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- lack of drive, initiative, application.;
 

- poor skills, Ebility, training, I:noledre; 

- lack of commitment to health ser\,i,, O'D iv'es. 
Behind these 
 l.e t a"other -set of at.v-_ cr causesare given a great dEal whichof attention 
il, official 
teports: 

- poor ph ysirc.i, 1 c,.:'i-ii 'tor,4 in r,.' and remoteareas and poDr iqor,,ing condit Iors v 

- low pa fot-er ccr,di Lions of eployment 'or- permanentgovernment stiff a e 'elatively go-od)* 

- poor or no eI: iprs-3t, drugs, m't .rl, - ns port: 

- poor or -1o p,'cspect 4or developme,q or car--rer proQress­
i on 

- poor or no :'P--,ision nr" s-pport (lack of leadership 
is rarely, mentioned); 

and so on. c fnl). 3 c-1 (if thee factors or caus esfall within 
the usual definition of rersonnel administration. 

2.2 From _ techric-l 'ieV"p.oint items i. !.e) andfor the use (b) above callof - well-e'=tablished methodassess of investigationthe relevant tof.actors 
 in suuch a list ir,parts of the variousthe health ser-vice 
rovements in 

in order to determine what imp­equirpmenrt (micro-compute-9,
tems, crd filing sys­rack stc-age cf files, etc.) or in organistionture, procedures, etc.) (struc­or in monitoringmance measure and support (perfor-E "erit, sup;rv isi. on,
feasible, etc. ) wvould be technicallyand to 
The 

lay out a plan for their implementation.main probleri ,: es i" the rnemainingwould item, l.1(c) abovethe in ­/es t-ent fo- this bechanges wor thwh i 19, andwould whattfol 
 or Go have todoing things make in their- own waysif these improvements of 
are 
 to actually work
well?
 

2.3 A broad judgenent cr1 these questions
itly is usually made implic­by USAI*) mis3=ion stafF 'hen commissioni~,isort, based ,jo work of thispr-evioLus e-fper-ience
agencies' project!s 

of their own or otherin the country.

for more det.aild 

The STC may be called on
consider-ation of a few of
nical aspects the non tech­of the s:.tuaticn astation. How,:ver, 
they may affect implemen­the situation

features in Nepal has some unusualwhich m(r-it a more thorough consideration.
present assignmeni: In the
it is the most difficult ofitems; also the threei.t :*s url(iOtbtedly thereasons. most important,First, the for two,effects orsystem not 
a Personnel administrationarise 
 s-3 mruch from its design or technology, but 



from how the sysiem itself i s used. The assiQnments, trans­fers and deputat ions made t,-_ing thie curren: -.ystem are saidto give rise t, se-ious deficiencies 
 in' the delivery of
heAlth services 
 i1 t'lepal. Improvements in, 'quipMiprt 
(e.g.
microcomputers), 
 for e:-ample, may well provid., quicl-er oper­ation arid better informa-i cn 
Lut will 1 not r,-cessari Iy leadto any change-- ir the assignments, trarlsfers jnid dep,,tationsactually made. Tle-e 
 wo u t I i....e t e r :,n t in helpingimpl ement a nio-F ef Fi cient 
to 

tool whose onl 
 ef fe'-t Woul d be 
to maintain these deficiencies. 

2.4 On, serious dJf cty I had here -,s in trvirg to establish
just how biq 
 tis p-oblem is. 
 Thre were plenty of refer­ences 
 in discussions 
to district hoEpitals with 
three doctor
posts filled but 
 on!ly one doctor or no,'e actually workingthere, end 
also fo other staff (usually iN-'M 5 ) not willing togo to 
 heal th posts in rural end remot-e 
area-s. Hcqe.er, the
anecdote 
U-aL: Iy 'efer-s 
 to0 the e-,cepti oal si tuation ­mal::e a good stor) - -- d car 

