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situational tasks 
TO section 1 "FUNDAMENTALS OF MANAGEMENT IN MEDICINE"
Situational tasks "Management in healthcare"
situational task

"Theory of organizations and management of the healthcare system"

In order to better understand how functioning healthcare organizations, let's look at the allegorical images of healthcare organizations.

According to the classification of G. Morgan, there are eight allegorical images: machine or mechanism, head, tyrant, playground, mental prison, biological mechanism, political system, hologram.

Which view is more appropriate?

Mechanism


Classical bureaucratic theories depict an organization through a mechanism. Indeed, employees can talk about an organization as a "well-oiled mechanism." In this allegory, an organization is depicted as a set of interconnected parts with well-defined functions that are mounted in such a way that they ensure the work of the organization. To perform many tasks in medical care, it is important to be a well-oiled mechanism, performing admission of patients to hospitals, clerical work, work of issuing bills for patient care, conducting laboratory tests, passing the procedure for obtaining permits, etc.

The disadvantage of this allegory is that machines age quickly and cannot be flexible with increasing demands and changing circumstances. An organization based on a mechanism sees order and stability where they are not even close, and therefore quickly becomes organizationally and technically obsolete.


Tyrant


Organizations can also behave like tyrants or act as instruments of domination. In fulfilling their assignment, they may lose sight of basic human values and exploit their employees both unconsciously and intentionally. This may underlie the fear of many doctors that they feel before large and complex healthcare institutions, such as, for example, systems and networks of medical services, the number and size of which are increasing. The imaginary images that arise in the minds of many doctors correspond to the images of tyrant organizations that restrict their freedom and autonomy and make unilateral decisions without asking the opinion of doctors. The allegorical image of a tyrant is the shadow side of the functioning of an organization, and the leaders of organizations should be on guard to prevent their organization from becoming such a tyrant.

Head


The allegorical image of the head emphasizes the importance of learning, intelligence and information processing. It partly corresponds to the cybernetic theory based on four basic principles:

1. Systems have the ability to sense, perceive and track important aspects of their environment.

2. Systems can compare information with the norms governing their behavior.


3. Systems can detect significant deviations from these norms.


4. Having detected a discrepancy, the systems are able to proceed with corrective actions.

When these conditions are met, there is a process of long-term information exchange between the organization and the outside world, which allows the system to function spontaneously, carrying out self-correction. Such work is characterized by training, followed by a revision of the studied experience, which allows you to look at the situation from the outside and question the relevance of the provisions that form the basis of the work.

The allegorical image of the head is especially useful for healthcare institutions in terms of maximizing the ability of individuals and groups to learn from the examples offered by the environment and using information to create innovative programs and services. It is in tune with the school of human relations, noting the personal growth and development of employees.


Playground

 
Organizations can be viewed as playgrounds or stages where people demonstrate their "art". For healthcare institutions, it is often associated with complex work performed by many talented individuals. These are professionals – doctors, nurses, physiotherapists, technologists, scientists, managers and many others. They have a highly developed sense of professionalism and professional pride. When representatives of one culture begin to emphasize the greater importance of their beliefs and values compared to others, they often come into conflict with each other. As a result, an "internecine war" often breaks out, which needs to be extinguished. The problem is to develop a common sense of belonging to the organization for each of its employees, which could absorb the individual culture of different medical professionals. When this is done and the goals proclaimed by the school of human relations are achieved, people are able to work effectively on the implementation of interrelated tasks. 
Mental prison

Organizations can also be viewed as places where people fall into the trap of their own perception of the world, their ideas and beliefs, consciously or unconsciously. This often manifests itself in a tendency to avoid conflicts, avoid situations involving hassle, or because of an attempt to maintain a sense of self-respect and high self-esteem. Such issues can be especially important for healthcare institutions, because, as noted above, individuals are very often identified with their responsibilities. This is the negative side of the school of human relations emphasizing the importance of personal professional growth and development.
Biological organism
Recently, it has become popular to think of organizations as biological organisms, that is, as different species forced to adapt to the environment during birth, development, aging and subsequent death. This concerns the question of how organizations adapt to the environment. The organization, as it is considered in the theory of situational conditioning, the concept of strategic management, the theory of population ecology and institutional theory, can largely be figuratively compared with a biological organism. The theory of situational conditionality emphasizes, first of all, the importance of the internal structure and its correspondence to the purpose, and the theory of strategic management emphasizes the correspondence of the internal strategy to the environment of the organization. The approach from the standpoint of population ecology emphasizes the importance of the influence of external forces, which inevitably select the most adapted to survival from various types of organizations. The institutional theory suggests that the only way in which organizations can succeed in order to maintain the necessary legitimacy of their actions and trust from the authorities and the environment is imitation or "fitting" to the values and norms that guide this environment. The allegorical image of an organization as a biological organism highlights the interconnectedness of the organization and the environment, which over time can become very useful for managers of healthcare institutions in their work. Organizations that vary in size and are at different stages of their own existence require different resources and different strategies to achieve success.

