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Abstract. The concept of strategic management has been substantiated. The key tasks of 

strategic management of the state medical institution have been defined. The urgency of 

implementation of strategic management in public medical institutions has been proved. The 

structure of the strategic management process in the state clinical hospital has been 

substantiated. The main stages of implementing strategic management in a public hospital are 

described: the development of operational plans for the implementation of strategic goals is 

determined. The objectives and practical activities of the strategic committee as a management 

body for the development of medical institutions are substantiated. 
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Аннотация: Обоснована концепция стратегического управления. Определены 

ключевые задачи стратегического управления государственным медицинским 

учреждением. Анализирована актуальность внедрения стратегического управления в 

государственных медицинских учреждениях. Определена структура процесса 

стратегического управления в государственной клинической больнице. Описаны 

основные этапы внедрения стратегического управления в государственной больнице: 

определена разработка оперативных планы реализации стратегических целей. 

Обоснованы задачи и практическая деятельность стратегического комитета как органа 

управления развитием медицинских учреждений. 

Keywords: strategic management, strategic goals, strategic tasks, operational plans, 

medical institutions. 

Access to quality medical services for the population is a pressing problem not only for 

Uzbekistan, but also for other CIS countries, including the EAEU. In Uzbekistan, healthcare is 

currently a developing industry, the dynamism of which is based on the social policy of the 

state, increasing interest of the population in maintaining health, as well as on the active 

development of technologies, including management ones. One of the most popular modern 

concepts for managing both commercial and non-profit organizations in various industries is the 

concept of strategic management [1]. The Presidential Decree “On measures to further improve 
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the activities of the Ministry of Health” defines the goals of expanding the provision of quality 

medical services through the consistent continuation of reforms in the healthcare sector, 

including improving management, identifying further prospects for the development of the 

sector, improving the material and technical base of medical institutions and organizing the 

effective use of facilities state property. [2] 

Briefly, the essence of this concept lies in the answers to the following questions that 

determine the structure of its tasks: 

– what is the mission and main goals of the organization? This is solved by developing 

and approving a mission that takes into account the interests of all parties involved in the 

organization, as well as by determining the main indicators that characterize the essence of the 

institution’s activities and developing their target values for the period of strategic planning; 

– what are the strategic objectives of the organization and how to measure their 

implementation? This is determined by the method of analyzing external opportunities and 

threats to the development of the organization, as well as through assessing the strengths and 

weaknesses of the organization on the way to realizing opportunities and overcoming threats; 

 – how to ensure the implementation of the set strategic objectives? This is achieved 

through the operationalization of strategic objectives in the form of operational plans (road 

maps), as well as through the creation and functioning of a strategic committee that monitors 

the implementation and adjusts the entire system of main goals, strategic objectives and 

operational plans of the organization. 

Strategic management was originally focused purely on market firms, where the owners 

are the dominant stakeholders (parties interested in the organization), and thus all the company's 

activities are aimed at maximizing the profits they receive from the business [3]. In cases of 

managing commercial medical organizations, the essence and principles of strategic 

management correspond to its classical concept. For domestic public medical institutions, where 

the main stakeholder is the population in need of medical care, the structure of strategic 

management tasks is modified, becoming focused on meeting the needs of patients and the 

requirements of the founders in the form of ministries and departments of health care. 

In this case, the key tasks of strategic management of a public medical institution may 

look like this. 

1. What types of services and in what volume need to be developed to meet the growing 

needs of the population. 

2. How to increase the efficiency of diagnosis and medical care. 

3. How to ensure that the budget necessary to solve the first two tasks is received from the 

compulsory health insurance system, from paid services, through the VHI system (voluntary 

health insurance) and other sources. 

4. How to correctly build a comprehensive system of strategic objectives for the entire 

medical institution, aimed at achieving its main goals. 

5. How to systematically organize the practical implementation of the set strategic 

objectives in the process of current activities. 

6. The root reasons for turning to the use of strategic management tools in government 

healthcare organizations are associated with the following factors. 

