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Este autor principal in 15 monografii din domeniul neurochirurgical, dintre
care mentionam ,,Patologia neurochirurgicala pediatrica” (1980),
,Craniofaringioamele” (2005) si ,,Actualitati in cavernoameleintracraniene”,
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2006 - Diploma de Excelenta pentru cartea Traumatologie cranio-cere-
brala, (Editura Universitatii ,, Carol Davila’);
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Tn domeniul managementului, Prof. Dr. A.V. Ciurea a urmat intre anii
2004-2005 doua mastere de specialitate si, de asemenea, a publicat o serie de
studii si cercetari. Ca rezultat al experientei sale manageriale, Prof. Dr. A.V.
Ciurea a claborat, In clinica pe care o conduce, un sistem de management
bazat pe: organizarea activitatilor in trei sectoare, supervizare si control repetat,
comunicare in grupuri §i intre grupuri semi-autonome, expunerea repetata a
expectatiilor de calitate. Valorile organizationale promovate in Clinica I
Neurochirurgie sunt: excelenta, spiritul de echipa/colegialitate, satisfactia
profesionala. ,,Pentru a se dezvolta si motiva profesional oamenii trebuie
invatati, educati si controlati mai des, astfel incat sa faca fata unor conditii de
limita bine precizate” - acesta este principiul de baza al managementului
promovat de Prof. Dr. A.V. Ciurea in Clinica I Neurochirurgie, aceasta
variantd-feedback dovedindu-se cea mai eficace pentru profilul de
neurochirurgie pediatrica si neurochirurgie generala al sectiei.
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Managementul si neurochirurgia au citeva caracteristici comune:
Interventiile necesitd cel mai inalt grad de responsabilitate!
Actiunile trebuie sd implice cel mai inalt nivel de pregdtire si precizie!
“Fiecare moment este fundamental!

“Fiecare gest este esential!
Fiecare detaliu conteazd!







PREFACE

Professor Cary L. Cooper, CBE

This book represents an innovative and timely
contribution to the literature of management
development because it highlights the issues of
management in the context of the Romanian health
system. It draws on the international literature in the
field of management and organizational behavior, and
applies it to the health care professionals in
neurosurgical services. The authors have drawn on an
extensive research in the management sciences,
management devel opment, |eadership, team building
and the quality of working life areas, and applied them
to the context of providing the most efficient and
effective neurosurgical services to their patients. By covering all aspects of
management, from organizational structures to finance to human resource
management in the preliminary chapters, they have argued the importance of
understanding these broad constructs for health care providers and
administrators as well. But they have gone even further by exploring the
doctor-client relationship, the importance of leadership in health, the
significancefor patient care of building teams and working together in groups,
and working between groups of providers. They have aso highlighted the
importance of job satisfaction and the quality of working life not only for health
care professional well being but also for patient care as well. The human
resources, people, are certainly the most important aspect of any organization
and in particular ahealth system. Asthe old Chinese proverb goes, ,,if you are
planning for one year, plant rice; if you are planning for ten years, plant trees,
if you are planning for ahundred years, plant people”.

Thisistruly auniqueventureinto creating excellencein health carewhich
goes far beyond just the neurosurgical services or even the Romanian health
system, it has made asignificant international contribution by leading the way
inmarrying management theories, research and practiceto thedelivery of health
care services. The authors have created the necessary link between the
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management of people and organizational structures, and their impact not only
on health care professionals, but also on patient or client satisfaction aswell as
health. For all too long, health systems in Europe and elsewhere have not
realized the significance of the extensive literature in the field of management
and its usefulness in health care delivery, with the exception in some casesin
operational research, but this book hastruly transformed the traditional health
management booksin thefield. Asthe old saying goes, ,,if you awaysdo what
you always did, you'll always get what you always got!”.

This book is different, innovative and will make a difference. | would
like to congratul ate the authors for an outstanding job and hope that this book
not only transform Romanian health care but also European health services as
well.

