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SUMMARY 

Assisted by IKaiserY.Foundat'ion Internatioa (KI h 

Minstye th n haa has estiablished ~a I-eallh Planing L 

Unit and has started to u.se a ~problemn orienited and actionA
 

or'ientedi approach to thei planng fo moecs-fetv
 

heal h e c~es pr.imarily targeted;forthe rural popunlat ions. '
 

The Health Planning Unit has not been completely staffed;tKK 

however, considerable progress hais been made i2n deiatn 

the Unit'sstructure and role, andAPfunctional areas of re-~ 

sponsibilit'y. 

During 1975 a series of management training sessions were% 

)'held under various sponsorships (e~g., USAID, K1WI),with parti

ciopati.on of tbe,Planig Unit staff. In addition, the Unit's 

staff have visited the Regional 'Medical Office ofA'e~ac regio 

>~to disciiss planning and problem solving and'have been well 

received.''AA 

Early on it had been anticipated that the contractor, with'
 

the Planning Units would help formulate a Five-Year Health 
 ,AA 

'"''<-ViPlan by June:30, 1975. BeforeKthe Plan was'due', h~owever, the 
daeAo submission wspostponed to 1976. 

inovmeti9hepoet7a6 orls ha ee
Inital was 

motsTeetenfloed a: g.'mieseof oe, ato anonths 

w~in ws"frls
ntoo KPI anomndtI ndeednthe project thoeuegh

A ' A 

http:ciopati.on


November 1977 and expanding the scope of work to include
 

systematic management training.
 

This report chronicles project events during 1975 and
 

details the methodological approach to health planning which
 

has been initiated in the Ministry of Health, Ghana.
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SECTO0 I 

INTRODUCTION 

The- Mangement of Rural elih 5ervices project i~n
 
Ghana*,zn~ yQwn oed n late anar 1975 although
 

discuesionB and-f 	 ta.. n-Aia&.begunation-Ior -_tirep ement i 

several~ yeazs le~.1e The gener'al objectives of the pr'ojectL
 

are to provide -he moet effective form of heal'thoare delivery
 

which 'limited mapwrand financia resources will prmit ad
 

to distribute health services as widely as possible among
 

people and regions. To help achieve these objectives a Hat
 

Planning TUnit (HPU) was establi.shed within the Ministry of
 

SHealth (MOH) and will deeo nintegrated planning, budgeting/ 

management system. 

'> iThe~ School of Public Healthi at UCLAwas initially under . 

~an eighteen rAonths cotrat ithUSAID toasistthe MHwt 

th~e M1anagemerill of Rural Health project. However, UCLA was~ 
unable to' commence work in a tim~ely fashion and its cnrc 

wihUSAID was emntd Dcme 1974). In early 1975, 1 4~4 
USAID contracted with Kaiser Foundation International (KFI )i§7~ 

for a period of approximately seven months to carry on wit hY' 

the prject andospecifially to assist~the MOH inprprn 

* 	the health sectorial portion of the national five year 
devolopment plan whchwa ue on Ju~ne 30, 1975. This sub

misio data opndad the project has now been
 
exaddand extended through November 30, 1977.~
 

The activities carried out i~n this project constitute
 

thl f is Phase of ~a possible'longer term effort in which 
 i 



Phase II will be subject to discussion and future mutual
 

agreement between the involved parties.
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b:he aa ' een o~:Ru'ral Heath z'oject has undergone a 

-'Mmbr',o, t6 _,fcep 1in~ While the overall,haness nc'e 

9C a- ohange 4 speco± f obie ives to, be achieved and: 
800 -wo T d ove timef r " ~o It 66 6O zespoh~ 

le vi'Qflafentl! ha jes an4 changing needs and~oppor'tunities. 

Th~i hibstorical r'eview will detail thekchnerhihhv 

occurr'ed during 19750 by quar2 er,,and will note significant~ 

events which~relate to'those changes. ~ A final portion o 

the review reports other events and comments <concerning 

the prjet tel or the H~ealthb PlanningUnit, 

AV <First Quarter 1975 

-uiteK
D On Janua r 28 1975 Dr Paul4. rjc 

Diecor adDr.-Warci B. Stdt, on leave from th Universit 

of Utah School of Metdicine, arrived inGhana to commenceth 

project. After a round of protocol meetings and briefing 

sessions, Ds Zukin and Studt with Dr. E.G. Basli 
(Deputy Director of Med il Services, who had been designated.~ 

by the kOJI to serve as'.the4temporary director of thWU and 

th health -.. .Jdiidaresponsible for the elaboration ofth 


seet i plan) prepared a poetscope of work and work plan.,~44.
 

Thi scope of work. encompassed the init~ia~l design concept ofyi.<4 

the )IPU designation oft its sta~ffingpatransaf 

functins the'dioiplines of consultants to be used and whe 

an4 r how log ohy wuld be posted and the mechanics of~< 



hethhelth sector planp~ t~ P.Zi*neAaa.
 

on' Februar'y 14, 197,while.Dro Studt rmainied at Post as
 
KF'I,:esiet X~Qr1 aager 'and Senir Health Planning
 

Advisor (SHPA), 0n Februar'y 24, 1975' a memorandum of under

standing ws signed by USAID$ KPI and the MOH specifying the
 

sco e of Nworic and the' work plan.
 

In early March~ 1975, the goverpnent ofAGhana postponed
 

Jthe target date o±f June 30, 1975 to Aprilk 1976,for the ~
 

submission of the five year development plan and thspr
 

mitted increased attentionV to the development oftepann
 
unit.Coincidentally, discussions bgnaogteMH
 

USAIZD and KPI concerning an extension of the project to a 

total of eighteen-months 4as had been orgnlyeniindi 

the UCLA contract.1oiial nvaoe ~ 

On March~ 13 Dr. N1ana Newman replaced Dr .Beausoleil and Y7,i 

was posted as acting.......r6fthe )WU, presumably pending~ 

the r'eturn of,Dr., Kwasi P. Nimo who was in the UnitedcStates "' 

-pursuing graduate training in public health and management. 

SAt the 'time the Unit bad no housing 'and Drs. Newman and Studt 
had to work Wherever they could. Nonethe-44'4supprte
 

b~y the Directorate of gedicalServices of the ROH and by U8AID 4O.4


development. of the HWU progressed. Documents were prepared'
 

:'4t.specifying "Design and Objectives ,4 for the Unit and job. ..... '1 

descriptions for moat' of it. staff positions. These were
 
presented to and approved by bofth th 40 n UBAID.
 

2See Aninex 2 ~ ':.;~~~,~.. 
36e Annex~4i~>3. 

' 44444 

"4"- '4'44;' 411 44'2 



eond: uiaite' 197
 
D Studt and ewmam pz'es 8 t 1 to the
 

DrsN -mde0a~ f~ o±
or pr9
 

the HU a.eQoe~p onal±OnZ0@on April1 3'. Imediatelyand fuc le 


ollowing' be presentatio n the:Commiss1oner for' 1Healt
 

-- j-rm1 -re uested- 0,SAD tt te roeotbe extended to a
 

Dur'ing the remainder, of April the' empo of project
 

acivtis icedup cnierby Mr. F. Adoo, an architect,
 

~design and Mr. M. Cofe, a hsi a ecretary, wa posted as
 

thedepty iretorand administratieofcr
 

The first of a series of KI consultants a~rrived in May.
 

--This was a eath e o miAstD.5.Pee; drmn Dea o.-fl<r1
 

the School of Health Administra~tion at Dalhousie Unvrst
 

-in Nova.Scotia, who spent approxim~ately three weeks establishing 

cost data needs for planning purposes. Hie wasr followed ~~ 

srtly by'Mr. Frederick H~astings~ who spent four weeks 

as a health facilities architect and planner. 

Yn mid June, Mr.*Henry M.Kaiser,~ President of KPI, and i:vF:4 
.onsulting 

-Drs. Paua Zkin and Ichak Adizes, ~a KlI consultant druawn 

from the Scoo of MIanagemuent at UCLA, arrived in Ghana to~ 

series of organization developmenlt and>organize an oduct a 
problem~ solving seminarm io both the national and regi.onal levels. 