to 
be misleading. 
 -?.t in trying tochec-: the 
 actua&u ' :tent of the prolilem I firi,' that the datais very thin. ('fficia! statis - f numbe, _ or' deputationare most Lnr,-II b1,e; the 
data p-- ­ b ryce Jones at a
NUI-Si ng Marpc.e ... Iqgeeri t Srir.?r in Ic94~ covered nursesin 13 di; ri t- _=-,d =.hoved ';er' ) I g, di s_ r-.ncies betweenthe .fici;,'iaI, tat c L,. d o per-so-r'el adminij.trationrecords and 
 infcrn-atiTr) 
 I'.'i
u jne h , ithe . 13 dist­ricts. 
 Ir ary case, the nr-mbers or! deputtion my be some­what mise-,di,-g since there 
can be deputations from one
health 
posU to ar _ther. The critical question is: "how manystaff of diferFnt categor-IS are actually w'or.ing at each
health facility?' whatever 
their administr-ative status 
there
 

may be.
 

2.5 It turned ujt thit this is anot figure whic:h the Centre, or
Regional offices, or even 
Di.strict 
offices haeve readily avai­lable. 
 ThE personnel records in 
the Department of 
Health
Services 
 (D)HS) &re designed 
to shaw which posts at a health
facility 
 are filled 
 end which staff have been deputed away
from it, 
 b-It nct whether any staff 
have been deputed into
it; where th-
 ceputad staff actually 
are is available only
from the indi.iJia! personel 
files themselves. 
 In discuss­ions, even 
at di-trict level, questions about how many staff
were actuall 
 at individual 
 health facilities were 
always
answered fi-st ir terms of 
sanctioned posts, 
then (after en­quiry) in terms of filled posts, then (after further en­quir y) taling ac count 
 of training, deputation out, longabsence, etz., tut only 
 eventually after 
some persistence
were deputaticrns 
 in to the facilitv brought into the pict­ure. Evidently ?ctual 
st-afing levels in 
heritn facilities
are not 
 seen as particuIarY. signir;icant by 
the health ser­vice manage-s. 
 ,-'rher =te istc1 fr-or The 13 
district
study of riu-sis _ 
 - rt:-eac
_.r di.strict the -umbers presentat post in 
 Ieal th osts, he.at t -3-centr, 
 znd DIHFs - thefacilities 
 ,ic-t releatvat-t FHC; these aves.aged 61% of fil­led posts (5:% c{ sanctioned posts) 
with the range 22 100%.
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2.8 

There are no cor..parable figures
ories of 

I can find f cr other categ­staFf, particularly dnrc1"nrs. 
 The-r. h.asquent referenrce Unen fre­to "60% uf dycl._cr s are i,. !,"t-h .id,.,'
this does not. rean much but
t'jtho.t a figure c- howtors many doc­should be in Kathmaridu, all o,.inrorthe Teaching rTntre r..f-ices,Ho! pi tal ,W171'D) is; C8,1!,ctin- district etc. profil-

The Pcatl i ri! finir,l Division 
s a,,d - -l 60 ofrcei'.. r


the 75 returris; these sh;_1 d hr,;. .4!, s-? F w rworI-ing in E ', atuall yfacility b,.,t td-at iipit to e I-IPD ccmputerhas not yet sti,-ts d .- the
and . ti is crrently unavail­able. It is r'o ible that 
e;:. st, 

cih ,-- .. ':as r '-levant data doand it, th. tifrc avai!.-b!_ I si-,pl h- not ben able to find then.
 

Although rele-,-rt 
 and re. ;ab. y t b le 
 is a'"ailable
only for 
 nur ses, it 
does Eh,ja ther -Ti
- tV.t iOn wbe describe.d i:h couldas bad bordering on, rr-pe,-ate.
many individual- In di scussionclaimed, s 'ost e.r-pWtically,
the that
sitL.atior, 
w' s "',orse 
wi th dr-nr-- .re1
pens to ".k it also hap­=c-e e:.'t ent .i th i] I othcr grad.--c7thot f-o I Is i .Ifstaff. In allssume that the sif:,.'atim1 :1,.,alyha s been OE.r-iLted is as itto me i.e. tra)srrstaff away = f' depI tations offr,,!n prests in rural and remote areassences and long ab­from these posts seriously disable the health ser­vices in marny parts of the country.
 

