
Country:

TA Provider:

~:D-J\~~ -735
FPLM Technical Assistance Re~-Q

Turkey

Dian Woodle

TitielProject/Cooperating Agency:

Dates of Visit:

Scope' of Work for the Visit:

Sr. Procurement Officer, PATH

July 5 - 13, 1996

Planning and Execution of The Futures Group POLICY Project Workshop on
Procurement, Ankara, Turkey, (July 7 - July 12,1996)

In the face of USAID phase-out of contraceptive commodity assistance to public sector programs
in Turkey, the USAID-funded POLICY Project wishes to become a catalyst in the development
of commodity self-reliance within MOH.

In collaboration with POLICY project personnel, the consultant will help conceptualize, plan,
and conduct a planning session and workshop in Ankara, Turkey, for decision makers and
technical staff who are likely to be involved in some aspect of procurement for public sector
contraceptive commodities. This workshop will outline, in broad strokes, the steps needed for a
trial procurement and present decisions to be taken before proceeding with procurement
activities. In an open forum, the consultant and the POLICY project representative will help to
identify potential obstacles to a successful trial procurement, identify existing procurement rules
and restrictions, and identify personnel who will be responsible for specific procurement
activities.

Following the workshop, the consultant will investigate potential obstacles, rules and restrictions
in more depth and make appropriate recommendations. As part of this activity, the consultant
will determine if detailed technical assistance is needed to ensure a successful trial procurement
and provide an outline for any proposed TA program.

Principal Findings; Outcomes; Accomplishments during the Visit:

1. Accomplishments During the Visit:

A. Workshop Presentation

In cooperation with the USAID-funded POLICY Project, FPLM procurement consultant
Dian Woodle participated in the planning and execution of a policy workshop held July 9,
1996, in Ankara, Turkey, for decision makers and technical staff who will be involved in
some aspect of the procurement of public sector contraceptives as USAID phases out of
commodity assistance.



During the two days preceding the workshop, the FPLM consultant reviewed plans and
content with the POLICY project team, met with MCH/FP and procurement personnel
from the Directorate of Administration and Financial Affairs, and visited the meeting site.

The official program and a summary of the consultant's presentation may be found in the
Commodity Procurement Policy Worksho~FinalReport which appears as Appendix A.
The original draft of the report was generated by the POLICY team in Turkey. It was
subsequently edited by the POLICY team at The Futures Group in Washington, D.C.

B. Outline of Steps for Trial Procurement

Due to longer than anticipated presentations, important discussions, and an extremely
ambitious agenda, insufficient time remained in the one-day meeting to adequately address
the workshop session titled "Laying Out the Process for Procuring Contraceptive
Commodities in Turkey Including Steps, Roles, and Responsibilities." It was agreed that
this important work would be undertaken in smaller groups over the next several days and
that a procurement "map" would be produced.

During the three days following the workshop the consultant combined an in-depth
investigation of potential obstacles. rules, and restrictions with development ofa flow
chart showing the activities, responsibilities, interactions, and timelines associated with an
international procurement of contraceptives, giving special consideration to assuring
condom quality.

Information provided in the workshop session titled "The MOH Procurement Process" was
used as a starting point. Personnel from the Directorate of Administration and Financial
Affairs and personnel from the General Directorate of MCHIFP provided clarification and
additional information on current rules and practices, answered questions, assigned
timelines, and made corrections to a series of draft "maps" generated by the consultant.

A near final version of the map document appears in Appendix B along with a narrative
(Appendix C). This material will be translated into Turkish by the POLICY team in
Ankara and presented for final editing to the Supply Team at the MOH.

C. Debriefing at U.S. Embassy

Prior to departure, a trip summary was prepared for and discussed with the USAID Health
and Population Advisor and the Economic Advisor at the U.S. Embassy in Ankara
(Appendix D). They expressed specific interest in learning about technical ~sistance that
might be needed by the MOH in order to successfully complete the trial procurement of
contraceptives.
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The consultant suggested a short follow-up visit to provide the MCH/FP with assistance in
developing effective technical documents, including specifications and testing protocols.
At the same time, an adjudication checklist could be compiled to aid in a technical
evaluation of bids. Also, assistance could be given with regard to contracting for
preshipment compliance testing. Further discussion may be found under "Other Issues or
Suggestions" at the end of this report.

2. Outcomes:

A. Outcomes of the Workshop

At the end of the workshop/meeting, senior MOHIMCH/FP personnel concluded that:

1. the meeting had drawn a wide participation and that those in attendance had gained a
common understanding of the issues associated with contraceptive procurement;
(This is critical for the collaboration that will be necessary to achieve a successful
trial procurement.)

2. the MOH procurement process in Turkey is less complicated than the model
presented during the workshop/meeting and may become a benchmark for other
countries;

3. timing estimates should be revised since the standard four months quoted for
procurement does not include all of the activities needed to obtain contraceptives;

4. the Directorate of Administration and Financial Affairs, Procurement Unit, will
handle tasks related to bidding and contracting for the trial procurement of
contraceptives;

5. the General Directorate, MCHlFP will be responsible for contraceptive
specifications for the trial procurement:

6. bids for contraceptives included in the trial procurement will be solicited from both
local and international sources:

7. contraceptive purchases under the trial procurement will be based on an advertised
sealed bidding process, in accordance with Turkish law;

8. a "map" of the procurement process should be developed to facilitate Coordination of
the activities required in the trial procurement and to ensure a consistent application
of procedures in the future--it will be useful for informing marginally involved
individuals and those with varying agendas, as well as new personnel;
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9. preshipment condom testing is important to the MCHlFP program but appropriate
condom testing capability is not available within the government structure in Turkey
at this time. They will need to solve this problem, possibly using contracted outside
services, at least in the short term. In the long term, they would be interested in
upgrading their own infrastructure and capability; and

10. an exemption from customs duty and Value Added Tax (VAT) would be very
beneficial for the MCH/FP program because it would reduce the overall budget
needed for contraceptives and/or increase the quantity that it would be possible to
purchase. (After the meeting, the Deputy General Director MOH MCHlFP was
contacted by Ministry of Foreign Trade and informed that an exemption from
customs tax on IUDs was in process.)

B. Outcomes ofMappin~Process

The mapping process itself became a valuable exercise for the participants from the
Directorate of Administration and Financial Affairs as well as the MCH/FP participants in
that it raised many questions. forcing discussion, clarification and consensus on issues of
procedure, sequence, timing, responsibility, interaction, and definition.

As mentioned at the conclusion of the workshop, there was some initial misunderstanding
about how much time it would take to purchase contraceptives. The
AdministrationlFinance Procurement Unit. by law, must complete its activities on any
single procurement within four months. It starts its timeline when an approval for
procurement is received and ends with the conclusion of a contract and financial
arrangements. MCH/FP must take a more comprehensive view and begin its timeline with
a forecast of need and end when the product is available for distribution, a process that
requires approximately 20 months.

The "map" ultimately produced for Turkey took both views into consideration. It reflects
legal maximums for specific procurement tasks but includes allowances for all of the other
necessary activities.

3. Principal Findings:

A. Responsibility

Responsibility for activities surrounding procurement is shared between the Directorates of
MCHIFP, Administration & Financial Affairs, various other MOH Directorates, the
Ministry of Finance, and an annually appointed Bidding Commission, plus Technical
Committees and Inspection Committees.
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The role of the Procurement Unit of the Directorate ofAdministration and Financial
Affairs is to seek bids and conclude a contract with the most advantageous bidder.

The role ofMCH/FP is to provide forecasts of commodity need, to develop technical
specifications, and to participate in technical committees; "oversight" or tracking of the
procurement process may be done on an informal basis. MCH/FP can seek additional
assistance for their role in developing specifications.

The role of the Bidding Commission is to open and analyze bids and to select a supplier.
The Commission is made up of 12 people who are approved by the Undersecretary-MOH
and appointed for a term of one year. The chair of this commission is normally the head of
the Directorate of Administration & Financial Affairs. Members include:

• Representatives from the Budget Division ofMOH,

• Representatives from the Ministry of Finance,

• Department heads from Administration and Financial
Affairs,

• Procurement staff from Administration and Financial Affairs,

• Technical resource personneL

• Legal officer(s), and

• Director or Deputy Director of the related General Directorate asking for the
procurement.

A separate Technical Committee is formed for each procurement. Its role is to review the
technical aspects of offers and make recommendations. A representative from MCHIFP
joins this technical committee. Inspection Committees are set up in much the same way.

A Supply Team has been formed within the MOH to address and coordinate the trial
contraceptive procurement for the General Directorate of MCHlFP. It includes:

• Mr. Ugur Aytac, MCHlFP Deputy General Director

Mr. Tunay Sahin, International (External) Procurement Officer from Directorate of
Administration and Financial Affairs

• Mr. Zeki Sahin, Domestic (Internal) Procurement Officer from Directorate of
Administration and Financial Affairs
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• Dr. Ibrahim Acikalin*, MCH/FP General Directorate, Division Head

• Dr. Burcu Ozatay Acikalin*, MCH/FP General Directorate

• Dr. Ahmet Afsar*, MCH/FP General Directorate

• Dr. Gulcin Hacioglu*, MCH/FP General Directorate

* MCH/FP representatives who participated as trainees in recent contraceptive forecasting
mission ofUSAIDlWashington, Commodities Procurement Division staff.

B. Experience

The Administrative and Financial Affairs Procurement Unit has always dealt with local
representatives of foreign manufacturers and has not made purchases directly from
internatiomil sources in the past. If they decide to solicit bids directly from foreign
manufacturers, they will need to make some adjustments in the bidding process. For
example, they will need to make the bidding opportunity known to foreign manufacturers
by advertising in international journals and notifying foreign embassies. In addition, they
will need to work out a system for providing bidding documents to foreign manufacturers
and subsequently, receiving offers from abroad. Currently, prospective bidders, foreign
and local, are expected to present themselves to the ministry offices in Ankara to obtain
the bidding documents and to tender their offers.

C. Regulatory Issues

The Director General maintains a list of pharmaceuticals approved for use in Turkey.
Offers can be accepted for nonapproved products, but import will be delayed while waiting
for registration. Good quality shown by test results is not enough for approval by the
Scientific Board; the product must be in use in developed countries. If it is not, the
Scientific Board will reject it. The Board particularly looks for USFDA approval.

D. Customs Duties

Value Added Tax (VAT) and customs duties must be paid by all purchasers; some
government organizations are exempted but currently not the MCHIFP. The issue of
eliminating VAT for contraceptives has been raised. Therefore, the amounts payable on
contraceptive purchases need to be calculated and added to budget requests.

E. Intermediary Procurement A2encies

Experienced international contraceptive procurement agencies such as UNFPA and IPPF
have been suggested as reasonable sources for the relatively small quantities of
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contraceptives to be purchased initially by the MCHlFP program in Turkey. UNFPA
procurement generated keen interest during the workshop/ meeting, but it is not a practical
option for Turkey at this time. MCHlFP must adhere to government procurement
regulations which require an advertised (competitive), sealed bidding process and UNFPA
will not participate in any level of competition. In addition, the MOH was disappointed
with earlier procurement transactions through UNICEF. No interest was expressed in
pursuing contraceptive procurement through IPPF. Although IPPF is now limiting most of
its procurement services to its own affiliates, in theory, it could still purchase
contraceptives for the Government of Turkey.

F. Existing Procurement Rules and Restrictions

Specifications for items to be purchased by government agencies in Turkey are divided
into two parts: administrative specifications and technical specifications.

Administrative Specifications are the terms, conditions, and procedures under which
commodities can be obtained--in other words--the procurement rules and bidding
style applicable to MOH procurement. These are detailed in State Bidding Law #2886.

G. Bidding Style

Advertised sealed bidding is required for government procurement in Turkey if funds
come from the national budget. If funds comes from the (general) Health Fund, in the case
of emergency purchases. for example. advertisement is sometimes waived in favor of an
invitational process. (An invitational process is one in which specific suppliers are
contacted and asked to submit offers.) However. if the price can be estimated, the bidding
must be advertised.

H. Procurement Process

The procUrement process for contraceptives is reflected in the map (Appendix B) and map
narrative which appear in Appendix C.

Problems Addressed or Identified:

A. Funding

MCHIFP often does not receive funds that have been budgeted and/or approved. For
example. TL 170 Billion was approved for this year but. so far. only TL 80 Billion has
been released; MCH/FP can never be sure when or if a balance will be released. This
uncertainty will make it nearly impossible for the MCH/FP to commit to annual or
multiyear contracts.
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B. Timing

1. PerceptionJExpectations

Although official estimates of the time required to complete an international
procurement are usually given as four months, the exercise undertaken during and
after the POLICY Workshop clearly indicates a need to correct this perception. As
mentioned earlier, the estimate of four months covers only the time allowed to the
Procurement Unit between receipt of an approval and technical specifications and
conclusion of a contract.

Taking the process step-by-step and estimating the actual transaction time, a period
of 20 months was calculated from the forecast until the time goods, based on that
forecast, are available for distribution in country. Eleven months of this period are
required for budgeting and funding activities. Nine additional months are required
from initiation ofapprovals until the goods are available for distribution. This
estimate grows by several months if specifications are not made ready while funding
activities are underway and even more if approvals are delayed.