          Political system


            In addition, organizations can be viewed as political systems in which different groups compete with each other for the right to control important resources. The organization is run by the one who controls these resources and decides how to use them to meet the interests of different groups. Considering that many different professionals work in healthcare institutions or cooperate with these institutions, the allegorical image of the organization as a political system is especially expressive. Doctors, managers, nurses, scientists and other groups of workers often struggle for control over important resources in order to push their point of view on what is good for the organization. This allegorical image is very closely correlated with the allegory of the playground, when the organization is a playground or a battlefield for control over resources. When the situation gets out of control, healthcare institutions can turn into mental prisons or tyrants. The theory of resource dependence is consonant with the allegory of the political system, since it focuses on the ways in which an organization acquires and controls resources.
          Hologram
            A hologram is an object, even a small element of which contains all the information about the object or image depicted on this hologram. A hologram is an object, even a small element of which contains all the information about the object or image depicted on this hologram. Although the allegory is often used in combination with the allegory of the head, it is believed that by considering it separately, one can better consider its specifics. The idea is embedded in the allegorical image of the holographic structure: to embed the whole into the parts and create the whole in such a way that the entire set of functions can be performed faster, and not just one specialized type of them. The creation of healthcare institutions based on the hologram principle emphasizes the need for flexibility, creativity and innovation. The culture of the organization, its structure and information processing improves the properties of the hologram. This allegory is consonant with the concept of strategic management in the sense that it considers the organization as a whole when placing individual elements in such a way that they can interact with the outside world, recognizing the relationship between the forces of the external environment and the internal components of the system. The idea is to see the strategy of the organization expressed through the tasks and functions of individual employees, as well as in the accumulation of employees' activities when performing a multidimensional task, that is, through the relationship of "part to whole". Viewing healthcare institutions as holograms can provide a deep understanding that will contribute to the need to combine the many components of healthcare institutions into a more coherent whole. 
             An example at the micro level can be the training of workers in related professions so that one person can perform more functions and cope with more tasks.

             At the macro level, an example may be the development by some healthcare institutions of a vertically integrated regional healthcare system to provide more coordinated care in a wide range of patient needs.
          As stated in the above allegories, the essence of management is to encourage individuals and groups to perform technical tasks in order to achieve the goals of the organization and at the same time to update the organization for long-term survival and development as it makes its way into the future.
          The purpose of allegories is to encourage the reader to think about the problems of healthcare organizations. Although they are presented in sequential order and by category, it is important to note that they constitute a continuum of concepts that can overlap each other.
      

          After reading about them, come back again to the question: Which view is more appropriate? Have your views on these issues changed?

Situational tasks "Fundamentals of remuneration in medicine"
SITUATIONAL TASK No. 1

"Multifactorial system of remuneration of medical workers – a system of analytical evaluation of work"

Calculation of remuneration of medical workers in the system of analytical evaluation of works 
Let's group the main factors (indexes) that are used to calculate the remuneration of medical workers when applying the system of analytical evaluation of work in Table 1.
Table 1
Calculation of remuneration of medical workers in the system of analytical evaluation of works