The spcnd - e-sor 
 for the importarce of item I. I(c) Abo've isthe wider Iuc-stjon of the effect ive use of foreignthe health ser vi cs aid inin Nepal. Amernq dcnors there ising sense of frustration at 
a grow­

what they
gress and -e'ulfs 
see as the lac: of pro­over 
many years, de=cribezd as
igue" by Tcsh iyul i "aid fat­V.i',a (on 1C7 December 19P5ation at the inaugur­of tie UP building). 
 It is most desirable to review
the reasons: fo- this as 
 they may apply to 
the particular
case of 
 pe ssible. developments in 
personnel administration.
CleanIly this iSsLe goes much wider than the working location


of health st.af-;.
 

These 
 two i=-uOs are best ccnsidEred together 
as
picture a largerifi or d:er to provide, the relevant :ete ;tmeters ad para­for cunri-Jeririg realistically the prer3pects for under­taking USAID-st-'ppcrtpd work tc 

nistration. 

improve health personnel admi-
This large- picture has two 
main components:
 

a) HMG, 
 and 2arti:ularlIy 
 its apparently sub-optimal 
use
of th2 resourc-s which are available fclr 
the delivery
of health sErvices in 
the country.
 

b) donor r.2i-cirs, 
and particula-!y 
the 14fficulty which
they 'la'e in establishing 
--table aridl 
Pobust improve­ments 
in h~alth 
service delivery in 
the country.
 
Thfse two -orp rents are inte-r-e ated
form :,rid toqether theythe tol-?I system of 
 health 

country. service deliver,, in the
Ho;e/Er, For the purposes of this wcrk it is
 



- 5­

convenient to 1ivide this totil syste!, in, o a Government 
side or role ,ind a Donor Aqeilcy side o role, and to con­
sider the two iepara':ely. Although elements of this larger
picture, set out below, are included becausr, of their rele­
vance (in my ,,jew) ;:o the questior, of imprr,'.ements in per­
sarnel administr ation here, it is Iikely th-7t many of them 
will also be relevanit to other tpics and *reas of work as 
wel 1. 

2.9 	 Ther2 element of the larrer pictur - p o,.'ide some inidica­
1
ticrns of the cr it er .a which, USAID prrJjects in Nepal should 

meet, over and abo.,e :he normal technical cri eria of feasi­
bility, implemertability, m intainabil i t,,, benefits, etc. 
They offer the firs': shot at a chscl:list or items which I 
suggest could witi ad'anta e be e,'pl icitly re'i ewed ihen any 
new health project is being cnnsidered by AiD/'epal. Follow­
ina the coniderat-ien of this !-rrer pictu,,: (,ections 3 and 
4), and in thf. 1.i QIt oa some general cor,,: usions which I 
draw (Se:tior 5) P=id the wore d-_tailed checklist (Section
6), it is7- 'L-, p s .e to i denti F suo(me e-'apl es of poten­
tial work iri th- p-rsorinel a(1ministrati.. n fi'! d which (accor­
ding to the ch-eklis-) h -3,a reaso,,able 'h'r'eoF success. 
This leads ' :ps deratior, of the more teclical aspects of 
the assignment, items a1La) (b) -: they apply tond above, 

these exampl(s, in Sections 7,8 and 9.
 

