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The Role of the Nurse Manager module of the Comprehensive Unit-based Safety Program (or CUSP) Toolkit addresses the role of nursing leaders for your quality improvement initiative. This module explains the responsibilities of the nurse manager, leadership and management roles of the nurse manager, key business and health care quality improvement frameworks, and quality measurement.
	Slide 1
[image: ]

	SAY:
In this module we will:
· Detail the responsibilities of the nurse manager, 
· Explain the leadership and management responsibilities of the nurse manager,
· Describe the key business and health care quality improvement frameworks, and 
· List the quality improvement measures nurse managers use.
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	SAY:
Nurse managers work with their staff to coordinate all aspects of daily patient care on the unit. By ensuring that staff, patients, and patients’ families are communicating, nurse managers help unit staff members deliver the safest possible care. 
Nurse managers: 
· Embody both the nurse and executive roles,
· Typically report to a supervising nursing leader, and
· Are responsible for the function of their unit.  
The CUSP framework is a proven tool that nurse managers can use to improve the safety culture on their unit. Nurse managers are the leader of their unit and can influence the unit’s culture and ability to embrace change. Nurse managers can support their unit’s CUSP activities by integrating CUSP principles and tools into the unit’s workflow. Because nurse managers are in a position to align the unit’s goals and processes with a culture change framework, they play an integral role in the support of a unit’s CUSP work.  
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	SAY:
Nurse managers see the big picture on the unit and work to ensure the unit’s workflows and its activities are aligned with the hospital’s strategic plans.
Serving in this capacity, nurse managers are change agents on their unit. They work with staff to initiate new policies and procedures that help the unit team achieve their quality improvement goals and sustain their CUSP efforts. Nurse managers lead their unit staff in preventing patient harm in their unit, empowering nurses to be the first line of defense against patient harm. 
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	SAY:  
Nurse managers maintain two roles within the unit: They deliver clinical care and serve as administrative leaders on their unit. When nurse managers interact with an administrator, they wear one hat. When nurse managers interact with unit staff, they wear a different hat. These two groups can have different agendas, and the nurse manager has the unique position of understanding both groups. Nurse managers are a conduit for communication and comprehension between the two groups to move the unit toward the hospital’s strategic goal.
Nurse managers can also apply their position to support the unit’s CUSP work by engaging unit staff and hospital leaders. Nurse managers can help the CUSP team implement Just Culture principles on their unit to reinforce peer-to-peer coaching and mentoring. As part of their administrative duties, nurse managers can ensure the unit has the resources it needs to initiate and sustain its CUSP intervention.  
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	DO:
Play the video.
ASK:
How does the nurse manager on your unit maintain unit-based operations? 
Identify areas within your CUSP team’s work where your unit’s nurse manager can assist your team. Try to identify one administrative and one staff-focused area for which your team would like help from unit-level management. 
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	SAY:
Nurse managers lead their unit staff by providing their vision for the unit’s progress toward excellence. Nurse managers are the change agents for the unit and make decisions that guide the unit’s activities. They work closely within their unit to inspire, motivate, and engage administrators, unit staff, and customers. (Customers are discussed later in this module.)  
Nurse managers must manage all unit functions that affect patient care and must embody the skill sets needed to be effective leaders and managers. 
As leaders, nurse managers : 
· Embody the vision, mission, and values of the unit and share these with staff; and
· Motivate staff to strive for professional excellence.
In their leadership role, nurse managers use a socio-adaptive skill set that encourages the use of teaching, coaching, and Just Culture principles to engage unit staff and support unit-based initiatives by ensuring close working relationships among unit team members. 
As managers, nurse managers deal are responsible for:
· Unit operations,
· Finances and budgets for the unit, and
· Strategic goal achievement.