The' philosophy74and me~to~og oftheme seminars are discussed

indeti in Section III. 7In essencet thesy involie the.
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1~ 'fes @4 ch ear 0Pf Q wh o 

'64 ih IPnfl f eenw unt6 prov1'~ 'ofJ~y4
 
bntrolabmar zeelwi e'Uat~8Is
 

ebe heopno servMO s' The uth o f thia pp ca -

Oi's cory..oeandtz ~ya i e~sonCnrl,
 

i6-t )W-devw lopen' -,~aof ac ndb r~nt $orgn z-aon Aw i aes 

lemenanagemenpland pro~gras ThBe toe tonbe5 anevJewe, in 

andi,~~ aend Dr. 
Ofers ofdHeousuiondwtbeir'BAIDstaff in oheEioiasental 

the inptchelor Jun.e wi th Zuci a 

thOn compleion 

toeaPtoas ethsiticmonhhad besens Qofission. A sehis 

orthern ndtper-en rjotof nArU etens, vsi 

of commiteeortsk orcodepls pwjt specti andect 

of mne~etl and planing The.se w9eetbe revewn inral u:4 

thareedmo when-Dr uthsAdize was to7S treturn, 

seiso isusoswt SIrandwihain offic~alsv~io
 
ctonennof e exeso of th rjonnArl xeso
 

toatoal o eigteemonth hadiest be coideed bt this was~
 

etenonhrdough ovebr17dasifral
 
agreed upon i re., Juy3,17,tetri
 

cosqunl an*~5 

28emothstbeyon 

nanofthorigina Ktoconrat w it USA) Anreisio 

inthsop o ecnialsevie tbeprovided to the M-H 

by-- was alotooglydsusd *-I 


contrac oass to iht3poet ne
USI t
 



thte 'f' btiQ±±es
 

ac 	 velopmen a mpementatio~n o an 

~24 Prepar~ onget 8ystem planto delineate
 

-'echanisms- proese.eU0Ad ro ures to- facilitt
 

tie-aohievem'nt of Minitsry objeat4.vea,
 

39 Preopare a long-termpoga fo' te: iplementatio n
 

and operationalinstlltin of a management systems ~
 

plan icho is consistent with the ocuin n
 

decisions of the Ministry after appropriate~review.~
 

4. Preent-fo consideration by the Mi nistry, a, long-<
 
tempogram for the developm~ent of health services
 

in Ghana with emphasis on the wrra sector.
 

5.~ 	Prepare a maaeettann programn for presenta

tinto seiltd Ministry of Health managers.
 

6.y~j 	 Identify and select suitable qualfe pesnswt
 

the Ministry of Health for training in theoUnited
 

in areas of specialization related to achieve
ment oi the project objective such as, holhplanning, 

"~~States 


b.)udgeat 	Adminstatio, mnpwe olrganization,
 

bisais s 4health economics or othersila 

iAs %-=pared to the~above, the work scope inthe initial
 

ever,.tho project pupsehd not been changed; consequently, 

ith 0 proose proec SDtesiQo, the actiitiies which wer 

-L 	 4,~ 



t emen etY rent 

wor :aoop ': but ~ob in~mn~~ a soewa 
~jr4~4~r44fashion',4 

Inlt'974' Mr Wi eg fteUAI fieo 42 X. 4 

vpnetAdminie t ation, gave asearies 'o "Executive4. 

D4 viq ' 4'ent444Is 

proved to be highly successful and highly acptbeo the>~:.4~~ 
-I-Gaaas deided awith concurrence~U .t 'was therefor by -USAI 

' 4 'Ghanaians,~ 4444 

of44ithe MOH that similar seminars would be given for the key,

~--staff 0± the Regional Medical Offices. In 1975 several of 4

4tes seminars were)' held wit th partipation of~ the HWU, -4.~ 

the USAIP Health, Population and~Nutrition staff in addition 

to Mr, Berg. These seminars -are described in Annex IV.i 

onr the success 'of the seminars conductedbyBrAr------Based 

1974-75 and the KICY seminars on management and planining>4-4.~.4444in 

'ASin June-July 1975, 'USAID decided to expand the Management of44~~A 

Rural Health Services. project in tsexctension to include~ 

a4series ,of systematic trainling sessions. To carry these out, 4 

+zIA was asked to post inGhana a Managent Training Associate 

in addition to the Senior Health Planning Associate (note, 

4 
7.~~j<i Developmenlt Admiistration and local management insittins 

woud of the activities hih a beeniv emhaisto all 

included inmuaagement systems plncalled forinteUI 
cotat Ths aoiio are detaile i.. AnexV
 



'Th i'd ua'urter- 1975
 

-c~np let.0u %s monhstou fdiya
o Eoh.58 


Seir;Hat P ligAso 800. t lat uy Dr. Studt~
 

;an e4 oh. univeriy. The KFI/USAID 

21 0aebout0a to8 4n~ad4 l',)g tzhe e fll agree-~ 

ont act-had not been completed by USAID. There next occurred~ 

a series of one or 'wo niontil contract ext~ensions during wvhich 

timie there wa a tmoaylull in projeOct activity. < 

Whein Dr. Adizes left Ghana in July. it was agreed that
 

he anid Dr. Zukin-gould returnz in late Septemnber to part1iipate
 

in -the scheduled early October' meeti.ng of theo Regional Medical
 

Ofiesof.elh(MHato and~ to cont inue worki~ng with
 
~the HPU. In July a~nd August~candidates were being screened 
 V't~ 

;by IFI for the vacant SHPA and MTA posts, in anticipation
 
jof project extension. By early Septber, Dr. Richard:H.
 

MorwJr., Irofessor of~PublicHat at the Harvard Pbi 

-~Health 
 School was chosen as the 8IPA andV Mr.~- Albert a. INeilil X; 

a maageentdevelopmnent specialist, wa hsnasteMA 

Dr. Morw who woul tae leave of absence from Harvard, 

, previously had worked in Africa~ for seven years including '4" 

tyears inGhana and Mr Nel a ee yasoesa
 

experience in his fiel.d, muchz of that with the Organization-for
 
Econoic Cooperation and Development.
 

-Since it was the desir~e ofboth~thle USAID Milssion inGhana 
an h OH~ to i~nterview those candidates 4betore their final ~'A> 

seletin it was areed by UI tha they woUu accompany .. >At-A 

11-7
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I~,uk n!ad,"Adizes e mnbe itn''sand Qoud 

_iariipate n:o Oh gso
 

o6alance- b we w e I although the
,hemeetg entver 

-ea oa e4 r i' soet urned out to be leFs±o 

hn~ hba nani td. The JIPU had held together 

di'cen-severalJ Qnthq; however,. it had sensed 
onl ,btra ess and insecuriy and bad many,obstacles 

od Duriig this,-i f±iut period tihe U08 Zb6e 6fcom.-_ 

assisted weepssibe
 

During bhe late September-early Otober visit the KFI ~
 

team spent many~hours with~ the HPtV dea1,.ng4 with a variety of
 

problems. A detailed work~ plan ftor theA next two' months wa~r
 

prepared with the unit assiste~d by Dr. J.S. Prince of USAIDV,
 

which had been idenified as proiyitems at thle RM~OH . 

F~ourth Qure 197
 

Inlate fall sigkiifioant changes occurred among high
 

level personnel in the Government of Ghana. Both the Commis-7<~ 

asie for Health and the Permanent Secretary in the MOH were
 

replaced, These changes delayed Ghanaian government action ~
 

on the confirmation of Dr. MIorrow~ and Mr. Neill ndalso 

Sprobablycontributed tothe period of time it took !or USAID~ 

to athoize,its contracting office to arrange with KF! for.<
 
the proj~ect's ecstension. At the end of November Morrow and~
 

and KI sgnd contract to extend 'theojcthog 

4,eo Annex~VI for this workplan and Annex VII i4n which 

'rl'7 



be, pos ed A, Ghana' aznd hop efu Ily the. P'wi 11 move, forward
 

with renewed vigor.;
 

Other 	Events and Comments 
80era ote'events and coments pertaning o te project 

per se 	or the HPU arye worthy of note here.
 

In adition to consltants provided~thie plannn unit 

through the KFI contr'act, USAID 'madeit possible for Dr. Richard' 

Brooks, a Britishi health economist, to spend several months~ 

with tche UPU collecting cost, data on health services. Dr, 

Roger 8ell:0y, a For'd Foundation economist~with the Inst!4'ute~ 

of Statistical, Social and Economic Research (188ER) arranged 

~to have twonational service tstudents who were assigned to 

seconded toithie HU to assist wi~th the elaboration of 

~health facility costs and to determine what cost data is 

available land what cost dRta is r~equired for planning purposes. 

Although inApril thre government had postponed the date 74 
fj~6ubmis sion of the health plan from June 30, 

SISSER 

or five year 

197 to April of:1976, in early fall this date was again ~ 7~ 
changed and the plan was requested by mid December so as to
 

be able. to ibe. processed for inclusion in th overall ,national
 

d~evelopment plan in January 1978. To accomplish this task
 

a three man team was~designated by the MOH[ consistingofDr.
 

ER,.0, eauoleil, Deputy ietroMdcaSrven.e
 

theedical cho and-M.M Cofie, Deputy Director of* the IIPU. 



L ly, an i c4±atin ' thin~~'rasin impor~tance and 

taof HPIU isi ovidened by tbe~fc tha in'hefl 

office forI
of1751the Comissirnoner for Healt esa bished an 1


imself in .'teUnit, KFI oelatha intvolvement of the key 

decision maker. in planning fCor is organization'!s programs is 

of parz.iount 'importance and4 e were partcularl'y pleased when 

the Commiua oner-I'moved in.' 

in summar'y, after. a rather rocky beginning the Health 

Planig nitnow seems wellestablished although it still 

faces many problems adchallenges. 

~Thae cost for' JCY participation in the Management of <i 

Rua Hat Services project~during 1975 totaled $146,564.29. ;< 

~This sum is well within the estimated budget in the ICFI/USAID WCx 

,Acontract, detailed brakcdown of expenditur~es may be found~ 

4in Section IV'of this report. -".< , 

.4.33~4 .4.4 ~ ~ 4),4- 1 
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APPROACH TO, THE, PROJECT 

In the .,,pring of 1974; Drr Paul Zukcin, a sottr
 

6 outlnt 'o thoUSAID MissionI in Ghana, workingwithDr.
 