If a need is identified after September/October of any year, it must wait for the next
funding cycle, unless it can be treated as an emergency. For example, if a program
requirement for 10,000 contraceptive implants is identified in OctoberlNovember, it
will be 6 months before it can be included in the forecast (June), II more months
before it results in funds being available for procurement, then 8 more months until
delivery and another month for inspection and testing--for a total of26 months!
In addition, as much as five months may be required to obtain approval by the
Office of the Undersecretary (map assumes one week), so the worst case scenario is
not 26 months but 31 months~ It is critically important for program personnel to
understand this timeline.

2. Planning for Current Needs

April 1997 is the earliest time purchasing tasks can be expected to begin for items
forecast in June 1996. Assuming the statutory four-month purchasing process and
four additional months for manufacturing and shipping, goods might begin to arrive
in December 1997. Consequently, the MOB's share of contraceptives needed
for use between January 1997 and December 1997 should have been forecast
and budgeted in 1995. Likewise, any MOB share of contraceptives needed for
use between January and December 1996 should have been included in the
1994 forecasting and budgeting exercises.
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C. Quality Assurance

Neither the Reflk Saydam Hygiene Institute nor the Turkish Standards Institute is
equipped to test condoms to infernational standards.

The consultant recommended to the MCHlFP Supply Team that international practices be
used for their condom specifications and that a preshipment compliance program be added
to MOB's normal procurement activities when dealing with condoms. Preshipment
compliance activities would include the hiring of an inspection service to do visual
inspections and statistical sampling at the manufacturer's facility before the goods are
dispatched. It would also include testing in accordance with WHO guidelines by a
specialized international laboratory. It is not yet clear how contracts for services related to
commodities purchased by MOH, such as independent condom inspection and testing,
would be handled within the existing structure.

Other Issues or Suggestions:

A. Additional Technical Assistance

The most critical aspect of successful contraceptive procurement for Turkey is the
development and use of well crafted specifications, testing protocols, and special
contractual conditions which address the unique characteristics of the product and
industry.

The Directorate of Maternal & Child Health/Family Planning, which is responsible for
technical specifications and testing protocols, had many questions with regard to condoms.
The newest version ofthe draft WHO Specification and Guidelinesfor Condom
Procurement (in English) was provided to the MCHlFP team.

An additional short period of technical assistance would be of great help to the MCHlFP in
carrying out its responsibilities and assuring the purchase of good quality condoms. It
should be noted that the style of the WHO Specification and Guideline is informative and
(except for the summary specification) does not lend itself to use in bidding documents.
Therefore, assistance with an appropriate adaptation is suggested. In addition to
development of specifications. assistance can be provided with regard to contracting for
preshipment compliance testing and developing an adjudication check list to help guide a
technical evaluation of the bids.
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Follow-up Actions Needed:

1. Policy personnel translate map and map narrative-August 1996.

2. MOH make final corrections to map and review map narrative for accuracy--September
1996.

3. Policy personnel generate final version of map and
narrative-September 1996

4. Follow-up visit to provide assistance in developing effective technical documents,
adjudication checklist, and testing protocols.

Principal Contacts:

POLICY Project
Ms. Maureen Clyde, Regional Director for ENI
Dr. Dennan Boztok, Resident Advisor
Ms. Serna Ozdilekcan
Mr. Volkan Cakir

U.S. Agency for International Development CUSAID)
Dr. Pinar Senlet, Health and Population Advisor
Mr. Ricardo Roberto, Economic Advisor

Ministry of Health/Maternal Child HealthlFamily Planning (MOHIMCHIFP)
Mr. Ugur Aytac, Deputy Direci\)r General
Dr. Ibrahim Acikalin, Division Head
Dr. Burcu Acikalin
Dr. Gulgin Hacioplu
Dr. Ahmed Afsar

Ministry of Health AdministratjonlFinancial Affairs (MOH Adm/Fin)
Mr. Tunay Sahin, International Procurement Officer
Mr. Zeki Sahin, Domestic Procurement Officer

Translators
Ms. Deniz Acunaz
Mr. Emre Ege Smekal
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Associated ReportslWritten Products Relevant to this Trip:

1. Commodity Procurement POLICY Workshop Final Report
2. Government of Turkey/Ministry ofHealth Contraceptive Procurement Map
3. Government of Turkey/Ministry ofHealth Contraceptive Procurement Map Narrative
4. Trip Summary Report
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POLICY is a five-year project funded
by the U.S. Agency for International
Development under Contract No.
CCP-3078-C-OO-5023-00, beginning
September 1, 1995. It is implemented
by The Futures Group International
in collaboration with
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Executive Summary

In 1994. the Government of Turkey (GOT) and United States Agency for International
Development (USAlD) agreed. in a memorandum of understanding (MOU). to the phase-out of USAID
donated contraceptive commodities. This five-year phase-out period began in 1996 and will be completed
by 2000. The GOT is expected to be completely self-reliant in terms of forecasting. financing and
procurement of commodities for the public health care system by the year 2000. With respect to this
agreement. the Ministry of Health (MOH) has undertaken a series of actions to achieve self-sufficiency for
cOrJtraceptive commodities. In summary. by July 1996 Maternal-Child HealthlFamily Planning General
Directorate (MCHIFP GO) had taken four important steps toward self-reliance:

• Prepared the women's health/family planning (WHIFP) national strategic plan with
emphasis on family planning service delivery and logistic and finance strategies:

• Prepared a contraceptive commodities procurement cost forecast report:

• Organized a self-reliance workshop that convened many relevant publiclprivate sector
representatives for reaching self-reliance at the nationallevel~ and

• Completed the contraceptive commodities forecast activity.

A logical sequence on the road to self-reliance at the national level is to launch the first
procurement activity. The POLICY Project (POLICY). in collaboration with the MOHIMCHIFP GO and
the Family Planning Logisucs Management Project (FPLM)/PATH conducted the Commodity
Procurement Policy (CPP) Workshop m response to demand for family planning services. The workshop
was held on July 9th. at the Ment Alunel Hotel. Ankara. Participants at the workshop were mainly public
sector staff with technical responsibihlles related to procurement of goods for the MOH. The workshop
was structured for this level of paruclpant because the MOH had recently made a verbal commitment to
allocate resources for commodity procurement. Participants included representatives from five divisions of
the Muustry of Health (MCHIFP GO. Research-Planning-Coordination Board. Administrative and
Fmanclal Affairs division. Budget DiVISion and Hygtene Institute): the Ministry of Finance (Budget Control
General Directorate); the Foreign Trade Undersecretary; the Social Security Institute (SSK): and the
SEATS Project.

The CPP Workshop auned to bnng together all governmental organizations to consider
responsibilities. linkages and key pohcy ISSUes related to the successful completion of a trial procurement.
The objectives were threefold:

• Answer key policy ISSUes concerrung the contraceptive commodities procurement
process:

• Develop MOH's capacity for contraceptive commodity procurement: and

• Facilitate progress towards self-reliance.

The panlcipants covered the followmg subjects dunng the workshop:

• Reiteration of the MOH mtentlons to achieve self-reliance~

• Overview ofMOH progress to date towards self-reliance:

• Presentation of mternallonal procurement experiences;



• Presentation 'of the MOH's routine procurement process: and

• Discussion of policy issues.

The workshop was fruitful in tenns of bringing together related governmental representatives who
are expected to collaborate during the procurement process. Presentations and individual questions focused
on potential pitfalls. The workshop resulted in consensus for the MOH MCHIFP GO to take concrete
action(s):

• Immediately prepare a procurement map that describes the timelines. responsibilities. and
duties for procurement.

• Develop a strategy to ensure thorough quality testing. (TA would be appropriate for this task
during the first trial procurement.)

• Prepare contraceptive commodity budget requirements for fiscal year 1997.

• Develop close collaboration and coordination linkages among different governmental
organizations. Close linkages between the MOH MCHIFP GO and A&F Affairs Division is
especially important. The MCHIFP GO is concerned with satisfying clients' demand for
contraceptives. while the A&F Affairs Division's duties and responsibilities are bound more
by laws and reguJauons. Also. the MOH and the Ministry of Finance (MOF) need to
coUaborate to defend the rauonaJe for funds requests for contraceptive commodities. The
MOH must also take the necessary action at the MOF level to release the allocated funds
immediately after budgets are approved.

• Work toward designing a program for reshaping the source mix as well as diversifying
funding sources to decrease the public sector's burden.
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L Background of Contraceptive Self-Reliance Initiatives

In 1994~ the GOT and US-AID agreed. in a memorandum of understanding to the phase-oul of
USAID-donated conuaeeptive commodities supplies. TIlls five-year phase-out period began in 1996 and
will be complete by 2000. The GOT is expected to be completely self-reliant with respect to forecastmg.
financing and procurement of commodities for the public health system by the year 2000. Donated
contraceptives will be phased-out incrementally by commodity - 20 percent per year for condoms and oral
contraceptive (OCs), and 50 percent in year 4 for intra-uterine devices (IUDs). According to this phase-out
schedule. the GOT should have procured 20 percent of its 1996 public sector needs for condoms and oes. I

Though the MOH MCHIFP GD has achieved several benchmarks on the road to self-reliance. to date no
GOT procurement has taken place.

The first and perhaps most fundamental step for the MCHIFP GO was to gain an understanding of
the fmancia! needs for contraceptive commodities. The MCHIFP GO. in collaboration with the OPTIONS
II Project (predecessor to the POLICY Project), conducted an analysis to forecast the public sector budget
requirements for contraceptive commodities in Turkey during the phase-out period. Considering these
requirements. it was important to take three actions: 1) dissemina1e the infomlation across a wide
audience: 2) relay the message of the need for the GOT to take the issue of self-reliance seriously: and 3)
gain strong suppon among policymakers for implementing a strategy and to take steps required to achieve
self-reliance. Combining these three critical actions. the MCHIFP GO. in collaboration with OPTIONS.
conducted a Contraceptive Self-Reliance Workshop in December 1995. This workshop was successful in
creating awareness of and suppon for the GOTs agreement to assume financial responsibility as USAID
phases-out its donated commodities.

Another key step taken by the MCHIFP GO was to develop a National Strategic Plan for
Women 's Health and Family Plannmg (WH/FP). This plan considers the role of public sector servIce
delivery and the underlying logistic and fmancla! requirements. The WHIFP strategic plan was prepared by
a nauonal committee composed of four mam sub-groups: infrastructure and management. service delivery.
logistic and fmance. and women's status. The strategic planning process was also supponed by self
rehance actlvltles implemented jomtly by OPTIONS II and the MCHIFP GO. The service delivery and the
logistiC and fmance groups collaborated closely to defme service delivery strategies for expanding family
plannmg servIces. Strategies were developed for esumating the number of public sector contraeeptors as
well as for estunating the public sector fmancla! burden and distribution schemes.

Another milestone was the development of technical expertise within the MCHIFP GO to forecast
comracepuve commodities needs. An MCHIFP GD self-reliance team. recently appointed by the General
Director of MCHJFP. worked With represenWI\'CS of USAIDlWashington Commodities Procurement
DiVIsion to learn about forecasung methodolOgies. Together. these positive steps have resulted in the
allocauon of funds for tna! procurement th1s calendar year. For 1996. the allocated amount IS

US$150.000. This amount will allow MOH to procure approximately 40-54 percent of its 1996
responsibility. :"3

In summary. by July 1996 the MCHIFP GO had taken four important steps toward self-reliance:

I Note tllal USAID has nOI donaled other conuacepuve commodities. such as injectables and Norplamw. and tlle
GOT \\111 need (0 be 100% self·rehanl W1th respect 10 financmg and procuring these conunodities as called for 111

Its slraleglc plans.
: Tlus range reflects the expected maXImum and minimum price for OCs and Condoms.
3 Based on the MCHJFP GD forecasung learn esumauons. June 1996.
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• Prepared WHIFP national strategic plan with emphasis on family planning service
delivery and logistic and fmancing strategies:

• Prepared a five-year contraceptive commodities procurement budget forecast report

• Organized a self-reliance workshop that gathered a diverse range of public and private
sector representatives and broadened consensus for achieving self-reliance: and

• Completed a contraceptive commodities forecast activity. and built a self-reliance team
for that purpose.

The next logical step on the road to national self-reliance is to launch the first procurement activity.
The Commodity Procurement Policy Workshop was organized within the framework of progress as a
response to an existing and imminent demand for development of a strategy to engage In a trial
procurement of contraceptive commodities. The trial procurement activity fits into the GOT's plan for
achieving self-reliance in that it identifies a wider circle of government officers (both inside and outside
MCHIFP) whose support and participation is required to procure contraceptives successfully. This is a
necessary component of achieving self-reliance. Throughout the first trial procurement. policy change
needs are being identified and addressed to ensure long-term success and efficiency in the procurement
process

n. Summary of Workshop Sessions

A. Introdllction

The CPP Workshop aimed to bring together all governmental organizations to consider
responsIbilities. linkages and key policy issues related to the successful completion of a trial procurement
exercise. On the basis of the aforementJoned MOU. the MOH expressed intention to allocate funds for
contraceptive commodities procurement to meet its responsibility during USAID's phase-out. However.
smce the MOH has not procured any contraceptive commodities in the past. the need for further diSCUSSIOn
of policy and programmatic ISSUes remams vital Several subjects were covered during the workshop:

• Reiteration of the MOH's mtentlons with regard to contraceptive self-reliance:
• Overview of the MOH's progress to date towards self-reliance:
• Presentation of international procurement process and experiences:
• Presentation of the MOH's routme procurement process: and
• Discussion of policy issues.