7. The need to match the effectiveness of institutions to the achievement of key indicators 

for the implementation of state policy in the field of health care. 

8. As a rule, the growth of the institution and the expansion of its activities (both as a result 

of mergers and as a result of an increase in the number of patients). 
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9. Development of new, including paid, types of services and voluntary health insurance 

in order to achieve economic efficiency and ensure the fulfillment of obligations to pay staff. 

10. Increased competition in the markets for compulsory medical insurance and paid 

services from both commercial and public medical institutions. 

11. The objective need to move from annual planning to medium- and long-term planning 

in connection with the anticipation of greater commercialization of the medical industry. 

12. The presence of numerous examples of successful application of the strategic 

management system in the management of medical organizations both abroad and in 

commercial medical companies. Let's consider what a typical project for implementing strategic 

management methodology consists of. The goal of the project is to create a permanent system 

of strategic planning and control over the achievement of medium- and long-term development 

indicators and the implementation of activities within the framework of both the institution as a 

whole and its individual divisions [4]. The tools for achieving the goal are the system of strategic 

goals of the institution, the system of long-term development plans for departments (medical 

departments and departments for provision and support), as well as the activities of the strategic 

committee of the institution. 

The most extensive area of strategic objectives for public medical institutions is the area 

of diagnostic and treatment activities. This strategic area typically consists of the following 

strategic objectives. 

1.Improving the organization of medical activities. Responsible – Deputy Chief Physician 

for Medical Affairs. The indicators for the implementation of this strategic objective include: 

postoperative mortality for the hospital as a whole; resuscitation mortality for the hospital as a 

whole; [6] the number of introduced examination methods in the hospital; number of 

implemented treatment methods in the hospital; the number of doctors’ participation in city and 

international conferences; share of the volume of penalties in the budget of compulsory health 

insurance (hereinafter referred to as compulsory medical insurance); the number of events held 

within the framework of cooperation with departments; the number of justified requests from 

patients regarding the quality of medical care, the number of cases of nosocomial infections in 

the hospital as a whole. 

2.Improving the quality of examinations and medical care. Responsible – Deputy Chief 

Physician for Clinical Expert Work. The indicators for the implementation of this strategic 

objective include: the level of satisfaction of the population according to an independent 

assessment of the quality of services provided to patients treated in hospitals and clinics; the 

number of justified requests from the population regarding the quality of medical care; the 

number of analyzes carried out on the results of quality control cards for the work of departments 

and doctors with provision to the commission for the distribution of incentive payments; the 

number of analyzes carried out on inspection activities of insurance companies; number of 

occupational infections during professional activities. 

3.Development of each specific department. The person in charge is the head of the 

department. It is necessary to formulate such a number of such tasks that it corresponds to the 

number of departments in the hospital. 

The next area of strategic objectives is the area of “economics and finance”. The following 

strategic objectives may fall within this strategic area. 

1.Creation of a system of end-to-end planning and control. Responsible – Deputy Chief 

Physician for Economics. Indicators of the implementation of this strategic task include 
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deviations from the plan of financial and economic activities in terms of income and expenses 

at the end of the quarter [7]. 

2.Creation of financial responsibility centers in branches. Responsible – Deputy Chief 

Physician for Economics. Indicators of the implementation of this strategic task include the 

presence of a plan for the receipt and expenditure of funds for each division and a monthly report 

by the head of the department on the financial results of the department’s activities. 

Optimization of costs for the purchase of resources for core activities. Responsible – 

Deputy Chief.  

3.Physician for Economics. Indicators of the implementation of this strategic objective 

include the number of participants [8] in each competitive procurement procedure, a decrease 

in the number of concluded contracts compared to the previous year and a decrease in the 

procurement budget compared to the previous year. 

4.Increasing the efficiency of using resources in core activities. Responsible – Deputy 

Chief Physician for Economics. The indicator for the implementation of this strategic objective 

was defined as a reduction in costs for inventories by a certain percentage compared to the 

previous year with a similar number of patients treated. 

