
	Hospital Management Strategies: The Challenges of Healthcare Management

	 

	In a context of continuous change and complex challenges, hospital administration is emerging as a dynamic and vital field for the well-being of society. This book offers an in-depth analysis of the transformations shaping hospital administration, highlighting the transition to New Public Management as a crucial point of change.

	Throughout these pages, we delve into the pioneering strategies and innovative practices that drive excellence in healthcare management. From the first enunciations of public management models to practical experiences and adaptations in the face of the 2008 crisis, this book traces a path that reflects the resilience and adaptability of hospital managers.

	Based on practical examples and case studies, readers are taken on a journey that explores the evolution of the public manager's profile, the importance of advanced training in public management and the regulatory framework of New Public Management. In addition, key public management tools are presented, such as organisational climate and culture, competency management, benchmarking and performance evaluation, which are fundamental to success in hospital management.

	As we approach the future of hospitals, the book takes a critical and forward-looking look at the challenges and opportunities. From the governance of Portuguese hospitals to hospital reform strategies and emerging trends, we are led to reflect on the essential role of hospital administration in building resilient, patient-centred healthcare systems.

	This book is a valuable resource for hospital administrators, healthcare professionals, students and all those dedicated to driving excellence in healthcare management. With a holistic and up-to-date approach, it is a source of inspiration and guidance for facing the challenges of the future with confidence and innovation.

	



	


Paula Cristina Marques, a respected voice in the academic and professional world, presents her latest contribution to the field of hospital administration. With a career marked by academic excellence and dedication to research, Paula brings a wealth of knowledge and experience to this book, Hospital Management Strategies: Challenges in Healthcare Administration. In this book, Paula shares not only her in-depth insights into the challenges facing hospital management, but also offers practical and innovative solutions for tackling them. Her commitment to education and her passion for innovation are evident on every page of this book, making it a must-read for professionals and students seeking to understand and tackle the complex challenges in this sector. With an approach centred on the efficiency and quality of healthcare, Hospital Management Strategies promises to be a valuable reference for anyone interested in promoting effective and sustainable hospital management. Don't miss the opportunity to explore Paula Marques' knowledge and experience in this engaging and inspiring book.

	In addition to her experience as a researcher, Paula Marques is a visionary leader, committed to driving the advancement of knowledge and practice in the field of hospital administration. Her passion for innovation and her ability to think beyond conventional boundaries are reflected in each chapter of this book, where she offers insightful visions and practical strategies for tackling the ever-evolving challenges of the healthcare sector.

	Throughout her career, Paula Marques has been an active voice at conferences and academic events, sharing her knowledge and experience with a wide audience. Her dedication to advancing hospital management and her collaborative approach have inspired countless people to seek innovative solutions to the complex challenges faced by healthcare institutions around the world.

	Hospital Management Strategies: Challenges in Healthcare Administration is more than just a book; it is a testament to Paula Marques' commitment to excellence and her belief in the power of education to transform lives and communities. This book promises to empower and inspire all those dedicated to the continuous improvement, quality and efficiency of healthcare services.
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PART ONE: PUBLIC MANAGEMENT

	 

	 

	 

	 

	 

	 

	 

	 

	 

	 

	 

	 

	I. New Public Management: Theoretical Framework and Practical Experiences

	 

	When people talk about modernising or reforming public administration, they contrast managerial administration with bureaucratic or classical administration. Nothing could be further from the truth; not only because public management models cannot be reduced to these two, but also because the new public management does not appear as an alternative to classical management, but as a way of saving professional administration and the associated "Welfare" State.

	Thus, in addition to classical or legal-bureaucratic administration, we can distinguish professional administration and managerial administration, or new public management.

	 

	1 Statement of Public Management Models

	 

	Classical Management

	The modern model of public management dates back to the French Revolution. This established the separation of political powers and between these, as a whole, and the Public Administration. The latter was responsible for enforcing laws and implementing public policies. At the same time, the statute of civil servants was created, which regulated their rights and duties. In some cases it took the form of a unified document, like the civil service code; in others, it was made up of a set of individual laws regulating the activities of administrative agents. In either case, it established the rules for the functioning of the civil service and, in particular, the separation between administration and politics. However, the statute is so important that the classic model is called the statutory model.

