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Sesavali
jandacvis sferos gardaqmna saqarTvelos mTavrobis mier gatarebuli reformebis erT-erTi umniSvnelovanesi komponentia. pirveladi jandacva qveynis jandacvis prioritetadaaAaRiarebuli. pirveladi jandacva mTels msoflioSi jandacvis sistemis safuZvelia, rogorc yvelaze xarjefeqturi servisebis mimwodebeli.
saqarTveloSi ambulatoriuli momsaxurebis sfero sakmaod aris ganviTarebuli. qveyanaSi ambulatoriul-poliklinikuri dawesebulebebSi mimarTvaTa raodenobam 1 sul mosaxleze Seadgina 2,1. poliklinikur-ambulatoruli dawesebulebis 1 eqimze (specialistebTan mimarTvis CaTvliT) aRricxulia 838,4 mimarTva weliwadSi (TveSi 1 eqimze 69,9 mimarTva, www.moh.gov.ge).  
bolo periodSi, gansakuTrebiT dedaqalaqSi, sakmaod moimata maRalteqnologiuri, Tanamedroved aRWurvili klinikebisa da diagnostikuri centrebis ricxvma, romlebic mTlianad kerZo investiciebs emyareba da samedicino momsaxurebis xarisxi, xSir SemTxvevaSi, bevrad aRemateba saxelmwifo samedicino dawesebulebebisas. amavdroulad raionebSi mniSvnelovani problema, romelic dgas qveynis jandacvis winaSe, aris samedicino momsaxureobis infrastruqtura, romelic moZvelebulia da ar Seesabameba saWiroebebs rogorc geografiuli xelmisawvdomobis, ise samedicino momsaxureobis xarisxis TvalsazrisiT da ar iZleva samedicino momsaxurebis xarisxis uzrunvelyofis SesaZleblobebs. raionSi saTanado samedicino obieqtebis ararseboba iwvevs mosaxleobis janmrTelobis mdgomareobis gauaresebas, moralur danakargebsa da garTulebuli avadmyofobis finansur tvirTs.
saqarTveloSi ganuviTarebeli pirveladi jandacvis fonze mosaxleobisaTvis xSirad xelmiuwvdomelia elementaruli samedicino daxmareba, eqimis konsultacia. Sesabamisad, saswrafo daxmarebis ufasoobam moaxdina ambulatoriuli daxmarebis maTiT Canacvleba da saswrafos saxiT miviReT “moZravi” poliklinikebi da ambulatoriebi. raionebSi arsebuli pirveladi jandacvis qseli (poliklinikebi da ambulatoriebi) savalalo mdgomareobaSia, rogorc infrastruqtura, romelic ganadgurebulia da xSir SemTxvevaSi samedicino dawesebulebas ar Seesabameba. 

gansakuTrebuli dinamiurobiT daiwyo ganviTareba im regionebma, romlebsac gaaCniaT turistebisa mozidvis didi potenciali. turistuli zonebis infrastruqturaSi ganxorcielebuli investiciebi qmnian axal samuSao adgilebs da xels uwyoben adgilobrivi mosaxleobis Semosavlebis zrdas, axal moTxovnebs uyenebs sxvadasxva sferos momsaxurebis mimwodeblebs xarisxisa da mravalferovnebis TvalsazrisiT. 
saqarTvelos erT-erT yvelaze popularul turistul zonas warmoadgens siRnaRis raioni, romelic erTnairi datvirTviT muSaobs rogorc zafxulis, ise zamTris sezonSic. miuxedavad amisa, siRnaRis raionSi praqtikulad SeuZlebelia xarisxiani ambulatoriuli momsaxurebis miReba, romlis moTxovnac yoveldRiurad izrdeba.

zemoaRniSnulidan gamomdinare, proeqtis mizans siRnaRis municipalitetSi xarisxian ambulatoriul momsaxurebaze mosaxleobisa da turistebis xelmisawvdomobis gaumjobeseba warmoadgens. 
I

iuridiuli statusi
ambulatoriuli momsaxurebis miwodebis organizaciul formas warmoadgens: ambulatoriuli klinika, sadac erTdroulad funqcionirebs ramodenime sxvadasxva profilis specialisti.
bazris SesaZleblobebi da maTi gamoyenebis strategia 