2.10 	 Tlis7 whole .1pp-ri1h ;-; baad o, the fol lowirq -?r'ment. The 
acti'v'ities .,rid di?.,l _,iwnt, Jn Health (as in ll other sec-­
tors) take la-:r' *ith :n the (:oritext o- a deEpl, -rooted cult-
Lire and so#:ic-pol itical structure in the i:ouritry. Certain 
factors or ,fcisp_-t;this culture and structure will affect 
what is done in health and, just as important, how it is 
done. Sinf:e this context is deeply-rooted and unlikely to 
change over the ne:ft few years, donor agencies must identify
which of these Factors anid aspects ar-e operating to affect 
their own jirojec 's. Their planninQ nust accept these eff­
ects 	 as consftraints arid limitations which are for all pract­
ical purpos,.s fi .ed. Agencies should consider what is the 
best they (:an d: within the.se constraints and limitations. 
It would be cF--Lainly wasteful and frequently counterproduc­
tive to as!;um-E they do not e,;ist, or to behave as though
they 	 do nol: e;:ist or (most of all) to expect Nepalis to 
behave as thougi tiey do not exist. 

2. 	11 One further p-Loit shlol d be made here. In ,inch of what fol­
lows, parti(:ul arl S.ction 3 below, I foc,.us on the const­
raints and I:mitatioris in the country, th_ grv--nment bureau­
cracy, the Meo'. etc. in ordr to identi-y those areas where 
AID/Nepal-suppo-:ei projects would have the best chance of 
success as mea:u-- d by USAID standards. This appears to 
present a vry gl 3oiry view of the situation in Nepal , a view 
also expressed b-/ many I met in donor agencies. There are 
practical bene fi t in focussing on the regative aspects of 
the current situation as I attempt to sho)w it, what follows;
but my aim he-, is not to presert a balancod view of health 
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services in Nepal, and 
 this report does not do so. 
 While
the constraints 
 and limitation-
 in this country are very
real and practicil, an overall view consisting of theseaspects alone igriores the very substantial advances made inthe country as a whole during the lasL 35 years since theend of the Rana regime. In health services I believe theprogress is even more striking, anid the situation is verymuch better now than it was 20, 10, 
or even 5 years ago.
Certainly the 
current services 
have obvious deficiencies,

but these do not 
 alter the fact that these deficient ser­vices are more 
widespread, more comprehensive and of higher

quality than 
those of the past. The fact that such progress
has been made 
 ir spite of the constraints and limitations
here could be sceen as a major positive achi-evement by thedonor agencies active in health; it is a pity that they donot seem tu IaPE this view. Perhaps this i; a symptom of 
Niwa's "aid fatigue". 

3. 
 HMG AND ITS USE OF RESOURCES
 

3. 1 From the discUssions I have had, three mair, factors haveemerged i' hic:h relate to the use by MoH staff ,-)f the resour­ces available an& which are relevant to this assignment.
The:se are­

a) the managoement of these resources i.e. the decisions
which are actually taken about how much to allocate,
where to mike it 
 available, how 
 it is to be used,
 
etc.; 

)) the administrative procedures which are employed to 
implement thiese decisions;
 

c) the use v'iich is made of the governmenit health bjdgetand of rloncr funds i.e. where the mrone-y actually goes
to and what activities it actually supports. 

Resource Allocatior 

3.2 The quality of the management of the health r-:'-rour-es in thecounitry is a t:?chnical jud_!gement arid it iz ':'nerally reck­oned to be por. (In making judy --.rnts of -"bi I i ty, lerfor­mance, etc. , hur e a'id suIb r1L:' -rl t I y , t'ir" =t ardar-s andcrit:eri I us-. zre thos , f ATID itsel f, --- T u,-rl, rst-ndth-n; this point is discusskod in ro-e detail later.) Un­doubtedly some of this poor mnagmen perfor-m,r-i.- is due tothe lack of Taagement ability,, training and 7'l-ills en thepar: of most h-ilth staf-. (%par-:: -from the obvio3us reasonsof the lack of orportunity fur nmisl: s herehdivi,.1 to geteither trainin-t cr s ils, lhe-- ,?y be .?ric'-her importantfac!-or ccnLr ibuti r g t- the ;: -,,, agem-,it: abi li ty. The
upbringing 
of childre-i in N 1.',I sI:r r,,i]y di sr ,,_rages rL,,,-io­sity, i nqui sit vi e.ss and the q,,Lusliion i,,_ of 'Tings .as theyare. This is r ei nforced f ur ther i p the sch,'ols where the 