Nurse managers in their management roles use a task-oriented, technical skill set. This skill set enables nurse managers to support the unit’s work through working with the team to ensure the team has the necessary resources and materials needed to initiate and sustain their intervention. 
Embodying these leadership and management skill sets in their daily work helps nurse managers successfully lead and manage the activities that take place on their unit while supporting the quality improvement work of their staff. 
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	DO:
Play the video.
ASK:
Can you identify the traits of a good mentor and coach that were identified in the video? 
Can you identify a nurse manager or nursing leader who you feel would be an excellent coach? 
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	SAY:
Nurse managers are responsible for managing human and financial resources; ensuring patient and staff satisfaction; maintaining a safe environment for staff, patients, and visitors; ensuring standards and quality of care are maintained; and aligning the unit’s goals with the hospital’s strategic goals. 
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	SAY: 
Nurse managers are responsible for hiring, training, and developing employees; thus, nurse managers require strong coaching skills. When working with staff to achieve their human resources goals, nurse managers must obtain staff satisfaction feedback regularly. Once they analyze the feedback, they can develop a plan to start the programs and training staff members suggest. Nurse managers’ work in this area supports the work of the CUSP team by providing a means of spreading training or methodologies using unit-wide curriculum. 
When hiring staff, nurse managers ensure the unit’s staffing needs are met in the most economical way possible so funds that would otherwise be used for recruitment can instead be spent on retaining high-performing staff.  
In addition to hiring and training efforts, nurse managers work closely with staff on professional development. As staff members grow within their roles on the unit, nurse managers mentor staff members. These professional development opportunities allow nurse managers to hire from within when positions become open on the unit. Promoting positions internally and developing staff for these positions helps increase teamwork on the unit.  
Nurse managers work with the staff to improve the systems on the unit by applying good system design. When nurse managers work with staff to develop good systems, they are supporting CUSP quality improvement efforts on their unit. By critically reviewing system-level breakdowns, nurse managers are working closely with unit staff to use the Science of Safety principles of safe design. 
Nurse managers also manage behavior. Managing behavior calls for nurse managers to use empathy, coaching skills, and discipline when working with their staff. The Just Culture framework supports nurse managers’ work because it engages staff and supports teamwork and communication on the unit. Further, it engages staff to collaborate and coach one another to deliver optimal levels of care. 
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	DO:
Play the video.
ASK:
Can you identify professional development opportunities on your unit? How will you work with the nurse manager on your unit to promote these opportunities? 
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	SAY:
Nurse managers ensure the care delivered on their unit is customer focused. The hospital unit has numerous customers, and each has its unique needs and care delivery requirements. Nurse managers are responsible for ensuring the needs of customers are met.  
Patient- and family-centered care
Nurse managers work with patients, families, and unit staff to develop patient- and family-focused care plans. Involving patients and their families in their care ensures the best possible care for the patient and creates a supportive and caring environment in which staff members are able to work closely with patients and their families.  
Regulators
Nurse managers must also adhere to the requirements of regulatory agencies and organizations, such as the Joint Commission and the Centers for Medicare & Medicaid Services. The regulations of these organizations will determine almost all components of care delivery and staffing needs on the unit. 
Local governments
Local governments take an active interest in the quality of care their local hospital delivers to the community. Nurse managers ensure the goals of the local government are embodied on the unit and community members receive the highest quality of care possible.  
By engaging these customers, nurse managers ensure the unit is able to deliver the highest quality of care for their patients while adhering to regulations.
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	SAY:
Nurse managers must understand of the following skills: 
Budgeting