Kas ,.-imio of the Miistry~o Helh completed drafts
 

outlinng the proposed structure, functions and activities 
A 

concerning health policy~ and the prepariation of a fiive year 

national health plan. "Guidlines for the Five Yea~r Develop-~ 

mnt~PlanAr1975-8011 were published by the Government of Ghana$§i 

Sin January 1975~and these were largely ,consistent with the
 

Zukin-Nimo reommendations. These Guidelines and the drafts ~
 

and reommnendations ref erred to served as they point of < 
 ' 

Ldeparture for the initiation of the Management of Rural Health" 

SYervic~es project (See AnnexVIII). 

Historically, health planning units in leas developed 

countries have no be atilly,.effective. Typio&1 lyt 

~<they serve as advisory bodies which have little impact on 
udisin makrs and more often than 2not th laspoue 

Sare relgated toD a shelf insomebody's office and are never, 

~<implmented.. To a considerable extent, this is what has 7'" 

in previous ef orts at health ,planning inGhana. 

SThe KF pproach to health planning seeks to avoid this
 

outcome. Building on a technique d velr d by Dr ItAdizes,
 
aAKF oslat$w ar u~tbt the central and reionalA
 

Soccurred 

7271.levels, a arouD diagnosti@ propoes which is problem oriented 

and action oriented and which idoniies problems which are 



V 

ontrollable. 

<successful health planning, Therefore, groups are caeul 

selected to incl.ude individuals who' have some control over 
the ide~ntifiable problemls ta eaet h eieyo 

..... Controllabli±ty' is a f 

Sheal1th services, These would be individuals whoi have~some 

authoritZto make mao deiin ihrspect to health 

services,++++ who have EMUe -over health'+.servi..es_1 (e.g,, ., 

in control of f ...i ....... o..f resources) and those who 

hav influence concerning Ihealth servicesw (e.g., individuals 

who, because of their sppcial knowledge and their status,~ 
hav~inluece vethoe wo hvepower and authority) .. 

'Of the possible people tobe included in a,group, we try 

to involve those with~the highest status and to the extent. 

possible, power and authority.: From the list of potentia.....

-f+ .i..,.. that rel+t+ ; =t;.d y+++LLv of++++. 

participants, we advise that there be not more than ften
 

with whom to start diagnosing problems and suggesting strategy
++++'@+. ... .... .... ... ..+-.......+++:+;+..
...... 


and actions... loadingI:'++++ to the next I ++% this procoes which is! + ++-:.F.+ - < stopIs+++of ++++ ,.+ ,+,-,...+'++:+ +d f+ ++ 


to segregate the problems into four subjent areas. These four 
ha.....ve+..... + i +++-i+++++++++:+,+++ ++ iareas are those which typically concern any organization
 

producing a product or service to-be used by or provided to
 

people,- 1.,., the "market." The four subject areas are
 

marketing, production, finance,and human resources,
 

The term mreigis not well understood inhealth
 

circles, hence, .we have substituted. the term needs assessment
 

in place of marketing. Needs assessment includes: 

it'Identification of the population to be served and
 

.......
 heir health care needs (needs assessment). 

,+ 


I.- -3A--..++++ + + ++,+ ++m++ I . -,+++++,+ ++ ..i.+ 
Ir r+ + ++ +++..-c +++ ;s+s
 '.+++=++q 


+ + + 

; +++ + + ++%+++++ ++++; -. #@. + + ]++ I+I. -.. 1 'I+++++,m + + +++ i, ++:++,+,+:+,+f ..
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r'equi red to met theseneedt', 

83, k o:hanIn@1 thrhX'Ubbo are or could bewihaerXvices 

distrbute4nd providoe, ieOthe Iiltcare
 

4., 	The means of promoting health, such ad health 
educoation, comunity involvement, ina 1vin aal 
health problems, means of generating supporbor. 
Vhealth care activities from outside the health care 

5. 	 "IPrie"or the effect of financial costs or icn 
'><. Cvenience to the user on demand and utilization>of 

4 Al thoeactivities and considerations, excepit for man-) j~ 
power per se,,<a
which are related to the production of health 

-Q>services are encomipassed inthe second subjetara 

s	 ~4~~pecifically: 

1. 	Standardization. 
 ' 

-44,2. Maintenance, e.g., how to, programs for, spare4
 

parts inventory.,.. 

3.Fcltee.g., design, use inerelaionhi,4<4 

loainand criteria for site meleotiong' means to 3" 

4<44 prevent "wrong"s fcltconstruction. -<-4; ~4'4434 
34 .-4Services prvsin eghwt, means, methods, ~ 444 

4<444444- 'trade-offs involved. ~>444~44:i. 
K4 

4. 
 Tanspor'tation and omnunications, e.g., vehicle ~ 	 4<< 

allocati4 
 criteria. 
 -1~ 

6. Stores, e~g., ±iventory item; selection, <storage. J .<:3~ 

111-34
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7 pttpe ~ n an !mnagmnt.nld 

management control* ystems 

In tet)hird subject araw deal wih finne and are~~ 

The sourcof funds~, both oapl and~c operating 

2.,bTh use of funds incluing cost expenditur'e ootrols 

3.-The costing of services, 

4,. Budgetary proceduras, e~g., how to, preparation and~ 

~ ~ presentation, of budgets, justification. 

'2~.2Lastly," 
 human resources considers: -2 	 2~ "" 

"2 ~ Personnel needs asessment and staffing.4 ~ 

2. 	 Training and humanreoredvlpnt gwh 

to train, where to tr'ain,' ho otan hnt 

train, etc. '22 2* 

Assessmient'2of manpow~er performance'.w22'>~'> "'23. 	 ;2222>4 <2 

2"4'V" 	 ~~4. Rewas ds, incentives, conditions of service, brain 

drain considerations, etc. 4'"2'2 	 '22 '" 

Ths fou sujc"resi'hihpolesaealoae
 

au''thorit tor infuenc to'2 t~hat nebededarass'r 	 ation alced 
carie
out.4""'
 

Des ramtionoron othscmite snotin '2aud"'' 4 s
be±ihelfuail here.~ Tae o xmpe h edsassmn
 

rI~ -4 



-halh00ts Qnee posil wy t 'delverndTheath 


ditiutsricss assto meet needecSvra5 ai
 

Osiplines
4 z'o required to carr'y out this ommit~tee's 
tfunctions--6pidem1iology, biostatistics, public health admninis-'~ 

tration, etc. 

}''aa 

___P~reliminary-design-o. -comttees -occurs -dur-ing7- h~e gru 
dianoti sssons with the deignation of committee chir
 

men and the identification of potential committee members. V
 
Itisthen up to the chairmen to recruit members selected andi* 
 a
 

to4 or'ganize their committees, 

The role of the HPU in this process iscritical. In 
4addition to a dir~ector and an administrative officer the Unit 

sholdave an appropriate staf individual responsible for 
eachoffortebaic fnctins~aoutwhich the. Unit i 

oraied-ed assessment, production,.finance and hiuman 
'~resources.
 4 These iniiu srea ertre of the,
 
fou committees at 'the central-(ministerial:) level and assist 
 -a 

~~the committee chairmen in organizing and scheduling work. 
This arrangement makes it possible for the HWU to coordinate j 

>panning aciite within,-the Unit. However, to assure 
coordination and integration' of the-four committees themselves "' -

"T~~acoordinating committeeisstu 
and this should be headed
 

~by a keyr member of the Ministry with the director of the HPU 
serving as secretary. 

This isthe basio approach that has been initiated in aa 

G;i;hana. ~- ','aa 
x 

i-il .- aax,. , a-- - " 5-a-'a 



J, Progress to Date and''Achievements
 

Outcome of Activities as Related to ObJectiyes and Targetsr
 

he objecti~ves ofth Management 0± Ruryal Healt Serovices 

by KF'Z izncdezr4 contr~act with USAID have been disusdi 

pevi4ous sections and aroontained in the origina1 ontraot'K 
as modifie in th eorandum of Understanding, dated 

Ferar 4 1975 (seAnxI) pcfcaltecntractor~ FF 

Swas to assist the Ministry of Health to accomplish the followigj , 
activities:F 

0 Prepare a Five-Year Plan for deieigcotef 
~~tive health services to the people of Ghanz with 

; 

emphasis on decentralized generalized services for r 
~the entire~country. , 

~ ~ E~- a Planning Unit in the MOH.0 stablish 

FIF0 U;;;limately, develop an integrated planning budgeti/~ 
management system "to facilitate achiovement of Plan 

0 dntf appropriate personnel- to be provided "-F;F 

FF Ftraining for staffing the Planning 'Unit" and also to K+~i 
4F F'~~ ' FF<. FF..F prov id e in - s e r v ic e t r'ain in g . > F ; F F 

~FF4;,.~FFFFFFFThe outcome of KFI efforts relative to these activitiesF F 

follows.nU~ Parenthetically, it shuldi be~W~noe ht-h
 

Poect Director and 
 'FAariedi Ghana onschedule (FJanuaryF28, 

(Jnury-3i1. 

http:follows.nU


9y p ovide4 acceptable work 

p an0r teet Rch 1te'ak outlJined. 

-A.' rep&l' a Five-aYear Plan, 

Aplnifg 'f'aneork' establised early on 

by,KF ±icollaboration with Dr. B.G. Beau1soleil, 

Deputy Direcor of Medic41al Services,~ MOH, and was

thaM-USA ID A.rocssAn&time 

30,975wasunderway when~, i~n April 1975, thedu 

date for the Plan pres ntationi was postponed to . 