proeqtis ganxorcielebis bazris SesaZleblobebi gamomdinareobs samizne mosaxleobis ricxovnobidan da misi daSorebidan ambulatoriuli momsaxurebis miRebis sxva alternatiuli obieqtebisagan. 
kaxeTis regionSi 2005 wlis seqtemberSi daiwyo evrokavSiris programa da 2007 wlis dekemberSi dasrulda. ZiriTad mizans kvalificiuri muSakebis mier Tanamedrove da srulyofilad aRWurvil samedicino dawesebulebebSi momsaxurebis miwodeba warmoadgenda. samwuxarod ambulatoriebis garemonteba da ganaxleba ar moxerxda. arsebuli samedicino infrastruqtura (Senoba-nagebobebi da aRWurviloba), romlis umetesi nawili saxelmwifo sakuTrebaSia, moZvelebuli, amortizebulia  da ar Seesabameba saWiroebebs, rogorc geografiuli xelmisawvdomobis, ise samedicino momsaxurebis xarisxis TvalsazrisiT. 
pirvelad jandacvaze donorebis (msoflio banki, DFID da evrokavSiri) mxridan uzarmazari teqnikuri daxmarebis miuxedavad, rogorc finansurad ise - maRalprofesionali konsultantebis movlinebiT, strategiuli nabijebi praqtikulad nela xorcieldeba. rasac adasturebs siRnaRis raionSi arsebuli mxolod erTi saxelmwifo ambulatoria. 
dRevandeli monacemebiT siRnaRis municipalitetis (romelic 14 sofels moicavs)  mosaxleobis raodenoba daaxloebiT 50 aTass Seadgens. ambulatoria ganTavsebuli iqneba qalaq siRnaRSi, romelic siRnaRis raionis geografiul centrs warmoadgens. teritoriuli xelmisawvdomoba (drois gaTvaliswinebiT) mocavs _ 10-15 wuTs.
Tu gaviTvaliswinebT saqarTvelos jandacvis statistikis ukve moyvanil monacemebs, romelTa Tanaxmad ambulatoriuli momsaxurebis utilizaciis maCvenebeli kaxeTis raionSi 2003-2005 wlebSi:
	რეგიონი
	2003
	2004
	2005

	
	მიმართვები სულ
	მაჩვენებელი 1 სულ მოსახლეზე
	მიმართვები სულ
	მაჩვენებელი 1 სულ მოსახლეზე
	მიმართვები სულ
	მაჩვენებელი 1 სულ მოსახლეზე

	კახეთი
	246806
	0.8
	344940
	1.1
	354342
	1,1


unda vivaraudoT, rom turistebis gaTvaliswinebis gareSe, erTi Tvis ganmavlobaSi momsaxurebis misaRebad ambulatoriul klinikas savaraudod SesaZloa mimarTos 5000-ma pacientma  (mosaxleobis 10%).
proeqtis farglebSi SeTavazebuli momsaxurebis fasebi, asortimenti da xarisxi arsebiTad ar gansxvavdeba qveyanaSi arsebuli konkurentebis analogiuri maCveneblebisagan. konkurentuli upiratesoba am SemTxvevaSi ZiriTadad miiRweva imis xarjze, rom mocemul lokalur bazarze sxva konkurentebs jer ar SemouRweviaT da Tavisufalia adgilobrivi konkurenciisagan. aRsaniSnavia is garemoebac, rom proeqtis ganxorcielebisa da bazris aTvisebis SemTxvevaSi konkurentebisaTvis masSi SeRweva gacilebiT ufro rTuli gaxdeba. 
samedicino momsaxurebis miwodebis raodenoba siRnaRis municipalitetis mosaxleobasTan mimarTebaSi ganvsazRvra finansuri, geografiuli da profesiuli faqtorebis gaTvaliswinebiT. saxelmwifo da kerZo struqturebis (sadazRvevo kompaniebis) meSveobiT siRnaRis municipalitetis Sesaxeb moZiebuli informacia, rogorc ambulatoriuli momsaxurebis dagegmva-ganxorcilebis, aseve maTi mimdinareobis efeqtiani monitoringisa da Sefasebis SesaZleblobas iZleva. 
menejmenti da personali

samedicino personalis dakompleqteba moxdeba adgilobrivi kadrebiT. proeqtis mosalodneli datvirTvis da momsaxurebis prognozirebuli struqturis gamocdilebaze dayrdnobiT proeqtis personalis samuSao dro ganisazRvra  900 sT-dan  1900 sT-mde. sul proeqtSi dakavdeba 24 TanamSromeli. 
gasawevi ambulatoriuli mosxaxureba gaiTvaliswinebs:

· ojaxis eqimis momsaxurebas; 

· ojaxis eqimis konsultacias, saWiroebis SemTxvevaSi mis vizitis binaze, janmrTelobaze mudmiv meTvalyureobas da samedicino rekomendaciebiT uzrunvelyofas;
· samedicino istoriis warmoebas;

