  ASH c u r r e n t l y  has 16 

p s y c h i a t r i s t s ,  a l l  o f  whom a r e  on c o n t r a c t .  The p s y c h i a t r i s t s  a r e  

cons ide red  t o  be t h e  m u l t i d i s c i p l i n a r y  team l e a d e r s  who, a l o n g  w i t h  t h e  

p s y c h o l o g i s t s ,  have the  r e s p o n s i b i l i t y  t o  ensure t h a t  the  p a t i e n t s  have 

an i n d i v i d u a l i z e d ,  s p e c i f i c ,  and c u r r e n t  t r e a t m e n t  p l a n .  

As shown i n  F i g u r e  3 (page 2 2 ) ,  each u n i t  i s  s t a f f e d  w i t h  i n d i v i d u a l s  

from v a r i o u s  d i s c i p l i n e s  such as n u r s i n g ,  s o c i a l  work ,  and psycho logy .  

I n  a d d i t i o n ,  ASH has med ica l  s p e c i a l i s t s  and r e h a b i l i t a t i o n  t h e r a p i s t s  

t h a t  work w i t h  t h e  p a t i e n t s  on a  d a i l y  b a s i s .  C u r r e n t l y ,  u n i t s  a r e  

headed by a p s y c h i a t r i c  nu rse  manager (PNM) who has 24-hour p e r  day 

a d m i n i s t r a t i v e  r e s p o n s i b i l i t y  over  t h e  n u r s i n g  s e r v i c e s  and t rea tmen t  

program. ' )  I n  a d d i t i o n ,  t h e  PNM i s  r e s p o n s i b l e  f o r  the  u n i t ' s  budget 

and f o r  program e v a l u a t i o n  and p l a n n i n g .  R e p o r t i n g  t o  t h e  PNM i s  the  

p s y c h i a t r i c  nurse s h i f t  s u p e r v i s o r  (PNSS) who has r e s p o n s i b i l i t y  f o r  

( 1 )  The h o s p i t a l  ' s  p s y c h i a t r i s t s  have c l i n i c a l  r e s p o n s i b i l i t y  o v e r  t h e  t r e a t m e n t  

programs. Thus, under  t h e i r  d i r e c t i o n ,  t h e  PNMs a s s i s t  i n  i m p l e m e n t i n g  p a t i e n t  

t r e a t m e n t  p l  ans . 



supe rv i s i ng  the p s y c h i a t r i c  and medica l  n u r s i n g  s e r v i c e s  f o r  a  work 

s h i f t .  The o the r  n u r s i n g  s t a f f  on the  u n i t  a re  r espons ib l e  f o r  p r o v i d i n g  

p ro fess i ona l  med i ca I / su rg i ca I  n u r s i n g  care t o  p a t i e n t s  and g e n e r a l l y  

r epo r t  t o  the PNSS. F i n a l l y ,  each u n i t  i s  s t a f f e d  w i t h  p s y c h i a t r i c  

t echn i c i ans  (PTs) who p r o v i d e  a  v a r i e t y  o f  pa rap ro fess i ona l  p s y c h i a t r i c  

r e h a b i l i t a t i v e  d u t i e s .  These PTs r e p o r t  t o  and a re  superv ised  by the 

l i censed  nu rs i ng  s t a f f  on t he  u n i t .  

However, as i l l u s t r a t e d  i n  F i gu re  3 (page 2 2 ) ,  w h i l e  t h e r e  a re  o the r  

d i s c i p l i n e s  work ing on the  u n i t s ,  each r e p o r t s  t o  t h e i r  own superv iso r  o r  

d i r e c t o r .  Thus, t h e r e  i s  no one i n d i v i d u a l  a t  the u n i t  o r  program l e v e l  

t h a t  has o v e r a l l  r e s p o n s i b i l i t y  f o r  a l l  d i s c i p l i n e s  work ing  on the u n i t s .  

ASH Should Eva lua te  Cu r ren t  
S t r u c t u r e  and Consider Changes 

ASH should eva lua te  the  need f o r  program managers, head nurses ,  and lead 

t echn i c i ans .  Program manager p o s i t i o n s  cou ld  be e s t a b l i s h e d  t o  p rov i de  

o v e r a l l  a d m i n i s t r a t i o n  o f  the t rea tment  programs. I n  a d d i t i o n ,  a  head 

nurse cou ld  p r o v i d e  the  d a i l y  c l i n i c a l  s u p e r v i s i o n  o f  n u r s i n g  s t a f f .  

Moreover, a  lead t e c h n i c i a n  cou ld  be respons ib l e  f o r  ensu r i ng  t e c h n i c i a n  

a c t i v i t i e s  a re  under taken.  F i n a l l y ,  t o  s t r u c t u r e  programs w i t h  these 

p o s i t i o n s ,  ASH would need t o  implement a  dual  r e p o r t i n g  system. 

O v e r a l l  a d m i n i s t r a t i o n  c o u l d  be p rov i ded  by a  program manager - 

Establ ishment o f  program manager p o s i t i o n s  cou ld  p r o v i d e  o v e r a l l  

a d m i n i s t r a t i o n  f o r  ASH'S t reatment  programs. We con tac ted  o the r  S t a t e  

and l oca l  h o s p i t a l s  t o  determine t h e  s t r u c t u r e  o f  t h e i r  programs and 

found t ha t  a l l  o f  the h o s p i t a l s  u t i  l i z e d  a  p o s i t i o n  s im i  l a r  t o  a  program 

manager. The b a s i c  concept o f  such a  p o s i t i o n  i s  t o  p rov i de  o v e r a l l  

c o o r d i n a t i o n  o f  the  program and t o  ensure t h a t  q u a l i t y  ca re  i s  p rov i ded .  

Some o f  the f u n c t i o n s  t h a t  a re  c a r r i e d  ou t  by the  program manager i nc l ude  

coo rd i na t i ng  t he rap ies  f o r  p a t i e n t s ,  p l ann ing  a c t i v i t i e s ,  budge t ing ,  

implementing program p o l i c i e s  and procedures,  and p r o v i d i n g  f o r  the 

h i r i n g ,  o r i e n t a t i o n ,  and t r a i n i n g  o f  s t a f f .  A d d i t i o n a l l y ,  some o f  the  







h o s p i t a l  r ep resen ta t i ves  we i n t e r v i e w e d  s t a t e d  t h a t  a  program manager 

p o s i t i o n  c o u l d  be h e l d  by an i n d i v i d u a l  from any d i s c i p l i n e  ( i . e .  

n u r s i n g ,  s o c i a l  s e r v i c e s ,  psychology,  o r  p s y c h i a t r y ) .  

Al though ASH c u r r e n t l y  u t i l i z e s  p s y c h i a t r i c  nurse managers t o  per fo rm 

some o f  t he  above ment ioned f u n c t i o n s ,  based on our work and the 

p r a c t i c e s  o f  o t he r  h o s p i t a l s ,  we see the need f o r  a  program manager t o  

improve c o o r d i n a t i o n  o f  a l l  the u n i t s  w i t h i n  a  t rea tment  program. ASH'S 

super in tendent  agreed t h a t  a  program manager p o s i t i o n  would be b e n e f i c i a l  

i n  b r i n g i n g  the u n i t s  w i t h i n  a  program toge ther  a d m i n i s t r a t i v e l y .  

However, ASH would need 6 a d d i t i o n a l  p o s i t i o n s  t o  e s t a b l i s h  program 

managers f o r  each o f  i t s  t reatment  programs. The Southern Ar i zona  Mental  

Hea l t h  Center w i t h i n  DHS u t i l i z e s  s i m i l a r  p o s i t i o n s  w i t h  a  s a l a r y  range 

o f  $32,284 t o  $48,559. Using these f i g u r e s  and i n c l u d i n g  an employee 

r e l a t e d  expense a l lowance o f  25 pe rcen t ,  ASH would r e q u i r e  an es t imated  

$242,000 t o  $364,000 t o  fund the s  i x pos i t i ons . 

Head nurse c o u l d  p r o v i d e  c l i n i c a l  s u p e r v i s i o n  - Es tab l i shment  o f  a  head 

nurse p o s i t i o n  would p r o v i d e  inc reased  c l i n i c a l  s u p e r v i s i o n  o f  nu r s i ng  

s t a f f .  Our con tac t s  w i t h  o t h e r  h o s p i t a l s  u t i l i z i n g  a  program manager 

p o s i t i o n  revea led  t h a t  these h o s p i t a l s  a l s o  had head nurses t o  p rov i de  

f o r  the c l i n i c a l  s u p e r v i s i o n  o f  the  nu rs i ng  s t a f f .  ASH c u r r e n t l y  has 

PNMs tha t  a r e  r espons ib l e  f o r  t he  day-to-day ope ra t i ons  o f  the u n i t s .  

However, because they a re  so h e a v i l y  i nvo l ved  w i t h  the  a d m i n i s t r a t i v e  

aspects o f  t h e i r  p o s i t i o n s  (most s t a t e  they spend 75-90 percent  o f  t h e i r  

t ime on these f u n c t i o n s ) ,  acco rd i ng  t o  severa l  s t a f f  surveyed, they a re  

o f t e n  no t  a v a i l a b l e  t o  p rov i de  c l i n i c a l  s u p e r v i s i o n  f o r  t h e i r  s t a f f .  

However, w i t h  the es tab l i shment  o f  a  program manager, the PNM p o s i t i o n  

cou ld  be rep laced  w i t h  a  head nurse .  There fo re ,  ASH would no t  need t o  

a l l o c a t e  new p o s i t i o n s ,  bu t  cou ld  des igna te  e x i s t i n g  s t a f f  f o r  the head 

nurse p o s i t i o n .  

Lead t e c h n i c i a n s  c o u l d  a s s i s t  i n  t h e  s u p e r v i s i o n  o f  t e c h n i c a l  s t a f f  - 

Lead t echn i c i ans  on each u n i t  cou ld  a s s i s t  i n  the  s u p e r v i s i o n  o f  

t echn i ca l  s t a f f .  A l though nurses a re  respons ib le  f o r  s u p e r v i s i n g  the  

p s y c h i a t r i c  t e c h n i c i a n s ,  they a l s o  have many o the r  d u t i e s  t h a t  take them 



away from d i r e c t  c o n t a c t  w i t h  b o t h  the s t a f f  and the  p a t i e n t s .  For 

example, t h e i r  d u t i e s  i n c l u d e  p r o v i d i n g  genera l  n u r s i n g  t o  p a t i e n t s ,  

observ ing  p a t i e n t s  and rev i ew ing  medica l  r eco rds ,  t r a n s c r i b i n g  

p h y s i c i a n s '  o r d e r s ,  and p a r t i c i p a t i n g  i n  the implementat ion and 

e v a l u a t i o n  o f  p a t i e n t  c a r e  t rea tment  p l a n s .  As a  r e s u l t ,  the re  may be no 

one i n  charge t o  p r o v i d e  s u p e r v i s i o n  i n  the absence o f  the  l i censed  

n u r s i n g  s t a f f .  The f o l l o w i n g  case examples i l l u s t r a t e  t h i s  p o i n t :  

a I n  observ ing  one u n i t  throughout  the  day, t he  a u d i t o r  found i t  
d i f f i c u l t  sometimes t o  l o c a t e  the p s y c h i a t r i c  t e c h n i c i a n  (PT) s t a f f .  
A t  one p o i n t ,  the a u d i t o r  was a lone i n  the  dayroom f o r  approx imate ly  
20 minutes w i t h  no s t a f f  i n  s i g h t .  Du r i ng  t h a t  t ime ,  th ree  p a t i e n t s  
became very  a g i t a t e d  and v e r b a l l y  abus ive ,  t r y i n g  t o  provoke a  
f i g h t .  Du r i ng  t h i s  i n c i d e n t ,  the a u d i t o r  no ted  two PTs wa lk ing  
through the dayroom, bu t  they made no at tempt  t o  r e d i r e c t  the 
p a t i e n t s .  

a Dur i ng  another u n i t  o b s e r v a t i o n ,  23 p a t i e n t s  were out  on the p a t i o  
w i t h o u t  any s u p e r v i s i o n  by u n i t  s t a f f  f o r  severa l  m inu tes .  Dur ing  
t h a t  t ime ,  two p a t i e n t s  began t o  argue.  One p a t i e n t  th rea tened  t o  
h i t  the o the r  p a t i e n t .  However, a  t h i r d  p a t i e n t  persuaded one o f  the 
two a rgu ing  p a t i e n t s  t o  move t o  another  p i c n i c  t a b l e .  A l though 12 o f  
the  p a t i e n t s  were p a r t i c i p a t i n g  i n  an outdoor  a c t i v i t y  w i t h  a  
r e c r e a t i o n a l  t h e r a p i s t ,  the t h e r a p i s t  was no t  w i t h i n  earshot  o f  the 
argument; t hus ,  the  argument was no t  observed by any s t a f f  f rom t h a t  
u n i t .  

a Another u n i t  was observed i n  the p a t i e n t  c a f e t e r i a  d u r i n g  the lunch 
meal .  Four PTs accompanied approx imate ly  25 p a t i e n t s  t o  the 
c a f e t e r i a .  Du r i ng  the  meal ,  the a u d i t o r  observed the s t a f f  s i t t i n g  
a t  one o f  the t a b l e s  t a l k i n g  w i t h  one ano ther ;  they d i d  no t  appear t o  
be m o n i t o r i n g  the p a t i e n t s .  A t  the end o f  the  meal ,  the  a u d i t o r  
observed one p a t i e n t  rummaging through the  t r a s h  and e a t i n g  food t h a t  
had been d iscarded  by the  o t h e r  p a t i e n t s .  However, because the s t a f f  
were seated a t  a  t a b l e ,  away from the t r a s h  a rea ,  t h i s  i n c i d e n t  was 
n o t  observed by anyone o the r  than the a u d i t o r .  

A l though ASH c u r r e n t l y  has lead t e c h n i c i a n  p o s i t i o n s ,  most u n i t s  o n l y  

have one such p o s i t i o n ,  which i s  no t  enough t o  cover even one s h i f t  f o r  a  

f u l l  week. U n i t  s u p e r v i s i o n  cou ld  be improved i f  ASH prov ided  more lead 

t e c h n i c i a n  p o s i t i o n s  f o r  a l l  u n i t s .  S i m i l a r  t o  the  head nurse p o s i t i o n ,  

t h i s  would no t  r e q u i r e  a d d i t i o n a l  p o s i t i o n s .  There fo re ,  ASH would on l y  

have t o  des igna te  e x i s t i n g  s t a f f  as lead techs .  However, i f  a d d i t i o n a l  

p o s i t i o n  upgrades a re  necessary ,  the s a l a r y  increase per person would 

range from $2,128 - $3,585. 