	In organisational terms, classical administration developed a pyramidal, hierarchical structure in which employees were housed and which determined the amount they were paid.

	In the United States, the rationalisation of public administration was born out of a reaction to the spoils system and patronage, and the reform was enshrined in the Pendleton Act (1883). This legislative document created the so-called merit system, from which three fundamental principles were derived: competitive exams for entry into public service; job security; and political neutrality on the part of officials.

	In summary, the classic model, also called statutory or scientific, despite the different forms it takes depending on whether its origin is European or American, is characterised, firstly, by assuming the existence of a dichotomy between politics and administration and, as a consequence, the neutrality of the administration in relation to political power. Officials act according to the rules of good management, imposed by laws or regulations, or imposed by the logic of scientific management. On the other hand, merit-based recruitment, the hierarchical structure and the career system were a requirement for safeguarding the neutrality of civil servants.

	De-characterisation of the Classic Model

	The construction of the "welfare" state in the post-war period, thanks to the extension of the state's functions to social areas (health, education, social security and housing), de-characterised the classic model, especially in the way the new civil servants were integrated into the civil service and taken on as civil servants. Firstly, it gave rise to various "administrations" with logics that at least did not coincide with the classical administration. The new civil servants (teachers, doctors, social workers, etc.) do not identify with traditional civil servants. Their modus operandi, values and objectives are not the same. This is why the liberal state was gradually transformed into an administrative state, characterised by the growing power of professional administration over political power.

	Secondly, the expansion of social policies meant that there had to be an increase in the number of civil servants and, therefore, in public spending; so with the economic crisis at the end of the 1970s, the fundamental aim of the public administration reform was to reduce spending and, first and foremost, spending on staff. And since a large percentage of the staff were involved in implementing social policies, it was these that were the main concerns of the reform.

	Thirdly, the classic politics/administration dichotomy proved to be inapplicable in principle, as officials became increasingly involved in defining public policy. And finally, the hierarchical model defined by Weber no longer explains many public organisations (hospitals, universities, schools); in its place, other sources of power and authority have appeared, generally linked to professional orders and associations.    

	 

	 

	 

	 

	Alternatives to the Welfare State

	The economic crisis of the late 1970s made it necessary to change the post-war state model and the way in which the public administration operated, and two reform strategies were adopted.

	The first, influenced by public school theory, is based on the idea of a slimmed-down state, with social policies being left to private initiative. What remains is a public administration similar to that of the liberal state and modelled on the same principles, except for the political/administrative dichotomy. In this respect, this model strives for the politicisation of managerial staff, so that the implementation of policies is not biased by officials with interests that differ from those of the political power. 

	This dimension of political control will influence the entire reform process, even when a managerial conception of the autonomy of public organisations is chosen. The theoretical model is one thing, but its operationalisation is quite another.

	With the privatisation of social policies, it is expected that the number of employees will be drastically reduced.

	Finally, it is assumed that privatisation will make public services cheaper. But this requires perfect competition. However, this is not always the case, with market manipulation and abuse of dominant positions. In this context, there is a need to regulate the markets. In a nutshell, since state intervention has failed, creating dysfunctions and sponsoring competition, it is necessary to prevent it through regulatory bodies.

	There are 17 regulatory bodies in Portugal, ranging from the Bank of Portugal to the Health Regulatory Authority. The latter aims to ensure competition in the sector and the legality and transparency of economic relations between the various operators. At the same time, it assesses the requirements for carrying out the activity. Finally, it has the role of informing users about their rights and access to healthcare. According to its statutes, the ERS regularly publishes a National Health Assessment System (SINAS) which makes it possible to assess the quality of healthcare establishments in Portugal, providing information on healthcare.

	The ERS also publishes the conventions, protocols or agreements and public-private partnerships in the field of health for each ARS.

	The second strategy is based on the idea that everything public is inefficient and therefore business management processes, techniques and models should be introduced into the administration. This is the managerial conception, identified with "new public management", which is characterised by professional management, in the sense of professionalising the management of public organisations; making performance measures explicit; emphasising results; fragmenting large administrative units; competition between agencies; adopting business management styles; and insisting on doing more with less money (C. Hood, 1991).

