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HOW UNIVERSITY CAN COPE WITH CORPORATE GOVERNANCE,
PROJECT MANAGEMENT AND PRIVATE INVESTMENTS

Abstract. It is obvious from the official documents of the Government that the Kazakh Government is aiming
to expand corporate governance model and wants to mix it with project management type of management and
expand the role of private investments in public sector with the development of private public partnerships.

Astana Medical University is trying to adapt this new concept in its activity in accordance with all the re-
quirements and official documents from the Ministries of Healthcare, Education and Finance.

136 drivers emerge from the analysis of the official documents. They include not only direct tasks from the
Ministries, but also all the directions, in which Astana Medical University can provide support, for example, social
activity.

Defining the main Strategy, the Strategic Plan has been developed including 3 main Strategic Directions with
13 total strategic goals that are linked to 208 actions to be performed in the operative plan to achieve all the Goals.

During this strategy development 4 Key Strategic Enablers were highlighted to enable the strategy to be fully
implemented and therefore achieve success in 208 actions. These Key Enablers are: creation of an incubator for
research projects linked to the technopark and working business area; corporate reorganization to allow Project
Management Model to be put in place; base the education system on new technologies starting with Public Health
faculty; development of clinical area to improve clinical training of our students especially for Primary Care.

Achievement of some of these Key Enablers depends not only on University’s actions, but also requires
support from the Government or involvement of Public-Private Sector. Today many activities have already been
performed not to lose the opportunity to put them in place before the starting of the academic year, but this is only
the beginning. Now, Astana Medical University knows that it's possible to achieve all 4 Key Strategic Enablers, and
can proceed in further actions.

Key words: project management, public health, strategic directions, reorganization.

Introduction. State Program of Health Development of the Republic of Kazakhstan "Densaulyk"” for
2016-2019 makes provisions for the development of efficient management in public health services and
introduction of elements of corporate management. It is obvious from the official documents of the
Government that the Kazakh Government is aiming to expand corporate governance model and wants to
mix it with project management type of management and expand the role of private investments in public
sector with the development of private public partnerships.

For this reason today the Kazakh system is under renovation. Any reorganization implies a great deal
of work especially studying legal background that are the “rules of the game”. Official documents from
the Government provided us with the idea of what we should do, starting with KPI’s to be included within
our strategic plan and road maps and dedicated working group created. These official documents are not
only from the Ministry of Healthcare, but also from the Ministry of Education and Ministry of Finance.
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Some KPIs, like the ones from the Ministry of Healthcare, are really difficult to achieve for our
University. For example, return of assets with a threshold at 5% but also the income from research up to
5% of the global income, the increase of the number of impact article in international journals, the
increase in revenue from clinical activity set at 5%, and having 15% of teaching staff passing an inde-
pendent english test.

At the same time, the Ministry of Education sets other indicators, for example, establishment of a
technopark, which is in line with requirements of the Ministry of Finance to open incubator and spin-off
companies.

Materials and methods. We studied all the documents from Ministries, not only KPI’s, but also
Strategic Plans, Road Maps and others. Doing this we extract all the main drivers and directions and
priorities of the Ministries and ask ourselves: “How we can help them?” using a proactive way to
approach the problems. For example, our University is not asked to perform any activities in social areas,
but we wanted to find solution that could cover more drivers at once.

At the end of this process we identify 136 drivers on which we define our strategic directions, goals
and action to undertake.

To do this we have to match all of them with our structure and internal data to create a realistic mo-
del, goals and internal KPIs.

We have started defining our main Strategy and then from this, after a first informal approval of the
strategy from the executive board, we have started to develop the Strategic Plan.

Results. The strategic plan has 3 main strategic directions such as educational activities in the field
of health, scientific research in the field of health and introduction and economic activities and 13 linked
goals such as:

- Development based on Strategic Partnership and Mentorship

- Educational development and improvement of graduates quality

- Fostering best opportunities in post graduate

- Improving healthcare delivery (hospitals and primary care) and health care professional develop-
ment

- Customers empowerment and promoting brand

- Public Health development and social integration

- Research and science development

- National and international network development and projects

- Finance and sustainability

- Corporate governance and internal policy development

- Transparency, anti-corruption, accountability and contracts

- Fostering innovation, private-public partnership, commercialization and development of infra-
structures

- Internal human resources development and recognizing employee needs

To reach these goals an operative plan of 208 actions is defined.