Figure 4 illustrates our proposed structure of ASH treatment programs 

using program managers, head nurses, and lead technicians. Within this 

structure, the lead technician would report to the head nurse on the day 

shift, and to the psychiatric nurse shift supervisor on the evening and 

night shift, when the head nurse is not available. 

D u a l  reporting system - With the establishment o f  program managers, 

head nurses, and lead technicians, ASH would need to implement a dual 

reporting system. Although the program manager would have overall 

responsibility for the program and handle all administrative functions, 

there would still be a need for clinical direction from the various 

disciplines. Most of the hospitals that we contacted had a dual 

reporting system in which the staff reported to the program manager and 

to the director of their respective discipline ( i  .e, director of nursing, 

director of social work, director of psychology). Thus, each hospital 

had head nurses and lead social workers responsible for supervising staff 

and preparing performance ratings and who also reported to both the 

program manager and to their department directors. 

FIGURE 4 
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RECOWENDATIONS 

1 .  ASH should  eva lua te  the  c u r r e n t  s t r u c t u r e  o f  i t s  t reatment  programs 

and u n i t s ,  and cons ider  adding program managers, head nurses ,  and 

lead t echn i c i ans .  

2 .  The L e g i s l a t u r e  should  cons ider  fund ing  the program manager p o s i t i o n s .  



FINDING I l l  

ASH NEEDS TO IMPROVE THE FOOD SERVICE 

FOR ITS PATIENTS 

ASH needs t o  improve i t s  d i e t a r y  s e r v i c e s  t o  i t s  p a t i e n t s .  A l though  

n u t r i t i o u s  meals a r e  i m p o r t a n t  t o  p s y c h i a t r i c  p a t i e n t s ,  ASH's meals do 

n o t  meet recommended s t a n d a r d s .  ASH's f a i l u r e  t o  p r o v i d e  n u t r i t i o u s  

meals i s  due t o  poor  p l a n n i n g .  F u r t h e r ,  the  manner i n  wh ich food i s  

served i s  i n e f f i c i e n t  and p r o b l e m a t i c .  

ASH meals a r e  p r e p a r e d  a t  the  main k i t c h e n  w i t h i n  t h e  h o s p i t a l .  Meals 

a r e  prepared f o r  b o t h  p a t i e n t s  and employees a t  the h o s p i t a l  as w e l l  as 

Department o f  C o r r e c t i o n  (DOC) inmates i n  the  Phoenix a r e a .  I n  t o t a l ,  

approx ima te ly  5,450 meals  a r e  prepared d a i l y  - 1,750 p a t i e n t  meals ,  100 

employee meals ,  and 3 ,600  inmate meals .  The h o s p i t a l  has f o u r  d i n i n g  

h a l l s  where p a t i e n t s  a r e  se rved  t h e i r  meals .  

Foods Served t o  ASH 
P a t i e n t s  Are  Not N u t r i t i o u s  

A l though  n u t r i t i o u s  meals  a r e  impor tan t  t o  p s y c h i a t r i c  p a t i e n t s ,  meals 

served t o  S t a t e  hosp i  t a l  p a t i e n t s  do n o t  meet recommended s t a n d a r d s .  We 

ana lyzed b o t h  p a t i e n t  menus and the  m e a l s . s e r v e d  t o  p a t i e n t s  and found 

t h a t  the foods se rved  t o  ASH p a t i e n t s  a r e  h i g h  i n  c h o l e s t e r o l ,  f a t ,  and 

sodium. The f a i l u r e  o f  t h e  h o s p i t a l  t o  p r o v i d e  p roper  d i e t s  can impact 

p a t i e n t  c a r e .  

An a n a l y s i s  o f  ASH menus r e v e a l s  t h a t  ASH has n o t  p lanned  foods t o  meet 

p a t i e n t s  d i e t a r y  needs.  ASH has a  master  menu which c o n t a i n s  a l l  meals 

t o  be served w i t h i n  a four-week c y c l e  f o r  each t y p e  o f  p a t i e n t  d i e t .  The 

O f f i c e  o f  N u t r i t i o n  S e r v i c e s  w i t h i n  DHS conducted an a n a l y s i s  f o r  ou r  

o f f i c e  o f  the  menus f o r  r e g u l a r  and m o d i f i e d  d i e t s  f o r  the  t h i r d  week o f  

ASH'S master menu. The r e s u l t s  o f  t h e  a n a l y s i s  showed c h o l e s t e r o l ,  

sodium, and t o t a l  f a t  exceeded recommended amounts f o r  a l l  menus. For 

example, meals p lanned  f o r  p a t i e n t s  on r e g u l a r  d i e t s  had a  c h o l e s t e r o l  

c o n t e n t  as h i g h  as 203 p e r c e n t  above the  recommended l e v e l ,  a  sodium 



con ten t  as h i g h  as 230 p e r c e n t  above recommended l e v e l s ,  and t o t a l  f a t  

con ten t  as  h i g h  as 44 pe rcen t  above recommended l e v e l s .  

F u r t h e r ,  a l a b o r a t o r y  a n a l y s i s  o f  foods served t o  p a t i e n t s  a l s o  r e v e a l s  

t h a t  foods se rved  a r e  n o t  m e e t i n g  recommended d a i l y  g u i d e l i n e s .  The 

D i e t a r y  G u i d e l i n e s  f o r  Americans recommends t h a t  50 t o  60 pe rcen t  o f  

t o t a l  c a l o r i e s  come f rom complex ca rbohydra tes ,  15 t o  20 pe rcen t  from 

p r o t e i n ,  and 20 t o  30 p e r c e n t  f rom f a t .  We c o l l e c t e d  an example o f  each 

o f  the  meals  served f o r  p a t i e n t s  on r e g u l a r  d i e t s  and on mechanical  s o f t  

d i e t s  f o r  t h e  week o f  A p r i l  24 th rough  A p r i l  28 . " '  These foods were 

sent  t o  a  l a b o r a t o r y  f o r  a n a l y s i s .  The r e s u l t s  o f  the  a n a l y s i s  showed 

t h a t  t h e  meals were too h i g h  i n  f a t ,  and t o o  low i n  complex 

ca rbohydra tes ,  as shown i n  Tab le  2 .  

TABLE 2  

RESULTS OF ANALYSIS OF 
REGULAR AND MECHANICAL SOFT DIETS 

SERVED TO ASH PATIENTS DURING THE WEEK 
OF APRIL 24-28, 1989 

Recommended ASH Regular  ASH Mechanica l  
S tandard  D i e t  S o f t  D i e t  

(% o f  T o t a l  (% o f  T o t a l  (% o f  T o t a l  
Da i  l y  C a l o r i e s )  Dai  ly C a l o r i e s )  Dai  l y  C a l o r i e s )  

P r o t e i n  15-20% 22% 1 9% 

Carbohydrates  50-60% 30% 3  9% 

Fa t  20-30% 48% 42% 

Source:  A n a l y s i s  pe r fo rmed  by Nor thv iew L a b o r a t o r i e s ,  I l l i n o i s  

Because n u t r i t i o u s  meals a r e  impor tan t  f o r  a  h e a l t h y  l i f e s t y l e ,  p a t i e n t  

c a r e  i s  b e i n g  compromised by inadequate food s e r v i c e .  A h e a l t h y  d i e t  i s  

impor tan t  f o r  a l l  i n d i v i d u a l s  i n  p r e v e n t i n g  s e r i o u s  i l l n e s s .  Research 

has shown t h a t  d i e t s  h i g h  i n  f a t  and c h o l e s t e r o l  can c o n t r i b u t e  t o  

co ronary  h e a r t  d i s e a s e .  F u r t h e r ,  d i e t s  w i t h  h i g h  sodium l e v e l s  can lead 

t o  h i g h  b l o o d  p r e s s u r e .  A l though  n u t r i t i o u s  meals a r e  impor tan t  f o r  a l l  

( 1  The mechanica l  s o f t  d i e t  i s  one o f  n i n e  o f  t h e  s p e c i a l  d i e t s  f o r  ASH p a t i e n t s .  I t  

i s  p r o v i d e d  f o r  p a t i e n t s  who have d i f f i c u l t y  chewing s o l  i d  f oods .  

28 



i n d i v i d u a l s ,  n u t r i t i o n  i s  e s p e c i a l l y  impor tan t  t o  p s y c h i a t r i c  p a t i e n t s .  

Accord ing t o  the c h i e f  o f  the O f f i c e  o f  N u t r i t i o n  Serv ices  a t  DHS, "As 

d i e t  therapy i s  a  c r i t i c a l  component i n  the medica l  management o f  a  

p a t i e n t ,  i n a p p r o p r i a t e  d i e t a r y  i n t ake  can adverse ly  a f f e c t  the 

n u t r i t i o n a l  and medica l  s t a t u s  o f  the p a t i e n t . "  She f u r t h e r  s t a t e d  t h a t  

p s y c h i a t r i c  p a t i e n t s  o f t e n  r e q u i r e  m o d i f i e d  d i e t s  as p a r t  o f  t h e i r  

t rea tment ,  and t h a t  " i n a p p r o p r i a t e  d i e t a r y  i n t ake  can a l t e r  b l ood  va lues  

and i n t e r f e r e  w i t h  expected med ica t ion  a c t i o n . "  

ASH'S F a i l u r e  To P rov i de  
N u t r i t i o u s  Meals I s  Due To 
Poor P lann ing  

ASH'S f a i l u r e  to  p r o v i d e  n u t r i t i o u s  meals i s  due t o  poor p l a n n i n g .  

F i r s t ,  the menus used t o  p l a n  meals a r e  inadequate.  A l so ,  ASH lacks 

s tandard ized  rec ipes  f o r  food p r e p a r a t i o n .  F u r t h e r ,  because o f  poor 

purchase p l ann ing ,  food i tems a re  f r e q u e n t l y  s u b s t i t u t e d .  

ASH menus do no t  meet p a t i e n t s '  d i e t a r y  needs - ASH has ten  d i f f e r e n t  

menus - one f o r  p a t i e n t s  on regu la r  d i e t s  and n i n e  f o r  p a t i e n t s  on 

s p e c i a l  d i e t s .  However, as i n d i c a t e d  e a r l i e r ,  the  menus do no t  con ta i n  

n u t r i t i o u s  meals f o r  t he  p a t i e n t s .  i n  a d d i t i o n ,  accord ing  t o  the  O f f i c e  

o f  N u t r i t i o n  S e r v i c e ' s  a n a l y s i s  o f  ASH menus, the menus c o n t a i n  e r r o r s  

f o r  p a t i e n t s  on s p e c i a l  d i e t s .  For example, menus f o r  p a t i e n t s  on 

vege ta r i an  d i e t s  c o n t a i n  i tems such as red  meat,  p o u l t r y ,  and f i s h .  The 

low c h o l e s t e r o l  d i e t  has a  f a t  con ten t  o f  30 t o  40 percent  o f  t o t a l  

c a l o r i e s ,  a l though  i t  shou ld  no t  exceed 20 p e r c e n t .  The menus f o r  low 

c h o l e s t e r o l  d i e t  con ta ined  such items as f rench  f r i e s ,  g ravy ,  b u r r i t o s ,  

sour cream, and ho t  dogs; a l l  o f  which a re  i n a p p r o p r i a t e  i tems.  

The menus a l s o  con ta ined  o the r  d e f i c i e n c i e s .  F i r s t ,  menu i tems were 

f r e q u e n t l y  repeated. For example, i n  the f o u r t h  week o f  the menu c y c l e ,  

hamburger i s  used i n  f i v e  o f  the week's meals .  F u r t h e r ,  the menus do no t  

always s p e c i f y  the p o r t i o n  o f  food t o  be served.  A l s o ,  the menus a re  no t  

always s p e c i f i c  enough about the type o f  food i t em  be ing  served. For 

example, the  menu may s t a t e  t h a t  f r u i t  i s  t o  be served,  bu t  i t  may no t  

s p e c i f y  what type o f  f r u i t ,  o r  whether the f r u i t  i s  t o  be f r e s h  o r  canned. 



ASH's e x i s t i n g  menus were no t  developed t o  meet the n u t r i t i o n a l  needs o f  

ASH p a t i e n t s ,  b u t  ins tead  were designed t o  f a c i l i t a t e  food p roduc t i on .  

ASH prepares meals f o r  Department o f  Co r rec t i ons  inmates i n  the  Phoenix 

area p r i s o n s .  " '  As a  r e s u l t ,  ASH prepares approx imate ly  3 ,600 meals 

d a i l y  f o r  inmates.  Accord ing t o  ASH's food s e r v i c e  manager, when ASH 

ob ta ined  the DOC c o n t r a c t ,  the p rev i ous  food s e r v i c e  manager a long  w i t h  

the DOC d i e t i t i a n  developed a  new master menu t o  se rve  bo th  the  p a t i e n t s  

and the inmates. However, the new menu d i d  no t  c o n t a i n  menus f o r  the 

p a t i e n t s  on s p e c i a l  m o d i f i e d  d i e t s .  Thus, the cooks were p repa r i ng  meals 

f o r  the ASH p a t i e n t s  on m o d i f i e d  d i e t s  from the o l d  ASH menu, and meals 

f o r  ASH p a t i e n t s  on regu la r  d i e t s  as w e l l  as the inmates from the new 

menu. Th i s  was caus ing p roduc t i on  problems. There fo re ,  the food se rv i ce  

manager ad jus ted  the  menu t o  i nc l ude  the mod i f i ed  d i e t s .  However, the 

menus c u r r e n t l y  used a t  ASH have r e s u l t e d  i n  meals which a re  d e f i c i e n t  i n  

meet ing ASH'S p a t i e n t s '  needs. 

I n  o rder  t o  e l i m i n a t e  the menu d e f i c i e n c i e s ,  ASH has con t rac ted  w i t h  a  

consu l t an t  t o  develop new menus. ASH c u r r e n t l y  has two r e g i s t e r e d  

d i e t i t i a n s  on s t a f f ,  b u t  because o f  t h e i r  a l ready  l a rge  work load,  ASH 

con t rac ted  w i t h  a  consu l t an t  t o  redo i t s  menus. 