Nurse managers ensure the unit’s expenses fall within its budget. This includes sharing financial expectations with unit staff so staff members are aware of the unit’s financial goals. 
Staffing costs
Nurse managers ensure staffing costs remain within the budgeted amounts. They prepare for fluctuations in staffing needs without accruing staff overtime, and when staffing needs overwhelm unit resources, they are responsible for budgeting for temporary help. Nurse managers also support the efforts of the CUSP team by helping the team develop a way for its work to be completed within available staffing resources. 
Operating costs and physical plant costs
Nurse managers are responsible for the maintenance of operating and physical plant costs for the unit. They are responsible for ensuring these costs are kept at a minimum while making sure the needs of the unit are met. 
Necessary equipment and supplies
The nurse manager makes sure that staff members have access to the equipment and supplies they need to complete their CUSP interventions. While the senior executive member of the CUSP team helps the team secure resources, it is the responsibility of the nurse manager to ensure that the team is able to effectively use those resources. When these items become expensive, the nurse manager needs to create a solution that satisfies the needs of their staff and does not compromised patient care. 
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	SAY:
Nurse managers understand the professional and regulatory guidelines (e.g., Centers for Disease Control and Prevention, Joint Commission, Centers for Medicare & Medicaid Services) that govern patient care. Regulating agencies and insurance companies mandate that hospitals provide evidence-based clinical practices as the standard of care. Nurse managers are responsible for making sure their staff members are educated on standards of care and any changes to those standards so that staff members are able to provide the safest care possible on the unit. 
Nurse managers assess compliance with standards and coach staff members who are not meeting the standards. Nurse managers work with their physician colleagues to determine the most up-to-date standards of care and to plan for them to be provided to their patients.  
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	SAY:
Nurse managers are responsible for aligning the unit’s goals with the hospital’s goals. Nurse managers serve as the decisionmakers who are responsible for the best interests of the unit. They make sure unit staff members are able to clearly see how unit goals align with the hospital’s goals. 
Nurse managers encourage their staff to participate in projects and initiatives. Using the 4E’s, nurse managers engage unit staff to participate in the project, educate them on the importance of their involvement, execute a plan of action with their staff, and evaluate their progress with the intervention being carried out on the unit.  
When working with staff, nurse managers use more than one form of communication to share and receive information. By supporting effective communication on the unit, nurse managers are able to ensure their staff members have the necessary information to complete quality improvement work. 
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	SAY:
Hospitals, as businesses, employ frameworks to increase efficiency and quality of care. Some frameworks commonly seen in or adapted for health care include The Malcolm Baldridge Health Care Criteria for Performance Excellence, Quint Studer’s Five Pillars, Balanced Scorecard, and the American Organization of Nurse Executives Nurse Manager Leadership Partnership Learning Domain Framework. These frameworks are proven in both the nursing and business worlds and deliver a results-driven protocol for nurse managers to follow when putting into effect business and health care quality improvement initiatives on their units. Nurse managers can support their unit’s CUSP work through using other quality improvement frameworks. Using additional frameworks provides nurse managers with an additional reference point to gauge the success of the CUSP intervention and align the unit’s work with it. 
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	SAY:
The Baldridge Health Care Criteria for Performance Excellence address the key areas of running a successful health care organization. These are:
· Leadership;
· Strategic planning;
· Customer focus;
· Measurement, analysis, and knowledge management;
· Workforce focus;
· Oprations focus; and 
· Results.
The framework provides an integrated approach to performance excellence that nurse managers can use on their unit to make sure the unit is functioning at optimum efficiency and is engaging the appropriate stakeholders. 
Nurse managers can use this framework to engage their unit staff with the intervention being implemented on the unit and ensure staff members are aware of the full systematic effects of their quality improvement work. 
	Slide 17
[image: ]