~ ~ ~7
 

#tealcher~i oIii S II~1 tea JL1 o'-v ijf ~w ' 

peopl I F-pole Lo quoted, thiei r ept n ~rf~rwho knew t h v theory (L.el',comr d .A~~~'' ~m-'rtje, r'wst­i ons), bu: I culd1 PoL apply, ix Th-y" llad not 't4tr.'i. ed i n Qthe' pra(- : i f~ Il tv;f? oi ho~ c~lLrd~g'(, 
1 p.jr 'ngnor -in applyinrg general ,prin 5 irle t'o spe~c-i ftic _.erh i 1 1orM ageri alI pr-obluinrs. oNow tje Weste-n mordel." of maagmetas a 'prob I~ps vi fg 'activity,' i'q, 'Jdeik 'fyincv proolemrlshoefll a~'~l''dvance,, and -ioppIyi'ng -md'nag em et prln-~~vciple 'in rJr- to %ork' ot-t srohtton o-j -hem..~ A stron~g'<tendency, til ;iccfpt thinigs Ls they ar~e~makes' it diif i cul t"identi fy. a prcb:.i:em ,jn advarce, lit-fore~ i t 

t 
has eo eaactUal. MnOST. Ind a fai ill ack (,,F-f,~j ty p iggeneraill_''~N

solinl(s to perticular Si uations, m aIres 11 1d1i9S~l~ion kel .- n gh impossible., c21 
, good. 

apl CO:cOursQ h n''verybudy in the couitry. 7rib :di4ffPeop I e r.r. Bu&2i f i t is tueit does mean that one 'can Qxpect' Tfhwer good~~9~'manizgers iir he counrrtry by Western standards, arid a'l so- th~atman~igemnFiii tv ain;rig As it is' pract-ised in the Wes t' s411 1,generallIy hevVmur10h less impact in Nepal .: 

3.3 ThT poor er q'.'._li Ly of the manaee L~ of Hirpsuce,*here, , As J E d 'by the resul f:7 Cif~the, dr'-cy.sions actual ty' ';made, is I p~i'artly due the fact: that"Anny 2of ,tlle 5 dec1-,,sions are ba 3itd 'rlyslightly Q'mv nut at'llothcl
 or obiecti ,Cefa: 
 f-.or s; relating I-C) thi h 'd1 I I CSYStem t seI f'buILI are i fr-F a d bacsd mai nlIy (or ,Hho'I Iy) or 'oiOIC I1k aJor. 
i 

IPoli 
" 

%­
t 7iL~lu tfacsi ei:retheAlalt YSLM Tn other' wards,g.decisions arc' 'made .Ibuilg accordivitj 1 w oobjectivesand,,~j'~criteriarif an, und%rlying, 1a'-gely '1iddei~v',"-ystjem. ,The'prac­tical effect. oF this is that (by, temniCal* or objective :dalrds) these st~n

d(ef isions w~illfrequenily 'appE?r'4rj be ,l~4 <2013ical or irrat- i otial 1 eP. 1nrors istent with thFr L6 1 - ' -ed obet ~ fthe health service. On(-, obvious 0-iampleofd this, ir-' the location of st'afj,uaticulwaany dnCtOr.s1 by'thq operation .a- trns, anid dputa"ir'uig th'e good,~ 
"SOvirce 

of oFces,psiet'ul elaions, and friends' r:-,own , locally asanf-e.The deputtati ,Ios which ar-e "made,4part'icu­la-ly .for dottor-s",ut 'al so for' other aRgres of'tf,
anJpatic~lrly into, KathmaridUwell, seem but also, tr ather' pl1aces, as.to be arranged alm'~st Piholly',by: k-h(u, tsr of 'source ­land force. This is partiCUlarly [lotc ledien',i i esty~the Itlinicj pay-rin inspectiori1 visit to,,r all ItIedthe,, 