	The result is a managerial state in which there is a separation between financing and provision (Figure I. 1.).

	 

	 

	 

	 

	 

	Figure I. 1: From the Classical State to the Managerial State 
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	Table I.1 gives a summary of the traditional model and the alternatives in terms of the values pursued, legitimacy, labour relations, control and evaluation processes and associated types of state. Each type of state corresponds to a public management model with which it harmonises, forming a whole, based on the same assumptions and following the same paradigm.

	 

	 

	 

	 

	 

	Table I.1. Public Management Models

	
		

				 

				Statutory model

				Political model

				Management model

		

		
				Values pursued

				Neutrality and legality

				Effectiveness

				Efficiency

		

		
				Legitimacy

				Principle of merit/public competition

				Politics

				Management, based on results

		

		
				Type of relationship and labour

				Public (appointment and filling)

				No labour relationship

				Individual labour contracts, the same or similar to those of companies.

		

		
				Evaluation process

				Formal/compliance with procedure and the law

				Electoral

				Management audit

		

		
				Type of State

				Liberal in the first phase; administrative in the welfare phase

				Neoliberal and regulatory, in the anti-trust sense

				Managerial and contractualist

		

	


	 

	2. Characterisation of the New Public Management

	 

	The new public management is dominated by the managerial school, whose most important and influential representatives were T. Peters and R. Waterman (1982) with Search of Excellence. Without being a scientifically important book, it brings together contributions from all schools of organisational science and management, including the Taylorist model, human relations in the company, the concept of organisational culture and the importance of customers in the management process. It also generalises the new approach to management to all organisations, regardless of whether they are public or private. The traditional management model is thus taken up again as a "generic management approach", criticising bureaucracy as an organisational design and insisting on the superiority of private management over public management.

	Public administration reform would consist of replacing the bureaucratic and professional model with business management processes and practices, the principles of which Hood (1991) summarises in an exemplary way (Table, I. 2). 

	 

	Table I. 2: Doctrinal components of "New Public Management"

	
		

				NO.

				Doctrine

				Meaning

				Typical Justification

		

		
				1

				Professionalisation in organisations

				Highly visible managers at the top of organisations, with freedom to manage and discretionary power.

				Responsibility requires a concentration of authority and not a diffusion of power.

		

		
				2

				Explicit standards and performance measures

				Well-defined and measurable objectives as indicators of success

				Responsibility means clearly defined objectives; efficiency requires attention to objectives

		

		
				3

				Emphasis on output control.

				Allocation of resources and rewards linked to performance.

				The need to insist on results rather than processes.

		

		
				4

				A shift towards the unbundling of public sector units.

				Division of the public sector into corporate units by product, with their own budgets and negotiations with each of them.

				Make the units manageable; separate provision from production, using contracts, franchises, inside and outside the public sector.

		

		
				5

				Inflating competition in the public sector

				A shift towards fixed-term contracts.

				Competition is the key to lowering costs and improving standards.

		

		
				6

				Insistence on private management styles and practices.

				Change from a military style of public service to a more flexible one, in terms of salaries and length of contracts

				The need to import business management tools into the public sector.

		

		
				7

				Insistence on parsimony and discipline in the use of resources.

				Cut costs, increase work discipline.

				The need to check the demand for public sector resources and do more with less.

		

	


	Source: Hood (1991: 18-19)

	 

	In practical terms, the new public management translates into three dominant dimensions:

	 

	
		
Primacy of the market.



	The fundamental assumption of "New Public Management" is that everything that is public is inefficient, so the first objective of any administrative reform is to privatise the public sector. With regard to non-privatisable sectors, the aim is to introduce competition and the use of the market through market-type mechanisms. These mechanisms include: user charges; contracting-out; and vouchers, or their equivalents.

	However, it's not enough to introduce market mechanisms into public administration; citizens need to be convinced that they are customers of public services and not subjects.

	The market culture will lead to the emergence of quality management and marketing applied to public services.

	 

	
		
Organisational structures. 