	SAY:
Quint Studer’s Five Pillars provide a foundation for setting organizational goals, a direction for service, and an operational focus for nurse managers. When nurse managers align the strategy of the unit across the five pillars, the pillars provide the consistency and focus needed to sustain efforts over time. 
The five pillars are:
· Service,
· Quality,
· People,
· Finance, and
· Growth.
When nurse managers apply the Five Pillars to their unit’s CUSP work, they are providing unit staff with another means of identifying their work with the unit’s goals. 
The service pillar is related to the quality of service that the unit staff delivers to patients and their families. When projects are aligned with this pillar, staff members are able to see where their work coincides with the service delivered to patients and their families. 
The quality pillar is related to the quality improvement work that the unit staff members participate in as a part of their CUSP work. When unit goals are aligned with this pillar, the unit is able to see where their CUSP quality improvement work aligns with the goals of the unit. 
Aligning goals with the people pillar provides nurse managers with a means of assessing how the CUSP intervention affects staff. 
Aligning unit goals with the finance pillar provides nurse managers with a means of understanding how the CUSP intervention affects finances for the unit. 
When unit staff and nurse managers align their goals with the growth pillar, they are evaluating their goals against measurable growth and development opportunities. 
Evaluation is important for determining whether or not an intervention has been successful. The Five Pillars provide an evaluation process for an organization. When goals are strategically aligned across the five areas, deficiencies in one area are countered by excesses in another. Additionally, aligning goals across the Five Pillars helps keep the organization balanced in its short- and long-term objectives and encourages staff to develop goals that align with the pillars. 
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	SAY:
Balanced Scorecard is a strategic planning and measurement system that aligns business activities with the organization’s vision and strategy, improves internal and external communications, and monitors organization performance against strategic goals. 
The Balanced Scorecard measures:
· Customer results,
· Internal processes,
· Staff and organizational growth,
· Financial results, and
· Vision and strategy.
Nurse managers can use the Balanced Scorecard when they want to measure the unit’s progress. The scorecard is used as a strategic planning and measurement system for assessing all aspects of the unit. Nurse managers can apply this framework on the unit to obtain a greater understanding of the needs of the unit team.  
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	SAY:
The American Organization of Nurse Executives Nurse Manager Leadership Partnership Learning Domain Framework provides a means for aligning organizational goals and measuring progress toward goal achievement. The framework asks nurse managers to assess their business, personal development, and leadership functions on their unit when they develop goals and assess progress on the unit. 
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	SAY:
Customer or patient satisfaction feedback, obtained using surveys, is another key tool that allows nurse managers to gauge the service the unit provides. These data, when analyzed frequently, provide nurse managers feedback that comes directly from patients and their families. This feedback helps nurse managers gauge the unit’s performance and engagement with patients and their families. Once the feedback is reviewed, nurse managers share the information obtained from the surveys with the unit and hospital staff to ensure policies and procedures are aligned with the needs and interests of patients and their families.  
These surveys provide a standardized approach for reviewing patient feedback and permits benchmarking across different departments and units within the hospital. Using these surveys, nurse managers can influence the quality of care that their staff members deliver to patients and their families. 
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	DO:
Play the video.
ASK:
Can you identify ways in which your unit’s work can be aligned with the quality improvement frameworks outlined in this module? 
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	SAY:
Nurse managers should obtain data on quality outcomes and adverse events monthly. Once these data are received, the nurse manager reviews the data to identify trends. 
Nurse managers use quality and safety measurements to assess the care received on their unit. When working on an evidence-based initiative, teams can set improvement goals once they obtain baseline data.  
Nurse managers use CUSP tools such as the Learning From Defects Tool to obtain staff feedback. The quality data from this tool will provide nurse managers with the information they need to work with staff to address the issues the tool raises. When working through the Learning From Defects process with staff, nurse managers involve the staff in the defect analysis process and in developing the action plan to address the issues the tool identified. 
Additional quality and safety measurement tools include unit dashboards, newsletters, and staff meetings. These tools provide nurse managers and staff with opportunities to share ideas, create goals, and discuss progress with meeting or exceeding quality and safety goals. During staff meetings and dashboard discussions, staff members can collaborate to identify and solve barriers that are highlighted on the dashboard. 
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	SAY:
Nurse managers collect financial data to deliver cost-effective care on the unit. Unless nurse managers can express the financial advantages of a change in process, the organization may not approve purchases of more hand hygiene dispensers, bar coding equipment, and other patient safety supplies. Quality and patient safety tasks may require more staff members to collect and analyze data and educate other staff. The professional staffing model uses the professional characteristics of the registered nurse and supports and sets expectations for their involvement in the quality and patient safety work done on their unit by building paid hours for quality improvement work into their schedule. During these hours away from patients, nurses attend quality meetings, complete research projects, and serve on hospital-wide quality and safety committees. This model has financial benefits for the unit because it schedules time for the nurses to work closely on cost-saving, quality improvement projects that will yield better outcomes for the entire unit. 
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	SAY:
In summary, nurse managers support the quality and safety work of the unit by:  
· Having an integral role in unit-based activities at their hospital,
· Serving as leaders and managers to their unit staff,
· Supporting their unit’s CUSP work with other quality improvement frameworks, and
· Measuring the success of their CUSP intervention by using additional quality improvement measures. 
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	SAY:
In addition to the information presented in this module, CUSP tools are available online by visiting the AHRQ Web site: ahrq.gov/cusptoolkit. 
These tools clarify the team members’ roles and responsibilities and help assess unit team culture. They include the:
· Background Quality Improvement Team Information Form,
· Culture Check-up Tool,
· Daily Goals Checklist,
· Learning From Defects Form, and
· Shadowing Another Professional Tool.
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	SAY:
Several TeamSTEPPS® tools also complement the material in this module by helping to improve team communication. The tools are available online at http://www.ahrq.gov/teamsteppstools/.
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— What Is a Nurse Manager?