Cary L. Cooper, CBE, is Professor of Organizational Psychology and
Health at Lancaster University, England; heisalso Pro Vice Chancellor of the
University, President of the British Association of Counselling and
Psychotherapy and former President of the British Academy of Management.
He was awarded the CBE by the Queen in 2001 for his contribution to
organizational and occupational health.



Management Development in Health Organizations
The Excellence in Neurosurgical Services

ABSTRACT

Management development in healthcare services is an actual, global,
far-reaching concern. As P. Drucker asserts, in the next years healthcare
management will not only have to develop, but will offer extremely valuable
contributionsto the devel opment of thisscience. Asaresponseto the permanent
need of development, to the present exigencies, the management of the
Romanian Society of Neurosurgery (RSN) decided to launch a project with
the purpose of achieving organizational-manageria services excellence. The
National Management Development in Neurosurgery Services Program
comprises several steps. documentation, diagnosis of several organizational
life dimensions (activities, finances, technical system, workplace attitude,
organizational culture, etc), intervention design, optimization measures
implementation, result evaluation.

Currently, there are a series of exigencies and arguments that sustain the
necessity of management development in healthcare and implicitly in
neurosurgery services (NS): global, European, national exigencies. The
arguments hint at: involving the healthcare managersin the start-off of several
development projects, organizational risk, the research and management
programs unrolled in other countries healthcare as well as the ones devel oped
in the organi zational-managerial environmentsin our country.

Understanding the extra-organizational environment isan important stage
of the diagnosis, comprising the analysis of the main issues, controversies,
difficult momentsaswell asthe solution propositionsregistered in the healthcare
system, following the manner in which several fields were operated, such as:
the economic system management, the regulations management, the change
strategic management, the organization management, the technical system
management, human resources management, image management, beneficiary
relationship management, scientific development, objective management. In
all these fields several analysis and comments were made, conclusions were
enounced regarding the progress of thereformsunrolled in the healthcare system
up until the present moment.

Animportant chapter of diagnosisis represented by the minute analysis
of the management of the representative organizations abroad: the hospitals.
In order to elaborate devel opment projects, the documenting stage must convey
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aclear image of the problemstaken placein these organizations, of the potential
risks, of the development and efficiency increase of the hospitals.

Our utmost attention was given to the manner in which things should be
dealt with in accordance with the standards of excellence and of total quality
management. Two directions are introduced in the theoretical and practical
approach of excellence: organizational-managerial excellence (organizational
management processes, strategy, politics, and human resources) and services
measurable quality excellence. A short history and a systematization of the
concrete directions in the two fields proved to be of use for each orientation.
To promote excellence, total quality management (TQM) in NSis bound to
focus on the analysis regarding the attitudes, principles, new directions of the
TQM programs, including the possible risks proved absolutely necessary,
relevant in the end being the manner of making the general practicespractically
operational.

The new approach - for excellence — of the relationships with the
neurosurgery services beneficiaries promotes a new view in which: the
healthcare services solicitantisno longer considered the,,invalid” or ,, patient”,
but , client”, , beneficiary”; the relationship with the client is no longer boiled
down to communicating the diagnosis, but to explaining it, is no longer about
outlining the prognostication, but about organizing several supplementary
services for social integration and rediscovering the meaning of life; the
treatment aims at saving lives, but also increasing their quality after the
neurosurgical intervention; the beneficiary is offered ,, al the conditions” and
not ,,as many conditionsas possible”, from the most modern technol ogy to the
accommodation conditions and the well educated conduct of the personnel.
The client is no longer regarded as a passive subject, but as an active person
that holdsresponsibility not only asreferred to hishealth estate and its personal
life quality, but also in what the health status and life quality of the personnel
is concerned.

The development of organizational structures in NS is conceived as a
staged process. diagnosis of the organizational structures’ dimensions
(specialization; standardization; formalization; configuration; traditionalism)
and implementation of several structural measures of actua demands (job
redesign, development/change of standards, control patterns, rules, etc).