	Another consequence of the new public management model has been the questioning of the hierarchical structures defined by Max Weber and their replacement by "agencies". An agency is defined as an executive unit that provides a service to the government but is not explicitly supervised by the government.

	 

	
		
Performance" indicators. 



	Finally, the new public management model emphasises measuring results. This is why it is necessary to build indicators to measure efficiency and quality. It is clear that the introduction of "performance" management in public administration requires a clear definition of objectives, organisational changes and the creation of performance information systems.

	 

	3. New Public Management Implementation Strategy

	 

	The managerial model was implemented according to the following phases:

	 

	
		
Financial Administration Reform. 



	Since it is common knowledge that the reform of public administration aims to solve the problem of public finances, the initial objective was to cut costs, increase productivity and control and introduce a "value for money" mentality into public organisations.

	In England, this process began with the "Financial Management Initiative" in 1982, which required the clarification of objectives, cost indicators, the subdivision of government departments into cost units and the implementation of an information management system.

	 

	
		
"Next Steps.



	In 1998 it was realised that the reform process had failed, because the services and officials had digested the change and no real efficiency gains remained. It was therefore proposed to introduce the market through the use of agencies.

	Agencies are autonomous organisations, in many cases resulting from the fragmentation of departments. They have their own budget, which is different from the state budget or derives from their activities. In the first case, the amount to be allocated depends on the contract between the state and the agency. The agency is managed by a "chief executive" chosen on the basis of his or her curriculum vitae, who is accountable for the contracted results.

	Agencies are supposed to behave like quasi-companies, competing with each other. The idea was to recreate the market, without necessarily privatising public services.

	 

	
		Citizens as Consumers



	However, it's not enough to create a market; consumers of public services need to be able to choose. Hence the importance given to quality, especially since 1991 with the Citizen Charter.

	 

	4. Practical experiences

	 

	The values and ideas of New Public Management have invaded all countries, with the OECD noting that public administrations have become more efficient, more transparent and customer-orientated, more flexible and focused on performance (OECD, 2005:10).

	This is an optimistic observation, since the management paradigm has not influenced reform experiences in the same way. There are reasons for this discrepancy between ideas and their operationalisation, but overall it has to do with administrative tradition (Guy Peters, 2008). After analysing the various dimensions (conception of the state; role of the law; and the importance of career), the author finds four major traditions in public administration in Europe:

	
		Anglo-Saxon tradition;

		Nordic countries;

		Neo-Weberian tradition;

		Napoleonic tradition.



	England and Ireland, as well as New Zealand and Australia, with their individualistic culture, have completely changed the classic public administration, which has resulted in a great openness of government, an insistence on accountability and a proliferation of public organisations that are independent of political power.

	In general terms, the reform was markedly neoliberal.

	The Nordic countries imported the measures and processes of business management and used these new instruments to save the welfare state. Some measures are indeed bold, but they seem to have saved social policies. Secondly, citizen participation has been emphasised.

	The third group is made up of continental European countries (Belgium, France, Holland, Germany).

	These are very different countries, but they share some characteristics that allow them to be treated together.

	Thus, according to Bouckaert and Pollit (2004) the following are Weberian elements:

	
		Insistence on the role of the state as a facilitator of solutions and a response to the new problems of globalisation, technological change and the environment;

		Reaffirmation of the role of representative democracy;

		Insistence on administrative law as an instrument for regulating citizen-state relations;

		Preservation of the idea of public service.



	Reform in these countries has predominantly been geared towards modernising Weberian traditions rather than rejecting them in favour of the market model.

	The last group of countries, known as the Napoleonic tradition, is made up of the countries of southern Europe or Mediterranean Europe (Spain, Italy, Greece and Portugal).

	In these countries it is accepted that the state represents the general interest and the administration is centralised, hierarchical, uniform and ultimately controlled.

	As in other countries, results-orientation, the importance given to clients and the generality of services, management control, performance-based payments and fixed-term contracts play an important role. However, nothing is changing, given the hegemony of the legalistic paradigm. The reforms did not constitute a new administrative paradigm and did not replace the legal paradigm. The lawyers have translated the new management language and thus frozen the reform.