ASH lacks  s t anda rd i zed  rec i pes  f o r  meal p r e p a r a t i o n  - I n  a d d i t i o n  t o  

l a c k i n g  adequate menus, ASH lacks  s tandard ized  rec ipes  f o r  food 

p repa ra t i on .  Lack o f  s tandard r ec i pes  has severa l  impacts.  F i r s t ,  lack 

o f  s tandard r ec i pes  cou ld  r e s u l t  i n  cooks p repa r i ng  meals based on t h e i r  

p re fe rences  o r  based on i n g r e d i e n t s  a v a i l a b l e .  For example, one cook may 

i nc l ude  tomatoes i n  s tew,  w h i l e  another may n o t .  F u r t h e r ,  lack o f  

s tandard rec ipes  makes i t  d i f f i c u l t  t o  assess the n u t r i t i o n a l  va lue o f  

the food served. For example, i f  cooks use va ry i ng  amounts o f  meat when 

p repa r i ng  spaghe t t i  sauce, the  p r o t e i n  va lue o f  the food would a l s o  

v a r y .  F i n a l l y ,  w i t h o u t  s tandard r ec i pes ,  food purchases cannot be 

accu ra te l y  es t imated  because the amount and types o f  i ng red ien t s  needed 

( 1 )  These p r i s o n s  i n c l u d e  t h e  A1 hambra Recept ion and Treatment Center ,  t h e  Ar i zona  

Center  f o r  Women, t h e  Aspen C o r r e c t i o n a l  Center ,  t h e  Flamenco Mental  H e a l t h  Center ,  

and t h e  Alamo U n i t .  



t o  prepare an i tem would no t  be a v a i l a b l e .  I n  connect ion w i t h  

redevelopment o f  the menus, ASH a l s o  p lans  t o  use the c o n t r a c t  consu l t an t  

to  prepare s tandard r ec i pes  f o r  the i tems on the menus. 

Poor planning causes excessive subst i tu t ions  - ASH f r e q u e n t l y  makes 

s u b s t i t u t i o n s  t o  i t s  menus. ASH's food s e r v i c e  manager prepares weekly 

menus from the master menu. However, these menus d e v i a t e  s u b s t a n t i a l l y  

from the master menu. " '  For example, we compared the menu developed 

f o r  the week o f  March 5-11, 1989 aga ins t  the master menu and found t h a t  

the menu had 21 items which v a r i e d  from the master menu. F u r t h e r ,  the 

ac tua l  meals served weekly f r e q u e n t l y  d e v i a t e  from the  weekly menus. For 

example, d u r i n g  a  5-day p e r i o d  i n  which we observed the food s e r v i c e ,  

th ree  o f  the b reak fas t  meals con ta ined  s u b s t i t u t i o n s  t o  the weekly menu. 

According t o  the food s e r v i c e  manager, the most f requent  cause o f  

s u b s t i t u t i o n s  i s  shortages o f  the  food i tem.  

To decrease s u b s t i t u t i o n s ,  ASH needs t o  develop r e l i a b l e  es t imates  o f  

food needs. C u r r e n t l y ,  because ASH does no t  t r a c k  the number o f  p a t i e n t s  

on each type o f  m o d i f i e d  d i e t ,  i t  cannot es t imate  the needs o f  these 

p a t i e n t s  f o r  f u t u r e  purchases. However, an average o f  n e a r l y  50 percent  

o f  ASH p a t i e n t s  a re  on s p e c i a l  d i e t s .  ASH's lack o f  s tandard ized  rec ipes  

a l s o  compl icates purchases because i n g r e d i e n t s  cannot be es t ima ted .  

F i n a l  I y ,  ASH incorpora tes  pas t  usage when o r d e r i n g  nonper ishable  food 

i tems. However, accord ing  t o  an o f f i c i a l  i n  procurement, pas t  usage 

f i g u r e s  a re  o f t e n  skewed by s u b s t i t u t i o n s  and o the r  problems. Thus, they 

may perpe tua te  o l d  problems r a t h e r  than r e f l e c t  f u t u r e  food needs. 

ASH Does Not Provide 
Adequate Service o f  Foods 

ASH'S method o f  s e r v i n g  foods i s  inadequate.  The food s e r v i n g  process i s  

i n e f f i c i e n t  and does no t  ensure t h a t  p a t i e n t s  get  the foods they need. 

Method of  serving pa t i en ts  i s  i n e f f i c i e n t  - C u r r e n t l y ,  the h o s p i t a l  

f r e q u e n t l y  uses o n l y  one person t o  serve p a t i e n t s  coming th rough  a 

A c c o r d i n g  t o  t h e  food s e r v i c e  manager a t  ASH, he sends a  copy o f  t h e  m a s t e r  menu t o  
t h e  ASH warehouse each week. The warehouse i n f o r m s  h im k h a t  f oods  a r e n ' t  
a v a i l a b l e .  Based on t h e  s h o r t a g e s ,  he p repa res  a  week ly  menu f rom t h e  foods  wh ich  
a r e  ava i  1  a b l e .  



se rv i ng  I i n e .  T h i s  causes de lays  i n  se r v i ng  p a t i e n t s  due t o  the  many 

d u t i e s  invo lved  i n  s e r v i n g  the p a t i e n t s .  The server  i s  con f ron ted  w i t h  

the task o f  s e r v i n g  anywhere from 20 t o  55 p a t i e n t s  who a re  o n l y  g i ven  20 

minutes t o  r ece i ve  t h e i r  food and e a t .  Du r i ng  our observa t ions  we noted 

t h a t  w h i l e  s e r v i n g ,  the  se rver  i s  respons ib le  f o r :  

0 Loca t i ng  the  p a t i e n t ' s  d i e t  ca rd  t o  rev iew what type o f  foods the 
p a t i e n t  i s  a l lowed t o  eat  

a M o n i t o r i n g  the  c o l d  l i n e  s e l e c t i o n s  made by the p a t i e n t  t o  see i f  i t  
i s  i n  l i n e  w i t h  t he  d i e t  ca rd  

a Serv ing  the ho t  food items i n  accordance w i t h  the d i e t  ( t h i s  can get  
compl icated s i nce  t he re  a re  10 d i f f e r e n t  menus f o r  any g i v e n  meal )  

0 Loca t i ng  spec ia l  i tems f o r  p a t i e n t s  

a C o n t r o l l i n g  the  condiment s e l e c t i o n s  

According t o  the  food s e r v i c e  manager, o n l y  2 o f  the  17 u n i t s  a re  

r o u t i n e l y  assigned more than one food s e r v i c e  worker on the s e r v i n g  

I i n e .  The reason f o r  ass i gn ing  o n l y  one person t o  serve food i s  t h a t  ASH 

lacks enough s t a f f  t o  be ab le  to  p rov i de  more than one person f o r  t h i s  

t a s k .  However, i f  k i t c h e n  s t a f f  a re  u n a v a i l a b l e ,  ASH may want t o  

cons ider  r e q u i r i n g  s t a f f  from the u n i t s  t o  a s s i s t  the se r ve rs  w h i l e  the 

u n i t ' s  p a t i e n t s  a re  be ing  served.  

I n  a d d i t i o n  t o  de lays  i n  be ing  served,  p a t i e n t s  a re  no t  assured o f  

g e t t i n g  the foods p r e s c r i b e d .  Near l y  50 percent  o f  the h o s p i t a l  p a t i e n t s  

a re  on spec ia l  d i e t s .  However, bo th  r egu la r  and s p e c i a l  d i e t s  a re  

sometimes v i o l a t e d  by e i t h e r  the se rver  or  the p a t i e n t s  themselves. We 

performed obse rva t i ons  o f  the c a f e t e r i a  se r v i ng  l i n e s  a t  va r i ous  meals 

d u r i n g  two separate  weeks and noted the f o l l o w i n g  problems. 

a Dur ing  one a f t e r n o o n  meal ,  a  se rver  was observed a t t emp t i ng  t o  serve 
ho t  dogs t o  two vege ta r i an  p a t i e n t s .  

a Dur ing  a  b r e a k f a s t  meal,  a  server  reviewed a  p a t i e n t ' s  d i e t  ca rd  and 
then searched f o r  peanut b u t t e r  t o  g i v e  the p a t i e n t .  However, the 
ca rd  c l e a r l y  s t a t e d  t h a t  the p a t i e n t  had a  food a l  l e r g y  t o  peanut 
b u t t e r .  A f t e r  an ex tens i ve  search t o  f i n d  peanut b u t t e r ,  the server  
then o f f e r e d  the  peanut b u t t e r  t o  the p a t i e n t .  

a Dur ing  a  b r e a k f a s t  meal,  the se rver  f o rgo t  t o  g i ve  ce rea l  t o  severa l  
p a t i e n t s .  



0 Dur ing  one lunch ,  the d i e t  cards f o r  two u n i t s  d i d  no t  a r r i v e .  The 
servers  served these p a t i e n t s  w i t hou t  the ca rds .  

0 Dur ing  our obse rva t i ons ,  we noted t h a t  the condiments,  i n c l u d i n g  
b u t t e r  and s a l t ,  a re  loca ted  a t  the end o f  the s e r v i n g  l i n e  and a re  
not r o u t i n e l y  c o n t r o l l e d .  Thus, those p a t i e n t s  on low sodium and low 
f a t  d i e t s  a re  ab le  t o  take these i tems.  

I n  a d d i t i o n ,  d u r i n g  our observa t ions  we noted servers  u t i l i z i n g  i n c o r r e c t  

se r v i ng  equipment and se rv i ng  i n c o r r e c t  p o r t i o n s .  

Other h o s p i t a l s  have a  check person who i s  respons ib le  f o r  see ing t h a t  

p a t i e n t s  a re  served t h e i r  p r e s c r i b e d  d i e t s .  The food s e r v i c e  manager a t  

the  Maricopa Medical  Center i n d i c a t e d  t h a t  the food s e r v i c e  superv iso r  

checks each t r a y  a t  the end o f  the  se r v i ng  l i n e  t o  ensure i t  con ta i ns  the  

app rop r i a t e  menu i tems.  The c h i e f  o f  d i e t e t i c  se r v i ces  a t  the Ve te ran ' s  

A d m i n i s t r a t i o n  Hosp i t a l  i n  Phoenix i n d i c a t e d  t h a t  the s e r v i c e  l i n e  has a  

checker a t  the end o f  the  l i ne  who i s  respons ib le  f o r  check ing t h a t  each 

t r a y  con ta i ns  the i tems s p e c i f i e d  on the d i e t  ca rd .  Th i s  p o s i t i o n  i s  

always f i l l e d  by a  h i g h  l e v e l  exper ienced food s e r v i c e  worker .  ASH 

occas iona l l y  uses the d i e t  c l e r k s  t o  mon i to r  the c a f e t e r i a  s e r v i n g  l i n e s ,  

bu t  t h e i r  use i s  l i m i t e d  because o f  o t he r  r e s p o n s i b i l i t i e s .  

RECWENDATIONS 

1 .  ASH should ensure t h a t  the  menus developed by i t s  con t rac ted  

consu l t an t  meet the recommended d a i l y  g u i d e l i n e s .  

2 .  Once s tandard rec ipes  a re  developed by ASH'S c o n t r a c t e d  c o n s u l t a n t ,  

ASH should  mon i to r  food p r e p a r a t i o n  t o  see t h a t  a l  I cooks f o l  low the 

rec i pes. 

3 .  ASH should  improve i t s  procurement process f o r  food i tems by bas ing  

the food survey es t imates  on the menus and rec ipes  developed by the 

c o n s u l t a n t ,  and by t r a c k i n g  the number o f  p a t i e n t s  served s p e c i a l  

d i e t s  t o  be ab le  t o  es t imate  f u t u r e  needs. 



4 .  ASH should  improve i t s  s e r v i c e  o f  foods b y :  

e Adding se rve rs  t o  the food s e r v i c e  l i n e s  t o  a s s i s t  i n  s e r v i n g  
p a t i e n t  meals,  

e Having a  food s e r v i c e  worker check food t r a y s  t o  see t h a t  
p a t i e n t s  rece ived  o n l y  foods p r e s c r i b e d  on t h e i r  d i e t  ca rds ,  and 

e Prov id i ng  t r a i n i n g  t o  food s e r v i c e  workers i n  p o r t i o n  c o n t r o l  
and i n  read ing  d i e t  ca rds .  



FINDING I V  

ASH HAS IMPROVED THE USE OF I T S  TRANSITIONAL 

L I V I N G  PROGRAM; HOWEVER, OTHER UNITS WITHIN THE HOSPITAL 

NEED TO BE MADE MORE AWARE OF THE PROGRAM'S FUNCTIONS 

ASH has improved the use o f  i t s  t r a n s i t i o n a l  l i v i n g  u n i t  (TLU),  however, 

the  f unc t i ons  o f  TLU have no t  been communicated t o  o t h e r  u n i t s  o u t s i d e  o f  

the program. H i s t o r i c a l l y ,  TLU has been u n d e r u t i l i z e d .  Al though a 

recent  r eo rgan i za t i on  o f  the  program has improved i t s  use, o the r  u n i t s  

w i t h i n  the h o s p i t a l  do no t  seem t o  be aware o f  TLU's f u n c t i o n s .  

I n  1984, the L e g i s l a t u r e ,  r ecogn i z i ng  the need f o r  a program t o  p rov i de  

graduated s teps  o f  care between the h o s p i t a l  t reatment  u n i t  and the 

community l i v i n g  s i t u a t i o n ,  e s t a b l i s h e d  a l i n e  i t em  d e s i g n a t i n g  fund ing  

f o r  a t r a n s i t i o n a l  l i v i n g  u n i t  (TLU).  P r i o r  t o  t h a t  t ime ,  t he re  was no 

such program. TLU t reatment  i s  aimed a t  b r i d g i n g  the c h r o n i c a l l y  

men ta l l y  i l l  c l i e n t  between the  i n p a t i e n t  u n i t  and the  community 

placement. I t  i s  designed t o  meet the needs o f  those p a t i e n t s  who a re  

e i t h e r  unprepared t o  en te r  the community, o r  who have such s i g n i f i c a n t  

s o c i a l  s k i l l s  d e f i c i t s  as t o  make community r e e n t r y  d i f f i c u l t .  To 

f a c i l i t a t e  the t r a n s i t i o n ,  TLU prov ides  a wide range o f  t h e r a p e u t i c ,  

educa t i ona l ,  and p r a c t i c a l  s k i l l s  t o  i t s  p a t i e n t s ,  such as ,  cook ing ,  

c l ean ing ,  shopping, communi t y  t r a n s p o r t a t  i on ,  and personal  s a f e t y .  