	Factors
	Sub-factors
	Notes
	Points


	1. Professional training
	а) education
	a) secondary

b) specialized secondary

c) higher

d) PhD

e) MD

f) graduated Faculty of Advanced Medical Training
	1

2

3

4

5

+ 1 for each time of training

	
	b) qualification category
	a) higher

education b) first

c) second

d) specialist doctor 
	5

4

3

2

	
	с) work experience
	for 1 year
	1

	2. Mental requirements
	а) test 
	а) 10 questions 
	10

	
	b) non-standard situation
	а)  solved 

b) did not solve
	10

0

	3. Physical requirements
	а) age groups
	а) 18 – 30 years 

б) 31 – 45 years 

в) 46 – 55 years 

г) 56 years and older
	4

3

2

1

	
	b) health factor
	a) healthy

b) not healthy 
	2

1

	
	c) output per unit of time 
	a) fulfills the norm

b) does not fulfill the norm

c) exceeds the norm 
	10

0

+ 1 for each unit over exceeded

	4. Degree of responsibility 
	a) for the equipment

b) for materials

c) in compliance with the technology (method of treatment)

d) for the staff
	for each subordinate
	1

1

1

0,2

	5. Working conditions
	a) normal production conditions

b) complicated production conditions

c) degree of risk
	a) special cases

b) familiar
	1

2

5

1

	Merit assessments (personal assessments)

1. Quality of work

2. Rational use of materials

3. Careful attitude to the equipment

4. Maximum use of working time

5. Reliability, cooperation

6. General behavior

7. The possibility of extension
	1

1

1

1

1

1

1

	Total quantity of points

	…


Such an assessment is carried out by the head (for example, the chief doctor) or the certification commission annually, and they may decide to revise the remuneration of a medical worker. During the analytical evaluation of the work, the net income of the medical institution received as a result of work on paid terms is distributed in proportion to the number of points scored by each medical worker.
Let's assume conditionally that the staff of a medical institution providing paid medical services is a chief doctor, a doctor, a nurse. We will add points to each medical worker so that: the chief doctor scored – 47 points, the doctor - 30 points, the nurse – 22 points.
Let's assume that the wage fund formed through paid medical services amounted to UAH 9900.
Task:

Calculate the cost of one point.

Calculate the amount of surcharges that will be accrued in this case to the nurse, doctor and chief doctor of the medical institution.
The above mentioned analytical assessment of the work is basic and may vary depending on the specifics of the medical institution (dentistry, psychiatry, surgery).
We use the configuration of the basic model of a multifactorial system for evaluating the work of medical workers in connection with the specifics of the medical institution – the evaluation of the work of medical workers in the department of a psychiatric hospital, broken down into middle, junior and medical staff of the department (Table. 2 and 3).
Table 2

Multifactorial system for evaluating the work of secondary and junior medical personnel in the department of a mental hospital
	№
	Factors
	Sub-Factors
	Points (+/-)



	1
	1. Professional training
	1. Education
                Unfinished 
                Middle

                Secondary special

2. Qualification category
                 High
                 I
                 II
                 without category
3. Completion of advanced training courses with a duration of:
                 1,5 - 2 months
                 to 1 month
4. Participation in advanced training in patient care
5. Mastering new techniques and methods of diagnosis and treatment
	0

1

2

5

4

3

1

1 (for each)

0,5 (for each)

3 (for each performance)

2

	2
	Degree of responsibility 
	1. For the staff
2. For medical equipment and household inventory 
3. For materials, medicines
4. While preserving material values (sister – hostess) 
	0,2 (for each subordinate)

1

1

4

	3
	Working conditions
	Attack personnel by sick patient 

- without disability

- with disability 
	0 - 1

1 - 3

	4
	Labor intensity
	1. Combining rates:
                0.25 rate

                0.5 rate
2.  Performing the duties of an employee who is absent from work
              1 week

              2 weeks
              3 weeks
              4 weeks
3. Assistance to other employees of the department
4. Development or implementation of new techniques and methods of patient care
5. Performing individual professional tasks 
6. Approximate state of the workplace, working object 

7. Active participation in the public life of the department 
	1

3

1

	
	
	
	2

3

4

2

5

1

1

1


	5
	Gratitude
	Gratitude from patients, relatives, employees (including the administration) of the hospital or other persons associated with the work of the department 
· orally

· in writing
	2

3

	6
	Violations
	1. Violation of labor discipline:
· for appearing at work in a drunken state
· absence from work without a valid reason
· прогул
· violation of medical ethics and deontology (including rudeness to patients or staff) 
2. Violation of the sanitary and epidemic regime
3. Violation of safety rules
	Loses the bonus
- 5