Discussion

Analyzing our structure and goals we have found 4 Key Strategic Enablers that are required for
achieving success in reaching our Strategic Goals. These Key Enablers are:

1. Creation of an incubator for research projects linked to the working business area;

2. Corporate reorganization to be based on Project Management Model,

3. Education system to be based on new technologies starting with Public Health;

4. Develop clinical area to improve clinical training of our students especially for Primary Care.

It is very important to know, whether these enablers are practical and possible. Otherwise we would
just declare our intentions while giving our Strategic Plan to the Ministry, but later we would have to
admit that we cannot reach the goals we set.

First of enablers is the establishment of an incubator, which is a critical support for our researchers
but also for small and medium business development, assuring the development of Public-Private
Partnership increasing the chance of commercialization of the results of research activity.

We already accomplished our first enabler on the 24th of August, 2017, when the Rector of Astana
Medical University (MUA) solemnly opened MUA Incubator and Technopark during the Symposium
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with the participation of Minister of Health of the Republic of Kazakhstan Yelzhan Birtanov, General
Director of RCHD Ainur Aiypkhanova, Director of Project Management Department of the Ministry of
Healthcare Timur Sultangaziyev and Dean of Nazarbayev University School of Medicine Professor
Massimo Pignatelli.

Incubator will perform its activities in the sphere of providing courses for start-uppers, consultancy
activity for start-uppers, Techno-park and Co-Working Business Area. Consultancy activity for start-
uppers will be provided by our professionals working in the University such as lawyers, accountants and
Human Resource Department but also involving our strategic partner and other institutions of our net-
work. These specialists will also provide courses on how to open and run a company or how to write a
business plan and all the other important issues to “accelerate” start-uppers.

The second Key Enabler is the reorganization of our internal structure to better adapt to the Corporate
Structure requested by the Government, this will also allow the improvement of accountability, anticor-
ruption and transparency. Moreover, we seek through this reorganization based on functional clusters to
develop Project Management Model in the University.

Our structure was focused on the educational activity of the cathedra’s because the university was
used to concentrate mainly on educational area. Indeed our research activity suffered from it and for this
reason it was developing slowly. We first ask ourselves “how can we participate in national and inter-
national projects with a Project Management Model if we do not change our system to adapt to projects?”.
It is obvious that we need to change, but during these changes we want to avoid damaging our educational
processes which were running properly.

Considering all the goals and challenges we choose a model based on functional cluster fostering
autonomy of the University. Our example model are La Sapienza departmental model, Austrian model of
functional clusters and spin-off and Dutch model based on Maatschaps.

Such a choice is linked with the governmental concepts of autonomy within the University system.
This system will also increase responsibility and accountability at all University levels but also motivate
employees through the opportunity to evolve entreprencurial spirit. This type of reorganization in func-
tional clusters not only increase the future opportunities but also matches the main drivers of the
Government in particular the Ministries of Healthcare, Education and Finance. Indeed, this structure gives
the opportunity to the best clusters to spin off in future. The ideas of creating spin-offs and startups,
increasing the chance of commercialization and the involvement of the private sector in University
activities aiming at the same time at autonomy and a more transparent and accountable system.

All functional clusters will have shared responsibility on different level on the same KPIs of the
Ministry. The reorganization in functional cluster will permit MUA to be more flexible. To avoid un-
wanted drifts MUA will create a quality cluster to evaluate and monitor quality and ethics in education,
clinical activity, administrative practice and research covering activities from ethics to anti-corruption and
fostering accreditation at all levels. Some new key roles in the structure will be defined such as the “Chief
Information Officer”, “Chief Financial Officer”, “Chief Quality, Ethics and Anti-Corruption Officer”.
They will support the process within MUA to assure the set of quality standards.

Following this strategy through a controlled autonomy it will be possible to obtain a more accoun-
table system and more transparent understanding of the internal processes with a possible evolution to a
huge return of investments and wide increase of return of assets. It will allow the possibility to increase
income from research and clinical activity and from other sources and other activities improving the
entrepreneurial activity of each functional cluster first and spin-off later. The increase of activity of the
spin-offs will increase the motivation of employees and permit a return on dividends at to MUA at the end
of the year.