P a t i e n t s  a re  expected t o  be ready f o r  d ischarge  w i t h i n  60 t o  90 days o f  

placement on the  u n i t .  

From i t s  implementat ion i n  September 1984 through March 31, 1989, TLU 

expendi tures t o t a l e d  over $1.4 m i l l i o n .  TLU i s  the most expensive a d u l t  

t reatment u n i t  ope ra t i ng  a t  the  h o s p i t a l .  Accord ing t o  the 1987-88 

annual r e p o r t ,  o ther  a d u l t  u n i t s '  average d a i l y  cos t s  per p a t i e n t  range 

from $121 t o  $203, TLU cos t s  $212 per p a t i e n t  per day. 



TLU Has Been 
U n d e r u t i l i z e d  

H i s t o r i c a l l y ,  TLU has been u n d e r u t i l i z e d .  S ince i t s  i n c e p t i o n ,  the TLU 

r a r e l y  operated a t  c a p a c i t y .  I n  a d d i t i o n ,  the  p a t i e n t  l eng th  o f  s tay  

(LOS) i n  the program was longer than p r o j e c t e d  f o r  many p a t i e n t s ,  and TLU 

had r e l a t i v e l y  few d ischarges .  F i n a l l y ,  the  r o l e  o f  the TLU had no t  been 

c l e a r l y  de f i ned .  

Du r i ng  i t s  f i r s t  f ou r  years ,  TLU was n o t  e f f i c i e n t l y  u t i l i z e d  - Because 

TLU prov ides  an impor tant  f u n c t i o n  by a s s i s t i n g  p a t i e n t s  i n  p r e p a r i n g  f o r  

l i v i n g  i n  the community, the u n i t  should p rov i de  se rv i ces  t o  as many 

p a t i e n t s  as p o s s i b l e .  However, a l though  o n l y  12 spaces were a v a i l a b l e  on 

the u n i t  f o r  the more than 550 d ischarges a  yea r ,  the spaces were no t  

kept  f i l l e d .  Based on our rev iew o f  d a i l y  census records f o r  TLU between 

September 1984 and October 1988, we found t h a t  TLU achieved maximum 

occupancy o n l y  55 o f  the 1,512 days i t  was i n  o p e r a t i o n ,  o r  o n l y  3 . 6  

percent  o f  the  t ime.  " '  As shown i n  F i gu re  5  (page 3 7 ) ,  a l t hough  the 

u n i t  had a capac i t y  f o r  12 p a t i e n t s ,  the average month ly  census ranged 

between 8  and 10 p a t i e n t s  f o r  much o f  the u n i t ' s  ex i s t ence .  

Some p a t i e n t s  remained i n  t he  TLU program longer  than p r o j e c t e d  - Whi le 

TLU o f t e n  operated below c a p a c i t y ,  some p a t i e n t s  who were i n  TLlJ stayed 

longer than p r o j e c t e d .  According t o  the former u n i t  supe rv i so r ,  p a t i e n t s  

were expected t o  be d ischarged w i t h i n  90 days o f  placement on t he  u n i t .  

However, as dep i c t ed  i n  Table 3  (page 3 8 ) ,  42 percent  o f  the d ischarges  

i n  1985-86 and 50 percent  o f  the d ischarges i n  FY 1986-87 s tayed  on TLU 

longer than 90 days. I n  FY 1987-88, 64 percent  o f  the d ischarged  

p a t i e n t s  stayed longer than 90 days; ir! f ; lc t ,  they averaged 130 days on 

the u n i t .  Some p a t i e n t s '  s tays  have been ext remely  leng thy ;  f o r  example, 

one p a t i e n t  remained on the u n i t  f o r  313 days. A J u l y  14, 1987, TLU 

repo r t  noted t h a t  TLU had exper ienced an increase i n  p a t i e n t  l eng th  o f  

s t ay ,  and a t t r i b u t e d  the increase t o  two "probable"  f a c t o r s :  1 )  the 

u n i t ' s  acceptance o f  lower f u n c t i o n i n g  p a t i e n t s ,  and 2 )  s t a f f  shor tages .  

( 1  The census dropped t o  f o u r  p a t i e n t s  d u r i n g  June and J u l y  1988. A c c o r d i n g  t o  t h e  

ASH super in tenden t  , con t inued  f u n d i n g  was u n c e r t a i n ,  and ASH was p r e p a r i  ng t o  c l o s e  

t h e  u n i t .  However, f u n d i n g  was con t inued ,  and t h e  census was e v e n t u a l l y  i nc reased .  



FIGURE 5 
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TABLE 3 

TRANSITIONAL LIVING UNIT 
LENGTH OF STAY 

FISCAL YEARS 1984-85 THROUGH 1988-89 
(BASED ON PATIENTS DISCHARGED FROM HOSPITAL) 

Length o f  
Stay (a) 

( I n Days) FY 1984-85 

1 - 30 
31 - 60 
61 - 90 
91 - 120 

121 - 150 
151 - 180 
181 t 
T o t a l  
Discharged 

Number o f  P a t i e n t s  Discharged 

( a )  Covers September 1984 th rough  June 30, 1985. 
( b )  Does n o t  i n c l u d e  two d ischarges  w i t h  unknown admiss ion da tes  o r  one p a t i e n t  who was 

d ischarged  on day o f  admiss ion.  
( c )  Does n o t  i n c l u d e  two d ischarges  w i t h  unknown admiss ion da tes .  
( d l  Covers J u l y  1988 th rough  March 1989. a 

Source: A u d i t o r  General a n a l y s i s  o f  TLU P a t i e n t  Census Records,  Data 
C o n t r o l  S e c t i o n ,  ASH 

a 



TLU d ischarged r e l a t i v e l y  few p a t i e n t s  i n  i t s  f i r s t  f o u r  yea rs  - The 

combinat ion o f  a  lower census and longer  than p r o j e c t e d  l eng th  o f  s t ay  

r esu l t ed  i n  r e l a t i v e l y  few p a t i e n t  d i scharges  d u r i n g  TLU's f i r s t  50 months 

o f  ope ra t i on .  Through October 1988, TLU d ischarged  100 p a t i e n t s  from the 

h o s p i t a l .  Based on TLU's capac i t y  o f  12 p a t i e n t s  and the 90-day p r o j e c t e d  

leng th  o f  s t a y ,  TLU cou ld  have d ischarged 4 p a t i e n t s  per month, o r  as many 

as 188 p a t i e n t s  between December 1984 and October 1 9 8 8 . ' ' )  Thus, TLU 

discharged on ly  about one-ha l f  o f  i t s  p o t e n t i a l .  The low d ischarge  r a t e  

was a  r e s u l t  o f  l eng thy  p a t i e n t  s t ays  on the u n i t  and the  i n a b i l i t y  t o  

ma in ta i n  a  h igher  p a t i e n t  census. 

I n  past  years ,  t he  r o l e  o f  TLU may have been unc lea r  - The 

u n d e r u t i l i z a t i o n  o f  TLU may be due, i n  p a r t ,  t o  the  need f o r  a  c l e a r l y  

de f i ned  program r o l e .  I n  a  J u l y  1987 annual r e p o r t  t o  the ASH 

super in tendent ,  the  TLU superv iso r  s t a t e d ,  "TLU's r o l e  w i t h i n  the h o s p i t a l  

o rgan i za t i on  con t inues  t o  seem somewhat unc lea r  t o  much o f  the h o s p i t a l  

s t a f f . "  Based on our i n t e r v i ews  o f  some personnel  i n  t he  two u n i t s  which 

most o f t e n  r e f e r r e d  p a t i e n t s  t o  TLU, u n c e r t a i n t y  as t o  TLU's r o l e  was 

ev i den t .  The c u r r e n t  TLU p s y c h i a t r i s t  acknowledged h i s  lack  o f  

unders tanding o f  what o b j e c t i v e s  were i n  p l ace  on the  u n i t  p r i o r  t o  h i s  

appointment t o  TLU i n  November 1988. Another p s y c h i a t r i s t  expressed h i s  

b e l i e f  t ha t  anyone o u t s i d e  the TLU program had l i m i t e d  knowledge about i t  

and tha t  few p s y c h i a t r i s t s  and s t a f f  were i n t e r e s t e d  i n  u s i n g  TLU. 

A recent r e o r g a n i z a t i o n  o f  TLU has improved i t s  u t i l i z a t i o n .  S ince  the 

reo rgan i za t i on  o f  TLU, ASH has been a b l e  t o  increase i t s  p a t i e n t  census, 

reduce the average l eng th  o f  s tay  i n  the  program, and d ischarge  more 

p a t i e n t s .  

ASH es t ima tes  p a t i e n t s  should s t a y  on t h e  u n i t  90 days. F u r t h e r ,  TLU maximum 
c a p a c i t y  was 12 p a t i e n t s  ( u n t i l  November 1988). Thus, t a k i n g  i n t o  account  a  
three-month p r e p a r a t i o n  t ime  f o r  p a t i e n t s  ass igned t o  TLU i n  September 1984, TLU 
cou ld  have d ischarged  as many as 188 p a t i e n t s  between December 1984 and October  
1988. (90-day l e n g t h  o f  s t a y  p e r  bed = 4  d i scharges  p e r  year ;  12 bed c a p a c i t y  x 4  
= 48 d ischarges p e r  year  o r  4  d i scharges  p e r  month. 4  d ischarges/month x  47 months 
= 188.) 



ASH reorganized the TLU program - Recen t l y ,  ASH reorgan ized  i t s  TLU i n  

order  t o  increase i t s  capac i t y  and t o  p r o v i d e  a  s a f e r  environment f o r  the 

p a t i e n t s  and s t a f f  and t o  p r o v i d e  a  f u l l - t i m e  p s y c h i a t r i s t .  P r i o r  t o  

November 1988, TLU occupied two co t tages  j u s t  o u t s i d e  the fenced h o s p i t a l  

grounds. I n  November 1988, ASH c losed  the two co t t ages  and moved the 

program t o  a  b u i l d i n g  w i t h i n  t he  h o s p i t a l  grounds. A main f a c t o r  i n  the 

move was s a f e t y  o f  p a t i e n t s  and s t a f f .  Accord ing  t o  the  ASH 

super in tenden t ,  the co t tages  had e l e c t r i c a l  w i r i n g  problems which made 

them a  s a f e t y  hazard t o  p a t i e n t s .  F u r t h e r ,  he s t a t e d  t h a t  the l o c a t i o n  

o f  the co t tages  o u t s i d e  o f  the  fenced grounds d i d  no t  p rov i de  a  sa fe  

envi  ronment f o r  s t a f f  who were requi  red t o  inspec t  t h e  co t tages  and make 

rounds d u r i n g  the n i g h t .  The move p rov i ded  a d d i t i o n a l  b e n e f i t s ,  however, 

i n  t h a t  ASH was a b l e  t o  increase the c a p a c i t y  t o  16 p a t i e n t s  from 12 

w i t hou t  any a d d i t i o n a l  increase i n  fund ing  f o r  the program. 

Another aspect o f  the  r e o r g a n i z a t i o n  was p o s i t i o n i n g  the u n i t  under the 

d i r e c t i o n  o f  n u r s i n g  se rv i ces  and devo t i ng  a  f u l l - t i m e  p s y c h i a t r i s t  t o  

the u n i t .  P r i o r  t o  the move, TLU was under the d i r e c t i o n  o f  the  s o c i a l  

se rv ices  u n i t ,  and the program had a  p a r t - t i m e  p s y c h i a t r i s t  who spent 

o n l y  four  t o  s i x  hours per week on the u n i t .  Accord ing  t o  the c u r r e n t  

p s y c h i a t r i s t  assigned t o  TLU, when TLU was reorganized,  the 

super in tendent  d i r e c t e d  h im t o  increase the u n i t ' s  census and d ischarge  

p a t i e n t s  i n  a  more t i m e l y  manner. 

I n  recent months, TLU's performance has improved - For the p e r i o d  

November 1 ,  1988, through March 31, 1989, TLU's census has r i s e n .  F i gu re  

6 (page 41 ) shows t h a t  TLU's census has s tead i  l y  inc reased  s ince  November 

1988. The average d a i l y  census on TLU increased from 7 i n  November 1988, 

t o  14 i n  March 1989!') 

Wh i l e  the average census has i nc reased on TLU s  i nce November 1988, the  

average p a t i e n t  LOS has d e c l i n e d .  As p r e v i o u s l y  no ted ,  the average 

( ' 1  Al though  ASH1s c a p a c i t y  f o r  TLU p a t i e n t s  has been i n c r e a s e d  t o  16, TLU c u r r e n t l y  

m a i n t a i n s  an a v a i l a b l e  bed f o r  p a t i e n t s  i n  Reentry  F a c i l i t i e s  (REFS) who may 

r e q u i r e  readmiss ion  t o  ASH. Thus,  t h e  u n i t  may o f t e n  be l i m i t e d  t o  o n l y  15 
p a t i e n t s  t o  accommodate any p o s s i b l e  REF readmi s s i  ons. 
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length o f  s t ay  d u r i n g  FY 1987-88 was 130 days. However, f o r  p a t i e n t s  

admi t ted s ince  mid-November 1988, the  average l eng th  o f  s t ay  has dropped 

t o  48.2 days. 

F i n a l l y ,  s ince  i t s  r e o r g a n i z a t i o n  i n  November 1988, TLU has been ab le  t o  

d ischarge more p a t i e n t s .  For the  5-month p e r i o d  o f  November 1988 through 

March 1989, TLU d ischarged  15 p a t i e n t s  or  an average o f  3 p a t i e n t s  a  

month. Moreover, the month ly  d ischarge  r a t e  appears t o  be i nc reas ing .  

I n  March 1989, TLU d ischarged  5 p a t i e n t s .  

ASH Needs to  Comnunicate TLUfs Functions 
to  I t s  Other Hospi ta l  U n i t s  

ASH needs t o  make o the r  u n i t s  w i t h i n  the h o s p i t a l  more aware o f  i t s  TLU 

func t i ons .  S ince i t s  r e o r g a n i z a t i o n ,  the  types o f  p a t i e n t s  t a r g e t e d  f o r  

the program have been changed. However, h o s p i t a l  personnel  w i t h i n  o ther  

u n i t s  o f  the h o s p i t a l  have expressed u n c e r t a i n t y  as t o  TLU's r o l e .  

Types o f  p a t i e n t s  targeted for  TLU has changed - S ince  i t s  

r eo rgan i za t i on ,  the  types o f  p a t i e n t s  admi t ted  t o  TLU have changed. 