-4Apri 970.~ that' point,1. At Plan~development was set 

aside and establishment of-the Planning Unit, whc 

had alroady comnewsep azd.ac~t 
* ';>:~~4nIn4 late fall when the time table ?or submission 

January 1976, Mr. Cotie, Deputy Director of the
 

~ ~. Planning Unit played an'active role -in Plan,
 

c~ ~~; development.-- Mnsr
 
-4 -B.- Establish a Planning Unit in teMnsrof Health
 

-~The 
 design concept for the JIPU wars delineated ~- 4 

~adthoroughly discussed in the MOH headquarters, 4 

... +++++ 4, --4444 + 10>~x~j<USAID and 44++4 + ++++ .+: of six of th'.in the health establishmentm,+ -<++ 4 :'++ + + ++ ++ +E+ 4:+r, + + ,++++, + ++ +:p44444444,++ +,:+?++++t44 444&+:++++'+-Di ll ++n+++ + " : + m >+'+l"'mi+++ "+.++'..+"+++ -- - i '+ :+::+++ +::? +++++k+++++++++++:'+-:Z;++?I + il+! .. . .....
e .+ +++.. ++++'m + ,++......" 44IO...+++ ++++4::++'+ +++++4 + 
4- 4 :o++++........4°++-....

4--+-4-+444+ -t+4 - - + 4444444 -' - - 4~ 444++44-4--......4-- 4 4 4 44 - 4--- - ---4444-+++;44 ++++++++++++++++ ++44. + 4-'++.+44-~~~country's nine regions. This conoept~awapproved 4%+; 
++++,++t+++i++++++?;.+ +. + ,+4 ;+> ,+++ 444+f44 + -474-44- 4--444 -+-++ ,.++.+++++++ +!,44+i 4 -- + . ............
'44 4++ 4,.......-++ 

~44,
 
a +++++k+;+4444++++++++++ ,+++4444- 4+: +44-4---++++4++'#;ho 4+l~+ +++++++*++ -- *44 4 4++ +,::++ 
i #+,++¢ ;++"i++ +++:+ -++ -+ '444'44-4444444444744444 

-* *by both the MOH and USAID. 

-,- <- A Planning Un was osalse n the MOH 44 

-4~-4 during 1975, and-largely through the contractor's 
-- Wefforts. Howover, 4because of-many constraints,. -. 
 - -

S4 4



which1 ar e icusdI't in th4w u@etion by tbqii 

was no fuotnn entirelz@y as hoped. N~onetheless, 

consideral g~ains h~ad beenmae~ a eported'y tha 

Unit.U Direcoto t~Qhe C03W41 1ton fo elh(e 

AnxVII) Th Unts stf a toured all nine
 

eacreion t review thehelt planning ehdlg
 

to involve the Regional. Staff inactivities of 

the Unit. A list of probes was collected on which 

Sand 


acio was requred
 

The HWU was organized following the umthodology. 

presented in the KPI seminars. Of the four commitees' 
2which were to be set up to handle specific aspects of 

planning and problemuresoltution, 0only two, Neds 

< Assessmient and umRan Resources, have been' established 
and theose ar~e not yet working smoothly.* However,<C 

the concept has been Ap&_across and accepte.& During 
S1976 .itinsanticipatod the HPU will be 'fully staffed 

(itcertainly was n o in 5)197.It confident 

~YVa' Unit will get its comittees. functioning and..the 

~ undertake its full responsibilities*:, 

Following the IWOJI meeting in October 1975, to'

gether .withb Dr. J.8. Prince of USAID and Dr. Zukin 

.~..pa~&, 

Mr. Nill of JWX, the ILPU undertook to concentrate, 

ona 'series of specifico'ta sks which 'wae of chief 
>±~'and 

to the IWO1(s, These revolved about transportationSconcern 

V3." 

http:5)197.It


healthi need4. assb ;and humn resoce reoquire

ments an a4 By end4 a reor~zt on thevailability. yar 


result 0
thse atvities had not been submitted 

by the Uni athug dae Pber 28,~memradu NovemZ~ 


~1975 indicated work was goin fowad
 

Ultimately-Dev op an-1 tgtddPl-nni ng~ 
: Budgeting/Managemuent System' :; 

;v~,.: The Orand erg Semi~nars (in whic th HP 

'; partici~pated) and other management tr'aining going on.;W :j 

~~	in Ohana-o * ., the "Course in~ Heal~th Adminhistr'ation 

and Management for Senior D~otors#" pu on at the Gha a 

Instituite for Management and Public Admiistration-in<. 
October, 1978--have largely prepared the way for the 

orel~seomn of the type of managemaent system~ 

desired. An time goes ont, it is anticipated that thse 
efforts will continue and that the )IPU will play an< 

extemeyctie-oleindevelopment of~anipoe
 

management system in the Ministry.
 

kA~W~ D. Training
 

thsae~ra r to-be cridout udrthis.i 

*9..99projet. Under USAID sponsorship, Dr. Kwasi P. N4imo 

iscurrently completing Itudies inmanagement at UCLA, 

frthaving obtained an U.P.H. from Harvard, and Dr.
 

Kwa~ICsi Poku is finishing an MO.HJ. in biostatiatiox at; 

I999, 

i 
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JohHpkns Hopeful, ac of thes qi divw~idmml 

wi 1u.£Wio in HPU on hise etuz'n to~'theP Ghana. 

All of th presentPp~ofssionl staffQo the HUPU hav 

been identfefo graduat trinn outid of 

Qhana--Pr Neman theUhits Director', and Mrs. 

Samarisinghe, Secretary of the Human Resources 

and Mr. Adoo inHealth F'acilities Dsg.Arneet 
for~ their,triigo for thier aternates, sbould 

~they be unable to leave, should be made early in 1976.~ 

~.~ Other suitable candidates will also be selected. 

Considerable attention has already. been directed> 
S to in-service training4 in~the HPU. ,Itis Athe. contractor's 

-,-belief that the Unit's stf, IRoujhu times5M~insec~aure.
 

~~and working under .adverse conditicns,' have made tremen-~ 

dous strides in a short period of, time$ 

IIsusand Problms~and Corrective Aotior,' 

The M~anagement of Rural Health Services project in Ghana has A 
Ssuffered from an uncertain beginning and a rather hectic4 

-~> /operating first year., This discussion will attempt >to high-, 

lihigiian~sesadproblems and constraints to 

agi *veent of project purpose.
 
S1. Doubts 4and Fears within the Ministry of Health
 

Earl on4-er were (adprobably silare) dut 
4that the M1PU could be established and fears an to how it 

&ght the Ministry. 
c'tractor sensed that operating personnel who were used to 

mi%,~'>impact FrIom the beginning the con

44 4 
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aking3.P decisions regarding their programshanodsr 

or intent to tuntapower ovrto somebody el5@"'"an)-

S part icularl ii0t, to a new unit whose staff wap z'olativv'y 

utandfor their job and in large measure their junior.: 

This isisunderstanbe.entirely Therefore, fit the outset 

wewre etmlycareful to keoep the emphasis ayfrom 

problems which prevent or itreewith the provision of
 

adequate health services in.Ghana * We have titressed that 

the ILPU should'perform a1 staff function, i.e., be a 

service organization. 'Asthe M03 gains more confidenco in~ 

the ILPU and jaes it as an asset and not a threat, the 

-Unit will be able to perform avaluable and necessary 

sJ-

-in meeting Ghanas healtoft sector goals,,role 

2. Inability to Recruit Staff for the HWU
 

This difficulty largely relates to the first problem, 

but not entirely so. Shortages of personnel and lack of 

those with required skills also play a role. Suffice to say, 

ineu~~ficient staff proved a serious ;onstraint on the 

Unit's performancle. f years end, only three full time and 

onearttime professitonal had beon recruited. 

Hore again, in.1976 the contractor anticipates the 

HPU staff to be completed and that the level of tLidividual 

confidence andprformance will considerably improvu. 

3., Officing for the IWU: 

The expanded concept of the HPU precluded the use 

the one V'nall ofi available in -the MOH! as. the.of 

-IV 



OQQcviod Q b±n~zy !I 

".4,,c0 oh,,, Udan owor, bb6 so e' oinstr wt~ioa t emoc 

_unti, the Unit can be oficod,4inthe Mimnistry or close 

there to. osi n~1
 
Postin fCnA
 

tinder-the project work plan originally esabished by 

KFI, he MOU and IJSAID, JcFI was obligated to post consul- -

tantinspecific disciplines at specified times., This ~ 

proved to be unwokable primarily becauseth Pwano 

able topoial use theonsultant skills when anticipated. 