@© Nurse managers embody nurse and executive roles

@® Typically reportto a superior in nursing: director, chief nursing
officer, or vice president of nursing

@ Responsible for functions of the unit:
- Staffing, employee satisfaction

- Safety and quality
- Customer satisfaction
- Budgeting
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i / Why Are Nurse Managers

So Important?1.234

@© Nurse managers lead the care efforts on their units

@® Nurse managers benefit patient safety and quality through their
leadership

@ Nurse managers support nursing staff in preventing patient harm
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—— The Nurse Manager’s Dual Roles

Nurse managers wear two hats: They deliver clinical care and serve
as administrative leaders.

@ Representand support their nursing staff (staff)
- Mentor and coach nursing staff
- Listen to concerns and provide counsel
- Represent their unit and staff within the hospital

@ Oversee unit-based operations (administration)
- Financial
- Human resources
- Customer-/patient-focused care delivery
- Regulation and unit-based protocol
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i / The Leadership and Management Roles
of the Nurse Manager

@® Leadership:
- Embodies the vision, mission, and values of the unit with staff
- Motivates staff to strive for professional excellence
- Is a socio-adaptive component

® Management:
-Operations
-Finance and budget
- Strategic goals
- Task-oriented, technical components of jobs
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Responsibilities of the Nurse Manager

® Managing human resources

@® Maintaining customer focus

@ Managing finances

@® Ensuring standards of care

@® Aligning unit's interests and resources with organizational goals
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Human Resource Management®

@® Nurse managers lead their employees by:
- Hiring, firing, training, developing, and inspiring

@ Nurse managers are responsible for the actions of their staff and
for each employee’s professional development
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— Customer Focus

@® Nurse managers are responsible for ensuring that care delivered
on the unit is customer focused

® Some customers are:
- Patients and their families
- Regulators
- Local governments
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— Financial Responsibility

@® Nurse managers oversee all fiscal aspects of their unit

@© Nurse managers ensure that expenses stay within the unit's
budget. Expenses may include:

- Staffing costs

- Operating costs

- Physical plant costs
- Equipment

- Supplies
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Standards of Care

@® Nurse managers must know the accurate standards of clinical
competency for the safe care of the unit's patients

@® Nurse managers ensure that care delivery aligns with the highest
quality of care:

- Understand key quality and safety improvement measures
- Lead staff training to ensure the safest care for patients
- Ensure staff access to necessary equipment
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— Alignment With Organizational Goals®

@® Nurse managers ensure that the unit's daily activities are aligned
with organizational goals. They:

- Serve as the decisionmaker who carries out plans
- Inspire staff to participate in projects and initiatives
- Use the 4 E's—engage, educate, execute, and evaluate

@® Effective nurse managers use multiple forms of communication to
obtain and share information
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i / Frameworks That Are Useful for

Nurse Managers

@® Baldridge Health Care Criteria for Performance Excellence
Framework

® Quint Studer’s Five Pillars
@® Balanced Scorecard

@® American Organization of Nurse Executives Nurse Manager
Leadership Partnership Learning Domain Framework
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l" The Baldridge Health Care Criteria for
Performance Excellence Framework?

@® The Framework addresses the key areas of running a successful
health care organization—Ileadership; strategic planning; customer
focus; measurement, analysis, and knowledge management;
workforce focus; operations focus; and results

@ Performance excellence refers to an integrated approach to
organizational performance management that results in:

- Delivery of ever-improving value to customers and
stakeholders; contributing to organizational sustainability

- Improvement of overall organizational effectiveness and
capabilities
- Organizational and personal learning

wwwnist.govibaldridge/publicationsiupload/2011_2012_Health_Care_Criteria.pdf
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Quint Studer’s Five Pillars?

www stu dergrou p.com/dotCMS/KnowledgeAssetDetail ?inode= 109970
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Balanced Scorecard?

® Customerresults

@ Internal processes

@ Staff and organizational growth
® Financial results

® Visionand strategy

www balan cedscorecard org/BSCResources/Aboutth eBalancedScorecarditabid/55/Default aspx
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/ The American Organization of Nurse
Executives Nurse Manager Leadership
Partnership Learning Domain

Framework1?

® Managing the business
@ Creating the leader within yourself
@® Leadingthe people

www.aon e orglresourcesfleadership%20tool siNMLPframework shtm|
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i / Measurement Tactics:
Customer/Patient Focus

Nurse managers:

@ Enable customer-and patient-focused care by engaging patients
and their families

@ Measure patient satisfaction by using customer satisfaction
surveys

® Additional tools include:
- Focus groups
- Interviews with patients and their families
- Social media
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Quality/Safety

®

Transparency—unit data readily available and known by all
Ownership of safety survey scores and action to improve

Staff involvementin analyzing defects and developing plans to
address harm

Typical safety indicators
Tools

® ®

®
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Financial

@® Operations

® Humanresources

® Tools

® Professional staffing model
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Summary

Nurse managers:
@® Havean integral role in unit-based activities at their hospital
@® Serve as leaders and managers for their unit staff

@® Can support their unit's CUSP work with other quality
improvement frameworks

@® Canmeasure the success of their CUSP intervention by using
additional quality improvement measures
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- CUSP Tools

® Background Quality Improvement Team Information Form
® Culture Check-up Tool

@ Daily Goals Checklist

® Learn From Defects Form

® Shadowing Another Professional Tool

wiww.ahrq govicu sptoolkit
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TeamSTEPPS® Tools i! {)

® Collaboration
® CUS

@ DESC Script
® Feedback

_—- As seen in TeamSTEPPS®

www.ahrq goviteamsteppstools
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