Workshop participants were mamly public sector staff with technical responsibilities related to
procurement of goods for the MOH. The workshop was structured for this level of panicipation because
the MOH had recently made a verbal conumonent to allocate resources for commodity procurement. The
overall purpose of the workshop was to answer important policy questions. including who would be
mvolved m the procurement exercise. where procurement steps would be undertaken. and how the process
would work. Pamclpants included representatIves from five divisions of MOH (MCHIFP. Research
Planrung-Coordmation Board. AdmlDJstra1Jve and Financial Affairs Division, Budget Division and Hygiene
lnstltute). the Ministry of Finance Budget Control General Directorate (MOF). the Foreign Trade
Undersecretary. SSK.. and the SEATS Project. The workshop began with 35 persons and ended with 30
persons. thus mdicaung a strong mterest.



The MCHIFP GO hosted the workshop since it is principally responsible for initiating the
procurement process (II participants). The Research-Planning-Coordination Board is responsible for
budget proposal preparation for all MOH divisions (2 participants). The Administrative and Financial
Affairs Division is responsible for adminiStrative issues of the procurement process (2 participants). The
Budget Division is responsible for monitoring the use of the funds allocated in the budget (2 panicipants).
The Hygiene Institute is responsible for quality control of procured commodities (2 panlcipants). The
MOF is responsible for proposing to the Parliament that funds be allocated for each ministry (2
panicipants).. The Foreign Trade Undersecretary is responsible for impon/expon regulations and
international trade agreement (2 panicipants).4 The Social Security Institution (SSK), which provides
health service to an imponant ponion of the Turkish population and has recently procured pills and
condoms from the domestic market, has already initiated a contraceptive commodities procurement process
(3 panicipants). POLICY spearheaded collaboration with the MCHJFP and FPLMIPATH throughout

. planning and implementation of the workshop.

The workshop agenda was organized into different sessions. The following paragraphs briefly
summarize the contents of the discussions, and main outcomes of each session. The workshop agenda and a
complete list of panicipants are included in Annex I.

B. Opening Session

Maureen Clyde, POLICY Project Regional Director for Europe and Newly Independent States,
Dian Woodle. FPLMIPATH consultanL and Ayse Akin. MCHIFP General Director. delivered opening
speeches. Ms. Clyde focused on POLICY Project goals and activities in Turkey emphasizing the close and
fruitful collaboration created with MCHIFP. The main idea is to ··create and provide a favorable
envirorunent for family planning and reproductive health programs." Ms. Woodle presented a brief
ovemew of the FPLM Project and described PATH's role. She also commented on the successful nature
of collaboration between FPLMIPAlH. the MCHIFP and POLICY.

Dr. Akin (MCHIFP General Director) swnmarized the accomplishments of the past two years on
the road to self-reliance and congratulated the mtersectoral collaboration in this national effort. Dr. AkIn
discussed the relationship between achievmg self-reliance in that it will guarantee continuity of family
plaruung services and improved maternal and child health. Prof Dr. Akin also pointed out the imponance
of efficient use of the budget resources. She stated that this might be achieved by obtaining reliable
uUonnatlon (forecasted contracepuve needs IS especially iinponant) and by foreseeing and resolving policy
Issues (such as the release of the allocated fund at the right time). Finally, Prof. Dr. Akin set the level of
her expectatIons from this workshop. namely. identifying a strategy which will result in a successful
procurement process. Dr. Akin expressed that to anam this objective. the panicipants should foresee poltcy
Issues that might constitute unpedunents to a successful procurement process, propose solutions to these
Issues. and keep in mind the nauonal strategIC plan as a reference point.

C Objectives ofthe Workshop

U~ur Ayta~ (MCHIFP Deputy GO) was the workshop chairperson. In the 'introductory
sessIon. Mr Ayta~ presented the workshop purpose, objectives, and rational. and delivered an
lDSplrauonai talk on the imponance of the workshop. Mr. A~ remarked that the broad
panlcipatlon at the workshop was an notable accomplishment. The main focus of Mr. A~'s
comments focused on consequences of the phase-out process. He said that the GOT must procure

"For example. if the MOH deSIres 10 act as an Imponer. and calls for an international bid. the Foreign Trade
Undersecrelary could faciht.He the MOH Impon process seuing custom duty exemptions to the MOH.
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contraceptive commodities in order to ensure continuity of its family planning program. An
interruption might have a disastrous effect at the national level. Mr. Aytay also underscored the
fact that the MOH does not yet possess contraceptive procurement experience. Although. the
MOH is experienced in the procurement of other commodities, contraceptive procurement poses
unique requirements. Mr. Aytay highlighted the main objectives of the workshop:

• Answer key policy issues concerning contraceptive commodities procurement process:

• Develop the MOH contraceptive commodity procurement capacity: and

• Facilitate progress towards self-reliance.

D. Overview ofContraceptive Commodities Self-Reliance Issues in Turkey

Derman Boztok. POLICY Project Resident Advisor for Turkey, reviewed the USAIC phase-out
plan for contraceptive commodities donations. Next. Ibrahim A~ikalin, MCHIFP Department Head.
presented MOH progress to date towards self-reliance. Mr. Ayikalin summarized the main issues and
outcomes of the self reliance workshop. held in December 1995. He referred to the National Strategic
Pian on Women·s HealthJFamliy Plannmg activities and briefed the participants on the progress made
concerrung the contraceptive commodJtles forecasting activities.

E. Contraceptive Commodities Procurement Process

After these ultroductory sessiOns. Ms Woodle. FPLMIPAlH· Senior Procurement Dft1cer, made
an comprehensive presentation on four aspects of the procurement process: 1) key issues for contraceptive
procurement. 2) selecting among procurement options. 3) description of the procurement process (using a
flow chan), and 4) mappmg the steps of a contracepuve commodity procurement process. Each of the .
follOWIng sections is summanzed below. ThIs session was split into two parts, key program and policy
Issues. and procurement option selecuon processes.

E. 1. Key Issues for ConrracC!ptlVt! Procurement

Ms. Woodle nused key ISSUes WIth respect to contraceptive commodities procurement and
Illustrated her presentation WIth procurement expenence in Bangladesh. She presented a list of potential
comphcatlons related to the procurement process The audience participated actively in this presentation by
selectmg the potential pit falls that seemed relevant to Turkey. For instance, one key complication is the
divergence between funds allocated ,m the budget at the beginning of the fiscal year and the actual funds
released by the end of the fiscal year Generally. the difference between the approved budget and the
released budget is large enough to unpmge upon contraceptive commodity procurement. Another potential
compl1cation identified is the dJ1Iiculry of mahng annual or multi-annual contracts. A last key
complication identified is the aulhonty dlstnbuuon among different governmental units.

The case of quality morutonng IS a good illustration of this last complicati6n: there is a lack of
clanty about who IS responsible and how quahty of contraceptives will be guaranteed. The main focus of
thIS dISCUSSion about quality control focused on condoms rather than DCs. Ms. Woodle emphasized the
need for pre-srupment mspectlon and mdependent overseas testing. The discussion resulted in a
recommendation that a request be made for TA dunng the trial procurement process to initiate and orient
the MCHIFP GD about pre-shIpment mspecuon and mdependent overseas testing mechanisms. Discussants

6



suggested a possible solution: to require that an inlenllediary agency provide the MOH with independent
test results.

One other imponant issue was mentioned by Ms. Woodle with regard to procurement of OCs in
Turkey. A program policy decision needs to be made regarding packaging of OCs. Is a 21-day pack
acceptable or does MCHIFP GO wish to continue with the 28-day pack which has been provided by
USAIO'! If continuation of the 28-day pack is preferred, several procurement related issues need to be
resolved. Turkish law prohibits impon of any product produced locally. Loca1 manufacturers produce the
OC used by the pUblic sector program. but only in 21-day packs. Local manufacturers cannot provide the
28-day pack with their existing equIpment. It would be possible for them to make modifications to the
equipment that would allow them to produce the 28-day pack. but the re-tooling would be expensive and
they may wish to charge more for the new product. They may also seek a commitment from the GOT that
would ensure enough sales over a period of time to recover the costs of the modifications. Imponing the
28-day pack might result in a much lower price but it would require special permission from the GOT. A
petition for GOT approval could be based on the exact product (28-day pack) not being manufactured in
Turkey or that the local product is (would be) more expensive. A detailed list of key procurement policy
issues is attached in Annex 2 as "Policy Issues Related to the Procurement Process."

£.2. Selecting Among Procurement Options

The discussion about selection of a procurement option was guided by the answers to several key
questions about the procurement process:

• WHO is responsible for the different steps in the procurement process'!

• WHAT are theIr responsibilities (that is. what are the process steps)?

• WHEN do these steps need to occur?

• WHERE are the required commodities available?

• WHY is it necessary for the MOH to procure these commodities?

• HOW MUCH of these commodJties need to be procured?
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The questions "what. when. why and how much" are easily answered. The followmg table
describes the answers to these questions.

Question Answer

What Forecasting Method Mix & Quantity Mix

When Forecasting the delivery time to the Main Warehouse

Why Program: to Meet the Client Demand

How much Forecasting & Budgeting

The following paragraphs summarize Ms. Woodle's presentation and the answers provided by the
audience to the following questions: who. where. how'! .

Wh ')0,

The Administrative and FinanCial Affairs Division is responsible of the physical procurement
process. The division is responsible for preparing the administrative request for bid documents, monitoring
the bidding process, and making the commodities available in the main warehouse (State Bidding Law
#2886). The MCHIFP GD is responsible for forecasting needs, budgeting, and preparing technical
specifications. The Hygiene Institute IS required to test the quality of the purchased conunodities~ however,
Its technical infrastructure is insufficient to test thoroughly. Consequently, other quality control testing
mecharusms will need to be insututed.

Where?

The procurement could be done from either the domestic market or from the international market.
However. during workshop discussIOns and the post-workshop meetings,5 it was learned that despite baving
hcense to lffipon. the MOH typlcaJly engages in international procurement through local representatives of
foreign finns. The foreign company IS legally responsible for the commionents made and the MOH
considers the local representatJve as a bndge for communication. An alternative option suggested by Ms.
WoodJe was that the MOH use an interntediary procurement agent. Some participants were thinking of the
internatIOnal Planned Parenthood Federation (IPPF) as a potential interntediary, but Ms. Woodle'reported
that IPPF is no longer serving as a procurement agent for developing countries.

How?

, FollO\vlIlg the Commodiry Procurement Pohcy Workshop. Ms. Woodle. the MCHIFP GD forecasting team. and
two representatives from the AdnulUsuauve and FinanCial Affairs Division worked for three days to draw a
procurement map and diSCUSS the key Issues that were not discussed at the workshop. due to time constraints.
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Additionally. Ms. Woodle explained that the United Nations Population Fund (UNFPA) IS now the
sole international agency that still acts as intennediary between contraceptive suppliers and purchasers
UNFPA has substantial experience in international procurement and purchases bulk quantities of
contraceptives at low prices. The MOH participants were queried about the circumstances of dealing with
UNFPA to assess the viability of this procurement option. In short, the UNFPA requires a purchaser
country to pay when the purchase order is given to UNFPA. plus a five percent overhead. The purchasing
country is also responsible for the insurance and shipment costs. In addition to these requirements. the
alternative is not attractive because it delays development oflocal procurement capacity and decreases the
likelihood that the procurement process will be institutionalized.How?

The selection of the procurement method was another key question raised by Ms. Woodle. There is
significant variability in the set of choices for the procurement methods. The choices are: advertised sealed
bid. invited sealed bids. request for quotation. sole source. and contracting with an international
procurement agency. The option considered to be the most reasonable for Turkey is the advenised sealed
bid method. In fact. the State Bidding Law #2882 requires this bidding method. The MCHIFP GO staff
learned that the A&F Affairs staff were bound by law and regulation and they can not act differently for
different cases. A complete set of the summary materials presented by Ms. Woodle to the participants is
provided in the Annex 3.

£.3. Flowchart o/Competitive Procurement Process

Ms. Woodle presented a typical competitive procurement process. illustrating the process with a
procurement map. She presented the tasks to be accomplished. the type of responsible persons or divisions
and a timeline. The objectives of tlus presentation were to: (1) highlight key complications that might
occur in the procurement process, and (2) prepare the panicipants for the procurement mapping exercise.
Ms. WoodJe delivered a theoreucal presentatIon on the procurement process. beginning with the forecasting
step. Including budget preparatIOn and bidding. and ending with the delivery of the commodities to the main
warehouse. Bangladesh was used as a reference case. The Bangladesh flow chart model shown was based
on a full-scale, international. sealed bidding process required by the World Bank. since Bangladesh was
workIng with World Bank.