~r.' Ruderman (formerly chief health economist for the WHO), 

found it impossible to obtain sufficient data to make his. 

hoped for contributiot,,. kr. Hastings' visit, however, went4
 

ver wel e return in 1976.
nd wllprobably 

JKPI had hoped 4,use Dr. Adizes early on to help structure 
the Planning Unl'c and its work -but, his visit was delayed for 

several montis.' However, his services proved -very helpful 

to heproject's purpose an4b returned for a second visit
 

in late September and4 was to return for a third visit in

*,Thisearly December. .lasti visit was cancelled as a result K 

of Mini t '1a changes. -.- w 
Hopefully in 1976,~ with project ootnt no ssrd 

thrughNovember 1977,. the use of consultants will proceed 

s oothly, >--- 4~4.-4 

- 44.-4...V- 7 



Linkaes 

To'suoessfully carry out its mission the Health Planning 
Unit will have to develop and maintain 'smooth and com±ortble 
worki1ng relations with many entities, bothi within and outsdj 
of, the Ministry of Hea1lh. <Of particular importanice 
outside the MOH will be the Ministry of Economico Planningjy> 

the Miityof Fnceadthe Danfa pret. Relation 
t e-ana project warant further discussion.~ 

roetintatdin 1970 and 
February "l979,~is carrying out, research intothdeiryo 

Shealth and family planning~ services soas to eniabe the 

government of Ghana to extend'and impr~ove rura~l hoalth and. 
amily planning services in a 

Th Dna to continue throug 

f~,> rational manner, Therefore,,t 
a considerable extent the missions of the Danf a project and 

Sof th&,Managament of Rural Health Services project are. 

Ssimilar and where appropriate these poet must be coordi-.. 
nated and functionally interrelated. Pertiaent information 

K2<~generated from the Danfa project must be provided the JIPU in~ 
a fimely fashion, The IWO has been carefully designed and 

4organized to facilitate 'the participation of those outside 
the Unit in i.ts activities and it inanticipated that Danta 
project staff will play an important role in the HPU working 

~+k<;comittees. 

Estimated project costs the the period of the initial UZI 
cotat (January 15 through July 31, 1975) were $180,000 to 

which was added a fixed fee of $4,5, makcing the total for the 
per~iod~$154 0675. A contract aiwnendmsut'dated September 10, 19785 ~ 

S~ S. A 
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o;xede,.h'dnro od to'Qotober,31175adpoie.o 4o4 

4idt~aund 'i amodd~f $0,00:tuschagnth 

c otrotamoutto $194,575. A subsequent ammendmen t on December''i~.+
:1j' 175epdedteprjo and exten~d dit
 

)975~~~~ h poetithrough November-

1977 a2n4 added aditoa fud o oalcnrataouto 

E~ixpe~ndituzr&aof-Thnds by-a4F1-..on-the--projec-uig17
 

jamounted to $146,564.29 and these are detailed below,. aThe level
 

o~f expenditure was somewhat less than anticipated as a~ result of
 

project delayrs for reasons which have been commented on. Under
 
e contract extension of December 16, JWS proJeot continuity
 

is through November 1977 and expenditures expeoted
asure are 
Tato-abe in line with project funding. 

Prolect Expenditures Through December 31. 1975 . 

Salaries andFringe Benefits, 51,124.65 

Overhead 310809.12-
Consultants 18l207.00-

Allowances 3$160.12 
--- a.L quipment and Supplies 7l386.6 

- -- + ++++ + ?+ + +'++ ............ +:++ ::
 + ++ :+:+ , :++++ ++ +.. ........ 

- - - +++ ,+'. :? +++++ +++ ' +++P++: ++ :# + :++ +:; 

Travel and Per Diem, 270869.69ai++V+a--# +e 

T-+ +++ ++ ++ + +++ +:++++++ +::+++
 
ataaaa~Other.Direct Costs 3,160.12 

a:-a a aalaa- : .4 ++++a 
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+++ :+ + + :++:+++ :++ :++ ++++++ + ::+!+ + + +:::)::+i++i:+:::+
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Wi ,he stin of Dx'MZZQ h ~ IoJ4
 
Sse- t~.*ad 
 -el,1he Man ageent Training

i d AMr. 

*--Asooiae n~ eary 1976 the.. cnrbuint h
 

ofge '~
Rura Health Services projecot should continue
 

smoohly.. The KF I t& ueprpawep aa
aap 
2 4

prjc aeiii and~these are presented inhisluur 


seolon. We also felt that it would be advisable to pull 

together th sec fvaiu ouet and other matria 

~relating to the Planning Unit so that all involved will 

cmmo frame of reernc wihrepc to the definition."<havea 


of thie Unit, its structure, role, respozsibilities,'melthod of
 

oper'ation, etc. What follows is presented as a~ draft for
 

early discussion and is not to be considered the final version.
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REPUBLIC OFOHAA-1
 

MINITRY 	 P H LTH.SJEALTH PLANNING,UNIT
 

MANAGEMENT OF RURAL-HEALTHiSERVICES 

-- il-DEFINITION OF THE-HEALTH PLANNINGI UNIT.
 

1.Srcueand Roein the Ministry oHelth 
 . 

~2. Responsibilities and Functions of the Healt 
Planning Unit 

SII. HEALTH PLANNING COMMITTEES
 

~~~1 ~Nat Health Planining Coordinating
ioaln 	 Committee 

2.~ Sub-Committee A -Needs Assessment~ ~

83. 5Sib-Comittee B -Delivery7 ,3 

4. Sub-Committe Ci H-zuman~ Resourcoes 

5. Sub-Committee D Finance 

III. 	 THE PANN/UGTN/AGEN PROCESS~ 
Diagram Integrated Planning/Budgeting/ een ...
 

System for Helsoth Care Services seivery 

SIV. 	 TRAINING FOR PLANNING AN4D MANAGEMENT 

~ V.. ISER'FOUNDATION INTERNATIONAL 9 ISSION OBJECTIVES, 
~K.~.. 

. 

PROGRAMMID MILESTONES LZADING TO PHASE II1 

(Prepaatory to detailed wr ceuerqie by
contract).......rcAlTE
 

V.GUIDELINES FOR MEASURING$ REPORTING ADEVALUATINGTH 
~ PROJECT 

1. Changes in health status of the people of Ghana 

2. Ohangesin the efficiency and offectivend o 

V-2
 



Mini ri',of 1;eat opora ions_ 

3 'Changes'inPlaningbdetn/'nagmn pr'ocedures
d eloped by the' Healh:,Panng Unit 

4 ~~~~ioac of the KFI compopnenti e1~±~rp 
objectives in terms.of impoed delivery of health 
sevcs with emphasis n low-cost preiventiver 

VII. REPORT! Q/COMMUNICATIQNS SYSTEM ON CONTRACT' STATgUS 1 ,* 

, ,.,.agencies 

(AonY/UAZMH P1AUKIOK KIM KFI/JSAID-OHANA 
KFI/USAID-WA'H 

1 . Reports required by contract ~V 

2. Other reporting and communi'cations'procedures 

3. Communiations and coordination with related 
and programs 'such as Danfa PrjoVW 

and 

VI.' SYNOPSIS OF KI~ PLAN OF WORK AND OANTT CHART,>~ 
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I. 'DEFINITION OFTh'E HEALTH PLANNING UNIT'
 

34Structure and RoeAn the-Ministry of :Health, 

In: the contOex deveo9pof naioa '1socio-eo0nomic 

ment pl.nning the Health Planning Unit wi41 tbe activyely 

engaged in the development and implementation of com- 4 

7 !p're oe yveh ealifr-_ n 	 --iQ' sor~ntermedite and..
 

long terms at national, regional and local levels,~ 

Th HWU will serve ina staff capacity to managemen. 

It will institutionalize mechanisms for data gathering 

anaalsi,.and the organizati~on, coordination,2H 
schieduling and procesn of Ministry' of Health programs. 
It will~coordinate resea~rch and surveys necessary to assist 

management inestablishing priorities and n allocating
 

resources.
 

S The H1PU will operate on~the theory that: health 

planning is- the process~ by wich government makes choices 

~-~-	 among alternatives. TheV)U will investigate and evaluate 

these alternatives and thei foreseeable results. The 

choices and final decisions are to be made by the line 

organization within the Ministry of Health and/or through

the political process, 4deponding on,theL nature of the do-. I 

cision to be made. 	 > I 

The.IIPUwl workI with and~trh,,, a Plnnn Coordi-A4 

nating Committee, four standing Sub-Committees, and Ad Hoc, 

1Committees is needed, 

V41 



cvison reioa 

Ministry of l2th along with others fromiother tunits of4 

gover nt 'nAd the-pri vate sector, This will serve t 

strengthen4 communications andclooination amon all~ <~V 

concerned -agencies both wthin and without the Ministry,A< V 

aswu1llas.4taw.-u ona-va-ietyof-discilies-and-epth 

of expertise on health 1and health-r'elated matters. 

The Director of the HPU will, report' 4irectly to the 

SDirector of Medical Services of the Ministry of Health. 

~The IWU wll serve in a "tsecr~etariat" capacity to the 

various committees, Committee members will be appointed 

~4<~; by~th~e Commissioner! for Health, 

,The committees- will be advisory in nature. They will 

subitreports and findings t the Commissioner for 
7WHealth through the HPU and the-Director of Medical Services. 

tecnia d an administrations f the 

_A Chairman and Vi.ce-Chairuan will be appointed for each 

committee, anda, PU staff member will, serve as Secretary 

for each. 
The standing sub-committee Chairmen will be members ~ 

'of the Coordinating Committee. 

.4 ~ 4 Essentially, the HPU will serve in a staff capacity 
to all technical divisions and regional administrations 

~A~ of the Ministry of4 Health, and as Secretariat to the 
plann.n comites
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2 esponsibi1'±tie antuoions of -he HPU': 

Heal1th 'Policy"-

To assist i n the es ablie of an over'all 
-tional Helt P oicy li~uding 1osd ~i 

respect to the levelQo support of health and the 

production of health m~anpowerInth 

-- at-po c-R -ssit- i .the-del nea io- of -t 

MiAnistry of Health's mission, goals, obetve n 

tages ncluding atcpto in~the establis1hent
 
of crtei forsetn±pioiis
 

:>~{b, Development of Plans 

~ To develop a framework and process for preparing 

lng-range, itreate and short-range health 

>Nsecotor plans on a1.national,, regional and loca1 level. 


~, be responsible for the preparation Lof these plans,~- ,To 

and their submittal toitheN appropriate authorities
 

for approval.~ 
 -

~~~iNi .:~ Eval1uation 

~To develop practical and feasible measures of the
 

-~. ~- outputs of healtb programes and projects and their
-~ 

efet on health problems and health statUs and to~
 

prepare 3and integrate these evaluation, components into~
 

~ --- planninr.process. ~I~7- .the , 

Special Survous and Studies 

~~%.3- ~.-To participato in thes desigp ~anid imnplementation - . 