According t o  the TLU p s y c h i a t r i s t  and ASH'S supe r i n t enden t ,  TLU i s  t o  

t a r g e t  more p a t i e n t s  from the Psycho-Social R e h a b i l i t a t i o n  Program 

(PSRP). P a t i e n t s  w i t h i n  t h i s  program tend t o  have c h r o n i c ,  longer  term 

mental d i s o r d e r s .  S ince i t s  r e o r g a n i z a t i o n ,  a  much l a r g e r  p o r t i o n  o f  the 

admissions t o  TLU are  coming from the PSRP. We reviewed admission 

records f o r  the 12-month p e r i o d  o f  Apr i  l 1 ,  1988, through March 31, 

1989. From A p r i l  1 ,  1988, u n t i l  i t s  r e o r g a n i z a t i o n  i n  November 1988, TLU 

had 18 admissions, o f  which 5 admissions o r  28 percen t  o f  the  p a t i e n t s  

came from the PSRP. However, between November 1988 and March 31 ,  1989, 

TLU has had 17 o f  24 admissions o r  71 percent  o f  the  p a t i e n t s  coming from 

PSRP . 

TLUfs r o l e  i s  s t i l l  unclear - Desp i t e  the improvements made i n  the  TLU 

program, i t s  r o l e  a t  ASH remains u n c l e a r .  Some o f  t he  h o s p i t a l  personnel  

a re  s t i l l  no t  knowledgeable o f  TLU's goa l s  and program o b j e c t i v e s .  

I n t e r v i ews  w i t h  severa l  s o c i a l  workers as w e l l  as two p s y c h i a t r i s t s  and a  

psycho log is t  i n d i c a t e d  a  lack o f  knowledge o r  unders tand ing  regard ing  

e i t h e r  TLU's g o a l s ,  o b j e c t i v e s ,  o r  p a t i e n t  c r i t e r i a .  Moreover,  a l though  



a  new TLU program d e s c r i p t i o n  was developed, i t seems t o  have had l i t  t l e  

exposure t o  o ther  s t a f f  o u t s i d e  o f  the t r a n s i t i o n a l  l i v i n g  program. Of 

those i n d i v i d u a l s  i n t e r v i ewed ,  no one acknowledged hav ing  a  copy o f ,  o r  

even read ing ,  the new TLU program d e s c r i p t i o n .  As a  r e s u l t ,  they a re  

unable t o  e f f e c t i v e l y  determine which p a t i e n t s  t o  r e f e r  t o  the program 

because they a re  unsure o f  i t s  purpose. 

RECOWENDATIONS 

1 .  ASH needs t o  p rov i de  more i n f o r m a t i o n  t o  the  o t h e r  t reatment  program 

u n i t s  t o  educate the employees as t o  TLU's r o l e  a t  the h o s p i t a l .  

2 .  ASH needs t o  ensure t h a t  TLU i s  e f f i c i e n t l y  u t i l i z e d  by m a i n t a i n i n g  a  

f u l l  census and d i s c h a r g i n g  p a t i e n t s  w i t h i n  TLU's g u i d e l i n e  o f  90 

days whenever p o s s i b l e .  



OTHER PERTINENT INFORMATION 

Dur ing  the course o f  t he  a u d i t  we developed i n f o r m a t i o n  regard ing  ASH'S 

Medicare c e r t i f i c a t i o n  and the  c o n d i t i o n  o f  i t s  p h y s i c a l  p l a n t .  

Medicare C e r t i f i c a t i o n  

Background - The Department o f  Hea l t h  and Human S e r v i c e s ,  Hea l t h  Care 

F inanc ing  A d m i n i s t r a t i o n  (HCFA) i s  respons ib le  f o r  oversee ing  h o s p i t a l s  

t h a t  r ece i ve  Medicare reimbursements.  I n  order  t o  r ece i ve  reimbursement, 

h o s p i t a l s  must meet Med i ca re ' s  Cond i t i ons  o f  P a r t i c i p a t i o n .  There a r e  

a l s o  two Spec ia l  Cond i t i ons  o f  P a r t i c i p a t i o n  t h a t  must be met by 

p s y c h i a t r i c  h o s p i t a l s  i n  o rde r  t o  r ece i ve  Medicare reimbursement. The 

f i r s t  c o n d i t i o n  i nc l udes  f o l l o w i n g  s p e c i a l  medica l  records requi rements  

f o r  p s y c h i a t r i c  h o s p i t a l s .  Th i s  r e q u i r e s  a  f a c i l i t y  t o  m a i n t a i n  records  

on a l l  p a t i e n t s  i n  o rder  t o  determine the degree and i n t e n s i t y  o f  t he  

t reatment p rov ided  t o  i n d i v i d u a l s  served by the i n s t i t u t i o n .  The second 

c o n d i t i o n  inc ludes  u t i l i z i n g  s p e c i a l  s t a f f  requ i rements  f o r  p s y c h i a t r i c  

h o s p i t a l s .  Th is  r e q u i r e s  a  f a c i l i t y  t o  meet s t a f f i n g  requi rements  as t he  

Secre ta ry  o f  the Department o f  H e a l t h  and Human Se rv i ces  f i n d s  necessary 

f o r  the i n s t i t u t i o n  t o  c a r r y  ou t  an a c t i v e  program o f  t rea tment .  

According t o  the supe r i n t enden t ,  the Ar i zona  S t a t e  H o s p i t a l  i s  e l i g i b l e  

t o  rece ive  medicare reimbursement f o r  approx imate ly  200 o f  i t s  p a t i e n t s .  

These reimbursements a r e  no t  p a r t  o f  the h o s p i t a l ' s  budget ,  bu t  a r e  

depos i ted i n t o  t he  S t a t e ' s  genera l  fund. I n  the  p a s t ,  Medicare 

reimbursements have t o t a l e d  approx imate ly  $1.8 m i  l l i o n  annual l y .  

ASH was d e c e r t i f i e d  by HCFA i n  e a r l y  1988 - As a  r e s u l t  o f  a  survey 

conducted i n  October 1987 and a  f o l  low-up survey i n  February 1988, HCFA 

determined t h a t  ASH no longer  met the requi rements  f o r  p a r t i c i p a t i o n  as a  

p rov i de r  o f  se r v i ces  under Med icare .  The r e s u l t s  o f  the  surveys found 

t h a t  the two Spec ia l  Cond i t i ons  o f  P a r t i c i p a t i o n  f o r  P s y c h i a t r i c  

H o s p i t a l s  were not  met.  A l though  ASH submi t ted  a  c o r r e c t i v e  a c t i o n  p l a n  

t o  HCFA t o  address the no ted  d e f i c i e n c i e s  and a  fo l l ow-up  survey was 

conducted, accord ing  t o  a  HCFA o f f i c i a l ,  " t h e  e x i s t i n g  d e f i c i e n c i e s  



con t inue  t o  s e r i o u s l y  l i m i t  t he  h o s p i t a l ' s  capac i t y  t o  f u r n i s h  an 

adequate l e v e l  o r  q u a l i t y  o f  ca re  o r  s e r v i c e s . "  S p e c i f i c a l l y ,  ASH d i d  

no t  meet the f o l l o w i n g  s tandards :  

e P s y c h i a t r i c  E v a l u a t i o n  - Al though p s y c h i a t r i c  e v a l u a t i o n s  f o r  newly 
admi t ted  p a t i e n t s  were u s u a l l y  complete and t i m e l y ,  the annual 
p s y c h i a t r i c  rev iews  s t i l l  showed major  d e f i c i e n c i e s .  These 
d e f i c i e n c i e s  i nc l uded  de lays  i n  c h a r t i n g  e v a l u a t i o n s  (none o f  the 
cha r t s  reviewed con ta i ned  a  medica l  h i s t o r y  d u r i n g  the course o f  
h o s p i t a l i z a t i o n ) ,  inadequate mental  s t a t u s  exams, and the lack o f  
i n v e n t o r i e s  o f  p a t i e n t s '  asse ts  i n  some c h a r t s  reviewed. 

e Treatment P l a n  - I n  the m a j o r i t y  o f  the  43 medica l  records 
reviewed, t he re  was no documented evidence t h a t  p a t i e n t s  were 
invo lved  i n  a c t i v e  t r ea tmen t .  Accord ing t o  the  HCFA su rveyo r ,  the 
r e g i s t e r e d  nurses ,  a c t i v i t y  t h e r a p i s t s ,  and s o c i a l  workers were not  
invo lved  i n  w r i t i n g  t reatment  no tes .  

e Progress Notes - The p rogress  notes by phys i c i ans  were u s u a l l y  done 
i n  a  t i m e l y  manner, bu t  they lacked con ten t .  I n  a d d i t i o n ,  the 
progress notes recorded by nurses and s o c i a l  workers  were not  
documented w i t h  t he  f requency r e q u i r e d .  

e Personnel - The number o f  p s y c h i a t r i s t s  was no t  s u f f i c i e n t  to  
p rov i de  care f o r  the  p a t i e n t s .  I n  a d d i t i o n ,  a l though  the  number o f  
RNs was adequate, t h e r e  was no t  documented evidence t h a t  the p a t i e n t s  
were r e c e i v i n g  n u r s i n g  ca re .  F i n a l l y ,  the  s tandard s p e c i f y i n g  the 
need f o r  a  d i r e c t o r  o f  i n p a t i e n t  p s y c h i a t r i c  se r v i ces  and medica l  
s t a f f  was no t  met .  

ASH made a t tempts  t o  r e g a i n  c e r t i f i c a t i o n  - A f t e r  ASH'S Medicare 

agreement was t e rm ina ted  on February 16,  1988, i t  prepared f o r  an 

a d m i n i s t r a t i v e  appeal i n  an a t tempt  t o  r e g a i n  c e r t i f i c a t i o n .  I n  October 

1988, ASH o f f i c i a l s  a t tended  an a d m i n i s t r a t i v e  appeal a t  the  HCFA 

Regional  O f f i c e  i n  San F ranc i sco .  However, a f t e r  rev iew ing  the  documents 

submi t ted a t  t h a t  t ime ,  HCFA s t a t e d  t h a t  the  evidence p rov i ded  d i d  not  

suppor t  a  change i n  t he  conc lus i on  made a t  the t ime o f  the  fo l low-up  

v i s i t  conducted i n  February  1988. There fo re ,  the t e r m i n a t i o n  o f  Medicare 

c e r t i f i c a t i o n  remained i n  e f f e c t .  

Medicare c e r t i f i c a t i o n  regained - Accord ing t o  the  h o s p i t a l  

super in tenden t ,  ASH made severa l  improvements i n  i t s  con t inued  e f f o r t s  t o  

r ega in  Medicare c e r t i f i c a t i o n .  F i r s t ,  i t  increased b o t h  n u r s i n g  and 

con t rac ted  medical  s t a f f .  I n  a d d i t i o n ,  ASH increased the  frequency o f  

c h a r t  documentation t o  b r i n g  the p a t i e n t s '  medical  records  up t o  HCFA 



standards.  F u r t h e r ,  t he  t reatment  p l a n n i n g  process was amended aga in  t o  

meet HCFA requ i rements .  F i n a l l y ,  ASH has at tempted t o  inc rease  the 

a v a i l a b i l i t y  o f  occupa t i ona l  t h e r a p i s t s  f o r  i t s  p a t i e n t s .  

I n  mid-February 1989, HCFA surveyors  v i s i  ted  ASH aga in .  The purpose o f  

t h i s  v i s i t  was t o  determine i f  ASH was now i n  compl iance w i t h  the two 

Spec ia l  Cond i t i ons  o f  P a r t i c i p a t i o n  f o r  P s y c h i a t r i c  H o s p i t a l s .  Du r i ng  
I) t h e i r  v i s i t ,  the su rveyors  no ted  some areas where ASH was s t i l l  

d e f i c i e n t ,  bu t  they were no t  o f  s u f f i c i e n t  importance t o  a f f e c t  the two 

spec ia l  c o n d i t i o n s .  For example, t reatment  goa l s  and o b j e c t i v e s  were 

f r equen t l y  s t a t e d  i n  genera l  terms,  and t he re  were i n s u f f i c i e n t  numbers 

o f  t he rapeu t i c  s t a f f  ( i  . e .  r e c r e a t i o n a l  and occupa t iona l  t h e r a p i s t s )  and 

a  lack o f  a  c h i e f  medica l  o f f i c e r .  Whi le  t h e r e  were s t i l l  some 

d e f i c i e n c i e s  no ted ,  the  su rveyors  i n d i c a t e d  t h a t  i n  t h e i r  o p i n i o n  ASH was 

i n  compl iance. Th i s  o p i n i o n  was con f i rmed i n  a  June 1 ,  1989, l e t t e r  t o  

the d i r e c t o r  o f  H e a l t h  Serv ices  from the  HCFA reg iona l  o f f i c e .  The 

l e t t e r  s t a t e d  t h a t  ASH was again  c e r t i f i e d  r e t r o a c t i v e  t o  March 26, 1989. 

ASH F a c i l i t i e s  

Background - The A r i zona  S t a t e  H o s p i t a l  encompasses approx imate ly  97 

acres w i t h  approx imate ly  60 s t r u c t u r e s  i n  the complex. Whi le  t he re  a re  

460,953 sq. f t .  o f  usab le  b u i l d i n g  a rea ,  o n l y  241,681 sq. f t .  a re  usable  

f o r  p a t i e n t  t r ea tmen t .  The remain ing footage i s  u t i  l  i zed  f o r  

warehousing, eng inee r i ng ,  o f f i c e  space, food p r e p a r a t i o n ,  and o the r  

support  space f o r  the  h o s p i t a l .  Most o f  the  b u i l d i n g s  used f o r  p a t i e n t  

t reatment were cons t ruc ted  i n  the  1950s. The f o l l o w i n g  t a b l e  i d e n t i f i e s  

the b u i l d i n g s  c u r r e n t l y  be ing  used f o r  p a t i e n t  t rea tment  and the year 

they were cons t ruc ted :  

PATIENT TREATMENT FACILITIES 

Pat ient  Treatment Building Year Constructed 

Chol l a  
Jun i pe r  
Granada 
Kach i na 
Encan t o  



Other b u i l d i n g s  v i t a l  t o  the  o p e r a t i o n  o f  the  h o s p i t a l  a re  a l s o  q u i t e  

o l d .  For example, the  power p l a n t ,  which c o n t a i n s  th ree  b o i l e r s  and 

p rov ides  c e n t r a l  h e a t i n g  and c o o l i n g  f o r  most o f  the h o s p i t a l  complex, 

was cons t ruc ted  i n  1909. L i kew i se ,  the u t i l i t y  tunne l  system loca ted  

under the  f a c i l i t y  was a l s o  cons t ruc ted  i n  1909. Fur thermore,  t he re  a re  

p r e s e n t l y  t h ree  vacant b u i l d i n g s  w i t h i n  the  fenced per imete r  o f  the 

h o s p i t a l  t h a t  were c o n s t r u c t e d  i n  the e a r l y  1900s. Accord ing t o  a  

h o s p i t a l  o f f i c i a l ,  one o f  t he  b u i l d i n g s  has been vacant f o r  more than 15 

years ,  and a  second b u i l d i n g  has been vacant f o r  approx imate ly  10 yea rs .  