Taking the flow chart page by page. the consultant described the steps and shared some experiences
from other countries. One of the most unportant ISSUes was defining ''WHO'' would be responsible when It

began purchasmg low-cost condoms. At first. less than 50 percent of the condom lots tested were
acceptable Then. through expenence. countnes began a program of pre-shipment inspection. and
comphance testmg and the quality unproved dramatIcally. Within a few months. the same supp1iers were
producmg condoms that were almost 100 percent acceptable at the same price. This experience was used
to illustrate a uruque charactensuc of the condom Industry and its product: quality can be controlled and
mampulated at will. Purchasers who demand htgh quality and are willing to enforce pre-shipment
comphance programs will receIve htgh quality products.

A worst-case timeline scenano was used. which actually occurred in Bangladesh due to external
reasons Ms. WoodJe asked the audJence's help to modii)'. add. and delete steps described during the
presentaLJon. as they were perceived to pertalD to Turkey. Most of the discussion cent.ered on the timehne.
smce the staff from the A&F AffaIrs DIVISion c1auned that their timeline was far shorter. This sessIOn
helped the panlclpants to understand the procurement process at all the levels and the required linkages
among dIfferent goverrunentaJ orgaruzauons See Annex 4 for details of this presentation.
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F. The MOH Procurement Process

This session was led by Mr. Ayta~, who asked the SSK representatives to relay their procurement
experience. Mr. Ayta~ also called upon the Research. Planning and Coordination Board representative of
the MOH to present MOH and MCHIFP GD budget figures. He asked the A&F Affairs Division
representatives to describe domestic and international procurement processes. 11lis sectIOn SUJ1unanzes
these presentation and the ensuing discussions.

Fl. The SSK Proc:uremelll Experience

Early this year. the SSK purchased 110.000 OC cycles and 600,000 condoms from a local
producer and an imponer, respectively. There was a six-month period between the initiation of the
procurement process and delivery of the commodities at the main warehouse.

The main issues discussed during this presentation were the source of procurement and the quantity
procured. The SSK procured locally and the quantities were predicted according to historical service
statistics. In addition. the purchase was limited to these two commodities since the SSK was running short
of stock for these contraceptives only. The SSK representative claimed that since SSK launched family
planning services at its health clinics, it has observed a decrease in the number ofbirths. However. the SSK
plans to recover 25 percent of its supply costs by imposing user fees. Consequently, the SSK is concerned
that users might prefer "cheap" methods in the shon term (that is. condoms and OCs). Another
complication anticipated by SSK staff is that lengthening queues in SSK hospitals and dispensary
phannacies might lead some users to shift to traditional methods. The audience listened attentively to the
SSK procurement experience and its anticipated complications. The next presentation was made by an
expert from the Research Planning and Coordination Board.. He presented the MCHIFP budget allocation
figures for 1995 and 1996.

F2. The MOB and MCBIFP Budgetfigures

This presentation was an overview of the nauonal health expenditures and public sector budgets for
1995 and J996. According to 1995 figures, estimated total national health expenditures were around 300
tril1l0n TurkJsh Lira (TL) (approximately USS6.6 Billion).6 This figure accounted for roughJy 3.9 percent
of the GNP. About 64.1 percent of this spending in the health sector is incurred by the public sector.

The 1996 MOH budget is approX1JTlately 98 trillion TL (USS2.15 billion). accounting for 2.76
percent of the national budget. ApproX1JTla.tely 71.3 trillion TL (USS1.56 billion) of the 98 trillion TL IS

for personnel expenditures. and 20.5 trillion TL (USS450 million) is for investment and transfer
expenditures. The funds allocated for lme Item 400 (expendable supplies item) is 4.2 trillion TL (4 ~

percent of the total MOH budget. USS92 milllon). From this line item 400, 170 billion TL (USS:;. 7
million) IS allocated to the MCHIFP GD

In order to secure the MCHIFP GD"s portion of the budget. the following steps need to be taken
each year:

• The burden imposed on the budget by the contraceptive commodities must be calculated by
the MCHIFP GD.

• This figure should be placed in the MCHIFP GD's budget proposal as a "contraceptive
commodities procurement" expense.

n USS I = TL ~5.674. 19tJ5 average exchange rate. (Source: Slate Planning Organization. Conjuncture Evaluation
Reoon. May 1996).
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• The rational for this request should be defended during the preparation of the MOH budget
and during discussions with the Ministry ofFinance.

• NecessaJ)' actions should be taken to release the allocated fund as quickly as possible after
the budget has been approved..

In addition to the national budget. there is also the Health Fund. which is derived from taxes on
tobacco and alcohol. The Health Fund is governed by law # 3418. The Health Fund's priority is
investment programs to improve health infrastructure, but these funds can be used for contraceptive
commodity procurement. if approved by the Minister of Health. For example. in 1996 II billion TL
(US$24 1.000) has been transferred from the Health Fund to the MCHIFP budget. The last presentation is
this section was done by the representative of the Administrative and Financial (A&F) Affairs DiviSIOn.
The'MCHIFP 1996 budget by line item. fund released and spends is shown in Annex 5.

F.3. The MOB Procurement Process

The MOH international and domestic procurement process was presented individually by two
representatives of the A&F Affairs DiviSIOns.

The ImenlationaJ Proc;-uremen/ Process

Formerly, permission from the Prime Ministry was required as the first step in an international
procurement process. However, according to Article 6 of the 1996 Import Regime, this requirement is no
longer necessaJ)'. Permission of the Ministry of Industry is required to certify that no procurement source is
available from the national market After permission is granted. the cal] for bid is announced in the official
gazette. After the announcement, interested companies come to the MOH A&F Affairs Division to obtain
technical specifications. This is followed by the companies being present in the A&F Affairs Division at a
predetermined date to submit their bids. All the bids are opened in presence of company representatives.
The bids are taken by sealed bid - negotiation techruque.

Following approval of the blddmg process conclusion. if the funding source of the procurement is
the national budget. the A&F Affairs DIVISion is required to request the approval (visa) from the MOF to
use the funds. The MOF is controlling the bid report m terms of procedure. That is, if the bid fits to the
regulatory and spending requirements set m the State Bidding Law. After the MOF grants approval, an
mvltatlon for signing of contract IS made to the successful bidder and a contract is signed within 15 days.
After the signing of the contract. the file IS sent to court of auditors, and subsequently a letter of credit is
lrutlated. The winning company must present m Its pro forma voucher, the date, the place and number of
slupments following the issuance of the letter of credJt. Of the three main types of imports. Free on Board
(FOB). Cost Insurance Freight (ClF) and Cost and FreIght (C&F), ClF was perceived by the workshop
pantclpanlS as the most advantageous m terms of ease of operations.

This overall process described above takes approximately 120 days to complete. If the fmancing is
done through a revolving fund governed by article 39/a-b of 3418th law, then the process could be finished
m about 90 days since it would not be necessary to obtain approval from the MOF.

In the begirming of 1996. there were discussions about the need to apply for an amendment to
Customs and Ports law for a waiver of customs tax and value added tax. Since military procurements are
exempt from these ta'Xes, it was felt that goods such as contraceptives should also be exempt. The foreign
procurement officer underscored the Irony that the military must receive approval from the MOH for that
exemption. but that the MOH cannot apply that same exemption to itself Therefore. the MOH has to pay
customs and value added tax WIth Its h.lmted budget.
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There has also been some experience with using international donor agencies. For e.\aJllpic. In

previous years. syringes have been procured through UNICEF at a competitive price. However. expenence
shows that the total cost to the MOH was not competitive in the end. A table summarizing tllis presentatIon
is provided in Annex 6.

The Domestic Procurement Process

The first step is the preparation of technical specifications. which should include required test
procedures. acceptance tenns. type and specifications. Whatever the procured item may be. the A&F
Affairs Division begins by checking with the Industry and Trade Boards of Istanbul. Ankara and lzmir as
well as with the companies that have activities in a related field. (in this case. contraceptive commodity
producers and importers). to obtain an average price for the given quantity.

After approval of the detennined price is obtained. there is an announcement period. which lasts at
least 15 days. The bidding is a selective bidding such that. when the technical specifications ii"re drawn up
with the help of experts from related depanments. the producers who do not fit these specifications are not
pennined to enter the bidding process.

The next step is to obtam approval of the bidding. When approval is given. depending on whetller
the total cost of procurement exceeds the annually updated limits in I-tables or not a further approval is
required from the MOf. Then the announcement of the contract is made and the actual contract IS

executed. The next step IS rauficatlon by the Court of Auditors.

If the cost of procurement IS below the limits set forth. approval need not be requested from the
MOF.· In this case. ratificatIon from the Court of Auditors is also not required and the process could be
finished nonnally within 35 days (at most. 65 days when all the time allowed by law is spent). If aJl

approval is required. then lead time can reach 51 clays and 95 days. respectively.

During this session. the partiCipants prunarily discussed the timelines presented by the two
speakers. The audience agreed that the tunelmes reflected the best case scenario and that the budgeting and
forecastmg processes. and tune for producuon and deilvery. were not factored in. Consequently. timelines
should be prepared considering a longer tune range from start to finish with the commodities in the malO
warehouse.

Mr. Ayta~ summanzed this session by relterating the key pitfalls. and some participants raised
comphcauons that they are facmg The followmg Section summarizes these discussions. A table
summanzmg this presentation IS shown an Annex 7.

G. Discussion Session

The final workshop session w:lS reserved for general discussion. The first question concerned
testmg procedures. especially pre-stupment UlSpCCUon. The MOH Scientific Board is prOVIding
speclficauon frameworks for contracepuve commodities. These specifications set minimally acceptable
quahty standards. If the MOH ",.ants to set higher standards. the MOH experts. togl?ther with universitIes
and other orgaruzatlons. must prepare a neY.' specifications document. However. to date neither the
Hygiene institute nor the Turkish Standard Insutute have sufficient capacity to provide test results for hIgh
level test requirements. This dilemma IS one key problem that the MOH must resolve. If the MCHIFP GD
deCides to request independent overseas test results from the producer. this step might increase the tlme
required to complete the procurement process. It might also result in administrative complications due to
the payment type for such sel"V1ces.
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The second question concerned potential complication in the use of budget line item 400 funds for
purchasing contraceptive commodities. Since the MCHIFP GD has never purchased contraceptive
commodities. the MCHIFP has to present the rationale for this request to the MOF to use funds for
contraceptive commodity procurement In addition, in the coming years. the MCHIFP GD will have to
mcrease the funds available in line item 400 substantially to purchase commodities to accommodate the
MOH's increasing supply responsibility. This situation has prompted the MOH to think about cost
recovery mechanisms and funding source diversification possibilities. '

The Hygiene Institute again raised the issue of condom testing. The Institute does not have the
necessary infrastructure to conduct reliable testing. The Institute representative suggested that consideration
be given to the idea of allocating funds to invest in developing the necessary infrastructure and to
inStitutionalize the testing. However. due to the time and monetary implications of this strategy, this option
was not considered as a possible solution for the short-tenn problem of MCHlFP GD.

m. Conclusions and Actions

The workshop was important in tenns of gathering all the key persons concerned with
contraceptive self-reliance in the public sector. The deliberations demonstrated fruitful intersectoral
collaboration. The GOT program generally operates on the premise that preventive health measures should
be free of charge. Therefore there was a consensus among workshop participants that an efficient use of
funds for serving the health care needs of Turkish citizens should be sought. Monetary concerns must be a
second prionty: the uunost priority should be on providing services. The MCHIFP GD is concerned with
providing the right commodity in the nght place. at the right time, in the right condition. in the right
amount and for the right cost. Therefore. logistics is also a component of high importance. In the best
case scenario. an international phySical procurement attempt will take four months to complete and a
domestic attempt will take about two months. 7 Panicipants agreed that in the short tenn following this
workshop. the MCHIFP GD should stnve to achieve a commendable standing for contraceptive self
reliance. Staning with this current year. at least a symbolic effort should be made to procure contraceptl\'e
commodities, Consensus for four actions was reached.

... Action 1: Ms. Woodle. the MCHJFP contraceptive commodity forecasting team, the MOH
A&F Affairs Division domestic and international procurement officers will meet immediately
following the workshop to prepare a procurement map including a time1ine. short duty description
and the responsible unit. This map has to be prepared quickly to guide the MOH procurement trial.

... Action 2: The forecast team should finalize the contraceptive commodities forecast figures
for IT 1998 to update the cost fi~res. The MCHIFP GD will submit these figures to the MOF together
wlth an explanation for this request to help to secure contraceptive commodities funds. and to consider the
lag between the budget allocations and actual receipt of commodities.

... Action J: The MCHIFP GD should request USAID assistance with the first procurement
trial. This assistance will help the MCHIFP GO to develop the capacity to independently implement the
process in the future.