Moreover, choosing this strategy we are sure that our educational activity will not deteriorate, but
stay at least on the level of today with huge possibility and motivation to grow.

The reorganization in functional cluster will foster the integration between education and transla-
tional research activity. This will be achieved by giving the supervising function of education to Deans
while Vice-Rectors will supervise mainly research and clinical activity, coordinating functional clusters.

Talking about Project Management Model, this new structure will allow to assign projects to one or
two functional clusters matching directions of the Ministry and in the meantime developing transparency
and responsibility on our project activities.
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The most important about this new structure is that it is discussed and modified up in accordance
with opinions and amendments of all the Chiefs of Cathedra’s and Vice-Rectors. This way our reor-
ganization proposal is not “top-down” but “bottom-up”, matching interests of our employees developing a
teamwork spirit, sense of belonging and increase the employee corporate spirit.

The third enabler is the development of education system based on new technologies and innovations
starting with Public Health faculty.

Our idea is maximize the number of elective subjects and create a “Tree Of Knowledge”, which will
help our students to understand sequence of their activity guiding them during their choices.

The idea is to give our learners possibility to choose their own path and become the type of pro-
fessionals they want to be. This way we will not produce thousands of identical specialists in Public
Health, but we will be creating infinite number of experts in all possible shades of Public Health.

During the Closing Symposium of Astana Medical University International Summer School, the
24th of August, 2017, Minister of Health Yelzhan Birtanov underlined that: “The time has come to
separate training programs of Bachelor and Master: separate Public Health as specialists in preventing
diseases and health industry from Management. Leading countries, like USA, already did it long time ago.
We still have it not separated, but there is even a conflict of interest. Indeed Public Health specialist
should work to reduce number of diseases, when manager earns money from having more diseases, from
treatment, selling services on the market”.

We will proceed defining Public Health and related Cathedras into 5 profiles, as the Ministry of
Healthcare requested:

1) Hygiene and Control activity;

2) Health Prevention, Education, Nutrition and Environment;

3) Primary care;

4) Literature review and metanalisys;

5) Healthcare economics and management.

The tree of knowledge system will permit students to concentrate exactly on the subjects they prefer
and go deeper and deeper in their specific preparation to become unique and highly qualified
professionals. The involvement of public and private companies in the educational process will straighten
the bond between the student and the future employer especially when our students will have the chance
to work in companies during their education acquiring and mastering practical skills and knowledge.
Thank to this different educational process our graduates will match exactly the profile that their future
employers want from them, increasing the chance to get a job right after leaving the doors of our
University.

We are not planning to teach all this subjects only face to face, we are developing it also to be online.
In fact, we have requested the Ministry of Education and Ministry of Healthcare to allow us to open
online platform for Bachelor, which will be opened only for certain categories of people such as vul-
nerable people like disabled, those who have not won the grant, people in jail, those who are on maternity
leaves and people living in the rural areas. The first group will subscribe free of charge. This project will
decrease imbalance of human resources in health care in regions, particularly in rural areas, but will also
give new opportunities to vulnerable people with a wide impact of the social area. We are not seeking for
money in this activity, for this reason, it will be free of charge and we just need the permission from the
Government to support Kazakh people.

So now we are inviting other national and international universities to participate in our project. We
have already asked some European Universities and now we are working on agreements with them. This
way the lessons will not only be in Kazakh and Russian, but also in English.

We want to give our students the right to choose, not only the subject to study but also the professor
for each subject, having the same subjects taught by different professors. Moreover, students will be given
possibility to evaluate entire course and each separate lesson. This will increase transparency and like in
social network will allow us to have a clear view of the quality of lessons.

Our fourth and last Key Enabler is development of clinical area to improve clinical training of our
students. We are running our educational and research activities in the medical field, but today Astana
Medical University does not have its own clinic or hospital.
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Director of Project Management Department of the Ministry of Healthcare agreed during Sympo-
sium, there are three ways of managing this issue: build a clinic, stay in existing system or create some
new model. For this moment there is a law in Kazakhstan, which allows University to go to the hospital
and work there for free. It seems to be a very good opportunity, but if in future our functional clusters will
spin off and become a separate legal entity, they will not have the chance to use the same law.