Sd. i 

NI*~ 

'~of) surveys and health services studies to generate ~ 

- -- < -3specific informiation for decision making., 

V-6N
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~ o~o~d cne4epca tde n analyses asecn d d 

T'Zhse'iil be conducted by the HWU and associated aece 

Sc stde may include:
 

(5)zofSuitable'inplicton for
laing adcn~rbudgeting. 

e.................................. n ,...-- 5 E1 o p o ie i rei lial e i!,('ld/
 

(u8h Stanardzaton maiayennnlude:' inetr oto 

44,4I!i!V - 'Il i!! 

- :naniwe uactiato..44 the involve cnrealthelted tes 
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Toar-i end the HU wil dvl-..processes'a
 

A ist line management to stanarize procedures, develop
 

ifratin an~dcoordinate bude rquests, as wesl a
 

to develop a protocol toprepare, rak ustify and :
 

rsnt project proposals for hich capital expenditures 

areuseAprori~ty-rankcing system iWll be 

-- Q-o-'p-ed~b-h6-ti THPU--wi I1usist'do-v-e U -fdthLstIZrpos 

inprparing budget presentationsubefore the Ministry 

.- of Eoomic Planning and Ministry of Finance. 

t. Daa-Sloin Generation, Processing, Analyzing. 

Independently and in conjunction with other units, 

~both in and out of ~the Ministry of Health, to secure, 

and/or develop datalnecessary for planning and budgeting 

includingan adequate management information system to 
monitor, control and evaluate planned programs and 

In c.onjunation with various, institutions in and out I 
of Ghana to develop and help provide courses and in-service 

traininig hn'ealth systems management and health planning. 

To arrange for thO grauate education of selected , . 

individuals in disciplines pertinent to the management[7 
and planning -of health services. . .. 

~44~7b.~ Communicat ions-

Through the budgeting and planning process to develop 

oeftotive linkages for the Ministry,of Health, both 

intern2ally and externally, 1to. facilitate the processs ~ ,. 

-. IVp2 

'V



Io serv anda clearig anr orcofifomtooue os 

and ideas on health planning andimaageent, To prov'Ae~ 
meanis tor comunicati~ng this ifrmation freely to decision 

'Makcers ingovernment, the private sector, and international>'~ 

Management 

To develop and help intr~oduce throughout the M~inistr'y 

ofeathapplicable maaeetsystems an techniques 

thr'ough the planning and budgetin; .process, Such ~ 

~(2) Limited.,program budgetig.nV 

(3)2Protocol fo akn and rating capital ivsmn 

(4) Cost/behnefit~ analyses,
 

(5)~ Project planning and implementation.
 
2"(6) Development of a I'shelf" or backlog of proj3ects. 

(8) Feedback and control mechanisms. ~

"''2'~ (9)' Manpower lni dstfng 

_ 4 '>"(1)"Mnaement by Obeot1is' and Resuts' 

22 ~.2 2 2" ''4 0 
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---

ssg wr t he sub -mqmittees, screenand review their~ 
tproposals, ree tasks to sub-comittees or other
 

priva~te or public grup orgencies, subm~it r'eports and
 

r~ecommendations to teCmisoe orHat n te
 

for health planning, budgeting and managmnthohte
 

~ sub-committees and.HPU. Specifically coordinate: 


(1) Dev~elopment of an organizationa1 structure designed
 

ito facilitate the acievement of plan objectives. 

~~(2) Development of'an integrated planning/budgeting/ 

~7I~f system compatible with Ministry of Hlealth-~-*management 

capabilities needed to increase the efficieoncy and 
'effectiveness of Ministry operations, and 

(3)" Produ~ction of long-term, intermediate, and short-term 
~-~-Health Soctor Development Plans detailing goals, 

'obj'ectives, and general strategy for implementation. 

K--; 
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UBCOMI E A NEDS'ASSIESME.'(MARKETING)'.2 


ViceChirman:.
 

Members: _ _ _ _ _ __ _ _ _ _ _ _ 

Purp058 \ 

h ATe-pQpu-titib-n 
and analyze the preventive and curative healt~h needs of the 

poplatonand to propose alternative levels ofihealth 

prevention and care which the nation can realistically expect, 

to achieve 

To nventory exist ing health resoiurces and health status 

To measure t~he efficacy of existing and proposed health 

$~care systemukcomponlents including curative services, preventive 

services, disease control, environental management and control, 

To develop suitable health care delivery systems which will 

~concentrate on the health needs of the rural population. 

~Areas of-Activity ~ 

~at Measuremnt, analysismand for~ecasts for: j,~.,. 

(1) Needs andi demands of the population,
 

<s(2) Means of health sevcsdeiey
 

Vothods of
(3) rotion and education# 

(Payment fo.r services.§ 
EstablIishment of desired le~avela of health 

1ttainabl lo el.
 

andservices helt 
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SUB-COHMITTEH B' PRODUCTION, 

1' 

Vice Chairman:__ 

Secretary:..""" 

Members:" 

4 

_ _ _ 1444.'A'4 

Topln orthe pr'ovision of healthi caesrie hog 

opmtion of available resources to meet priorityrhealth~ 

nesof the population.44 .44 44'.4 -44,.4. 

A4..-.4L~ reas of Activity 

a, Inventory and evaluate 

facilities and programs. 

4444.health centres, health 

promotive and~ educational, 

facii~ties and programs, 

44.444444transportation, environmental 

family planning.4 

~4'4."44b. Develop alternative~development 

provision, of facilities 

existing health 

These will 

posts, disease 

activities, 

drug distribuition 

sanitation, 

str'ategies 

and 'programs' 

-4 . ' '14 

prevention and care 

include hospitals, 

prevention programs," 

private and mission 

and control," 

nutrition, and 

for the 

to meet identifiable 

'' 

4 

4 

'4444 

144.4444 

' 

4 ~444.4: 

n4eeds as determined 

-from the otber4.t lee 

---------------------------------

by the planning 

sub-commuittees). 

eand preventive-programs, 

process 

Em'phasis 

(with 

-

will 

inputs, 

be .' >-4<. 

'4>1and 

4 4 ,.4(1).4 

Helt ca -dlvr 

rcommendation, 

Cur tiv 

include 

e 

system 

the 

4 

components 

following: 

44 

subject to analysis 44 

4. 

.4i44.44444; 
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e. 	Introduce a system for improving communications and
 

transportation within the Ministry of Health, including
 

the standardization of vehicles and spare parts, inventory
 

control, and maintenance.
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,SUB .COMMITTEEC0 HUMA) RESOURCES, 

- ' 

. ,A" + i • ' A"' 

"i>-C~~ K hair'man, 

Secretary;: 'A-"-' "(A 

Members 

--- Purpose ,. ''4--- '4<"p 

To mesr an lnmnpower rquirements for' future 

To plan training programs t adequately staff future
 

A> health care delivery systems.AA
 

develop policies and practices for sound manpower
 

development for the health sector."
 

A'To 

A A'Areas of Aotivitv< 


*-+ A A,Sa. Inventory existing manpower 'situation by mes n "Jobs 

people.,~'4"and 

, L;++i + + + '; -"A 'A" "'-' ?+:+t 

b. nventory *ecistingtriigporm adfclte.
 

a. Foecs manpower needs for the healthsector based on 

health%program scenarios-,developed in collaboration with 
+ *mas 14'.4++4 am..@

theA three sub-coitee."'t~other A 

d.>)~ tralnini programs to meet projected health cares,Recomend 

U)' Revision of the health centre superintendent curri-


-public
culum to provide increased emphasis -on health 

andu preventive medicine. 

(2)Development of a core curriculum for nurses education.,"'"-'
S 

V-17. . 

- _' ' i _ - A 

IL I A' "i 

'-A'-; 

-* 

A
 

A 

{ A 
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(4)Tz'ainin of adti.ona~l hatk ~itor, development of
 

:hath teaches training:ppograms a the universiti~es,
 

(5 Intensifitiotn of docors' training at both the 

under'graduate loe nd or post-graduate tzraining 

*ni all major specialties and particularly comnt 

'~(6)~lTrainingr inplanning an anagementifor senior 4levels~""" 
ofth heathService.
 