Current condition of the physical plant - Based on obse rva t i ons ,  

i n t e r v i e w s ,  and a  number o f  h o s p i t a l  r e p o r t s ,  the  phys i ca l  p l a n t  a t  ASH 

presen ts  some problems f o r  p a t i e n t  s a f e t y  and e f f i c i e n t  t r ea tmen t .  As 

noted i n  the ASH s t r a t e g i c  p l a n ,  f a c i l i t i e s  and equipment a re  ou tda ted ,  

d e t e r i o r a t e d ,  and i n  need o f  r e p a i r .  S i m i l a r  concerns a re  a l s o  c i t e d  i n  

the 1987 ASH Adv iso ry  Board Annual Repor t .  Some o f  the d e f i c i e n c i e s  

which need t o  be addressed i nc l ude :  

a Overcrowded c o n d i t i o n s .  Some u n i t s  have a  census i n  excess o f  
e s t a b l i s h e d  c a p a c i t y .  A d d i t i o n a l l y ,  some u n i t s  have l i m i t e d  dayroom 
area  f o r  p a t i e n t  use.  

a Problems w i t h  broken sewer l i n e s  and seepage i n t o  the tunne l  area 
under the f a c i l i t y .  S ince  the tunnel  a rea  con ta i ns  p i pes  wrapped 
w i t h  asbestos,  the asbestas has t o  be removed p r i o r  to  repai  r i n g  the 
l i n e s .  

a Asbestos i n  h o s p i t a l  s t r u c t u r e s  and i n  the tunne l  system under the 
h o s p i t a l .  Cont inued asbestos containment and minor abatement had 
been planned f o r  FY 1988-89. 

a Three vacant b u i l d i n g s  i n  the h o s p i t a l  complex which pose a  p o t e n t i a l  
hazard t o  p a t i e n t s  who a r e  ab le  t o  secure unau thor i zed  e n t r y .  

a Breaks i n  water l i n e s .  On two occas ions d u r i n g  the a u d i t ,  the 
h o s p i t a l  exper ienced breaks i n  main water l i n e s  which i n t e r r u p t e d  the 
water  supp ly .  B o t t l e d  water  had t o  be made a v a i l a b l e  f o r  p a t i e n t  and 
s t a f f  use. 

ASH seeks a Master Plan - I n  FY 1988-89 the Department o f  Hea l t h  

Serv ices  set  as i de  $90,000 f o r  an a r c h i t e c t u r a l  s tudy o f  ASH. DHS 

s o l i c i t e d  p roposa ls  f rom q u a l i f i e d  a r c h i t e c t u r a l / p l a n n i n g  f i r m s  f o r  



development o f  a  master p l a n  f o r  a  500-bed S t a t e  mental  h o s p i t a l  w i t h  a  

100-bed expansion c a p a b i l i t y .  " '  Add i  t i  onal  l y ,  the requested 

proposals  were t o  i n c l u d e  " a  comprehensive r e p o r t  on e x i s t i n g  f a c i l i t i e s ,  

app rop r i a t e  renova t ions  and/or d e m o l i t i o n  o f  e x i s t i n g  f a c i l i t i e s ,  and 

c o n s t r u c t i o n  o f  new f a c i l i t i e s . "  A c o n t r a c t  was en te red  i n t o  on February 

1 7 ,  1989, w i t h  the  f i r m  o f  Anderson, DeBar to lo ,  and Pan, l n c .  The f i r m  

completed a  p l a n  f o r  the  H o s p i t a l  i n  J u l y  1989. The p l a n  recommends 

c o n s t r u c t i n g  a l l  new p a t i e n t  t rea tment  u n i t s ,  and u t i l i z i n g  e x i s t i n g  

f a c i l i t i e s  f o r  89 percen t  o f  a l l  o t h e r  h o s p i t a l  f u n c t i o n s .  The p l a n  

recommends s i x  major  phases o f  c o n s t r u c t i o n ,  each cen te red  around 

c o n s t r u c t i o n  o f  a  p a t i e n t  t reatment  program. A l though the p l a n  a l l ows  

phased c o n s t r u c t i o n  o f  the h o s p i t a l  dependent on c o n s t r u c t i o n  fund 

a v a i l a b i l i t y ,  the  t o t a l  cos t  o f  implement ing the p l a n  i s  es t imated  a t  

$80,337,400, w i t h  a  comp le t ion  da te  o f  mid 1996. 

( 1 )  The c u r r e n t  h o s p i t a l  c a p a c i t y  as n o t e d  i n  t h e  A r i z o n a  S t a t e  H o s ~ i t a l  S t r a t e a i c .  

P lan .  1988-1997, i s  515 p a t i e n t s .  



AREAS FOR FURTHER AUDIT WORK 

Do ASH'S Laundry F a c i l i t i e s  and Se rv i ces  Meet t he  H o s p i t a l  and P a t i e n t s '  
Needs? 

ASH'S laundry  f a c i l i t y  p rov i des  laundry  se r v i ces  f o r  most o f  the 

h o s p i t a l .  The f a c i l i t y  was cons t ruc ted  i n  1950 and, accord ing  t o  a  

recen t  ASH s tudy ,  c o n t a i n s  obso le te  equipment which f r e q u e n t l y  breaks 

down and i s  worn t o  a  p o i n t  o f  d i s r e p a i r .  ASH developed t h ree  o p t i o n s  

f o r  i t s  laundry o p e r a t i o n s :  1 )  con t inue  c u r r e n t  ope ra t i ons ,  however, 

t he re  may be p o t e n t i a l  f o r  l i a b i l i t y  due t o  the poor c o n d i t i o n  o f  the 

equipment; 2 )  rep lace  the  e x i s t i n g  laundry  equipment and r e f u r b i s h  the 

laundry  b u i  l d i n g  a t  an es t imated  cos t  o f  n e a r l y  $1 .4  mi l l i o n ;  o r  3 )  

con t inue  l i m i t e d  o p e r a t i o n s ,  such as p a t i e n t  c l o t h i n g ,  and c o n t r a c t  f o r  

" f l a t w e a r "  se r v i ces  ( shee t s ,  towe ls ,  p i l l o w c a s e s ,  e t c . ) .  

I n  a d d i t i o n  t o  concerns w i t h  the l a u n d r y ' s  equipment, concerns were 

expressed about t he  laundry  o p e r a t i o n ' s  a c c o u n t a b i l i t y  f o r  p a t i e n t  

c l o t h i n g .  Several  t rea tment  u n i t  personnel  i n d i c a t e d  t h a t  p a t i e n t  

c l o t h i n g  i s  sent t o  t he  laundry ,  bu t  o f t e n  i s  no t  r e tu rned .  One employee 

commented t h a t  her u n i t  does i t s  own laundry  because i f  i t  was sent  t o  

the  c e n t r a l  l aundry ,  " i t  doesn ' t  come back. "  

Fu r t he r  a u d i t  work i s  needed t o  determine t o  what ex ten t  ASH should 

con t inue  i t s  laundry  s e r v i c e s ,  and whether a c c o u n t a b i l i t y  f o r  p a t i e n t  

c l o t h i n g  can be improved. 

Would Increased Automat ion Improve H o s p i t a l  E f f i c i e n c y  and 
E f f ec t i veness?  

C u r r e n t l y ,  ASH does many o f  i t s  ope ra t i ons  w i t hou t  the a i d  o f  computers. 

For example, p a t i e n t  d i e t a r y  i n f o r m a t i o n ,  t reatment  c h a r t i n g ,  and p a t i e n t  

s t a t u s  r e p o r t s  a re  kep t  manua l l y .  I n  some cases, i n f o r m a t i o n  t r a n s m i t t e d  

between u n i t s  i s  done by h o s p i t a l  personnel  v i a  the use o f  a  g o l f  c a r t .  

Fu r t he r  a u d i t  work i s  needed t o  determine i f  increased automat ion cou ld  

improve h o s p i t a l  o p e r a t i o n s .  



Should ASH Cont inue To P rov i de  Food Serv ices  To The Department o f  
Co r rec t i ons?  

ASH en te red  i n t o  a  c o n t r a c t  w i t h  DOC i n  1987 t o  p r o v i d e  meals and o ther  

se r v i ces  f o r  inmates and p r i s o n  employees i n  the Phoenix a rea  p r i s o n s .  

ASH c u r r e n t l y  prepares an es t ima ted  3,600 meals a  day f o r  t he  Department 

o f  Cor rec t  i ons  (DOC), r ep resen t i ng  approx imate ly  66 percent  o f  the  meals 

prepared i n  the  ASH k i t c h e n .  Accord ing t o  ASH'S food s e r v i c e  manager, 

the  meals served t o  the  h o s p i t a l  p a t i e n t s  and the  p r i s o n  inmates a re  

v i r t u a l l y  the  same, except the inmates r ece i ve  l a r g e r  p o r t i o n s .  Menus 

were coo rd i na ted  t o  f a c i l i t a t e  food p r o d u c t i o n .  However, our a n a l y s i s  o f  

the foods be ing  served t o  ASH p a t i e n t s  found t h a t  the  p a t i e n t ' s  

n u t r i t i o n a l  needs were no t  b e i n g  met a p p r o p r i a t e l y .  I n  a d d i t i o n ,  

a l though  DOC p rov i des  inmates t o  a s s i s t  i n  p repa r i ng  meals,  ASH personnel  

commented on the  d i f f i c u l t i e s  o f  u s i n g  inmate labor  - h i g h  t u rnove r ,  need 

f o r  f requen t  t r a i n i n g ,  and d i f f i c u l t y  i n  supe rv i s i ng  the inmates work.  

Fu r t he r  a u d i t  work i s  needed t o  determine whether:  1 )  the h o s p i t a l  has 

the  means t o  p r o v i d e  d i e t a r y  s e r v i c e s  t o  b o t h  the h o s p i t a l  as w e l l  as the 

p r i s o n  (adequate f a c i l i t i e s  and personne l ) ,  2 )  the  h o s p i t a l  should 

con t inue  t o  use inmate l a b o r ,  and 3 )  the c o n t r a c t  w i t h  DOC should  be 

con t i nued . 



ARIZONA DEPARTMENT OF HEALTH SERVICES 

ROSE M O F F O R D ,  G O V E R N O R  
TED WILLIAMS.  D I R E C T O R  

Office of the Director 

October 24, 1989 

Mr. Douglas Norton 
Auditor General 
2700 North Central, Suite 700 
Phoenix, AZ 85004 

Dear Mr. Norton: 

We have reviewed the second draft  of the  performance audit on the  Arizona S ta te  Hospital 
(ASH). This draft ,  dated October 17, 1989, appears t o  be essentially unchanged from tha t  
developed on October 3, 1989. Our previous commentary, provided t o  your staff  on 
October 13, 1989, therefore continues t o  reflect our response t o  this audit. It is unclear t o  
us why our input regarding staff development, supervision, improved food services and 
increased Transitional Living Unit utilization were not incorporated into the  report's text ,  

Two additional issues were noted subsequent t o  the October 13th conference: 

I. Page 5 refers t o  nursing staff commentary that  "current staff levels do not provide 
for  employee safety". This concern has not been recently raised by either the  Joint 
Commission for the  Accreditation of Healthcare Organizations (JCAHO), the  Health 
Care  Finance Administration (HCFA) or Sta te  licensure. ASH management believes 
tha t  while additional staff may be needed for therapeutic reasons, there has not been 
any evidence that  current staffing guidelines a r e  below the  "safe" level for patients 
or staff. 

The reported progress in recent years (page 2) does not reference any of t h e  
advancements made in regards t o  increased medical c a r e  available t o  patients or the  
act ive  Quality Assurance program now in place a t  the  facility, The increased 
number of physicians (including four new Board certified non-psychiatric medical 
providers) now deliver a more advanced level of health ca re  tha t  is consistent with 
community standards. The Hospital-wide Quality Assurance program allows for 
increased accountability and timely corrective action for identified a reas  of 
potentially inadequate care. 

We request tha t  you consider inclusion of the above points, a s  well a s  our previous 
commentary, in your final report. 

Thank you for your willingness t o  review this response. 

Sincerely, 

Ted Williams 
Director 

The Department of Health Services is An Equal Opportunity Affirmative Action Employer. 

State Health Building 1740 West Adams Street Phoenix, Arizona 85W 
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I) ROSE MOFFORD. GOVERNOR 
TED WILLIAMS. DlRECTOR October 1 1, 1989 

Mr. Douglas R. Norton 
Auditor General 
2700 N. Central  Avenue, Suite 700 
Phoenix, AZ 85004 

Dear Mr. Norton: 

The Department of Health Services and the  administration a t  the  Arizona S ta te  Hospital 
have reviewed the  preliminary report draft  from the performance audit completed at the  
Arizona S ta te  Hospital during 1988-89. 

Our responses t o  the  recommendations a r e  attached. They have been reviewed with the  
S ta te  Hospital's Administration, a s  well a s  Boyd Dover, Assistant Director of the  Division 
of Behavioral Health Services. 

Thank you for the  opportunity t o  review the  preliminary draft  and affording us the  
opportunity t o  discuss these issues with you. . 

Sincerely, 

Ted Williams 
Director 

TW:jl 

Attachment 

The Department of  Health Services is An Equal Opportunity Affirmative Action Employer. 

State Health Building 1740 West Adams Street Phoenix, Arizona 85007 



FINDING ONE 

BECAUSE OF EXTREME STAFFING PROBLEMS, ASH HAS DIFFICULTY 
PROVIDING ADEQUATE STAFF OF ITS TREATMENT UMTS 

RECOMMENDATION # I  ASH should centralize the scheduling function within the  
staffing off ice. 

RESPONSE ASH nurse staff scheduling could be centralized and this issue 
is now being considered by Nursing Administration. 