That is why we are thinking to choose the third way and develop the possibility to rent a ward, rooms
and beds in hospitals and obtain the value of the DRG (Diagnosis Related Groups) produced.

We have visited some municipal and private hospitals and proposed them our initiative but the result
is not clear. They agree but say that it is not possible. We cannot understand why, but we suppose that the
problem is in the existing business model.

Today, the Government pays for the DRG to the hospital and the DRG includes all the expenses from
electricity to salary of employees plus the revenue to support the growth of the hospital. On the other hand
we know from literature that the biggest expenses are always the salaries. Today most of the human
resources is coming from the university but no money is given back to support their salaries. The result is
that the hospital actually saves a lot of money thanks to the University that sends assistants, professors
and students, while University is paying them the salaries. Unfortunately this is happening also in private
structure.

So, is it beneficial to the hospital to let the University rent the beds and wards so that they can have
the DRG? Actually, the answer is “no”, because there is a strong conflict of interest for hospital to give
DRG to another company. Only few hospitals will accept the offer but at the same time we know that our
goal is achievable.

Conclusions. Reaching our 4 enablers in a short time will permit us to unlock in time most of our
planned actions including development of the corporate governance, implement project management
system and we can attract private investments. For this reason we started already to work to obtain these
key enablers.

M. 3. Hlaiinapos, F. Bartoccioni, E. A. AxmeToB
Actana MenuiMHa yHUBepcuTeTi, Acrana, Kazakcran

YHUBEPCUTET KAJIANL KOPIIOPATUBTI BACKAPY/JIbI,
KOBAJIAPMEH )KOHE HHBECTUIIUSIJTAPMEH BACKAPYIbl EHJAIPE AJTAJIBI?!

AnHOTauusa. PecMu MeMIekeTTiK KyxaTTapra colikec, KazakcraH ykiMeTi jko0a MEHEIKMEHTIMEH CoHKec-
TEHAIpe OTHIPHIN KOPIIOPATHBTI OacKapy MOJIENIH KCHEHTYTe KOHE MEMIIEKETTIK KEKE CepiKTECTIK JaMBITy apKbLIBI
MEMJIEKETTIK CEKTOPJaFbl )Ke€Ke MHBECTHLIMSUIIAPABIH POJIIH apTThIpyFa YMThUTYIA.

«AcTaHa MenuuuHa yHUBepcuTeT» JleHcaynblk cakray, bigiM sxoHe Kapikbl MUHHCTPIIKTEpiHIH TananTapbl
MEH PECMH KY)KaTTapblHA COHKEC OCHI )KaHA KOHICTIIMSHBI ©31HIH KbI3METIH/IC KOJIIaHyFa YMThLIA b,

Pecmu kyxartapra aHanu3 jkacaii kene, 136 npaiiBepiiepai ycbiHIbIK. Onap €3 Ke3eriHae MHHUCTPIIKTEePIiH
TiKeJel MIHIETTepPiHEeH FaHa eMec, COHBIMEH KaTap «AcCTaHa MEIWIMHA YHUBEPCUTETI» Oipiril KbI3MET eTe ajJaThiH
OapibIK OarbITTapAaH, MACENIEH AJIEYMETTIK KbI3METTEPICH Kypajia bl.

Herisri cTparerusiHbl alikpIHAal Kese, 3 6acThl CTpaTerusuIblK OarbITTapAaH KypaitaTslH CTpaTerHsuIbIK sKocnap
Jkacanabl. by GareiTTap, OapibIK CTPaTETHSIIBIK MaKCcaTTapFa KOJ JKETKI3y YIIIH OIEepPaTHUBTIK JKOcTapiapaa OpbIH-
nairyra TricTi, 208 ic-opekeTTepMeH OalIaHbICTH O0FaH 13 CTpaTermsuIblK MaKcaTTapiaH Kypallaibl.