Kaeandare I~un' to" teir on deputatimn a~way 'from'ti"''area r-aeLurn od m) th r, ,poists, and."2 for'thshas ~the Imus I: seri OLI ~ffeCt s a short1-proP on ~t he!' st affing of manyhealth establi -.lm(nts, in Kathmandu.-s' 

-r'34 3' point is.Thi- her. L, not Lhi .L soLrr:fc: arid f cr'r-e is 1.(; ed i t happens' in a] ccuntr ies tuoi n Sme "e.I-r-ntJ--.but t'LSn evan L7 Nep.mll 'tI'at it i bi (-,s l- -'~li'~-F­
i c12S" in, many pilrts of the: LOL'r- pa t. i 

y 
"uIJarIy - ­and - remcte4 arria's.. >cWi th:uc~h aih 'evi.' rht, ti)L rD s;ay Ia a 
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 ago, oe terwago( i n~i trhe1rror-
 th ral areas), ad sc."ery, estill is. I thc~igh gret ~i~abig jma u''ndoub rjIY thle, pr osp~cts ,co z vn-inF 

ndida t'dystill de E~nd a Imo_ Y r Q11 h' -U ~ ., . r l a i o s a J~faini Iy 'fri'ends; these 'alre F L' ad'Who 1 bybirth. erie olyb 

3.5 Tt is SSome~times difficult to? see w"hicih Of~t f. s thr e f!E4ctors lack ':7f te~chnical knOjqler g,.di f fjc".iy, P I yA lg 
­

general prin -iples, or the worki rigs Of .the~ 0rdi-ynion system -! opratp ei 
y'~ ni'gartcls­
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6.2 The checklist iIrems, marked Ch below, are each re.atrd toone or more itfms in Section1, -. marl:ed If 	 below. Some areby 
 no 	means novel, butt al1 are included hero For the sake ofcompleteness. For the urposes of e:an _leunl. 
 each chec::­list 
 i tem is aripI i Ed to the possib I]. itv (_0 suppl' -:irlnq thedlevel opmen t o 1 a CVornpi teriserd Fersoiinl Rre c r.)t_ ri, v I -v1. 0 f,FF'I"S'k )
in the Diisi on of HL ir-i n (P(ll). he use -f 	Lihr ctheclliston a rlumber of porsible deve )rnrpmrnts ir per-Foritirl-r adniristra-Li on is drescr i bmd in Sect i nns 7, H arid '? h, I o,. Ech ofthl-se three e ions desci- i hes one poss i bi - p III i o oF:l i antie di fferen t tpes of devel ipmerI i r, ri. srririet admini­stralion 
 i .e. i arnrovemerits in (-?(ItI i plimer.
in moni t-or ri 

in cr oani sa ion or
arId support (scre p ra .'.2) . I lIese 'level op­merits ir e sLrI1Q - ted for tie Dc)artmniit of Heal tlh 'er '.i ces(Inl) and for :i V'r'-rtica]. Project (fT P.'li) 

Y-IELLLIS~ I 

I. 	It Per haps because oi Iipliri IIQi via arid school ing, many
Nepal is f ind maniagemrent based on problem--snl ringapp I yi nq11d - gerier a]. technical or miiaqrra meritpt-i 	nci pIrs to particular situationst()r" 	 is difficult
tl'owrl,
 
fCil The 
 r-rE ,erier-al mza1ia nnritI r-eqti r:mer'Lt i mpor ­tan t for tilioever in 	Dol tal-rJS a lOimerslhip role inthe pro ect workr on the 'oH side, and h-? morespecific application requirement will be important


be.,
: 	 e comp-,ters are to be invol,-ed and systems
aria y~ts, progremer slcmpu -er 
 oper--tors Ili 11 betrjinr.d 
 ,rid used. In 	both instance3 it 
i4 	impor­tan 	 t to establish the capabilit.y of 	 Lhe individuals 
con-:er nec 
 to 
be 	able to perform in these two 
speci­
fic: areas. 