These ume reqwrements consider onJy the tasks that have to be accomplished by the Administrative and
FinanCial Affairs Division. Time should be added for the budgeting and forecasting steps and for production and
sluppJDg,
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.. Action 4: The MCHIFP GD should think about diversifying funding sources for
contraceptive commodities. The GOT cannot continue to subsidize these commodities for the enUre
population. though free services are-generally believed to be a basic characteristic of GOT services.
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ANNEX 1
Contraceptive Procurement Policy and Plan Development Meeting

9 July 1996
Ankara

Program
(Short Version)

9:00-9: 15 Opening

9: 15-9:30 Objectives of the Meeting

9:30-10:00 Overvtew of Contraceptive Commodities Self Reliance Issues (Studies) in Turkey

10:00-10:45 Contraceptive Commodity Procurement Process (1)

10:45-11 :00 Discussion

11:00-11: 15 Break

II: 15-12: 15 Contraceptive Commodity Procurement Process (2)

12: 15-12:30 Discussion

12.~0-13.30 Lunch

13.30-J4:!5 International Experiences m Local and International Contraceptive Commodity
Procurement Process

14: 15-15: 15 The MOH Procurement Process

15: 15-15:30 Break

15~0-16.30 Group DiSCUSSIOn: Laymg Out the Process for Procuring Contraceptive Commodities in
Turkey IncludIng Steps. Roles and Responsibilities

16.30-17.30 Conclusions and Recommendauons

17.30-19:00 Reception

Meetmg Venue: Merit Altinel Hotel. Tandogan. Ankara

..



9:00-9: 15

9: 15-9:30

9:30-10:00

10:00-10:45

10:45-11:00

11:00-11: 15

11: 15-12: 15

12: 15-12:30

12:30-13.30

13 :30-14:!5

14: 15-15: 15

15: 15-15:30

15:30-16:30

16:30-17:30

17.30-19'00

Contraceptive Procurement Policy and Plan Development Meeting
9 July 1996

Ankara
Program

(Detailed Version)
Chair Person: Ugur Ayta~ Deputy MCHlFP General Director

Opening: Maureen Clyde (TFGIIPOLICY Project Regional Director for EuropetNewly
Independent States). Dian Woodle (PATH Senior Procurement Officer). and Ayse Akin
(MCHJFP General Director).

Objectives of the Meeting: Ugur Ayta~ (MCHIFP Deputy General Director).

Overview of Contraceptive Commodities Self Reliance Issues (Studies) in Turkey:
Demlan Boztok (TFGIIPOLICY Turkey Resident Advisor), Ibrahim A~ikalin (Mother
HeaJthJFamily Planning Division Head).

Contraceptive Commodity Procurement Process (1): Dian Woodle (PATH Senior
Procurement Officer).
Discussion
Break
Contraceptive Commodity Procurement Process (2): Dian Woodle (PATH Senior
Procurement Officer)

Discussion

Lunch
International Experiences in Local and International Contraceptive Commodity
Procurement Process: Dian Woodle (PATH Senior Procurement Officer).

The MOH Procurement Process: Fatih Ah~ibasi (SSK General Directorate Procurement
Division). Dr. Ahmet OztiJrk (Research Planning Coordination Board. Projects and
Statistics Umt Expert). TUnay SabIn (Administrative and Financial Affairs Division.
International Procurement Officer). Zeki Sabin (Administrative and Financial Affairs
DiVISIon. Domestic Procurement Officer).
Break

Group Discussion: Laying Out the Process for Procuring Contraceptive Commodities in
Turkey IncludlDg Steps. Roles and Responsibilities

Conclusions and Recommendations

Reception

Meetmg Venue: Merit AJtinel Hotel. Tandogan. Ankara
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ANNEX 2
Policy Issues Related to the Procurement Process

- budget and funding

- annual contracts

- authorized purchasing organization(s)

- applicable procurement regulations

-advenised. sealed bids or less formal?

- negotiatlon/ re-bids allowed?

- source requirements

local manufacturers

local imponers

local agents

- transportation requirements

- approvals required

- acceptable payment modalities

- regulatory requirements

- c1assificauon of products

- product reglstratlOn/ ItcenslOg

- inspectionI tesung of Imports

- pricing, fees. taxes

- constraints to international procurement (dJrect or through international agents)

- foreign currency regulauons

- banking
- other')

/
Y



WHO

WHAT

WHEN

WHERE

WHY

HOW

HOW MUCH

ANNEX 3
Procurement Process Choices

Who will be the purchasing organization'!

Forecast

Forecast

Where will offers for the required products come from?

Program

How will the goods be purchased. i.e.. what meth~ will be used'!

Forecast & Budget



WHO

What group will be responsible for purchasing the contraceptives?

Contraceptive procurement requires specialized knowledge of product specifications. including
formulations. packaging and labeling, local and international quality-assurance standards and testing
procedures. and medical device and pharmaceutical- industry practices. Thorough knOWledge of local
r~gulatory and customs requirements is cntical. The contraceptive procurement authority should also hm'c
a broad knowledge of the international contraceptive market including sources. public-sector price Icvcls.
and lead times.

Choices

MOH Procurement unit

MCHIFP

Procurement agent

Other?

Justification lexamples:

Government decree

Special expertise

Funder condition: lack of capacity within
government structure



WHERE

Where will offers for contraceptives be solicited?

Choices

Local manufacturers

LoCaJ agents

Local "offthe shelf' supplier ofimponed goods

International manufacturers

Inter-nation supply service (UNFPA)

Any/aU of the above

Justification/examples:

Government procurement policy

Government procurement policy

Government procurement policy

Possibility of lower price

Convenience



HOW

How will the contraceptive be purchased, i.e., by what method? .

The choice of a procurement procedure may vary with individual purchases. depending not only on
the contraceptive method and cost/quantity factors, but also on delivery-date requirements. product
continuity requirements. availability of funds or foreign currency restrictions on the use of funds conditions
attached to grants or loans by donor or financing organizations. and the existing level of procurement
staffing and expertise.

Choices

Advertised sealed bids

Invited sealed bids

Request for quotation

Sole Source

Contract with donor (UNFPA)

Other'?

Justification:

(Open tender)

(Selective tender)

(Negotiated procurement)

(Single source)



ANNEX 4
Procurement Flow Chart



A. Supply Decisions (Planning)

Ministry/Senior Program
Management

Procurement
Unit

Forecaatlng

Funding

Approval.

Vac:ane ProcUI"!D1ent Manual-4



_.
B. Preparation for Procurement

Ministry/Senior Program
Management

Requeat,or
Procurement

Procurement
Unit

Open File

Confirm
Budget

Eatlmala

Con'lrm
Availability

Of Fun08

Write
Summary

DescrlptJon 0'
Procu,.menl

Vacana Procurement Muual-7



--
c. Preparation of Bid Documents

Ministry/Senior Program
Management

Appro....Speca and _

Compliance
Program

Procurement
Unit

Refine
SpecfficatJona

Devetop
Compliance

T• .ung
Program

/- - -, a
,I P,.. ,"2-

,. Qualify >f
'- SUppl..,.. / !!.
'-----" -

V.cane Procurement Manual - 16



--
D. PrequsJjfjcations (Optional)-

Ministry/senior Program
Management

Procurement
Unit

Prwo.,.
Speclflc.uon

• Qualification of bidders and product may be don" separately or included
in bidding requirements.

VaCl:UW Pl"'DCWUlanc Mull&l-53



--
E. Sol.!citation and Receipt of Offers

Ministry/Senior Program
Management

Procurement
Unit

Sell
Bidding

Documeng

Hold
Pre-Sid
MeetJng

Open and
R.ad
Bid.

Collect
and

Record
Bid Security

I
ex.mID.

Bid.

p~..
:' Direct '\~
~UcttatlOnllJ

, ..
'".... ,~-~"

V.can. Proc:\U'I!ment Manu.al - 63



-"
F. Comparison of Bids

Compa,..
Blda

P,..pare
Summary for
.nder Revlew

Committ..

Va=ne Pnlcunll\ltnt M&nul -70



--
G. The Selection Process

Ministry/Senior Program
Management

Review
Sid. and
Technical

Data

Procurement
Unit

P,....nt
Sid. to
Tender

Committ..

Obtain Additional
Approval.



--
H. The Award Process

Ministry/Senior Program
Management

Procurement
Unit .

Aetum Bid
Securtttea to
Unaucceaafu'

Bldde...

Vacane PnIl:urelrMnL Manu&! - 91



--
I. The Contract

Ministry/Senior Program
Management

Procurement
Unit

Approw CJDraftFiMI @Legal
and Sign!1.0•.._--...---. Contract;- Rev...

FInal Conb'8Ct I



J. Financial Arrangements

... -~-

ReqUMt \
p~

andiorUC

Vertty
Down Paymentl

UC

V.caGe PnlcIanDlent Muual -103



--
K Contract Performance

Mlnj.try/5enjor Program
Management

Procurement
Unjt

Rem.n....



Mini_try/senior Program
Management

L Shipment

Procurement
Unit

Vecane PruCU,,"n.D~ Mull&! -125



--
M. Customs Clearance and Delivery

Ministry/Senior Program Procurement
Management Unit

..-

Notify
Receiving

Parti..

Receive
Shipping

Document. and
Forw8rd tor
Clearance

VaCl:lDe Procwwment Manu&! - 128



•--
N. Closeout Activities

MlnlstrylSenlor Program
Management

Procurement
Unit

Vacaoe Pr'Dcuremanl Manual -131



ANNEX 5
Mother Child Health and Family Planning General Directorate Budget Fiscal Year 1996

(Numbers are in 1.000 TL)

Line Budget 5% Net beginning Released Released Assigned to
item ..llow.Ulce Deduction allowdnce oercent allowance oavmelll order
100 5.381.080.000 - 5.381.080.000 70% 3.766.756.000 1.326.731.052

200 11.-500.000 575.000 10.925.000 50% 5.462.500 4.282.038

300 26.400.000 1.320.000 25.080.000 40% 10.032.000 4.901.133

400 170.400.000 8.520.000 161.880.000 50010 80.940.000 60.340.000

500· 1.850.000 92.500 1.757.500 -
600 8.000.000 400.000 7.600.000 40% 3.040.000 1.100.000

700·· 37.450.000 1.872.500 35.577.500 60% 21.346.500

Source: MOH. Budget Division. 08 July J996
• The account is closed
•• The fund is transferred to the Ministry of Construction

Mother Child Health and Family Plannina: General Directorate Buda:et Fiscal Year 1996
(Numbers are in 1,000 US$)

L11le Budget 5% Net begmrung Released Released Assig.ned to
ilem allowance DedUCUOIl allowance percent allowance pavment order

100 76.873 76.873 70% 53.811 18.953
-

200 164 8 156 50% 78
61

300 377 19 358 40% 143 70

..JOO 2.434 122 2.313 50% 1.156 862

500· 26 I 25 - -
600 114 6 109 40% 43

16
700·· 535 27 508 60% 305 -

Source: MOH. Budget Division. 08 July J996
• The account is closed
•• The fund is transferred to the Minisuy of COnsuueuOD
Average exchange rate for the first SlX month of 19% USS 1= 11. 70.000



ANNEX 6
MOB A&F Affairs Time Requirements for Domestic Physical Procurement

Operation Legal Time'"
Market Price Prosoectine Minimum 10 Days
Approval of the Market Price Minimum 3 Davs
Advertise Tender Minimum 15 Davs
Obtain Approval for Biddin~ Decision Maximum 15 dayS

If reauest MOF Approval"
Notif\' Successful Bidder 7 Days

SiJin Final Contract Maximum 15 Days
Ratification by the Coun of Auditors Maximum 15 Days

'" Legal time is regulated by the State Bidding Law # 2886
.. MOF approval is required for contracts above a legal limit.

Total time r uired for the bid that does not r
Mimmum Time
MaXimum Time

roval and Court ofAuditors ratification.

fA dival d CMOF. ed fj th b'd thatTata tIme requlr or e I requires appro an ouno u tors ratt lcatlon.
Mmlmum Time 51 Days I
MaXimum Time 95 Days I

The above mentioned days assumes the bidding process up to the shipment and without any
bureaucratIc complications. Consequently. 90 days for shipment should be added and one should keep In

mmd that the above dates represent the best case scenario.



ANNEX 7

, -Administrative and Financial Affairs Time Requirements for International Physical
Procurement

Operation Referred Law # Legal Time
Prime Ministrv·Approval 2886 (5Ip) 5 Davs
Ministrv of Industrv Approval .. 5 Davs
Official Gazette Advenisement .. (17-51p) Minimum 15 Days
Obtain approval for the .. (31) Maximum 15 Days
Biddin~ Decision
Sendin~ to MOF Approval .. (32) 5 Davs
MOF Aooroval 1050" (64) Maximum 15 Davs -
Soliciting the Successful Notification Law 7 Days
Bidder for Contract
Sigrung the Contract 2886 (57) Maximum 15
Sending for the Coun of 832 Maximum 5 Days
Auditors Ratification
Coun of Auditors Ratification -- Maximum 15 Davs
Request Release of Credit 1050 (83) Minimum 5 Davs
DO\w Payment or Letter of Foreign Exchange Legislation Minimum 3 Days
Credit
Total 120 Davs

The above mentioned days assumes the bidding process up to the shipment and without any
bureaucratic complications. If the funding source is different fonn the national budget. that is the MOH
fund. the above Cited time might decrease to 90 days.