CrpaTerusHel TaMBITY TIPOLECIHE, CTPATETHAHBI TOJNBIFBIMEH JKY3€re acelpy YIIiH xoHe 208 ic-opekerrepmi
OpBIHAAYAA KETICTIKTepre JKeTy YIIiH 4 6acThl CTPAaTerusIIbIK OeNICeH ipTiln aHBIKTaNIEL. by 6acTer GenceHaiprimni-
TEp: TEXHOMAPK JKOHE OM3HECTIH KYMBIC asiChIMEH OalIaHbICThI OOJIFaH 3epTTey XKoOalapblHa apHaAIIFaH HHKYOaTop-
JapIsl kacay; Koba MEeHeKMEHTIHIH MOJIENiH KypyFa MYMKIHZIK 6epeTiH KopnopaTuBTi KaiiTa KypyJsap; KOFaMIbIK
JICHCAYJIBIK cakTay (akyabTeTiHeH Oactam OuTiM Oepy >KYHeCiH yKaHa TEXHOJOTHsJIAPMEH HETi3/ey; CTYACHTTePIiH
KIIMHUKAJIBIK, ecipece AJIFraliKbl MCIANIWHAIBIK-CAHUTAPUAJIBIK KOMCKKE HaspJbIFbIH JKaKCapTy YU.[IH KIIMHUKAJIBIK
alMaKTBI TaMBITY.

Ocsl Oactbl GencenaiprimTepaiH OipiHIH OpPBIHIANYHI TEK KaHa YHUBEPCHUTETTIH iC-9pEKETiHE eMec, COHBIMEH
KaTap YKIMET TapamblHaH KOJjJlayFa HEMece MEMIICKETTIK-)KEeKe CEKTOPIbIH apajacyblHa Toyenai. ByriHri kyHi
KONTETreH ic-IIapajap *KaHa OKY JKbUIBIHBIH OacTallyblHa NeiiiH opbIHAaNasl, Oipak Oyi1 Tek OacTamacs! FaHa. Kasipri
TaHaa «AcTaHa MEIUIITHA YHUBEPCUTET» OapibIK 4 OeNCeHIIIPTiliKe KOJI )KeTKi3€ alaThIHBIHA CEHE/II.

Tyiiin ce3aep: :x00a MEHEPKMEHT, CTPATETUSUIBIK OaFbITTAp, KOFAMJIBIK JICHCAYIIBIK CAKTAY, KaiTa Kypy.
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M. 3. Hlaiinapos, F. Bartoccioni, E. A. AxmeToB
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KAK MEJUIIMHCKWI YHUBEPCUTET MOXET BHEJIPUTh KOPIIOPATUBHOE YIIPABJIEHME,
YIIPABJIEHUE NIPOEKTAMHW U YACTHBIMU UHBECTUIIUSIMU?

Annotanust. CornacHo o(uIMaIbHBIM TOCYAapPCTBEHHBIM JIOKyMeHTaM, [IpaButenbcTBo Kasaxcrana crpeMut-
Csl paCIIMPHUTH MOJIENb KOPIIOPATUBHOTO YIPABJICHHSI, COUETasl er0 ¢ IPOSKTHBIM MEHEIKMEHTOM M YBEIUYHUTH POJIb
YAaCTHBIX MHBECTUIIMH B TOCY/IapPCTBEHHBIN CEKTOP C Pa3BUTHEM I'OCYIapCTBEHHOTO0 YaCTHOTO ITAPTHEPCTBA.

«MemMIMHCKUH yHUBEPCUTET AcCTaHa» CTPEMHTCS alallTUPOBATH ATy HOBYIO KOHLENIHIO B CBOEH NesTEllb-
HOCTH COTJIACHO TPeOOBAaHWAM M O(UIHMAIBHBIM JOKYMEHTaM MUHHCTEPCTB 3paBOOXpAaHEHHUsS, 00pa3oBaHHSA H
HayKH, (PHHAHCOB.

IIpoBens anamm3 oUIIMANBEHBIX JOKYMEHTOB, MBI Ipeanoxmiu 136 npaiiBepoB. OHM BKIIIOYAIOT B ceOs HE
TOJIBKO TPSIMbIE 3aJadd MHHHCTEPCTB, HO M BCE HAIpPAaBICHUS, B KOTOPHIX MEIUUIMHCKUN YHMBEPCUTET AcTaHa
MOXET OKa3bIBaTh COACHCTBUE, HATPUMED, B COLIMAIBHOMN JIESTENBHOCTH.