RECOMMENDATION %2 ASH should determine the system needed t o  automate  i ts  
scheduling function and request funds for this purpose. The 
system should take into account the  acuity on the  units, the  
units' census and activities scheduled on the  units in order t o  
ensure adequate staff on all shifts. 

RESPONSE ASH scheduling should be automated. While the  current 
manual scheduling method takes census, acuity and staff 
availability into consideration, a computerized approach 
would be preferable. ASH will complete a cost  analysis and 
implementation schedule. This will be submitted t o  t h e  DHS 
Director by April I ,  1990 t o  seek additional funding. 

RECOMMENDATION #3 ASH should expand the  use of flexible scheduling t o  provide 
staff for problem shifts and heavy workload periods. 

RESPONSE The ASH Nursing Department initiated a "task force" t o  
address the  "floating issuen. The recommendations of this 
process (see Attachment 1) include limiting floating t o  within 
each program, increasing orientation t o  each unit and 
encouraging units to  provide for their own coverage (rather 
than t o  depend on registry or floating). Psychiatric Nurse 
Managers must also share schedules before implementation. 

RECOMMENDATION #4 ASH should ensure tha t  all nurses in supervisory position 
a t tend the  courses available t o  improve supervisory/employee 
relations. 

RESPONSE ASH is finalizing a Hospital specific supervisory training 
program. This program will be a prerequisite t o  enrollment in 
the  Certified Public Manager (CPM) program. This program 
will orient training t o  the  level of each supervisor's 
responsibility and is being developed with input f rom each 
discipline, 



RECOMMENDATION #5 ASH should consider expanding promotional opportunities for 
i t s  nursing staff by: 

RESPONSE 

Allowing flexibility in t h e  number of levels of s ta f f ,  
thereby eliminating a c a p  on t h e  number of psychiatric 
technician I1 positions available. 

Providing additional psychiatric technician 111 positions t o  
allow t h e  staff  t o  promote on units outside t h e  Behavior 
Management program, and 

Requesting additional funding from t h e  Legislature for 
this purpose. 

ASH does not  determine individual employee salaries. Effor t s  
t o  obtain upgrades or  reclassifications have been hampered by 
projected budgetary deficits. Any reorganization in the  
Psychiatric Technician classification must  be done only a f t e r  
a comprehensive evaluation of t he  Hospital's s taff ing needs. 
Further, t h e  creat ion of more Psychiatr ic  Technician I1 
positions o r  even I11 positions is only a temporary solution for  
t h e  promotional issue. The S t a t e  and Hospital need t o  provide 
cross training into other  special t ies  (i.e., Nursing) o r  fields 
(i.e., Fiscal Services), thus allowing employees g rea t e r  job 
sat isfact ion and opportunity. 

RECOMMENDATION /I6 ASH should conduct a comprehensive study t o  de termine  i ts  
s taff ing needs. This study should consider such f ac to r s  as: 

RESPONSE 

The goals of the  Hospital 
* Expected outcomes of i t s  t r ea tmen t  programs 

Pat ien t  demographics 
Pa t ien t  needs assessment 

* A role and task analysis 

If ASH lacks sufficient resources t o  perform a comprehensive 
staff ing analysis, i t  should seek additional funds t o  fulfill  t h e  
need for a comprehensive study. 

The Arizona S t a t e  Hospital (ASH) has cont rac ted  with 
HamiltonIKSA, a nationally recognized heal th c a r e  planning 
firm, t o  comple te  a n  analysis of t h e  Hospital's cur rent  
s taff ing needs, The analysis, due  t o  be  completed by t h e  end 
of October 1989, will provide a staff-to-patient r a t io  for  each  
population of pat ients  t r ea t ed  at ASH. Both d i rec t  c a r e  and 
support s taff  needs will be determined. 

The process t o  obtain this  evaluation was initiated in June  
1989. The f a c t  t ha t  Hamilton/KSA had previously been 
involved in t h e  Hospital's Master  Planning process will allow 
for  their use of previously obtained program information. 
This prior knowledge has allowed for  a more cos t  e f f ec t ive  
evaluation process, Existing budgetary limitations c rea t ed  
t h e  impetus t o  provide t h e  most  cos t  e f f ic ien t  mechanism for  
obtaining t h e  information in a timely fashion. 



FINDING TWO 

ASH NEEDS TO CONSIDER RESTRUCTURING ITS TREATMENT PROGRAM AND UNIT 
POSITIONS TO IMPROVE SUPERVISION AND PROGRAM MANAGEMENT 

RECOMMENDATION # I  ASH should evaluate t h e  cur rent  s t ruc ture  of i t s  t r e a t m e n t  
programs and units and consider adding program managers, 
head nurses and lead technicians. 

RESPONSE Any proposals for reorganization must t a k e  into consideration 
the  ent i re  needs of a t r ea tmen t  program, not just nursing 
services. Several organizational s t ruc tures  have  been 
previously considered and, in fac t ,  they have been utilized at 
ASH over t he  past  two decades. The need for  a separat ion 
between administrat ive functions and clinical c a r e  has  meri t ,  
however, t he  cur rent  limitations placed on t h e  Hospital's 
budget prohibit t he  implementation of this  or  any significant 
increases in non-direct c a r e  positions. 

RECOMMENDATION /I2 The Legislature should consider funding t h e  Program Manager 
posit ions. 

RESPONSE I. Program Managers may be  of some help and should b e  
considered only a f t e r  thorough investigation of t h e  
implications of reporting t o  two supervisors. 

2. Psych Nurse Shift Supervisors (PNSS) a r e  assigned 
exclusively to the  PM and Night Shifts. The Psychiatr ic  
Nurse Manager (PNM) currently supervises t h e  en t i r e  
nursing day shif t  s taff  as we11 as t h e  2 PNSS's. 

3. JCAHO Standards (NR4.3) as well as S t a t e  s tandards 
d i c t a t e  t h a t  "a registered nurse plans, supervises, and 
evalua tes  t h e  c a r e  of each  patient". Psych techs  need a 
ca ree r  ladder but they  cannot  be  on a level with t h e  PNSS, 
but  must report  t o  t h e  PNSS. The current  s t ruc tu re  for  
psych techs, which ranges from I through IV, provides a 
ca ree r  ladder, but  will be  evaluated by Nursing 
Administration in t e rms  of definition and provision of t e c h  
leadership on a l l  shifts. 

4. All such evaluations will be  completed by April 1, 1990. 



FINDING THREE 

"ASH NEEDS TO IMPROVE THE FOOD SERVICE FOR ITS PATIENTS" 

RECOMMENDATION /I1 ASH should ensure tha t  t he  menus developed by i t s  cont rac ted  
consultant mee t  the  recommended daily guidelines. 

RESPONSE ASH has made arrangements with a con t r ac t  diet ician t o  
develop master  menus which mee t  t he  recommended daily 
guidelines for  nutrition. The master  menu for  t h e  fall/winter 
cycle was implemented by a cont rac t  Registered Dietician on 
a monthly basis, 

RECOMMENDATION f 2  Once standard recipes a r e  developed by ASH'S cont rac ted  
consultant,  ASH should monitor food preparat ion t o  see tha t  
a l l  cooks follow t h e  recipes. 

RESPONSE Standard recipes have been developed by a con t r ac t  dietician 
for  t h e  falllwinter menu. These recipes have  been 
implemented ef fec t ive  October 1, 1989. The food preparation 
is being monitored by a Chief Cook t o  ensure a l l  cooks follow 
the  standard recipes. 

RECOMMENDATION /I3 ASH should improve its procurement process for  food i t ems  
by basing t h e  food survey es t imates  on t h e  menus and recipes 
developed by the  consultant,  and by tracking t h e  number of 
pat ients  served special d ie ts  t o  be  able  t o  e s t i m a t e  fu ture  
needs, 

RESPONSE The food survey es t imates  for  t h e  menus and recipes 
developed by t h e  con t r ac t  dietician were  used as t h e  basis for  
purchasing food for t h e  new master  menus which took e f f e c t  
October 1, 1989. This process will be  used in t h e  fu ture  for  
a l l  mas ter  menus developed for Die te t ic  Services. 

RECOMMENDATION #4 ASH should improve i t s  service of foods by: 

Adding servers  t o  t he  food service lines t o  assis t  in serving 
pat ient  meals, 
Having a food service worker check food t rays  t o  s e e  tha t  
pa t ien ts  receive only food prescribed on their  d i e t  cards, 
and 
Providing training t o  food service workers in portion 
control  and in reading d ie t  cards. 

RESPONSE A new policy has been implemented which requires a t  least  
two  servers  t o  be available in each  food service line t o  assist 
in serving pa t ien t  meals. In addition, a food service worker is 
now available t o  check food t rays  t o  ensure t h a t  pa t ien ts  a r e  
receiving only foods prescribed on their  d ie t  cards. An 
ongoing training program has been developed for  food service 
workers in t h e  a reas  of portion control,  reading d i e t  cards, 
sanitation, nutrition and o ther  related areas.  See  At tachment  
2. 



FINDING FOUR 

ASH HAS IMPROVED THE USE OF ITS TRANSITIONAL LIVING (TLU) PROGRAM; 
HOWEVER, OTHER UNITS WITHIN THE HOSPITAL 

NEED TO BE MADE MORE AWARE OF THE PROGRAM'S FUNCTION 

RECOMMENDATION Ill ASH needs t o  provide more information t o  t h e  o ther  
t r ea tmen t  program units t o  educa te  t he  employees as t o  
TLU's role at t h e  Hospital. 

RESPONSE Since t h e  TLU reorganization (in November, 1988) the  unit 
psychiatrist is actively involved in t h e  Hospital's Pa t ien t  
Movement Committee.  This forum allows for t h e  review of 
al l  pat ients  t ha t  require t ransfer  between units. The TLU 
census has  consistently been over t h e  e s t ima ted  level of 
twelve pat ients  as a result of this  involvement. 

RECOMMENDATION 112 ASH needs t o  ensure tha t  TLU is eff icient ly utilized by 
maintaining a full census and discharging pa t ien ts  within 
TLU's guideline of 90 days whenever possible. 

RESPONSE The current  TLU census has a n  on-unit average  length of s t a y  
of approximately 77 days. This re f lec ts  t he  continued e f fo r t s  
of t h e  TLU and t h e  Hospital t o  create opportunities, such a s  
t h e  re-entry facilities, for  pa t ien ts  t o  t ransfer  from t h e  
Hospital t o  t h e  community. The cu r ren t  TLU program is 
averaging 4.5 discharges per month which is consistent  with 
t h e  auditors  e s t ima te  of pa t ien t  movement through t h e  
program (see page 39). 



AREAS FOR FURTHER AUDIT WORK: 

ISSUE PI 

RESPONSE 

ISSUE #2 

RESPONSE 

ISSUE #3 

RESPONSE 

Do ASH'S laundry facilities and services m e e t  t h e  Hospital 
and patient's needs? 

The ASH administration submit ted a laundry utilization plan 
t o  t h e  Department  of Health Services Director  in October,  
1988. That  plan cal ls  for t h e  use of a n  outside laundry 
con t r ac t  service t o  handle a l l  of t h e  f l a t  wear for  t h e  
Hospital. Pa t ien t  clothing will still  be  cleaned by t h e  
Hospital's laundry staff .  The current  equipment and s ta f f ing  
pa t t e rn  is sufficient to manage t h a t  workload. The laundry 
began this process by contract ing with a blanket cleaning 
service in August, 1989. Full implementation is expected  by 
January, 1990. 

The laundry is now utilizing a new clothing labeling process t o  
be t t e r  identify pat ient  clothing. This process is intended t o  
decrease  the  number of misplaced items. 

Would increased automation improve Hospital eff iciency and 
effect iveness? 

Yes, increased automation would improve eff iciency and 
effectiveness. The Hospital is involved with t h e  development 
of t he  PACE (Patient  Accounting and Clinical Evaluation) 
System. The progress in implementing this  program, which 
would eventually au toma te  t h e  clinical record, au toma te  t h e  
pharmacy and allow for electronic mail service has been 
hampered by fiscal constraints  and historical recrui t ing 
difficulties associated with a t t r ac t ing  t h e  exper t i se  required 
t o  develop such a system. 

Should ASH continue t o  provide food services t o  t h e  
Department  of Corrections? 

ASH Administration agrees  t h a t  this issue must  be  evaluated 
based on the  results of t h e  cur rent  HamiltonJKSA s taf f ing  
analysis. Fur ther  review of this  i tem is planned. Any 
planning will be in coordination with the  Arizona Depar tment  
of Corrections. 



ATTACHMENT 1 

ARIZONA DEVARMENT OF HEALTH SERVICES 

I nter-Off i c e  Measorandm 

TO: Floyd Crawford, Manager 
DHS Personnel 

DATE : August 2.2, 1989 

THRU : Glenn Lippman, H.D. 
Chief Medical Officer/Superintendent 
Arizona Sta te  i-tospi ta l  

FROM : Jim Mitchell, K . N . ,  
Chairman, Task Force 

RE: Summary, Task Force on Floating 

For some time the issue of s t a f f  floating from one u n i t  to  another has been 
problematic, In order to  address the problem and come u p  with some viable 
solutions,  a task force was formed. The task force consisted of 
representatives from nursing s t a f f  on  a1 1 treatment units.  

The Task Force began i t s  work on March 10, 1989. Because the s ize of the 
group was unwieldy, i t  was decided a t  that  f i r s t  meeting tha t  each uni t  may 
se l ec t  two or more representatives,  b u t  tha t  only one representative from each 
u n i t  should attend the meetings. However, those selected were expected t o  
represent the majority view of t h e i r  units. 

During the course of several meetings, various subjects  were discussed: 
floating w i t h i n  treatment units vs. floating between uni ts  i n  programs, 
incentives for  f loat ing,  the issue of use/abuse o f  sick time, overtime. 

Many opinions were expressed and  several solutions were offered. 

Due t o  t he  great d ivers i ty  of opinions, and the vart  numbers of employees, i t  
was decided tha t  the Task Force would send o u t  a questionnaire seeking input 
on t h e  most c r i t i ca l  issues raised. (Attachment #l)  

Two hundred f i v e  ( 2 0 5 )  questionnaires were returned, a rather good return rate  
for a questionnaire a t  ASH. J.  meeting was held on August 15 to  discuss the 
r2sul t s  o f  the questionnaire a n d  to make final recommendations. {Attachment 
f 2 i s  a sumzary o f  answers a n d  comments.) 