$'1



ANNEX 8
Domestic Procurement Process Map



Domeslic Procurement Process Map for Contraceplive Commodities (Turkey)

June I June

Estimaled Completion
Date

iyplcal Iexpediied
process process

July July
- ..

July July
.. _.

August August

Prepare consolidated
MOH budget and
forward to MOF

I (RPC). I
__ u __ -- --- I.Negotiate finai budgei'

I (MOF). I
_. _. -- - -- Ii' Submit final b~dgei '

proposal to
Parliamenl (MOF).

Other AgencyAdmin & Finance (MOH)

Nov

SepVOct

Nov

MCHlFP (MOH)

Forecast required commodityquanlilies. J

i -- EsU~at~ ~mmodity prkes. -- I
i De~lop;nd-S~nd budget 10 RPC. .. i

.. __ ._- . - - - ---

..------ -- 1--· Negollate ~~;~get. -- II ~PVOCl

MOH Minister's Office

I Negotiate final I
budget.

Dec/Jan

Jan

Dec/Jan

Jan

Allocate ana approve
budgets (Parliament).

Publish budget
allocallons In gazelle

(MOF).

April I April

Mar/Apr I Mar/Apr

Ii= i -.j-- il----··---- t -. - - ----.-- ------.-••• ------ '_u __ • o _

FeblMarFebIMar
Decide 10 release
funds (Council of

I Ministers). I
.- "----_. -- _"h. - -- --- - - Ii Receive nOII~ of i

allocations (MOH

•••__ • . .0__ _ _. ._ 0 __ •__ •• • • •• .___ IIj:t::B~ud~g~e~1D1~VIS§IO~n~). ~I

I Apply 10 MOF for i

release of allocated
funds (MOH Budgel

Division).

Day 1

Day 1

Day 7

Day 14

- -- -----..&-._----_._----------'-- --_.....

Prepare lechlncal
speclficallons.

Request purchase
approQI from

Underseaelary's
offlat.

-- ---------------1 FOlWlrd techR:at specifications and final I
pt!d!ase IpproQI to Head of AlF;

- - •.. - _.-----_._- .-

Delermlne thai process should
be domesUc and fOlWard
MCHlFP documents 10

r=.~~=-=;;;:;;:~.,I' Domesllc ~oamtmenl omce. I Ii!1_ __. _... __ .. __ 0 • __ • _

I Granl approval for I

procuremenl
(Underseaelary).



Domestic Procurement Process Map for Contraceptive Commodilles (Turtley)

MOH Minister's Office MCHlFP (MOH)

Estimated Completion
Date

iypicai - Iexpedlied
process process Admin & Flmince (MOH) Other Agency

Day 40 Day 7
Set aside funds and

noliWy MCHlFP
IfAccountant's Office\.

Day 47 Day 8

Approve Technical
Commission

members
(Undersecretary) _ Day 62 Day 23

Advertise bid, provide
bid documents 10

prospective bidders,
and collect bids.

Pass quallWylng bids
10 Technical
Commission.

Day 70 Day 27

Evaluate documents
and samples for

lechnlcat compliance
and Issue report to

A&F Bid Commission
(Technical

Commission).

Diy 88

Open Intemal bid
envelopes and

Day 72 I Day 28 II evaluate maximum
price compliance (Bid

Commlsston).
---_-.I '------ IL.--.

I""""""...........Daya7 I Day 31 (opUonal) and select
supplier.

---- -- ------------ --- a -4_ --_I - --.I' •
, , , Decide whether to ,r

accept a ctea"Y tow
bid or 10 open price

negollallons with
bldders_ Establish

a ' ~ negollatlon schedule.!l-________
" (New bids and I

resubmitted bids from
disqualified bidders
may be accepted
during negollatlon

I
' .1 period.) II----------------- -------- -------1---1------ - .- --
Prepare bid report and forward wilh bid

Diy 32 documents to MOH Deputy Undersea-etary,
Underaeaelary. or Mlnlsler (dpendlng on
contract amount) for conlract approval.

------1- ----

-----'+1------ - -

-~



Domeslic Procuremenl Process Map lor Contraceptive Commodilies (Turkey)

Esllmated Complellon
Date

tYP,CaI-l· expedited
process processMOH Ministe!'s Office

Forward approval 01
bid selection to ·A&F.

MCHlFP (MOH)

Day 93 Day 35

Admin & FinanCe (MOH)

1. If contract amount less than TL 10B. Invite
supplier to sign contract.

2. If contract greater than TL 10B. request
contract approval from MOH Flnanclal Div.
(If amount TL 10 to 40B) or from MOF (If
amount greater Ihan Tl 40B).

Other Agency

.- .._--_.- -_ .._,-------~ _._- _.- .- . -
If contract greater
than TL 10B, nollfy

Day 108 I Day 42 I II A&F 0' contract
approvat ( MOH
Flnanclal Dlv. or

I MOF).
- •.. __ - __ . __ I - _. _.. j

- •• >.

If contract amount greater than TL 10B.
Day 108 I Day 42 Iinolify supplier 0' approval and Invite to sign II

contract. following the visa approval.

Sign contract (Deputy
Undersecretary)

Day 110 Day 44

Arrange leUer of
guarantee. and sign

conlract, have It
notarized (supplier).

, ~ - - __ __ __ _u _

Day 111 Day 45
Receive signed.

notarized conlract.

Apply to Court 0'
Audilors 'or contract

ratificallon.

Inlllate delivery
process (supplier).

Nollfy suppAer 0'
ratification.

Day 52

Day 50

Day 51

Day 126

Day 128

Day 121

Ratify contract and
send nollce to A&F

I (Court of Audilors). I--._----------------- -----._------ 1---_·_-1--------1 - .- ~--
I II Notify Budget Iii-= I

Division.
Accounllant's Office.
and A&F Project DePI

of conlract

------ --- 0--- __.o_u I' jI rallficatlon. -W- ._.._ I

'Notify MCHlFP of contract rallficallon (Project'
Division).

-.. - _._--- ._- -'-- .. _----,._--------- ----

- - - -- -_ .. ---- -~.- -- ---- ---_.

Fonn Inspection
CommissIon.

Day 68

Day 61

Day 114

Day 113
Denver goods 10

MOHmain

_ ._- ---<------ --- ---- ---_._-- ------- 1 1- I II il'war~~ous~(~~pplier).1
I send samples to

HygIene Instllute 'or
tesllng.

~-



Domeslic Procuremenl Process Map for Contraceplive Commodities (Turt.ey)

MOH Minister's Office MCHlFP (MOH)

Estimated Completion
Date

iyplcal ·1· expediied
process process Admin & Finance (MOH) Other Agency

Day 175

Day 190

Day 191

Day 69

Day 74

Day 75

Visually Inspecl
goods and send

report to warehosue
(Inspeellon

I Commission). I-_ - - ·-1 -
I Test goods and i

forward report to mainl
warehouse (Hygiene

I Inslllule). I-- -.- .. -_. -. --' -. -- ·-1 .--'.
j Accept supplier's i

Invotce and forward
wllh Inspecllon and

testing reports to A&F
(warehouse).

Day 78 FOfWard luppller's Invoice & bid documents
10 A&F Pa menlOffice. 1 .

DiY 77 Paymenl Office prepares paymenl order and
forwards it to MCHlFP GO.

-_._ .. - - --~-- ---- .....-

Day 79

Day 78

Day 193

Day 192

Day 196

I~~~t=,;i ';'~r ~~ '~;rdl- to I' DIY 195
'--.- 1-- .. ".....

j Sign payment order I

and forward It 10
Depuly

Undersecretary
(Budgel Division

.1... Head). I-'- ------.----.-.------- -.- ... ------·--1·---+-----_· 1-·-· -.----.-.-- .. -.---- -.= .

-- "-' ..- -- .... --- --.---. -' .--------.- --. .--- --.--- .....--- .-t--.----

.--.- I -- - ---I I I ..---,------.-

Day 80

Day 81

Day 197

Day 198

.,

Slgn............. u____ _ __ no +'=R;;;;d-";;-~";'-'...M'...... -'- 1 .__ numberofslgnedBudge' DIvIslon ----.-----1.- -- payment order and
(Deputy - - - ....." ....I Undersecretary). ~-_.--- --- _."',00",

(Budget Division).

Oay1H DaylZ

Receive paym.nt
ordlr and make

paymInt to ,uppll.r
(Accountant"

OffiCI).

~



ANNEX 9
Intemational Procurement Process Map

..



Internelional Procurement Process Map for Contraceptive Commodities (Turkey)

MOH Minister's Offoce

Estimated Complelion
Dale

typiCSi .-, expedited
MCHlFP (MOH) I process process

I ForecJlst required commodityquantilies. I June June

r' -. Est~;te ~~~ity prices. -. i July july

f ~ . De~~ lIIld send budqetlo RPC. J ju~ - JU~

Admin & Finance (MOH) Other Agency

INegotiate final budge' II

August

I Negot:l~~~a~ budget 11-seP1I0ct

August

SepllOct

Prepare consolidated
MOH budget and
forward to MOF

(RPC).

Negotiate final budget
(MOF).

Nov Nov
Submll final budgel

proposal to Parliament
(MOF).

FebIMar I FeblMar

DecJJan

Jan

DecJJan

Jan

Allocale and approve
budgets (Parliament).

Publish bUdgel
allocations In gazelle

I (MOF). I
- -' _. • • >" -_. - -- - --.-. --~ Dedde to release i

funds (Council of
Ministers)

Mar/Apr I Mar/Apr
Receive notice of
allocations (MOH
Budael Division).

Apply to MOF for
release of allocated
funds (MOH Budget

Division)

.- ---- --.--------

-- -- -_. - - "----- - ._- ----_.~---

0.y5

Day 7 I Day 1

Diy 27

Diy 14 I Diy 1

--- ---. -------

~;=De=::;term=:"'ine-=IhaS':1pl=oceu===IhouId;;;;:~rR:=aq=ues~tpurcha~:=se::=:a=ppro=v=I~11fl=;;p=repa=ra-'fica~ted1IncaI=:=:lr --- +-- - -
be domnllc end bward from Undersecret8ry'. specification•.
MCHlFP documentl to office.

Domesllc ProanmenI Office.

April I April

IG,;,i~"1 _ _11 ~~-;,I~, I ~;;;;,;.
procurement ---IF - MOI .....

(Undersecnl!ary). __._--........ ........'"of_
- manufactured

- 0-_- ~ .........

~



lnlemahon,,1 Procuremenl Process Map for ContraceplMI Commodities (Turkey)

MOH Ministe(s Office MCHlFP (MOH)

Estimated Complelion
Date

typic3i 'f exp8diled
process process Admin & Finance (MOH) Other Agency

Day 37 Day 8 Set .slde funds and
notify MCHlFP

I (Accountant's Office)

I"De~~1op terml, conditions, and rules 'or bid. r-..
I i I -j

Approve Technic8l
Commission members

(Undersecrelary)

Dey44

O.y 59

Day 9

Day 24

Advertise bid, provide
bid documents to

prospective bidders,
end collect bids.

Organize Technical
Commission (optlonsl)

.ndrequest
Undersecretary's

approval 0' members

Pass qu.lifylng bids to
Technical

Commission.

O.y 28

Day 25

Day 67

Day 60

---- - I: Openeldernalbld :: -~ H __ -.-

envelopes end
evetuete complience
with edminlstllllive
requirements (Bid

I
, Commission). " -'I

._-- - -' -- ,IF.=EV8=:='u~el;=-e=-:doc;;";;;';um';;'e-n':""ts"'"

end semples for
technical compliance

end Issue report to Bid
Commission
(Technical

._-.----~----- I -----+---·--1, ,1'= Commission). ,._- ----------_ .._-----

Day 69 Oay29
Open Intern.1 bid envelopes, ev.'uate

maximum price compliance, end conduct
negotiations (Bid Commission).

Sign bid agreement
(supplier).

Oay40Dey 90

Day 75

Dey 70

----------- .---- -----·----------·-----J--------r: 'I .--'.
Dey 30 I=":::=~:CS~~~'::~ I' '

Undersecrel8ry, or Minister (dpending on

l'conInIct amounl) for contract epprov81. 'l~'=,."...,,~=-,.--_ ...,
-_. -- -- _..-.- - ·-I-·-----t --- '1.I'conlrectamounllesIthenTl10B,lnvite ,--

supplier to sign contract.
Day 33 112. If contract greeter then TL 10B, request

conlract epprovel from MOH Fin.nciel Oiv.
(if amount Tl 10 to 40B) or from MOF (I'

_ ._._ _ _. ._. 1_ I _II' amount preeter then TL 40B). ~.
r,=1;;:'con=:;;.:trect==gr;..,e""'.t-er:.....,'

then TL 10B. notify
A&F 0' contract
epproval ( MOH
Financial Oiv or

MOF)

IForwent epprov81 of I
bid selection toA&F. i

6""~



Inlernational Procurement Process Map lor Contraceptive Commodities (Turkey)

MOH Minister's OIfIC8 MCHlFP (MOH)

Estimated Completion
Date

iypiC8i -1" expedited
process process Admin & Finance (MOH) Other Agency

Sign contract (Depuly
UndeBecretary).