- 5

- 5

- 3 - 5

- 5

	7
	Refusals
	1. Refusal to fulfill the instructions of the management

2, Refusal to help other employees of the department

3, Refusal to use new methods of work, professional development
	- 3

- 2

- 5

	8
	Complaint
	Complaint from patients, relatives, employees (including the administration) of the hospital or other persons related to the work of the department
· orally

· in writing
	- 2

- 3

	9
	Others
	…
	…

	Total points
	…


Table 3
Multifactorial system for evaluating the work of medical personnel in the department of a psychiatric hospital
	№
	Factors
	Sub-Factors
	Points (+/-)



	1
	Professional training
	1. Education:
                      Higher

                      Candidate of Medical Sciences

                      Doctor of Medical Sciences
Faculty of Advanced Medical Training, courses of duration:

                at least 1.5 months.

                up to 1 month
2. Qualification category

                 High

                 I

                 II

                 specialist doctor
3. Participation in advanced training in patient care

5. Mastering new techniques and methods of diagnosis and treatment
	3
4
5
1 (for each)

0,5 (for each)
5
4
3

2
3 (for each performance)
2

	2
	Degree of responsibility 
	For the staff
 
	0,2 (for each subordinate)

	3
	Working conditions
	Attack personnel by sick patient 

- without disability

- with disability 
	0 - 1

1 - 3

	4
	Labor intensity
	1. Combining rates:

                0.25 rate

                0.5 rate

2. Assistance to other employees of the department
3. Development or implementation of new techniques and methods of patient care that are important for the unit
4. Performing individual professional tasks 
5. Approximate state of the workplace, working object 

6. Active participation in the public life of the department 
	1

3

2
5

1

1

1


	5
	Gratitude
	Gratitude from patients, relatives, employees (including the administration) of the hospital or other persons associated with the work of the department 

· orally

· in writing
	2

3

	6
	Violations
	1. Violation of labor discipline:

· for appearing at work in a drunken state

· absence from work without a valid reason

· truancy

· violation of medical ethics and deontology (including rudeness to patients or staff) 

2. Violation of the sanitary and epidemic regime

3. Violation of safety rules
	Loses the bonus

- 5

- 5

- 3 - 5

- 5

- 5

	7
	Refusals
	1. Refusal to fulfill the instructions of the management

2, Refusal to help other employees of the department

3, Refusal to use new methods of work, professional development
	- 3

- 2

- 5

	8
	Complaint
	Complaint from patients, relatives, employees (including the administration) of the hospital or other persons related to the work of the department

· orally

· in writing
	- 2

- 3

	9
	The amount of work performed
	Number of patients treated by a doctor
                  1 – 10
                 11 – 20
                 21 and more
	1

3

5

	10
	Others
	…
	…

	Total points
	…





This system of evaluation of the work of medical personnel can be used to distribute the fund of surcharges and bonuses formed due to the savings of the wage fund in the hospital as a whole as a result of an increase in the intensity of employees' work.

In the psychiatric department, the number of points for each medical worker is calculated, then, the total number of points for all employees of each category is calculated. Since the economic service of the hospital according to the standard scheme has already determined the amount of additional payments (bonuses) in general for secondary and junior medical personnel, the monetary expression of 1 point is calculated in the department for each category of employees. Then the bonuses for each medical employee of the department are calculated.

Let's assume conditionally that the staff of doctors of the psychiatric department: the head of the department and the doctor. We will add points to each person so that: the head of the department scored – 47 points, the doctor – 30 points.

Let's assume that the bonus fund for one month for the employees of the department amounted to UAH 11,927.

Task: Calculate the cost of one point. Calculate the amounts of monthly bonuses (surcharges) that will be accrued in this case to the head of the department and the doctor.
SITUATIONAL TASK No. 2

"Multifactorial system of remuneration of medical workers – a system of using incentive coefficients"

For a city clinical hospital, the following formula is used to calculate the actual salary (AS) of family doctors:

AS = BS + SPS
where: 
      AS    – actual salary of the doctor

      BS    – basic salary

      SPS  – stimulating part of the salary

Salary calculations are based on the labor standards of family doctors.