Leadership is a dimension that needs to be more and more explored in
the system of organization management abroad. Training the leaders is a
prerequisite of excellence. We opt for transposing the |eadership theoriesinto
anew configuration: presenting a multidimensional profile of the excellence
leader in NS. The most recent breakthroughsin the field are to be assimilated
as organizational conducts patternsin healthcare.
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The training/development of excellence teams in NS is a prioritary
objective of RSN. The determining factors of the team’s efficacy, the
workgroups functioning models, the possible solutionsfor devel oping theteams
are subject to NSresearch, where agreat importanceis held by building team
spirit, elaborating mechanismsto coordinate the members of the neurosurgical,
clinic and emergency teams. The research example and the results of other
studies on medical teams offer modern perspectives on the management of
interaction between the members of a team and the members of a team in
neurosurgical healthcare system.

Theservices excellenceisindirectly dependent on the excellence of work
conditions, and in this context promoting the quality of life at the workplace
becomes afundamental direction inthe management of neurosurgical services.
The emphasisis set on those practices that contribute to the promovation of a
healthy, invigorating work environment, to supporting the importance of
organizational trust, of work satisfaction, of organizational justice, of
self-esteem at the workplace.

In order to establish the trendsin management development in NS, RSN
supported the build-up of aspecialist’steam for organizational counseling that
went through 3 years of training. This team conducted researches at the
Bagdasar-Arseni Emergency Hospital with the purpose of elaborating
excellence promoting projects and programs on the basis of scientific studies
results. We established as general research objectives the following:
1. identifying the main areas that need development programs; 2. measuring a
set of quantity indicators; 3. outlining relevant qualitative data; 4. elaborating
adiagnosisreport. The general intervention objectiveswere: 1. identifying the
development needs; 2. elaborating programs for organizational-managerial
quality/ research-devel opment. Starting with these general objectives, secondary
and operational objectiveswereput forward. Thefirst phase of researchincluded
two neurosurgery clinics and the anesthesia and intensive therapy department
(AITD). Information was extracted by applying the method of observation, of
conversation, the organization’s documents study, questionnaire-based inquiry
(95 items, the answers were given on a Likert scale referring at the frequency
of manifestation of the behaviors presented in the items text: from 5 - almost
alwaysto 1 - ailmost never). The instrument was applied under the same form
in al sections in order to perform the comparative and correlation analysis.
Important datawas obtained on activity indicators, human resources, technical
and financial system. Starting with empirical observation, we have anticipated
that there are significant differences between the different types of departments,
between the professional experience categories, in what the studied variables
are concerned. We have assumed that theindicators are connected, constituting
acomplexity of factors, important in the professional life of the employees.
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The understanding of the relations between the variabl es points out aspects
of thework psychology of the hospital employees. In neurosurgery, the activities
have a high degree of importance and emergency. The content of the work is
complex, stimulating, the relationships with the superiors are highly important
for the motivation of people, for their development. Theworking styleinwhich
priorities shift involves role ambiguities at times, which correlates with the
dimensions of organizational trust. The employees successfully solve these
contradictions each time, but the physical and psychological cost is felt:
over-solicitation and negative emotions appear at the workplace. In
neurosurgery, self-esteem has a special meaning, solving highly complex
problemsto save human lives connects the complex connections of all attitude
variables with the issue of self-esteem at the workplace.

Differential analyses have shown which are the prioritary areas of
intervention in departments and at personnel category level. The results show
that the sample susceptible for establishing management processes is
represented by the nurses in the first place. To them, the processes of
professional and organizational integration must take the shape of intensive
training and organizational socializing. The data put forward by the employees
inthe AITD department may set the groundsfor el aborating management trends.
Their supervising ismultiple, al the doctorsin the hospital may visit patients
in AITD, the department is highly fragmented, and the management style is
exclusively task-oriented. The material endowments, the leadership’s
orientation towards the personnel, the redesign of several optimization
proceduresfor the characteristics of thejob, the support of the group’s cohesion
through team-building practices are the most important trends in hospital
management.