Day 90

Day 92

Day 40

Day 42

If contract amount greater than Tl10B.
notify supplier of approval and invite to sign

_I~contraet. following the visupprovBl. _ II. I

Arrange letter of
guarantee, and sign

conlract. hava it
notarized (supplier).

---------1- -----~ -- --I, II ,I

Perpare request for Undersecretary to approve
issuance 01 a letter of credit.

Day 93 Day 43

--- -- --_ .. -- -

Day 108 Day 48

Day 109 Day 49

. - .-- - - -- .--

Receive signed.
notarized contract.

Apply to Court of
Auditors for contract

ratification.

Ratify contract and

lend notice to A&F I
(Court of Auditors)

_._-- - ---- ---.- -----. --·---1, ,1-----

Approve request to

issue Ie"er of credit
and Inform A&F

I (Undersecretary). I
..- _. - ~ -- -- --- ._-- ._-- -----_._-- - ------ - -- -

Day 114 Day 51

Day 118 Day 52
Inform Budget Division (MOF liaison 01f1C8 in

MOH) of Undersecret.ry'l approval and
forward \he request of letter of credit.

DayB7Day 14B

.- ---- ----- .------ --- -- --I------t------Ih,==========="""'I'lnform Accou~ti~gGO'

(MOF)ofMOH
Undersecretary's
approval (Budget

, Division) ,
--------------.----- - --------------------·--1--------1----···---1---------- u. I. -Hi

Day 148 Day 68
Approve Budget

Division's requasl
(MOF Aaxlunting GO)

--- ---.-- - ------ --------- ----- ------------ I

0., 151

-------- .---- ---.-- ----- ------ ----------1---

Day 69

__ n I' i
, Inform A&F of i

Accounting GO's
approvat (Budget

Division)

;f
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lnternahonal Procuremenl Process Map lor Contraceptive Commodities (Turkey)

Estimated Completion
Date

iypiCai- 8xPedii8<i
MOH Mmister's OffICe MCHlFP (MOH) process process Admin & Finance (MOH) Other Agency

Issue a payment order to the ForeignPayment
Day 168 Day 71 Accounting General Directorate (FPAGD) of

the Treasury Undersecretary.

--_.--------_ .. _- -" -_.._. - --. -- __ • •••• A. ___ - - - . - -- - ..

Wire funds to Central
Day 1111 Day 116 Bank and inform A&F

of wire (FPAGO).

_. .. - -- - _.- . - - -- ----_.- ------- _.. - - - _._-
--~--

_.- - .- -_.
Day 1112 Day 117 'IInform commercial bank of funds transferal to

Central Bank.
-"~ - --- ., .. _. - - .. _. --. _..-." _.. .-

Receive funds in n,
conYer1to foreign

currency, set funds

Day 1113 Day 1111 aside, Issue leller of
cntdil, and inform A&F

and offshore
counterpart bank

(commercial Bank)
--- ... - .. --_. _. - -- --- - - . -- _ .. - ... ------ .. "-- -_._- ------- ~-_._---_._-----_. __ ._------_. --- ---- - . -

tnform SUpplier that
Day 1114 Day 119 Ieller of credit Is open

(offshore bank).
.' . _ .. - ------- ------- -~--_.- ----- ---- -----_._._----------- ----- . ... ---

Day 1115 DayBO Initiate delviery period
(supplier).

----_.--- --- _._--.- - ---- --- . -

Clear goods through
customs at port of
orlgln, and Inform

Day 110 D.y15 A&F on arrIval date
and time; retrieve
10% of fund••et
aside In onshore. b.n. (supplier'•.

_.- ------- --------_._--"------ ----- - ..--- ._- -- -----f---- -- ... ------ .. _ ..

Day 280 Day 1115
Supervise Cusloms clearance and delivery of

goods to warehouse.

-- - -- -- - - --- . -- . _. - --
Form Inspection

Send SImples to
0.y2111 Day 1118 Hygiene Institute for

Commission.
lestina.

... . - -- -_.- - ----- .. --- - .... - -- --_. ------f- ------- ... - - - -- -- - ---. .. - --
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Inlernehonal Procuremenl Process Map for Conlraceplive Commodities (Turkey)

Eslimaled Complelion
Dale

iypic81 exp8d~8d

MOH Minisl8f's Office MCHlfP IMOH) process process Admin & Finance (MOH) Other Agency

\fIsueUylnspectgoods

Day 282 Day 187
and send report 10

warehosue (Inspecllor
Commission).

- _. .. -- .. .-

Tesl goods and

Day 297 Day 202
forward report 10 main
warehouse and A&F
(Hygiene Inslilule)

- . -- _._-- ., -- _. - - .. -_. ._-

Day 298 Day 203 forward lesl reports end request for Issuance

Df payment Drde tD A&F Paymenl OffICe.
- - _.. .. .. - - . .. -

Day 299 Day 204 Prepare paymenl order and forward i110
the commercial bank. ,
._-- -- - ... . -- -

NDtify Dffshore bank 10

Day 300 Day 205
release remaining
funds tD supplier

(commercial bank)
. .-- .. . - .

•



Appendix B

Government of Turkey/Ministry of Health
Contraceptive Procurement Map



Timeline and Responsibility

PART A

GOVERNMENT OF TURKEY/MINISTRY OF HEALTH
CONTRACEPTIVE PROCUREMENT MAP

Est
Days Month Other

MOH
Ministry

MOH
MCHFP

MOH
Adm/Fin

Forecasting/Budgeting/Funding:

June

July

July

August APK Prepares
MOH Budget &
Sends to MOF

Forecast
Qty

Method Mix

I Estimate I
Prices

Send Budget
Reqmt. to

APK

~o

Sept/Oct

Nov

Negotiate
Final Budget

(MOF)

Submit
Final Budget

Request
(MOA

Negotiate
Final Budget



Est
Time Month

Dec/Jan

Jan

Feb/Mar

Mar/April

April

Other

Budget
Allocations
(Parliament)

Allocations
Notified

in Gazette
(MOF)

Funding
Process

(Government)

Budget Dept
MOF Receives

Allocations

PART A

MOH
Ministry

Apply to MOF
For Release
of Allocation

MOH
MCHFP

Develop Tech Specs,
Compliance Program,

Special Conditions

MOH
Adm/Fin

11 MONTHS ELAPSED TIME:

~

Forecasting/Budgeting/Funding



Est
Time Month Other

PART B

MOH
Ministry

MOH
MCHFP

MOH
Adm/Fin

iil"~CI-
Procurement/Manufacturing/Shipping Activities:

Max Days:

7

7

7

3

Concurrent

~

Approval
Granted by

Office of
Undersecretary
(can take up to

5 monthsl)

Request Under-Sec
Office Approval

for Procurement

Forward Specs
& Undersecretary's

Approval to
Adm/Fin (proc. unit)

Request Budget
Dept (MOF) to

Set Aside Funds
and

Ask MOl: Is
Product Mfg.

Locally?



Est
Time Month

10

2

40

Concurrent

1

~

Other

Funds Set Aside
by MOF Budget
Dept; Admin/Fin

Informed

Bid Opening
Screening

Stage 1 only
(Bid Commission)

MOH
Ministry

PART B

MOH
MCHFP

MOH
Adm/Fin

Confirmation
of Set-Aside

Received

Develop termsl
conditions/rules

for Bid

Advertise & Provide
Specs to Interested

Parties
(15-40 d. allowed)

Organize Technical
Commission



Est
Time Month

6

8

5

21

2

~
~

Other

Stage 2 Bid
Opening (price),

Negotiation &
Selection of Supplier

(Bid Commission)

Provide Report
toMaH

Minister/ U-Sec
(Bid Commission)

PART B

MOH
Ministry

Samples
Examined & Tested

Tech Evaluation
Report

(Tech Commission)

Approval of Bid
Decision by

Undersecretary
(15 working days)

MOH
MCHFP

MOH
Adm/Fin

Obtain MOF
Approval

(if pmt to be made
from Master Budget)



Est
Time Month

7

15

2

15

1

90

Concurrent

~

Other

Registration by
Court of Auditors

5 - 15 days

Period for
Delivery
(varies)

MOH
Ministry

PART B

MOH
MCHFP

MOH
Adm/Fin

Notify Supplier
to Sign Contract

allowing for
postal delays

Apply to Court of
Auditors for

Registration of
Contract (Visa)

Notify Supplier
of Registration

Notify MCHFP of Cost
and Request Transfer

of Funds



Est
Time Month

Concurrent

Concurrent

Concurrent

20

5

Other

Period For
Insoectionrrestin

MOH
Ministry

PART B

MOH
MCHFP

Arrange Transfer of
Funds

Arrange Pre-Shipment
Compliance Testing

MOH
Adm/Fin

Open Letter of
Credit

I Customs Clearance I
260 days = 9 MONTHS ELAPSED TIME: Procurement/Manufacturing/Shipping

1~1rJaTlt".e.$.EI:mM§~I:rI.El1.1Im.1J..lllii:NBJ!I:l(fM)l.i_.-r~_lW~.W••~ill_s.jf.ftmiimff*~r~tl
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Timeline and Responsibility

PART A

GOVERNMENT OF TURKEY/MINISTRY OF HEALTH
CONTRACEPTIVE PROCUREMENT MAP

Est
Days Month Other

MOH
Ministry

MOH
MCHFP

MOH
Adm/Fin

Forecasting/Budgeting/Funding:

June

July

July

August APK Prepares
MOH Budget &
Sends to MOF

Forecast
Qty

Method Mix

I ES1~mate I
Pnces

Send Budget
Reqmt. to

APK

\,

~~,---

Sept/Oct

Nov

Negotiate
Final Budget

(MOA

Submit
Final Budget

Request
(MOF)

Negotiate
Final Budget



Est
Days Month

Dec/Jan

Jan

Feb/Mar

Mar/April

April

Other

Budget
Allocations
(Parliament)

Allocations
Notified

in Gazette
(MOF)

Funding
Process

(Government)

Budget Dept
MOF Receives

Allocations

PART A

MOH
Ministry

Apply to MOF
For Release
of Allocation

MOH
MCHFP

Develop Tech Specs,
Compliance Program,

Special Conditions

MOH
Adm/Fin

11 MONTHS ELAPSED TIME:

~

Forecasting/Budgeting/Funding



Est
Days Month Other

PART C

MOH
Ministry

MOH
MCHFP

MOH
Adm/Fin

i::~}(ii"Ha'+i8::::!:?;,?-i:~~~:1

tYS!~~~M~tJ*fi~_i~ii

Procurement/Manufacturing/Shipping Activities:

7

10

7

7

~~
~

Approval
Granted by

Office of
Undersecretary
(can take up to

5 monthsl)

Forward Specs to
Adm/Fin

Request Confirmation
of Unit Prices

Forward Unit Price
& Request Approval

from Office of
Undersecretary

Research and,
Determine Unit

Prices;
Inform MCHFP



Est
Days

7

15

10

~

Month

Concurrent

Concurrent

Concurrent

Other

Funds Set Aside
by MOF Budget
Dept; Admin/Fin

Informed

MOH
Ministry

PART C

MOH
MCHFP

Forward
Undersec. Office

Approval to
Adm/Fin (proc unit)

MOH
Adm/Fin

Develop terms/
conditions/rules

for Bid

Advertise Bid,;
Provide Specs to
Interested Parties

(15 d. allowed)

Request MOF
Budget Dept to
Set Aside Funds

Organize Technical
Commission



Est
Days Month

1

Same Day

15

1

~-

Other

Stage 1
Bids Opened/Reviewed
by Tech Commission &

Bid Commission

Stage 2
Prices Considered

& Supplier Selected
by Bid Commission

Period for
Negotiation if

Original Price Offers
Not Acceptable

Bid Documents
Sentlo

Minister or U-Sec
for Signature

by Bid Commission

MOH
Ministry

PART C

MOH
MCHFP

MOH
Adm/Fin



Est
Days Month Other

MOH
Ministry

PART C

MOH
MCHFP

MOH
Adm/Fin

,

~

21

15

7

15

1

Supplier Signs
Contract & Has It

Notarized;
Arranges Performance

Security

Obtain VISA
from MOF Bud,get

Dept

Notify Supplier
to Sign Contract
allowing 7 d. for

postal delays

Receive Signed
Contract and

Performance Security;
Apply to Court of

Auditors for
Registration of

Contract



Est
Days Month

15

1

90

Concurrent

Concurrent

20

Other

Registration by
Court of Auditors

5 - 15 days

Period For Inspection
and Testing

PART C

MOH
Ministry

MOH
MCHFP

Arrange Transfer
of Funds

MOH
Adm/Fin

Notify Supplier
of Registration

Notify MCHFP of
Cost and Request
Transfer of Funds

265 days = 9 MONTHS ELAPSED TIME: Procurement/Manufacturing/Shipping Activities

~'*...Y



Appendix C

Government of TurkeylMinistry of Health
Contraceptive Procurement Map Narrative



Government of Turkey/Ministry of Health
Contraceptive Procurement Map Narrative

Remarks:

The following Government of Turkey/Ministry of Health Contraceptive
Procurement Map was developed as a result of the July 9, 1996, Commodity
Procurement Policy Workshop meeting in Ankara and subsequent small group
discussions among MCH/FP Supply Team personnel, National Officers for Internal
and External Procurement from the Directorate of Administration and Financial
Affairs, and the FPLM consultant. It includes all steps needed for the
MOH/MCH/FP of Turkey to obtain a supply of contraceptives beginning with
commodity forecasting and ending with customs clearance and delivery. In
order to present a clear picture of responsibility, interactions, and timing,
the sequential steps are separated into columns headed by the name of the
responsible participant including MOH/MCH/FP (Directorate of Maternal and
Child Health/Family Planning), MOH/Adm/Fin (Directorate of Administration and
Financial Affairs), the MOH (Ministry of Health), and Other such as the
Ministry of Finance, the Bidding Commission, Supplier(s), etc. A projected
timeline appears in the left-hand column of the "map," either as a specific
Month (Jan, Feb., etc) or Maximum Days (1, 15, 90) required.