	 

	 

	 

	Reform in Portugal

	The reform in Portugal does not differ substantially from what we described above (Rocha and Araújo, 2007). In the above-mentioned article, we asked the following question: Is there any internalisation of behaviour taking place and, therefore, a paradigm shift? In order to answer this question, it is important to characterise the Portuguese political-administrative system, which, in our opinion, can be summarised as follows:

	
		Assisted capitalism;

		Political patronage;

		Centralism;

		Legalism and formalism;

		Lack of an administrative elite.



	On the first point, it is true that a vast process of privatisation has taken place. However, the state still largely controls the economy through incentives and subsidies. On the other hand, the regulatory agencies are not strong enough to impose their decisions on the economic groups, which are partners of the political power.

	Secondly, the adoption of New Public Management has resulted in the politicisation of administrative staff. This is an easy process because, in fact, there has never been an effective administrative elite in Portugal.

	Thirdly, the country is centralised, which means that the central administration distrusts the rest of the country, imposing tight control over local decisions.

	Finally, as in other southern European countries, the country is legalistic and formalistic. Change is supposed to be implemented by law. So evaluating the reform means studying the laws.

	This means that the ideology of New Public Management does not entirely replace the traditional administrative model. In fact, many rules have been retained that aim to ensure values such as impersonality, transparency, regularity and control. At the same time, the philosophy of quality has been introduced, and in many organisations there is a market ideology (see, for example, hospitals, regulatory authorities), along with an administration completely rooted in traditional practices, such as the courts.

	In any case, important instruments of the new public management were adopted, such as the change in the public service labour contract model and performance evaluation, but the values of accountability were not imposed.

	It was therefore concluded that in the Portuguese case we are dealing with a "mix" of traits that do not coincide with the characteristics of a single model.

	These features of the reform of Portuguese public administration make public management a very complicated task, since the public manager has special responsibilities in the process of change.

	 

	5. The 2008 crisis and the New Public Management

	 

	The laxity of the state's regulatory role, the adoption of public-private partnerships, the use of high-risk financial instruments such as swaps, the outsourcing of public services were all by-products of a critical implementation of management models that to a certain extent has recently led to a discussion of the potential virtues of a new model of public management, known as Neo-Weberian. The concept came from an attempt to explain public administration reforms in Central Europe, which had filtered the "new public management" through the culture and model of the Napoleonic state (Pollit, Thiel and Homburg, 2007; Pollit and Bouckaert, 2011; Dunn and Miller, 2007).

	In practical terms, the concept of the Neo-Weberian administration or state contains traditional (Weberian) elements such as the reaffirmation of the state as a facilitator of solutions; reaffirmation of the importance of administrative law; preservation of the idea of public service. It also includes new elements, influenced by "new public management", such as a change in the orientation of rules and regulations towards the needs of citizens; overcoming representative democracy by including consultation mechanisms; insistence on the importance of achieving results, and professionalisation of the public sector, so that the manager is not an expert in laws, but is oriented towards meeting the needs of users (Lynn, 2008). In terms of human resource management, the neo-Weberian model translates into greater centralisation and coordination, tempering meritocracy with political trust.

	The serious economic and financial crisis that began in 2008, with new and highly complex contours, has required many organisations to change the way they define their objectives and the strategies they use to implement them. Public administration is no exception; in particular, budgetary issues, greater transparency in the rendering of public accounts, uncertainty about the evolution of the labour market, have resulted in the need to strengthen and improve people management, enabling short-, medium- and long-term scenarios to be constructed.

	But the crisis has resulted not only in the recentralisation of the state, but also in increased flexibility in human resources management, outsourcing, a drastic reduction in the number of civil servants as services shrink and the end of human resources policy agency, replaced by strong centralisation, in essence bringing together the worst of both the bureaucratic and managerial models.

	In the Portuguese case, the Recruitment and Selection Commission for the Public Administration can be seen as a neo-Weberian instrument, in that it adopts the recruitment of directors and managers based on merit. In the case of directors and deputy directors general or equivalent, the political authorities have the power to choose between the top three candidates and, in the case of public managers, to oppose the Commission's opinion. This leaves the control of public opinion.