The strategic objective area called "Paid Services" may include the following strategic 

objectives. 

1.Optimizing service offerings and increasing organizational efficiency. Responsible – 

head of the paid medical services department. The indicators for the implementation of this 

strategic objective are determined to be an increase in turnover for paid services and an 

expansion of the institution’s client base. 

2.Development of the website and creation of a positive image of the institution. 

Responsible [9] – head of the paid medical services department. The indicators for the 

implementation of this strategic objective are an increase in site traffic and an increase in the 

number of requests after visiting the site. 

3.Creation of a CRM system (customer relationship management system). Responsible – 

head of the paid medical services department. The indicators for the implementation of this 

strategic objective are: the number of clients of the paid branch; number of calls to paid branch 

clients; number of shares in the client base of paid services; revenue; received from repeat sales. 

4.Increasing sales efficiency and expanding sales channels. Responsible – head of the paid 

medical services department. The indicators for the implementation of this strategic objective 

are: increasing the number of insurance companies-partners for voluntary medical insurance 

(hereinafter referred to as VMI); increase in the number of patients under VMI; increase in 

monthly income under VMI; increasing the number of commercial partner clinics; increasing 

monthly income from commercial clinics; increase in the number of corporate clients; provision 

of paid services as a provider of medical services for government institutions through the 

government procurement portal. 

The strategic objective area entitled “Enable and Support” may include the following 

strategic objectives. 

1.Creation of a highly competitive team of motivated personnel. The person in charge is 

the head of the HR department. The indicators for the implementation of this strategic objective 

are: the number of effective contracts concluded; staffing levels; number of people [10] trained 

as part of a comprehensive personnel training program; number of comments by the department 

and the chief physician in the framework of personnel records management, military 

registration, and work with the pension fund. 
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2. Creation of an information system to support core business processes. Responsible – 

Head of the Information Technology Department. The indicators for the implementation of this 

strategic objective are: the number of new automated processes; number of completed repair 

requests; connecting and setting up computer equipment; equipment downtime; number of 

comments by the chief physician; deputy chief physicians to work information technology 

(hereinafter referred to as IT) services; deviation from the IT system [11] implementation 

schedule; number of training seminars for employees on working with the information system; 

the number of purchases of computer equipment for the needs of the developing information 

system; the number of workplaces connected to a structured cable network for the needs of the 

information system being implemented. 

3. Providing resources for core activities and development. Responsible – Deputy Chief 

Physician for Economic Activities. The indicators for the implementation of this strategic task 

are defined as: fulfillment of the plan for the purchase of equipment, medicines and consumables 

and the absence of comments from the chief physician. 

After developing indicators and their target values for strategic objectives, operational 

plans (road maps) are developed aimed at the implementation of each strategic objective. 

For treatment and diagnostic units, the following four sections of activities in the 

operational plan are highlighted. 

1. Increasing the efficiency of medical care processes. 

2. Modernization of existing and introduction of new tools and methods of diagnosis and 

treatment 

3. Development of personnel and scientific potential of the department. 

4. Development of material and technical support for the department. For each event, 

according to the widespread methodology of strategic planning, the deadlines for the 

implementation of the event, [12] as well as the planned result, are determined. To effectively 

organize the strategic management process, a strategic committee is created. 

It consists of the institution's chief physician, a number of his deputies and an external 

consultant. All procedures for strategic planning and control are prescribed in the approved 

regulations on the strategic committee. The Strategic Committee becomes a permanent 

management body for the long-term development of the institution. Its meetings are held three 

times a year for each department. At meetings, department heads report on the achievement of 

planned indicators for 4 months, as well as on the degree of implementation of operational plan 

activities. Committee members evaluate the work of department heads, propose and approve 

new initiatives, and adjust department development plans. This ensures continuity and 

controllability of the implementation of strategic plans for the development of branches. 

Thus, the implemented strategic management systems in public medical institutions aim 

the latter at effective development, ensure the achievement of promising performance indicators, 

monitor the implementation of a system of comprehensive development measures, and also form 

effective healthcare managers. 
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