The Task Force would 1 i ke t o  make the following recommendations: 

I. Pay different ial  for  weekends. 

2 .  Pay different ial  f o r  floating. (This would be s imilar  to  doing a time 
adjustment sheet l i k e  t h a t  used when a nap-forensic s t a f f  member works on  
a forensic u n i t . )  



Floyd C r a ~ f o r l  
August 28, 1989 
Page 2 

3. S t a f f  agreed t h a t  days o f f  should not be based on s en io r i t y .  The majority 
of s t a f f  f e l t  the "p r ime"  days o f f  should be shared equally. 

4 .  Cal loffs  should be absorbed by programs ra ther  than individual un i t s .  
This involves PNM's working together t o  come u p  with schedules in which 
s t a f f  are  s h a r e d  within prog. a r.5. 

5.  Change the work week so t h a t  i t  begins on Sunday r a t he r  than thc cu-rent 
system of beginning on Stturday.  This would help considerably ' n  t h a t  
s t a f f  who want a weekend o f f  would not be forced t o  work a Ions s t r e t ch  in 
order to  get a weekend. 

(I 

Items fl, 2 ,  and 5 require ac t ions  and support fror, you. A s  we discussed i n  
our meeting of August 2 1 ,  1 am respec t fu l ly  requesting your ass i s t ance  in 
implementing these  recommendations. Numbers 3 and 4 a r e  in ternal  t o  ASH and  
wil l  be i,nplemented by S t a f f i ng  Office and Management. 

Many thanks t o  the  Task Force members for  a l l  t h e i r  input.  Because there  a re  
a 

still many issues  t o  monitor, we wi l l  continue t o  meet f o r  a while. 

Thank you fo r  your input. 

JM: sd 



ATTACHMENT 2 

CXKXUXX OF EVEKlS lXJRING 'ME PAST YEAR IN 
A!3i DIEEI'IC SERVICES 

The fol lowing chronology summarizes t h e  a c t i o n  taken by ASH 
rega rd ing  the  D i e t e t i c  Se rv i ces  program over  t h e  p a s t  15 months. 

o September Reorganization of Dietetic Services. Established 
training and inspection functions. Weekly in-house 
sanitation inspections ini t iated . Food acceptance 
surveys for patient and staff  also started a t  this 
time. 

o October 6 Staff training in dealing with patients. 
o October 13 Food handlers Training for  Staff and ACW Workers. 
o October 14 Food handlers Training for Staff and ACW Workers. 
o October 27 Food handlers Training for Staff and ACW Workers. 

o November Equipnent maintenance training for staff  using 
newly revised maintenance manual. 

o December F i r s t  draft  of consultant contract to  develop new 
master menu. 

o Feb 28-29 Training of staff  in the reading and use of special 
diet  cards, 

o March 9 New procedures for d ie t  training. 
o March 15 Training "Ganes Irxnates Play" by DOC. 
o March 21-22 Focd for Safety - Staff training conducted by ADHS 

Sanitarian. 
o March 28-30 Food Handlers Training, conducted by Maricopa 

County Health Department. 

o April 18-22-29 Material Safety Data Review and Training for Staff. 
o April 23-28 Accident Prevention/Safety Training. 
o April 27 Contract with Focus on Nutrition t o  develop the 

f all/winter master menu, provide nutritional 
analysis of same, and training for staff  in  portion 
control and food presentation techniques. 

o May 20-23 Material Safety Data Review and Training, 
o May 23 Back Safety/Accident Prevention. 



June 12 
June 15 
June 28-29 

June 28 

July 

August 17 

August 20 

September 7 

Septanber 20 

September 21 
September 26 

October 1 

October 5 

"Food is no Mystery" - s t a f f  t ra ining presentation. 
Team Building - Supervisory S ta f f .  
In-service on portion control  by consultant 
d i e t  i c  ians . 
Fa l l /Sune r  menus canpleted and presented t o  ASH 
administration. 

Contracts subnitted f o r  the services of d ie t ic ians  
t o  develop the spring/smner menu cycle. Contract 
sutmitted f o r  the services of d i e t i c i an  consultant. 

The f i r s t  4 ASH enployees were enrolled i n  the  
Cert i f ied D i e t  Manager (CDM) progran a t  Central 
Arizona College. 

F'urther organizational changes t o  es tab l i sh  a new 
Food Service Manager I1 Position and recruit f o r  an 
inambent who is a Registered Dieti t ian.  m i t i o n  
announced on Aug 7, and Sept 18. Recruitment 
action is i n  process. 

New menus r e v i d  by Chief Cook and used in the 
food procurement surveys t o  allow for 
implementation of new menus e f fec t ive  Oct 1, 1989. 

"Sexual Harassnent in the Work Place" t ra ining 
session. 
Hospital E lec t r i ca l  Safety Class. 

"Sexual Harassnent in the Work Place" training 
session. 
Contract f o r  spring and sumner menus signed and 
f i r s t  meeting w i t h  Dieticians conducted. Work 
currently ongoing - canpletion date is 10/30/89. 
Training in "Working with F m d e  Of fenders" . 
Food handlers t ra in ing  conducted by Maricopa County 
Health Deparbnent f o r  Staff  and ACW workers. 
Consultant contract  signed t o  provide services.  

The new master menu is established and i m p l m t e d  
a t  ASH. 
Consultant d i e t i c i an  met with Non-Psychiatric 
Physicians t o  discuss Nutrient analysis  of new 
master menus, and develop background f o r  spring and 
s m r  menu/project. 



APPEND l X 

ASH EMPLOYEE SURVEY RESULTS 

Methods 

Our survey p o p u l a t i o n  cons i s t ed  o f  a l l  470 ASH n u r s i n g  employees assigned 

t o  p a t i e n t  u n i t s .  The i r  names were compi led from DHS p a y r o l l  records  as 

o f  February 8 ,  1989. Ques t ionna i res  were ma i l ed  t o  home addresses t o  

encourage anonymity and c o n f i d e n t i a l i t y  o f  responses. Two hundred and 

t h i r t y - f i v e  employees re tu rned  the q u e s t i o n n a i r e s ,  f o r  a response r a t e  o f  

50 percen t .  

Scales f o r  ques t i ons  were coded: 

1 = Agree S t r o n g l y  
2 = Agree Somewhat 
3 = Not su re /Un fa rn i l i a r  
4 = Disagree Somewhat 
5 = Disagree S t r o n g l y  

A frequency d i s t r i b u t i o n  run  on t he  responses i n d i c a t e d  i n  percentage 

terms the  amount o f  agreed w i t h  and d isagreed  w i t h  responses. For 

purposes o f  a n a l y s i s ,  the agree s ta tements  i nc l ude  t he  agree s t r o n g l y  and 

the agree somewhat responses, and the  d isagree  responses i nc l ude  the 

d isagree somewhat and d i sagree s t r o n g l y  responses. 

Analysis 

The ques t i onna i r es  were s t u d i e d  from severa l  a n a l y t i c a l  pe r spec t i ves ,  

i n c l u d i n g  frequency d i s t r i b u t i o n ,  c ross  t a b u l a t i o n s ,  and q u a l i t a t i v e  

i nspect i on o f  open-ended quest i  ons . 

The f o l  lowing issues emerged as major  areas o f  concern t o  ASH employees: 

lack o f  s t a f f ,  l ack  o f  con f idence  i n  ASH management, and concerns w i t h  

f l o a t i n g  o f  s t a f f .  I t  should  be no ted  t h a t  a l though  the  s t a f f  were voca l  

i n  the problem a reas ,  81 . 2  percen t  responded t h a t  they en joy  work ing  a t  

ASH, and 67.8 percen t  responded t h a t  they a re  s a t i s f i e d  w i t h  t h e i r  j ob .  

However, 78.5 percen t  b e l i e v e  t h a t  mora le  a t  ASH i s  no t  h i g h .  



Lack of S t a f f  

Respondents f e l t  s t r o n g l y  about the issue o f  s t a f f i n g .  Respondents f ee l  

t h a t  the  s t a f f i n g  a t  ASH i s  unsafe f o r  employees (71.4 % )  and i s  no t  

adequate t o  p rov i de  q u a l i t y  p a t i e n t  ca re  (70 .9%) .  S t a f f i n g  was l i s t e d  as 

the number one problem a t  ASH, and i nc reas ing  s t a f f  was the  most o f t e n  

l i s t e d  sugges t ion  f o r  improvement o f  ASH performance. 

Management 

Another problem area  a t  ASH i s  management. A l though  63.8 percent  o f  the 

respondents a re  s a t i s f i e d  w i t h  t h e i r  s u p e r i o r s '  a b i l i t y ,  and 66.6  percent  

b e l i e v e  t h a t  they can t a l k  t o  t h e i r  s u p e r v i s o r s ,  o n l y  30 .7  percent  

i n d i c a t e  t h a t  management i s  f a i r ,  and o n l y  33 .7  percent  b e l i e v e  t h a t  top 

management l i s t e n s  t o  them. Of the 115 employees who made w r i t t e n  

comments t o  the ques t i onna i r es  express ing  d i s s a t i s f a c t i o n  i n  va r i ous  

areas,  36 f e l t  t h a t  management by PNMs and supe rv i so r s  was poor .  

Twenty-six i n d i c a t e d  t h a t  communication was poor and 21 expressed 

f e e l i n g s  o f  fea r  o r  pa rano ia  i n  the work p l a c e .  A d d i t i o n a l l y ,  19 

complained o f  u n f a i r n e s s  i n  h i r i n g  and e v a l u a t i o n s ,  and 11 complained 

about f a v o r i t i s m  a t  ASH. 

Floating 

F l o a t i n g  was i d e n t i f i e d  by ASH as a  prob lem;  t h e r e f o r e ,  s p e c i f i c  

ques t ions  addressed f l o a t i n g .  I n  the survey ques t i ons ,  79 percent  o f  

s t a f f  s t a t e d  t h a t  they would no t  f l o a t  r e g u l a r l y ,  and 19.7 percent  s t a t e d  

t h a t  they would no t  f l o a t  i n  an emergency. Approx imate ly  92 percen t  f e l t  

f l o a t i n g  n e g a t i v e l y  impacts p a t i e n t  ca re ;  95.9 percent  b e l i e v e  t h a t  

f l o a t i n g  n e g a t i v e l y  impacts mora le ;  and 90.1 percen t  i n d i c a t e d  t h a t  

f l o a t i n g  n e g a t i v e l y  impacts t u rnove r .  



Responses t o  Survey Ques t ions  

SURVEY QUESTIONS 

1  I e n j o y  work ing  a t  
ASH. 

2  1 f e e l  my s a l a r y  i s  
adequate f o r  t h e  j o b  
I h o l d .  

% AGREE -- 

81 .2% 

3  I am s a t i s f i e d  w i t h  my 73.8% 
c u r r e n t  work schedu le .  

4 1 r e c e i v e d  s u f f i c i e n t  58.0% 
t r a i n i n g  p r i o r  t o  b e g i n n i n g  
my c u r r e n t  d u t i e s .  

5 I r e c e i v e  adequate 
i n - s e r v i c e  t r a i n i n g  
f o r  my needs. 

6  1 b e l i e v e  t h e r e  42.7% 
a r e  o p p o r t u n i t i e s  f o r  
advancement a t  ASH. 

7 1 am k e p t  aware o f  38.2% 
career  o p p o r t u n i t i e s  
w i t h i n  the  H o s p i t a l .  

8  1 b e l i e v e  s t a f f i n g  on 25.6% 
my u n i t  i s  adequate t o  
p r o v i d e  s a f e t y  f o r  employees. 

9 1 b e l i e v e  s t a f f i n g  on 24.0% 
my u n i t  i s  adequate t o  
p r o v i d e  q u a l i t y  p t .  c a r e .  

10 1 b e l i e v e  t h a t  ASH 46.2% 
p r o v i d e s  qua1 i t y  c a r e  
t o  i t s  p a t i e n t s .  

11 I am w i l l i n g  t o  f l o a t  
t o  o t h e r  u n i t s  i n  
emergency s i t u a t i o n s .  

% NOT SURE/ 
% DISAGREE UNFAMILIAR 



SURVEY QUESTIONS 
% NOT SURE/ 

% AGREE % DISAGREE UNFAMILIAR 

12 1 am w i  l l i n g  t o  f l o a t  14.6% 79 . O %  6 .4% 
t o  o t h e r  u n i t s  on a 
r egu la r  b a s i s .  

13 I f  I have a comp la in t  t o  66.5% 27.1% 6.4% 
make, I f e e l  f r e e  t o  t a l k  
t o  a  supe rv i so r .  

14  1 b e l i e v e  top  management 33.6% 45.7% 20.7% 
l i s t e n s  t o  recommendations 
o f  q u a l i f i e d  s t a f f .  

15 Management encourages 47.0% 40.1% 12.9% 
our suggest ions & comp la i n t s .  

16 ASH'S g r ievance  procedures 34.3% 36.1% 29.6% 
are  adequate t o  handle my 
my problems o r  comp la i n t s .  

17 1 have conf idence i n  the  30.7% 47.6% 21 .7% 
f a i r n e s s  & honesty o f  mgt .  

18 1 have conf idence i n  my 63.8% 27.6% 8 .6% 
s u p e r i o r ' s  knowledge and 
ab i  l i t y  t o  per fo rm the j ob .  

19 I n  gene ra l ,  I am s a t i s f i e d  67.8% 23.2% 9.0% 
w i t h  the  job  I have a t  ASH. 

20 A d m i n i s t r a t i o n  i s  do ing  i t s  44.2% 38.2% 17.6% 
best  t o  g i v e  us good 
work ing c o n d i t i o n s .  

21 Morale a t  ASH i s  h i g h .  8 .2% 78.5% 13.3% 

DEMOGRAPHICS OF RESPONDENTS 

TYPE : 

Perm FT 
Perm PT 
Temp 
0 the r  

PROFESSION: SHIFT WORKED 

97.8% PNM 5.6% Days 47.1% 
.9% PNSS 7.5% Evenings 27.4% 
.9% RN 18.1% N igh t s  23.3% 
.4% LPN 3.7% 0 the r  2 .2% 

PT 65.1% 



WORK PROGRAM 

GAP 22.9% 
TLU 2.3% 
Psy/Soc Rehab 16.1% 
E x t .  Care 12.1% 
Ge ro-Psych 20.2% 
Behav Mgt 16.6% 
Adolescent  t rea tmen t  6.7% 
C h i l d  t rea tmen t  3 .1% 

LENGTH OF EMPLOYMENT 

Less than 6 months 16.0% 
6 months - 2 y e a r s  25.3% 
2 - 5 years  32.5% 
More than 5 years  24.9% 
No longer  employed 1.3% 