Omnpenensisi OCHOBHYIO CTpareruio, Obu1 paszpaboran CrpaTerdyeckuil IUiaH, BKJIFOYAIOMMKA 3 TJIaBHBIX
CTPAaTCru4€CKUX HaIlpaBJICHUS. I[aHHl)Ie HampaBJICHUA COCTOAT U3 13 CTpaTCru4€CKux uenei/'l, KOTOpPbIC CBA3aHbI C
208 HeﬁCTBMHMH, KOTOPbIC JOJIKHBI 6])ITI) BBITIOJITHEHBI B OIIEPATUBHOM IJIaHE JII JOCTHIXKCHUA BCEX CTPATCTHUUCC-
KHX LEJIEH.

B mpouecce pa3BuTHs cTpaTerdy OBUIO BBIAEIEHO 4 KIIFOYEBBIX CTPATErMYECKUX aKTHBATOpa, YTOOBI obec-
MEYUTH MOJHYIO PEATN3alMI0 CTPATEruu |, CIIE0BATENBLHO, TOOUTHCS ycliexa B BhIoJHeHNH 208 neidcTBuil. DTnMH
KIIFOUEBBIMH aKTHBATOPAMH SIBIIAIOTCS: CO3JaHNE NHKYOaTopa IJIsl HCCIIeI0BATENbCKUX MIPOEKTOB, CBSI3aHHOTO C TEX-
HOlapkoM M paboueil cepoil OM3HEca; KOPIOpaTHBHAs PEOpraHM3alvs, MO3BOJISIONIAs CO31aTh MOJIETh MPOEKT-
HOTO MEHEIKMEHTa; 0a3MpoBaTh CUCTEMY OOpa30BaHMS HAa HOBBIX TEXHOIOTHAX, HAUuMHAs ¢ (aKyibpTeTa OOIIECT-
BEHHOT'O 3[]paBOOXPAHEHHS; Pa3BUTHE KIMHUYIECKOW OOJAcTH IS YJydIICHHs KIMHWYECKOW MOATOTOBKM HAIIUX
CTYZAEHTOB, OCOOCHHO AJIsI IEPBUYHON MEANKO-CAaHUTAPHON IOMOIIH.

JlocTuykeHne HEKOTOPBIX U3 3TUX KIHOYEBBIX aKTUBATOPOB 3aBUCHUT HE TOJIBKO OT JEHCTBUI YHHMBEPCUTETA, HO
TaKke TpeOyeT MOJIEPKKH CO CTOPOHbI [IpaBUTEIbCTBA MIIM YYaCTHs TOCYJapCTBEHHO-YaCTHOTO CEKTOPA.

KaioueBble cioBa: ynpaBiieHHE NMPOEKTaMH, OOIECTBEHHOE 3PaBOOXpPAaHEHHE, CTpAaTerHuecKue Harpasiie-
HUSI, peOpraHn3alys.
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[MaiimapoB Maxut 3efinymmosnu — [Ipencenarens IlpaBienns — Pextop AO «MemunuHCKAN YHHBEPCUTET
AcraHa», NOKTOp MEOUIMHCKHX HayK, mpodeccop, 3acihyXeHHBI nesTens Pecmybmmkm Kazaxcran, wieH-
KoppecniorneHT HanmonansHo#H akagemun Hayk PecnyOonmkn Kazaxcran. E-mail: rektorat@amu.kz

Oununmo baproyuonu (Filippo Bartoccioni) — Ucnonautenbhbiii qupekrop AO « MeAnIMHCKII YHUBEPCUTET
AcTaHa», accOUMMPOBaHHBIN Mpodeccop, BEAyIIMH 3KCIEPT IO BOIPOCAM MEHEIKMEHTa M KOHTPOJS KadecTBa
MeIUIMHCKOro 00pa3zoBanus. E-mail: filippobartoccioni@gmail.com,

AxmetoB Epmek AOuOymnaesnd — IIpopekTrop 1O CTpaTeruueckoMy pa3BUTHIO, HAYYHOW JEATENILHOCTH U
MEXAYyHapoaAHbIM cBs3siM AO "MeauuuHCKuil yHUBEpcUTeT AcTaHa", JOKTOp MEJINIMHCKUX HayK, AoleHT. E-mail:
yermekakhmetov(@gmail.com,akhmetov.e@amu.kz
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