The Map is divided into three parts: Part A covers forecasting, budgeting,
and funding activities with a timeline showing the month each activity must
occur; Part B covers procurement, manufacturing and shipping activities
associated with external (international/foreign) procurement and a timeline in
maximum days; Part C shows procurement, manufacturing and shipping activities
associated with internal (local/domestic) procurement and a timeline in
maximum days.

PART A: FORECASTING/BUDGETING/FUNDING

Part A of the Contraceptive Procurement Map is common to both
external and Jnternal procurement

In June of each year, MCH/FP personnel develop a forecast for the commodities
and quantities to be delivered by the end of the following year.

MCH/FP estimates prices in July and sends a budget requirement to the Research
Planning and Coordination Council of the MOH (APK).

During August, APK consolidates all of the requirements received from the
various directorates of the MOH into one budget and sends it to the- Ministry
of Finance.

During September and October, the Ministry of Finance and the Ministry of
Health negotiate a final budget, and in November this budget is submitted to
the Government.



In December (and JanuarY)t Parliament debates and determines budget
allocations for the following year.

In JanuarYt the Ministry of Finance is advised of the allocations and posts
this information in the official gazette.

During February/March, the government funding process takes place, and in
March/April, the Budget Department of the Ministry of Finance begins to
receive funds.

In April, the Ministry of Health applies to the Ministry of Finance for
release of its allocation. The Procurement Unit of Adm/Fin cannot begin its
tasks, until funds are available to cover the cost of the goods to be
purchased. ** Note: If items are clarified as contraceptives--release is
said to be easier.**

Between February and April, MCH/FP should develop technical specifications,
compliance programs, and special conditions for related contracts so that when
funds become available, procurement activities can commence.

PART B: Procurement/Manufacturing/Shipping - External Procurement

Part B should be added to Part A for a complete map of External
Procurement

MCH/FP requests approval from the office of the Undersecretary-MOH for
procurement of designated items and quantities. Once that approval is
received t MCH/FP forwards it with the specifications to the Directorate of
Administration and Financial Affairs (Adm/Fin) for procurement action.

The Adm/Fin Procurement Unit requests the Budget Department t Ministry of
Finance (MOF) to set aside (block) funds for the purchase. Concurrently, it
sends an inquiry to the Ministry of Industries to determine if the product(s)
are locally manufactured. The Procurement Unit also begins to develop terms
and rules for bidding.

After the set aside is confirmed t the Procurement Unit finalizes the terms t
conditions, and rules for bidding and advertises the bidding opportunity in
the official gazette. Instructions and rules for bidding are included in the
advertisement. l

Interested parties obtain technical specifications and administrative
documents from the Directorate of Administration and Financial Affairs. A
period of from 15 to 40 days after the advertisement appears in the gazette is
allowed for ~ubmitting bids. During this period, the Procurement Unit
organizes a Technical Commission to review the bids.

1 A two envelope system is used. In the cover envelope the bidder
presents technical, commercial, and contractual documents. In the inside
envelope, the bidder places his price offer. Samples may also be required.
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The Bidding Commission opens the outer bid envelopes at a predetermined time
with bidders in attendance. The Technical Commission reviews the data
presented in the outer envelopes, performs any necessary testing, and submits
a report (this sometimes takes a week or more).

Bids that are judged to be technically, commercially, and contractually
acceptable are advanced to the second stage where price offers are opened and
read out with second stage bidders in attendance.

Alternate paragraphs:

a. After price offers are read, the bidders leave. The Bidding
Commission (12 people) has a private discussion and decides on the
winning offer. Bidders are called back and a winner is declared.
The [MOH] [The Bidding Commission] can either approve or cancel the
bid within 1 or 2 weeks or it can turn to open negotiation. If
negotiation occurs, previously rejected bidders can not re-join the
bidding. If negotiations are scheduled, a supplier must be chosen
on the negotiation date or the whole process is canceled.

b. After price offers are read, selected bidders are invited to
negotiate. Previously rejected bidders can not re-join the
bidding. The Bidding Commission has a private discussion and
decides on the winning offer.

WHICH IS CORRECT, A OR 81

Within five days after the award, the Bidding Commission submits a report and
its decision to the Minister of Health (or Undersecretary or Deputy
Undersecretary). Within 15 days, the Undersecretary must give or deny
approval. If payment is to be made from the master (general health fund)
budget rather than a set-aside, Adm/Fin must also obtain MOF approval.

After the Undersecretary's approval, the supplier has 15 days to sign the
contract; once the contract is signed, Adm/Fin applies to the Court of
Auditors for registration of the contract (visa); when the visa is obtained,
the Adm/Fin Procurement Unit informs MCH/FP of the cost and notifies the
supplier that he has xx days to deliver the goods. (The number of days
allowed varies according to the supplier's proforma.)

Early in the delivery period, Adm/Fin asks MCH/FP to transfer the required
funds into the Central Bank either directly to the supplier's account or to
collateralize a letter of credit. If the payment terms are by letter of
credit, the Adm/Fin Procurement Unit takes care of opening it with the Central
Bank. In cases of payment from the master (general health fund) budget, the
Under Secretary of Treasury must be advised of banking transactions.

Adm/Fin sends a copy of the contract to the main warehouse. If the supplier
exceeds the deadline for delivery, the Bidding Commission issues a warning.
If the delivery is not effected in ten days, sanctions are imposed which
involve monetary consequences, often a daily fine. These sanctions are
detailed in State Bidding Law #2886.



Customs clearance

After commodities are received, an Inspection Commission is formed with
approval of the Undersecretary's Office. After delivery, ten days are
normally allowed for inspection. If testing by the Refik Saydam Hygiene
Institute or the Turkish Standards Institute is required, additional time is
needed. For example, testing of pharmaceuticals takes from 20 to 25 days.

PART c: Procurement/Manufacturing/Shipping - Internal (local/domestic)

Part C should be added to Part A for a complete map of Internal
Procurement

MCH/FP forwards specifications to Adm/Fin and requests confirmation of the
unit price. MCH/FP receives the unit price and forwards it to the office of
the Undersecretary, MOH for approval of the purchase. MCH/FP then sends the
"office approval" to Adm/Fin to initiate procurement action.

Adm/Fin develops bidding rules and documents and advertises the bidding
opportunity in the official gazette. The advertisement includes an acceptable
unit price range as well as bidding rules.

Fifteen days are allowed between advertisement and bid opening. During this
period, Adm/Fin provides specifications to interested parties, organizes a
Technical Commission, and requests the MOF Budget Department to set aside
funds.

On the bid-opening day, outer bid envelopes are opened in front of bidders and
reviewed by the Bidding Commission and the Technical Commission. If both
commissions find the bids reasonable, then the Bidding Commission opens the
inner envelopes which contain price offers. If any price is considered to be
appropriate, a supplier is selected. If not, a negotiation period of 15 days
is declared. Within this period, those previously rejected can re-bid. On
the negotiation day, everything must be completed.

After awarding a contract, the Bidding Commission sends the bid document to
the Minister of Health or the Undersecretary for signature. The bid document
must be signed by the Minister or the Undersecretary within 15 working days
and sent to Adm/Fin. Adm/Fin then forwards the signed bidding document and a
draft contract to the MOF Budget Department to get a visa.

After the visa is obtained. Adm/Fin notifies the supplier and asks the
supplier to apply for the contract and sign it within 15 days. Also, the
supplier must get a Notary Public's confirmation on the contract and bring it
back to Adm/Fin with performance security and the specifications.

Adm/Fin applies to the Court of Auditors for registration of the c;ontract
(licensing). When the contract is registered, Adm/Fin gets the file back and
notifies the vendor, telling him he has 90 days to deliver the goods.

Adm/Fin sends a copy of the contract to the main warehouse. If the supplier
exceeds the deadline for delivery, the warehouse notifies the Bidding



Commission and it issues a warning. If the delivery is not effected in ten
days, sanctions are imposed which involve monetary consequences, often a daily
fine. These sanctions are detailed in State Bidding Law #2886.

After commodities are received, an Inspection Commission is formed with
approval of the Undersecretary's Office. After delivery, ten days are
normally allowed for inspection. If testing by the Refik Saydam Hygiene
Institute or the Turkish Standards Institute is required, additional time is
needed. For example, testing of pharmaceuticals takes from 20 to 25 days.
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Trip Summary Report



Trip Summary Report
Dian Woodle

Ankara, Turkey
July 7 - July 13, 1996

Purpose and Activity:

In cooperation with the USAID-funded POLICY Project, FPLM Procurement
Consultant, Dian Woodle, participated in the planning and execution of a
Policy Workshop on Procurement held on July 9, 1996, in Ankara, Turkey. This·
workshop was for decision makers and technical staff who will be involved in
some aspect of the procurement of public-sector contraceptives as USAID phases
out of commodity assistance. The consultant's assignment was to outline, in
broad strokes, the steps needed for a trial procurement and present deci~ions

to be taken before proceeding with procurement activities.

At the conclusion of the workshop, senior MOH personnel agreed that the
Directorate of Administration and Finance will do the actual procurement of
goods, the Directorate of MCHFP will be responsible for specifications. Bids
will be solicited from both local and international sources and purchases will
be made based on an advertised sealed-bidding process, in compliance with
Turkish law. For any local purchases, negotiation will be allowed after bids
are opened. This is an unusual procedure, but apparently common in Turkish
public-sector purchasing.

For three days following the workshop, the consultant combined a more in-depth
investigation of potential obstacles, rules, and restrictions with completion
of a map showing activities, responsibilities, and timelines for an
international procurement of contraceptives, giving special consideration to
assuring condom quality. Personnel from the Directorate of Administration and
Finance along with personnel from the Directorate of MCH/FP provided
information on current rules and practices.

Conclusions:

The consultant recommended to the MCH/FP Supply Team that a preshipment
compliance program be added to MOH's normal procurement activities when
dealing with condoms. Due to the limited time available, only a small amount
of guidance on this topic could be provided. Relevant sections of the newest
WHO Condom Specification and Procurement Guidelines were discussed briefly.
Information on inspection sources and inspection protocols was provided, as
well as testing sources, costs, and equipment.

An earlier recommendation by a UNFPA team with regard to improving national
condom testing facilities and capability was also reiterated. It.is not yet
clear how contracts for services related to commodities purchased by MOH, such
as independent condom inspection and testing, will be handled within the
existing structure of responsibility.

~\.
~'.



Although official estimates of the time required to complete a procurement
have been quite low, as little as four months, the exercise undertaken during
and after the POLICY Workshop clearly indicates a need to correct this
perception. Taking the process step-by-step and estimating the actual
transaction time, a period of-21 months was calculated from the time a need is
identified (forecast) until the time goods based on that forecast are
available for distribution in country. Eleven months of this period are
required for budgeting and funding activities. Ten months are required from
the first procurement related activity until delivery. This estimate grows to
11 or even 12 'months if specifications are not made ready while funding
activities are underway.

It should be noted that responsibility for activities surrounding procurement
is shared between the Directorates of MCHFP, Administration & Finance, various
other MOH Directorates, the Ministry of Finance, and an annually appointed
bidding commission. Many estimates of time requirements have been made based
only on the tasks and paperwork assigned to the procurement unit in the
Directorate of Administration and Finance. These activities actually take up
less than half of the time required for acquiring needed commodities. For
example, it now appears that a commonly held 4-month estimate was a best- case
scenario starting with advertising the bid opportunity and ending with
awarding a contract. The 10 to 12-month estimate made during the present
exercise begins with development of specifications and ends with delivery of
the product, including a rational estimate of manufacturing and shipping time.
This more complete timeline is more meaningful to program personnel who need
to know when products can be available for distribution.

Recommendation:

The most critical aspect of successful contraceptive procurement for Turkey is
in the development of specifications, testing protocols, and special
contractual conditions dealing with unique product or industry attributes.
Because the Directorate of Maternal and Child Health/Family Planning has
responsibility for these items and has expressed concern in this regard, the
consultant suggests a short period of TA be provided to help them develop
proper documents, including an adjudication checklist. At the same time,
product specific assistance can be provided with regard to contracting for
preshipment compliance testing.