-(7) Development and coordination of training programs<' 
for~ improved rural health care, including health 

'post and'health centre administrators and workers,'_ 

training of traditional birth attendantsan 

environmental sanitation.AU$I 

Ae. Develop and-r'ecommeond specific policies and practices Uto 


provide adequate numbers of trained personnel at needed 
in the regions 4to c'orrect the existing imbalanceA'A,~U AAlevels 't 

A~-~'>~of health services between urban and rural areas, 

A
~s'-"""f. Evaluate and recommend personnel policies and practices 

improve recruiting, retention, training and staffing 

for he helhsector, including: 

'Ato 

' 

(1) Oraizto structure
 

(2lnigand alct oo manpower 4. 

'''(3)~2~AJob descriptions.4 
~AAA4A (4)ARecruitment.
 



(5) Rewarding/salary structure.
 

(6) Personnel evaluation.
 

(7) Promotion and succession.
 

(8) Personnel administration.
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SUB-COMMITTEE D - )'INANWE

M~embers:
 

Purpose8
 

Todeelp nt Health~
 
-

nditrdue heiistr'y of 


wit eplans.nl'dueiit
 

eveop 	 inothe MinistryTo ndintroduce 	 of Health~~ 

~ 	techniques and procedures for evaluation, ranking oprioriy«
 

ties, and allocation of resources to obtain optimum cost

-sector
~Aa7<ef~fectiveness in achieving health goals.--


To attain the-highest level of health, for-the greatest>-~
 

Snumber of people, at the lowest possible cost through the,
 

development and finanoing, ot low-cost prliary health care and 

Sprevention programs, alo.wit th~e adequate maintenance and 

efficient operation ofa health care facilities. 
-

-	 , -----~~ Areas of Activity 

~----a.' Develop a process for the systematic pre&aration of capital
 

and recurrent budgets.
 

'b. Standardize procedures, dvlpforms and coordinate the
 

budgeting process.
 

o. Establish procedures for the analysis of budget pr'oposals, 

of~ alternatives, achieving regional and 

urb3wan/rura~l balance, establishing criteria and ranking >~ u 
)examnation 

§'~ .<1pbotU(&allocating5 resourceu, and coordinating propoals-tK 
- tV-20-t-V 




-- 

natin 1L, regional, loapl'ad seco ral goals an 

_d.'Conduct alyses-loffinnial resources (including private 

f<inan19ing a~nd missio finning),,their allocation, and -"~-

for'alternative health program scenarios developed 

in collaboration with the other three sub-committees. 

e.i~Develop means for directly linlcing, plans ;,with budgets. 

- /~4f. Develop and introduce limited program'budgeti~ng- as- appli

1forecat 

cable.

g. repare budget presentations and assist in delijveri 

th e Miisr of Economic Planning and the Ministry
the to 


4 

- of Finance.~444 

-
-h. Develop control techniques for the follow-up of plans and -

feed-backc, measurement, evaluation and corrective
42budgets, 

4 action, 

Develop techniques for projecot planning, -management and
i. 

-f
'4- 4' 

44a1 Inetiie-or44o4fnin4inenl4n e 


and eosternat)ng
1. Anvist igae ourcesof fningia contrnl 

horaeah seeorctoect.. 

-VA2
 



AD'HOC-COMMITTEES 

Personnel 	 ' 2~222 

Pur ose

A0easoL.Aotivity21
 

III. 	 THEL INTEGRATED PLANNING/BUDQETING/JIANAGEENT~v~iy
SYSTEM FOR HEALTH SERVICES DELIVERY ;K 1>i. 

2< To be delinea'ted 

V.KASER +FOUNDATION INTERNATIONAL: - MISSI 

Vil 8FOR PA IN AD I(ARNGMN 2< 

To be delineated
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r~ ptoy aprooach egin, h i v1 met 

piate 	persons).
 

Tie:1Ma 3 May 76p 

* 	2. Complete appointmet to HUand Commttees 

cmvletes KFI detailed work schedule per USAID contract, 

Wj~:Time 	 1 Mar 15 Apr 78* 

Tie: 	 1Mar 76-Nov 77 

5.elet, nat, individual projects requirinlg special'< 

< 	 ~~Tie 15 Apr 30v4un~'76-. , 

~K~ 6. Dlevelop basic system and proceduares for planning/budgeting/ 

management. Specficlly 

a,Idicaiveplanning systems, for short-,Itredae 
anogtr lans for tehealth sector, 

2 	 achievement of plan objectives. 74 

c'.	 Integrated planning/budeig/asamn~ ystem 

to increase the efficiency and effectiveness of 

d.Health care delivery systems and components. 

~-':;::e . Manpower development system. 
iwv Time: I Jun 78- 30May1? 
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ANNEX II
 

MfjECTIVESt THE PUPSQF THE GKQHP 1f6I THE PMEPATIO SBE W
 
AND. rwLM1ENTTO Of A COIWRNEWIVE 1 COST EFFECTIV HEATH PlAN FO1 GHANA$
 

SThe health plan should be a wtten statemeint of the nati ol , long range
 
goal1 and polictis, 'their transl'atitoon into object ive -action resdtosand
 

~~~the defietiton ofactivitiesorequired to achiev the 'iqmpUtauo h
 
S recomsndations. The plan Ohould conuist of a descaription-and analysis of the
 

1.The curret helthresouces. 

The 	current health status,____'~2. 

3. 'Projected health needs, 

4. 	 Projected resources needed to achieve health sector goas. 

5. 	Weineation of noasded heelth delivery system changes. 

6. 	 Identification of speific actions necessary to implmnt program 

designed to achieve health goals. 

The preparatiou of Regional Pians ts of core irportance and will provide the 
framework upon which the national plan is based. 

Viscussion The objectives of my plan are to array data, alternatives, pro
pre, projectiuns and action items ina culturally acceptable, scientifically 
logical and politically realistic fashion such that expeoditures of resources 

raixe the gveatout possible return on Investment to the people of Ghana 
ovrea both the short run and the long term. 

Res,nsibilities of the fLU: 

The 	NPU will be responsible for the developmsnt of the process of plauwins, 
from wrk upon which the plan to matured, the witing of the document,, and.. 'the, 

the dessimiflation of the completed pla. It will aleo be responsible to insure 
that all interested groups ane represeted to the plowing process ond that 
comuleted document represents the widest possible coscinsu. 

funtiMi Ativities: 
44; ++++',+++!+++...+ -:+++++++++The++ H U should establish,& planning frmeork fo Its on use and for++ ++ 


++++++++++useby 	 i;i:iiregional+,+-;:++plaos.Thsfoevrwile+ ++++++++++ ++ +,+ ++++++ ++++++++++++++++++++
heRMHindevelopingth++ii++,i +++:++ ++ ,+,+++++++++++++ 
designed 0'" Consultation with the several 3101. 

2. A prosoad a timetable tsr the health plan development should be 
determined. 

3. asopmniblities of the staff and advisory group memers aod other 
volunteers should be ssigned, 

i 
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c.Corraspoudenc* usingamdfe delp1ht techique,. l41 4 

14Recruit standing and-ad hoc. corutteep to develop cowpor~nts of plane 
4.4inXfIeIr*-n-usqaml 
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5.Develop advisory groiup and methods to utilize their skills. 

1 a.4.4 now letter and correspondece~'A 

b. mebership on all standlin anid ashoc cottees, 

6. Deelop th abiltyto perfor, or to contract for studies in Ppectfic 
4114areas, Including tndepth revts of existing progal. 11< . 

7.Report-findtings'of special studies, obtain approval fro. advisory group~~ end disseminate,1...............
 

A1~~ f.I.I.4qEstblshpro ject review mechaniuu to .advise the Q0ip QOED reiionul 
.4m44.4.44i1114 oner an..11 a o h pro jects to ths rapt n I .rpanEIO~a t terelevilce of roaosd O~
 

and national heAlth plans. 
" 

9. Develop a capacity for data Mnttelac to, includet~ .14 

714..A. acquihition4 andstorqel un'tiltsable forms relevant health and 
demogapht data toAbe muedby the'unit 

h., detination of types of data needed by the unit 

0.Pvlacpacity for facilities depitu to Include .. 

. site locatio, a mter plan for Obha 1 

b,' furctional deotgu to Iasure msximau offiorwy~ in faclittle uti'. Al 

14 ligation as vell as cmuutruction costs and I intn"o 



OBT HEALTH' PLNIGUI
 
DESCRIPTIONS, 

o-e crp -. in D rector. -.. 4.~, 4 

l1k (.a) nt1In it'D Diecoi Helt Plnnn Unit>- . ~ ~ 

il(b) RA nk - o nior Officer ., 

~ ' ~ .~ (as) Divso ~-~ - Healh Planing nit ~.~-' -

:~~ - '~( b) Deprttn Ministry of Healt 

- ~ ~Reports to'--A - a.in--PA 

~~~ 4. Department/Division Function~ 

4-1 General

...... Provide mxiamm direction esaaay to establish and ensure ~ 

fullest---attaimait or HWU objectives and policy directives an they 
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Be conversant with the literature relatingt elhmpwr 

Develop a budlet for the mapower sections >
 

5, 'Purpose of Position 
111 	 '01 

~relating to the identificationg production &ndutilixaion of 

helt manpower and th plSahnin for manpov'er requirements for 

G4~hanaian health programs 

6. 	Sop* of Bgeonsibilities 

6.1 	 For PersonDMlt Directly incharge ofany personnel that' my 

be temporarily or permanently assigned to the manpower secotnYI 

6,Recrds
 

Maintain records of meetings and corespondence relating to
 

up to 	date 1ll statistical I formtion relating to1A;X;;)eep 

Develp the manpower component of any docmet produced by the 

unit. 
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duties to personnel assigned to the section. 
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To xcoajit the *jkiOj1tyee of tthS Ministry-of Healthwtth 
SmflI5Oriol.technimues to b~e taught their suabordinates in the ~~ 

~~*~~jT1, m update , improve and further~ develop the managerial and pl an-~J;< 
nigskils*of keyA ivuiaur of Heal th executives (ReionaHP. dUL 

el Off icers and top Mitnistry Off total.).c
' 

*To develop a,framework for identifying the pnead) in tiie field of 
Health'Aich will serve as the basis 'for the 76.77 Budget. 