· laboratoriul da instrumentul gamokvlevebs;
· sxvadasxva profilis eqimebis konsultacas. 
sawyisi etapisTvis, fiqsirebuli xelfasiT anazRaurebis meTodis gamoyeneba xels Seuwyobs ambulatoriis advil dagegmarebas da stabilurobas, dabal administraciuli xarjebs da gaaadvilebs dawesebulebis safinanso muSaobis monitorings. Tumca, fiqsirebuli xelfasiT anazRaurebis meTodi xasiaTdeba momsaxure personalis motivaciis SemcirebiT, rac ganapirobebs samedicino daxmarebis dabal xarisxs. ambulatoriis ganviTarebis Semdgom, motivaciis gaZlierebisTvis, moxdeba fiqsirebul xelfasis Canacvleba dafinansebis Sereuli meTodiT, rac iTvaliswinebs fiqsirebul xelfasze Sesrulebuli samuSaos mixedviT dafinansebis danamats.
	Oorganizaciuli struqtura da saxelfaso ganakveTi(lari)

	top menejeri
	400

	finansuri menejeri
	300

	registratori
	200

	travmatologi
	400

	otorinolaringologi
	400

	pediatri 
	400

	endokrinologi
	400

	qirurgi 
	400

	ginekologi
	400

	ofTalmologi
	400

	onkologi
	400

	nevropaTologi
	400

	kardiologi
	400

	eqTani
	150

	rentgenologi
	400

	eqoskopisti
	400

	laboranti
	400

	eqTani
	150

	sterilizaciis eqTani
	150

	ojaxis eqimi
	400

	ojaxis eqimi
	400

	mne
	200

	dacvis TanamSromeli
	200

	damlagebeli
	150

	sul
	7900


ambulatoriis xarjTefeqturobis mokle biznes analizi
momsaxure personalis Sromis anazRaureba TveSi 7850 lars, administraciuli da operaciuli xarji 5850, xolo fiqsirebuli xarji 48500 lars Seadgens. raionis  10% mosaxleobis ambulatoriuli momsaxurebdan miRebulma Semosavalma savaraudoT SesaZloa Seadginos 35000 lari (momsaxurebis minimaluri Rirebuleba 7 lari). 
arasamkurnalo jandacviTi RonisZiebebi iTvaliswinebs ambulatoriis reabilitacias, mis aRWurvas funqcionirebisaTvis saWiro aparaturiT da sxva arapirdapir xarjebs (ijara, komunaluri, sakomunikacio da sxva). yovelive zemoT aRniSnuli warmodgenilia fiqsirebul xelfasebze momuSave ambulatoriis xarjTefeqturobis mokle biznes analizSi (ix. danarTi 1)

analizis mixedviT pirveli Tvis xarjebi 62250 lars, xolo Semdgomi Tveebis 13750 lars Seadgens. momsaxurebiT miRebuli Semosavlebis jami 35000 lars, rac ganapirobebs xarjebis yovelTviurad Semcirdebas minimum 21250 lariT.
marketinguli strategia

sawyis etapze  aqcentireba moxdeba iaffasian momsaxurebaze, ZiriTadad, dabalSemosavlian mosaxleobaze orientirebiT. pacientebis mosazidad gamoyenebuli iqneba dawesebulebis SesasvlelSi gare sareklamo abra, centralur gzaze damontaJebuli sareklamo bilbordi, yoveli mosaxlis ojaxSi darigeba stamburi wesiT dabeWdili sareklamo bukletebi, mosaxleobasTan satelefono reklama, yofili pacientebisTvis ufaso erTjeradi momsaxurebis gaweva 3 axali pacientis moyvanis SemTxvevaSi da a.S.
SeniSvnebis dafiqsirebisa da xarvezebis gamovlenis mizniT sareklamo masalebSi miTiTebuli telefonis `cxeli xazis~ meSveobiT pacientebs miecemaT filialis menejerTan da kompaniis xarisxis menejerTan dakavSirebis SesaZlebloba.  
yovel pacientze Sedgeba `avadmyofis istoria~ misi sakontaqto telefonebis miTiTebiT, romelic samedicinos garda iqneba gamoyenebuli sareklamo miznebisaTvisac. Sidakorporatiuli xarisxis kontroli gaweuli momsaxurebis xarisxze ganaxorcielebs pacientebis savaldebulo gamokiTxvas.
saxarji masalebiT da inventariT uzrunvelyofa
ambulatoria, medikamentebiTa da samedicino inventariT uzrunvelyofis mizniT, gaaformebs xelSekrulebas farmacevtul sadistribucio da samedicino teqnikis momsaxurebis kompaniebTan. 