The study of the organizational commitment in hospital revealed the
following predictor categories. the occupation (the superior position) explains
1.9% of organizational attachment; seniority in the department - 4.8%; work
satisfaction - 2.8%; salary satisfaction - 4.4%; self-esteem at the work place
holds amajor role in the commitment degree of the employees, explaining no
less than 12.25%; receptivity -1.6%; interactional justice - 5.7%; peer
relationships - 2.25%; organizational identification - 7.8%. These variables
explain 43,5% of the organizational commitment in hospital. Hence it is
understood which the targets of management arein order to increasethe degree
of commitment of the employees. This phenomenon is fundamental in
healthcare; many aspects of the organizational conduct and many aspects of
the performance in relationship with the clients can not be standardized. One
of the characteristics of working in healthcare is that the quality level of the
work mostly depends on the individual degree of involving, the personal
commitment, which can not be regulated through norms and practical guides.
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Our research has scientifically proved aseriesof aspectsof the professional
life of the personnel in neurosurgery services. Thus, we understand that the
management interventionswill befocused on optimizing organizational circuits,
which proved to be susceptibleto the applying of special management programs.

Other researches will follow, comprising neurosurgery services all over
the country. We do not exclude the fact that following the structuring of the
National Program for Management Development in Neurosurgery Services,
we could propose a Global Project of thelike for all the neurosurgery services
al over the world.

Our paper isunique asfar aswe know, up until the present timetherewas
no other paper written on the neurosurgery services management. Theoretical
and practica knowlege, especialy picturesof the neurosurgery clinicsor during
the neurosurgical interventions combines across the paper, for thefirst timein
management.

Professor A.V. Ciurea, MD, PhD
Vice-President, WFNS , at large”

(World Federation of Neurosurgical Societies),
President of the Romanian Society of Neurosurgery (RSN),
President, Society of Neuro-Oncology from Romania(SNOR),
Chairman, Neurosurgical Clinic 1, ,,Bagdasar-Arseni” Hospital
10, Av. Berceni, Bucharest 4, code 75622 ROMANIA

WWW.I'sn.ro, rsn@bagdasar-arseni.ro,
eav.management@gmail.com
T-F +40-1-3347388; -3347350






CUVANT INTRODUCTIV

Elaborarea unei lucrari cu tematica de management aplicat in sanatate
este, fara indoiald, un demers complicat si curajos. Aceasta, in primul rand
pentru ca managementul este o stiinta complexa, acumularile in acest domeniu
fiind impresionante si, in al doilearand, pentru ca activitatea din serciciile de
sandtate implica nenumdrate mecanisme manageriale (decizionale, de
coordonare, de concentrare maximald pe unitdti de timp limitate, gestiune a
resurselor, mobilizare, etc.), mecanisme care nu pot fi usor de teoretizat. Cu
atat mai mult se releva complexitatea structural-functionala din serviciile de
neurochirurgie. Pentru arezolva prima provocare, autorii au decis sd selecteze
din literatura de specialitate organizational-manageriala acele continuturi
informationale de prima importanta si relevanta pentru activitatea din sanatate
si, in special din neurochirurgie, continuturi care constituie baza de cunostinte
utila pentru dezvoltarea managerilor din aceste servicii. Cu privire la
complexitatea mecanismelor activitatii manageriale din sanatate, am apelat
la cunostintele noastre de management sanitar, §i, mai ales la experienta
noastrd de conducere si activitate pentru ailustra, pe de o parte, maniera in
care modelele stiintei managementului pot fi aplicate in realitatea medicala
si, pe de alta parte, maniera in care anumite realitati ale activitatii din sandatate
pot fi cuprinse in grila de analiza stiintifica a teoriilor si metodologiilor
organizational-manageriale, putand fi urmate de interventiile pentru
dezvoltare.