	The global financial crisis of 2008 has had a lasting impact on the implementation and evolution of New Public Management (NPM) up to the present year 2024. This section will explore the adaptations and changes in public management approaches in response to the crisis and their long-term ramifications.

	Since its inception, NPM has been influenced by significant economic and political events, and the 2008 crisis was no exception. During the years following the crisis, governments around the world were challenged to re-evaluate their public management policies and practices in the face of the economic and social pressures resulting from the crisis.

	One of the main areas of impact of the crisis was the revision of financial and budgetary management strategies. As Hood (2010) points out, "the 2008 crisis forced governments to rethink their traditional approaches to financial management, seeking greater efficiency and effectiveness in the allocation of public resources". Many governments were forced to adopt austerity measures and seek efficiencies in the provision of public services, leading to a greater emphasis on results-based management and the search for efficiency and savings in resources.

	In addition, the 2008 crisis highlighted the importance of transparency and accountability in public management. As noted by Peters (2012), "the global financial crisis led to a greater emphasis on transparency and accountability in the public sector, as citizens demanded greater accountability from governments regarding the use of public resources". This has resulted in a greater emphasis on transparency, accountability and citizen participation in government decision-making.

	Another area of impact from the crisis was the renewed emphasis on risk management and organisational resilience. As Bovens (2016) points out, "the 2008 crisis highlighted the need for governments to adopt a more proactive approach to identifying, assessing and mitigating risks in their operations and policies". Governments were faced with new challenges and uncertainties, requiring a more proactive approach to managing risks and promoting organisational resilience.

	As we move into the present year of 2024, it is clear that the 2008 crisis has left a lasting legacy on public management. As Osborne (2018) notes, "the lessons learnt from the crisis continue to inform public management practices and policies, shaping the ongoing evolution of New Public Management and its adaptation to the ever-changing realities of the global environment."

	In short, instead of the traditional choice based exclusively on political trust, 12 criteria have been adopted to promote merit (Figure I.2.).

	[image: Image]Figure 1.2. Twelve Criteria for Evaluating a Manager/Leader

	 

	 

	 

	 

	 

	 

	 

	 

	 

	 

	The creation of CRESAP is provided for in Law no. 64/2011, of 22 December, amended by Law no. 128/2015, of 3 September. The description of the procedures contained in Order no. 5552/2014, published in the 2nd series of the Official Gazette of 23 April 2014, with regard to Senior Civil Servants. As for Public Managers, Order 7533/2013, published in the 2nd series of the Official Gazette of 12 June 2013, applies. We believe that the changes introduced by Law 128/2015 require a new regulation.

	Basically, we can say that CRESAP, from being an independent administrative body with the task of recruiting and selecting senior civil servants and public managers, has been converted, by virtue of Law 128/2015, into a technical support unit for the government. In other words, the technical matrix is decreasing to the detriment of the political matrix. But in due course we will examine this point in greater detail, given its importance for characterising public management after the 2008 crisis.
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	II. Evolution of the Public Manager's Profile: Leadership as a Decisive Factor

	 

	When we conducted a survey of senior managers in the Portuguese public administration in 2000, with a view to characterising the type of management, we met with a lot of resistance and, above all, with regard to some questions, the rejection was significant. For example, when asked which political party they sympathised with, there weren't many answers. Despite the fact that in the history of the Portuguese Public Administration the appointment of senior managers has always been political, the interviewees believed that the choice was based on criteria of competence and that, once selected, they behaved neutrally and impartially, as required by the classic model of public management.

	The adoption, after 2003, of "New Public Management" as the paradigm for reforming public administration leads us to hypothesise that the profile of public service managers has changed and that leadership skills have been incorporated into their competences. We must not forget that legal change does not necessarily mean a change in behaviour, but political power has adapted management tools and mechanisms, albeit with many contradictions, which has allowed us to conclude that there is a break with the classic public management model, replacing it with a more managerial way of managing public services and organisations.

	We are going to reflect on these issues, recalling the evolution of the manager's role, the evolution of public management and private management, the content of the new public management and the adoption of the concept of leadership as a fundamental competence of the new concept of manager. 
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