SWOT analizi
Zlieri mxareebi:

mosaxleobasTan yvelaze metad daaxloebuli piri, ojaxis eqimi;

gadamzadebuli kadris arseboba;

kvalificiuri kadris Sromis anazRaurebiT daintereseba;

xarisxiani klinikuri da laboratoriuli gamokvlevebi, konsultaciebi, janmrTelobis mudmivi meTvalyureoba da samedicino rekomendaciebi klinikaSi da binaze.

susti mxareebi:

ambulatoriis reabilitaciisTvis Casatarebeli samuSaoebi saWiroebs xangrZliv periods;

specialistebis mixedviT eqimTa raodenoba saWiroebiT gansazRvrul odenobasTan mimarTebaSi SezRudulia;
SesaZleblobebi:

mosaxleobis arsebuli ganwyoba, kerZo klinikebi ukeTes xarisxs awarmoeben, vidre saxelmwifo klinikebi;

mimdinare jandacvis dafinansebis reforma;
teritoriuli xelmisawvdomoba (drois gaTvaliswinebiT) mocavs _ 10-15 wuTs;

kerZo sadazRvevo kompaniebis valdebuleba uzrunvelyon xarisxiani samedicino momsaxureba.
safrTxeebi:

politikuri arastabiluroba;

maRali konkurentuli garemos Seqmna;

sabiujeto Semosavlebis dagegmilTan SedarebiT naklebi zrdis tempi;

samedicino momsaxurebis TviTRirebulebis mkveTri zrda;

mosaxleobis 40% pirvelad konsultacias gadis specializirebul klinikaSi da ara pirveladi jandacvis dawesebulebaSi;

mosaxleobis umravlesoba gadamxdeluunarobis gamo ver mimarTavs samedicino momsaxurebas.
gansaxorcielebeli qmedebebi, drosTan mimarTebaSi
	gansaxorcielebeli qmedebebi
	I Tve
	II Tve
	III Tve
	IV Tve
	V Tve
	VI Tve
	VII Tve
	VIII Tve
	IX Tve
	X Tve

	kosmetikuri remonti
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	aparaturis Sesyidva, montaJi
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	avejis Sesyidva
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	laboratoria
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	momsaxure personalis SerCeva, dasaqmeba
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	kompiuterebis Sesyidva
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	sabuRaltro programiT, internetiT, laboratirouli masaliT uzrunvelyofa
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	sadazRvevo kompaniebTan molaparakeba, kontraqti 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	reklama (stamba, samuSao formebi)
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	prezentacia
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 


axali ambulatoria, axali mowyobiloba, kvalificirebuli med_personali, efeqturi gaidlainebi, saukeTeso pirobebi gamoiwvevs pacientebis mozidvas, gazrdis ambulatoriuli momsaxurebis bazris wils  da misi sabazro upiratesoba 2 wlis Semdgom  aSkara gaxdeba.
danarTi 1

	administraciuli da operaciuli xrji (lari)

	orisi (sabuRaltro programa)
	100

	ijara
	2000

	komunaluri
	350

	interneti
	100

	telefoni
	100

	benzini
	200

	saxarji lab.masala
	2000

	samedicino teqn. momsaxureba
	500

	sxva gauTvaliswinebeli xarjebi
	500

	sul
	5850


fiqsirebul xelfasebze momuSave ambulatoriis xarjTefeqturobis mokle biznes analizi
	Oorganizaciuli struqtura da saxelfaso ganakveTi(lari)

	top menejeri
	400

	finansuri menejeri
	300

	registratori
	200

	travmatologi
	400

	otorinolaringologi
	400

	pediatri 
	400

	endokrinologi
	400

	qirurgi 
	400

	ginekologi
	400

	ofTalmologi
	400

	onkologi
	400

	nevropaTologi
	400

	kardiologi
	400

	eqTani
	150

	rentgenologi
	400

	eqoskopisti
	400

	laboranti
	400

	eqTani
	150

	sterilizaciis eqTani
	150

	ojaxis eqimi
	400

	ojaxis eqimi
	400

	mne
	200

	dacvis TanamSromeli
	200

	damlagebeli
	150

	sul
	7900


	fiqsirebuli xarji (lari)

	ofisis mowyobiloba (magidebi, skamebi, da sxv.)
	3000

	samedicino mowyobiloba (eqoskopi, rentgeni, kardiografi da sxva)
	26000

	sareklamo(stamba,samuSao formebi)
	1500

	laboratoria
	10000

	kompiuterebi
	3000

	kosmetikuri remonti
	5000

	sul
	48500


	pacientebi
	benefic raodenoba
	momsaxurebis minimaluri Rirebuleba (lari)
	Semosavalis odenoba(lari)

	momsaxurebaze miRebuli danazogi
	savaraudoT mosaxleobis 10%(5000)
	7,00 
	35 000

	sul
	35 000


	xarji
	Tanxis odenoba (lari)

	pirveli Tvis xarjebi
	62250

	Semdegi Tveebis xarji
	13750

	xarjebi yovelTviurad Semcirdeba minimum 
	21250
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