To assist each exacutive: , 

1. to beicoe aware of his own style of management, of oration x 
and mehod o leadership;
 

.~ to dewlap a Areater aws* nsss &nd skill In handling-of Inter~,' 

Intra &roup dynamics at wor
-'1'4<and 

S. to improve planninA end implmentation of' the plant 
6.~to develop skills in detfi needs in the Health field 

andIntegrating: this, knowledge Into the planning process. 

itoesia experience vill produce toi the oeacutives 'greater Insight
intthirown potential to influence thecourse and quality of Input 

with wih y are asoetated., It will dtiulate. their desire, to 
with vsre..uo styles and techniouse of manage"! t amd to4<~~.?exrlint, 

* eappropriately adapt their behaviour pattern and menalement approaches
'wlto, existing conditions.: and circumstances. WWI rovide greater

teal'.effort toward the atteinment of objectives',deterained during the 
ie~tnar, It will', in sbortt,producel mesrabTie results. It will also 
aouaint the R4O# with theuaseeial teehniover to be taught to their 
. rnatea in the IReional lleaSmirs 
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SOME tSEASE 00 SIDERED CULTURLLY A0S CUSE,
 

PROPER DIETARY1 ABIT 

INSUFFIIN TSANITATION. 

AB8ENCE OF BPULIQ -HEALTHACT 

LAK OF PR~OPER SUPERVISIONO PRIVATE CLINICS AND~ HOSPITALS. 

-IN00 PLEEI MUNIZATIONS*. 

CURATIVE RATHER THAN PRE VENTIVE OUTLOOK? 

NO AVAILABLE DATA ON BIRTHiS A 1)DEATHS, , 

VDISEASE, MORBIDITY (READILY AAILABLE) 

RUAAREAS AT SPECIAL1 DISADVANTAGE MEDICALLY. 
SAFETY AT WORK NEEDS? ~ T EMINES, ETO,) 

NOT;ENOUH SPECIALISED MEDICAL SERVICES.* 

CAN 'WE USE TRADITIONAL MEDICAL'SERVICES BETTER? 

LACK OF REGIONAL HEATH POSTURPIANING*
 

LAK OF MODELJ3HOSPITAL IN EAH REGION.:
 

HEALTH INSTIUTIONS BUILTWITHOUT 00NSULTZING USERS. ~
 

-LAK OF UJRBAN PLANNING SLUMS - WITH~ HEALTH PROBLEMS.
 

p I8TGIOU8 PROJECTS (WRONG PLACE, SIZE , FOR WRNG PEOPLE, ETC.),~
 

P0 R~OADS (HEALTH FACILITIES OOCE SIDLE),
 

JAK 0OF ACCOMMODATION FOR DISABLED UN COMMUNITY, 

"-INADQUATE REHABILITATION 0O TUBERCLOIS, LEPRCY ETC.0 
INADEQUATE OCCOUPATIONAL HEALTH PROTECTION IN MINES1 FACTORIES~ ETO. 
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EQUIPM NT, SENT FOR, REPAIR NOT RETURNED - FREQUENT B3REAKJDOWNS. 

JAK' OMAINTENANC WORKSHIOPS IN H3OSPITALS, 

BUYIN AA ILALE EQUIPMENT ALTHOUGHl UNSUITABLE. 

OJKC0F. STANDARD~IZATION 1N EQUIPMENTO, DJWGSI,MACHINES. 
CENTRAIZATION OF~ DRU~G PURCHASIN GWITHJOUT CONSULTING REGIONS.~1 

WSTE AN A)BUSE IN DRUGS5 TRANSPORTATION': EQUIPMENT, ETOC. -

_.SHORTGE OF~ PARTS, EQUIPMENT DG, ETC . (SPECIALLY SANITARY). 

INSUVPICIE~T~ MEDICAL SUPPLIS ANDOTHER STORES (VACINES 

LACOF0RANSPORT ALLOCATION FROM CENTRAL POOL~ (HEADQUARTERS) TO~ 

JACK OF TRNPORT FOR PERSONNE~L TO G7ET TO THE PEOPLE. 

SINVENTORY CONTROL OF DRUGS AND OTHER ITEMS* 
N 'RADLYAVILBL INORATIONt~ AB OUTfI EQIPMENTV 

ACCOMMODANTIO1 FOR PERSONNEL IN HOSPITALS AND OTHER FACILITIES.>'

-JC OF RESEARC AND LIBRARY FACILITIES. 

-:lCKor TELEOMMUNICON S.

A~k r~AT 'ETRIO ITQAN KITCHEN!I SOMRFAILrTE S. 
8 B fl R T OF STORE S. 

l~~c 0I~'HLIG"ITIU O 
09, ,DES1WHSPIALS" 1 



INQ
 

OFIER HRGQORlSS'QIPET ;,SE
 
00 0,'OR1RG 0LLANFO,,EUPET -E8 0
AD~ AB 


' ,AC,,F-CO ' E~COT0O
AC tld 

0PF40 L 00 F 8
 

-TEUBLI SOVLD-C NTT, !T TQOST OF, MEDICA SERV;OES 

WHEEELS ,AN E'ESON FOR LT? 

CENTRALIZED, BUYING OF.DR -AN EQUIPMENT, WITHOUT R.EUIRE3)INPUT. 

OVR-ENRAIZATO OFBOEISIONA N 
0lC PE UNIFRMS FOR STAFF.OF BUDGET. FO 

oAPIAL AN COURRN BUDE.OTL NECESSRILY RELAED. 

EALTHf PLNSAD TO, FI 1WH RSOURCES 1RATHER HAN VICE VERS. 
-HTIS RQUESTED 1 0PPOVD IN BUDGET. 

BlUDGETS CUT BY INSR fSTEAD OF MIISUTYOF H~EALTH,-INJ'PflQ 

IDEQUATEB UDGETT 0 SPARE PARTS AND, MAINTENANCE. 
AV 11A ILITY OF MONEY- FOR-MINISTR OF HEALTE UNKN 0 BEFORE PEPARATION. 

IM~PROPE AtLOA2TION 0 FUNDS FOR DRUGS EQUIPMENT, ETC, BTWEEN 
]EDQUARTERS8 AND THEB VRIOUS R~EGIONS, 

OPETI1N00 BEWE R)EGION FO0FUNDS- CAPITAL BUJDGET NO0T COORDINATED 
M1INISTR OHELTH.
 

-,.WA ISBDOEE DOES,8NOT ALWAYS ARIE.4
 
-IORITIES BETWEENW AL DENTA~LAND MWDIOA HEALTH TO B CLOAIFID
 

MANEAB FNSIN TH AN OF POW .NO 1IN THE ANDSOF M.O.H 
CETAIE'CNR N OR MAINENANCE OF SERVICES INTHE WHIOLZ COUNTRYI 

MITENNE DGT8SHUL APPA INTHE REGONAL,BUGETSAND 
COTOLE BY THE REIN. 
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PRQUENT- RESIGNATiIONS. 
POO- INFRMTIO: (HADQARER) INHMINSTY QOFHALTHANAEMNT 

ZACK;,OF REINFORCE MENT"IN MIWIVES ACT. 

APATY BY:SOME MINISTRY NF'EAL1T#WOR~KERS. 

'PREVA LENCE OF "QUACK D00TORAS~ 

AST AN AUEIDRG'EQUIPMEN4T, ETC. 

k-IACK:OF COORDINATION BETAW M4 ., AND OTHER PUBLIC CORPORATIONS, 

EXCESSIVE ALCOHOLISM ANDl SMOKIN.~7--

HIGHWINFANT~MORTALITY., -

POOR IMPLEMENTATION.4~-

RP/RAL AREAS AT SPECIAL DISADVANTAGE MEDICALLY. "~- -

~'PRORASTINATING:IN DEIION MAKINGV. ,. I --

LACK OF JBDESCIPTIONS.'-,'4.' -'-, ~'""AA 

WORK S1JPLIGATION . ~"44 , - A'' -sjp',p'' 

P111RSON. VAUTO NOT ALWAYS GENUINE."4 4 

4ABUSE OF AUJTHORITY4'AND- MISUSE or~ PERSO1NNEL. 

ADHIERIG TOO MUCH TO QUALIFICATION INSTEAD OF EXPERICE'4' 

HOW TO AVOID "STRING PULLING." '~ -~ ~~ ~ _ 
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