The basic salary (BS) is calculated according to the formula:

BS = (T x SV x N): 12

where: 
T   – the tariff rate per one visit

      
SV – the standard of visits per inhabitant per year

      
N   – the number of the attached population for each doctor’s site
The tariff rate per one visit (T) is determined between the family doctor and the hospital administration. The annual salary fund for each doctor individually is established by the agreement. Its value depends on the financial reserves of the medical institution, the qualification category of the doctor, and his attitude to work. The annual salary fund (determined by agreement) of the doctor is divided into the planned number of visits per year (the function of the medical position).
The standard of visits per inhabitant per year (SV) to a family doctor is calculated for each medical institution, taking into account the indicator for previous years, the sex and age composition of the population, the level of morbidity.
The number of the attached population for each doctor’s site (N) is determined by the census of the population at each site.
For example, calculate the basic salary as follows: (4 UAH x 1.8 visits x 1,700 people): 12 months = 1,020 UAH.
This technique makes it possible to differentiate wages depending on the number of the attached population, and not on the actual number of visits to the doctor. With a population of 2,000 people on the site, the monthly basic salary of a doctor without a category will be 1,200 UAH.
The stimulating part of the salary (SPS) is calculated according to the formula:

SPS = BS x SC

where: 

SPS  – stimulating part of the salary

BS    – basic salary

SC    –  the stimulating coefficient
The stimulating coefficient (SC) can be calculated as the sum of the increasing (+C) and decreasing (-C) coefficients: SC = (+C) + (-C).

The criteria for increasing (+C) and decreasing coefficients (-C) for each medical institution or for each doctor individually are established taking into account the specific tasks facing the healthcare institution and set before the doctor.
For example, you can give the following list of criteria and a ranking option for calculating coefficients:
The increasing coefficient (+C):

1) completeness and timeliness of dispensary observation – +0.2

2) vaccination, immunization of the population – +0.3
3) completeness of clinical examination in preparation for hospitalization – +0.2

4) knowledge of ECG reading methods – +0.1

5) coverage of the fluorography examination of the relevant population – +0.2

Decreasing coefficients (-C):

1) complaints – 0.2

2) discrepancy of clinical and polyclinic diagnoses – 0.2

3) neglected cases of tuberculosis - 0.2

4) neglected cases of cancer – 0.2

5) deaths of patients who were not observed by a doctor – 0.2

Each criterion is ranked according to its significance. The sum of the rank values should not exceed 1 (or 100%).

Let's assume that at the end of the month, the sum of the increasing and decreasing coefficients was: SC = (+0,9) + (-0,5) = +0,4 (or +40%).

Task:

Calculate the size of the stimulating part of salary at base salary of 1,020 UAH.

Calculate the amount of the actual salary.
Situational tasks "Management of medical financing systems"

 
SITUATIONAL TASK

"Determining the need of a medical institution for financial resources"
The average duration of treatment of one patient is established by an expert commission based on the analysis of primary documents for the period, including nosology. As a rule, the commission includes the chief specialists of the medical institution. Costs are determined taking into account the regulatory profitability, part of the value added and the size of the established tax rate.
Task: 

Having determined the costs of treating one patient in the context of departments, establish the need for financing of the therapeutic and surgical departments of the hospital.
The reference statistics of the task are as follows (Table 4):

The formulas for calculations are as follows:
Nb = Nb х Nd / ADT
ACT = ADT х Cb
PAFR = Npt х ACT
Table 4

Determination of the need of a medical institution for financial resources 
for certain period (one year)
	 Name of department
	Department capacity (average number of beds per year)
	Number of days, bed usage per year
	Average duration of patient's treatment (days)
	Number of people treated per year (persons, plan)
	The cost of 1 bed – day in the department (UAH.)
	The average cost of treatment of one patient per year (UAH)
	Planned amount of financial resources (UAH)

	
	Nb
	Nd
	ADT
	Npt
	Cb
	ACT
	PAFR

	 Therapeutic
	30
	340
	12
	?
	127,7
	?
	?

	 Surgical
	30
	340
	16
	?
	194,2
	?
	?

	 Total by hospital (amount)
	?
	?
	?
	?
	?
	?
	?


Note: total for the hospital – calculated as an arithmetic sum, not counting the formula.

When calculating, remember that the planned number of people (persons) treated per year is determined taking into account the average number of beds, the duration of bed use per year and the average duration of treatment of the patient. The average cost of treatment of one patient per year depends on the average duration of treatment of the patient in days and the cost of 1 bed – day. The planned amount of financial resources is set taking into account the planned number of people treated per year and the average cost of treatment per patient per year.