Am gasit in literatura de specialitate organizational-manageriala o serie
de teorii, cercetari, experimente care au constituit un veritabil izvor de
intelegere a functionalitatii vietii organizationale a spitalului, am descoperit
numeroase studii efectuale in mediile sanitare, designul lor putand a fi reluat
in studii pe esantioane autohtone. De asemenea, am constatat ca in marea lor
majoritate, lucrarile care anunta din titlu tratarea problemelor de management
in sandtate sau management sanitar, se rezumd, insd, la reluarea oarecum
mecanicd a unor teorii sau modele, fara a opera adaptari la realitatea vietii,
activitatii si personalului din organizatiile sanatatii. Cu atat mai mult se resimte
lipsa cercetarii in domeniul managementului din sandtate.

Actual, se vorbeste intens de schimbarea legislatiei din sandtate sau a
legislatiei cu privire la activitatea spitalelor, de posibile solutii economice, de
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reforma manageriala, de integrarea europeand, etc. Realitatea a dovedit ca
aceste reforme au lasat responsabilii din unitdatile medico-sanitare cu aceleasi
probleme. Schimbarea are permanent loc, insa rezultatele nu sunt proiectate
si, implicit nu se pot consemna. Literatura medicala abunda de expuneri cu
privire la inconsistentele sistemului national de sanatate, se emit uneori §i
solutii, am putea spune ca a aparut o noud stiintda, a crizelor din sanatate.

Faraindoiala ca activitatea din toate serviciile medicale este influentata
de factorii de context socio-economici, insa factorii manageriali interni nu
pot fi neglijati. Personalul angajat in sandtate are de-aface deseori cu actiuni
de importanta si urgenta maximad, in conditii de muncd marcate de insuficientele
sistemului de sandatate. Tranzitia sociala §i economicad se pare ca nu se va
sfarsi prea curand, reformele vor continua in acelasi stil, agsa incdt managerilor
din sanatate nu le ramane decdt sa continue sa caute solutii interne §i sa
incerce sd depdseasca prin mecanismeinterne o parte din problemel e existente.
Despre incapacitatea de a se oferi sanatatii resurse pe masura necesitatilor
aprope ca este inutil sa mai amintim, insa cresterea calitatii serviciilor,
imbunatdatirea relatiilor dintre practicieni §i beneficiari, optimizarea
comunicarii, climatului la locul de munca, reducerea stresului ocupational,
cresterea satisfactiei §i securitatii in munca, a calitatii vietii in organizatie
sunt aspecte care pot fi tratate direct de catre decidentii din unitati, rezultatele
finale convergant direct catre ameliorarea conditiilor de lucru si a calitatii
serviciilor. Probleme au toate sistemele de sanatate din lume. Asadar, inca o
data se releva importanta elaborarii unor proiecte §i programe de management
in sistemele si structurile sanatatii. Indiferent daca exista sau nu probleme
preocuparile pentru dezvoltarea organizational-manageriala trebuie sa fie
permanent prezente.

Nici un proiect de schimbare in sanatate nu se poate realiza fara revederea
si analiza piedicilor generale si specifice cu care se confruntd viata medicala
autohtona corelat cu diagnoza organizationala din fiecare unitate medico-
sanitard. Fara un diagnostic complet nu putem proiecta interventii care sa
duca la rezultate reale. Interventia fundamentata pe date de cercetare este
legea care trebuie sa primeze. Pregatirea oamenilor este capitala pentru a
trece peste situatiile dificile din structuri. Nu putem, insd, reduce aceasta
pregatire doar la cunostintele si abilitatile de specialitate, este nevoie de mai
mult, de abilitati care sa permita angajatilor sa isi coordoneze eforturile, sa
comunice maximal eficient, sa faca fata emotional la orice situatie, sa nu fie
luati prin surprindere niciodatd, si fie mobilizati pentru actiune. In ceea ce ne
priveste, noi ne punem intrebarea: Cum putem avea astfel de super-oameni,
care sa munceascd intens §i sd fie si satisfacuti din punct de vedere profesional?
Raspunsul este anuntat chiar din titlul lucrarii: prin dezvoltarea mana-
gementului Tn organizatiile sanatatii, in serviciile de neurochirurgie!