2. It Decisio-is are 
strongly irfluenced 
by 	the underlying

socio--pnIlitic-l 
 system 
which allows personal or
individiFl objectives 
to 	be given a 
higher priority

thai he3lth service objectives.


Ch 
1. 	Se.k to select situations where staff have al­-eady demonstrated 
 or can demo.nstrate 
a strong

_e-saral commitment 
 to 	the type or area of work
orcpased. 
 In personnel administration, 
 the

Division 
 -f Nursing 
 (DoN) has already demon­
stratEd 
this commitment.
 

2. 	'4Jih- the *agreeinent of the individ,.,als concerned,
3esi. _ri undertaking from HMG that those who are:ritical 
 -o the success of 
the Irk will not be
nove,1 for a specified period w'hich will be 	re­lated ":he worl. content
to 	 and its planned sched­
.le. In this case the individUalS concerned
,oul1 be at least Miss RL'[hnmini .hrestha, Chiefof DCN, ind the compuLer staff. I must confess
I 	 am nriot sure who in 	HMG can g ve 
this under­takiIg, nor how binding 
 it will be if senior
 



staff move. Wlat would AID/N,pa1 do if the 
agreertent were broken? 

•3. 	 It There i! little recognit-ioni gi'en .jithin rloH to a
job well done or poorl y drne, and staff can settle 
for a portr level of perfetr-mcrrl,- if th-y choose to.Ch See1 evl d ri c e of a Wi I I i tirjn2z tul .'orl-: in the day­
to-day .. it,.,etion oll tho' P,-t of - 1 staff wvr-Ling 
on t:he prcject, ad p,? 	 t.i I ar I >' tIe ':ri tical
staff. There is this (o'iidr-rece fr:r Miss Shrestha. 
It wriul be requi rd -oi t h , stems anal yst/ 
prorammer arid the co:mputer operator Cs) 

4. 	 It The Crntr e i.s fragmerted.
Ch Se I"ect je: .- wi.r- h do fiot str ac'dle CrI eriti ous 

botilrdf'ri f between mf io, gt-oup j r-ii l'r:L te them
whcl I y clr mai n I y eci te! i n p 	 ver ul YrILpS or
al rriat . e! y in gr oups &-4hich are unthreatened (and
ustual I y riori-threat--tij ng) The DoN isi in 	 the second 
cal:eg'.ry. 

5. It 	 Ther e i!. .? lck orf coherence, of consistency, of 
seyse oF pur pose 'riId of -s'nse of ccntinui ty in the 
ovoral . nagomeit oF the health services. 

Ch Do rlnnl: Lase the project on the assumption that a
sLuCcec-sf1l do-emonstration in one area would be foil­
ow: d by implementation el sewhere. The project
shculd c cer DoN orl y. Do not crnsider sLpporting
otlher F erscr'nel Admi nistration Sections unti I
cht:cl1isf items 1-7 above have beer, met. (This is
nof t .o Fray that such a comprehensive implementation
wi l not come in time, but rather that it would be 
unr ea; is; ir to consider including it in a formal
prc:je, t wor :p Ian ri the near futu,,,-e and e:,pect a
cotitrictcr to be committed to producirg results.) 

6. It Mol- admini-strative procedures are slow and Liirel­
iable, nd they frequentl-y find it difficult to 
meet the different 

agencies siritltancously. 
requirements of multiple donor 

Ch 1. Se tp the CPRS :o that the updating information 
dorns not come from the personnel administration 

2. 
sy,ten, or 
If ptsible, 

its paperwork. 
st uip the project so that it is 

cert-lly funded by USAID. Under present arran­
gemerits this mc.ans that the flaw of funds takes
plc? direct to the project (as in the current 
I N7R wor,). This gives the project a much 
better service. 

7. It The 'loV,/rrimerit heal th budget is under severe press­
ure arid rg - a-tivities are Jifficult to fund. 

Ch If at Ell -ossible, establish 
the ,ecurrerit costs

of tl,e system in the regular health budget before 
the !:r :ect support officially comes to an end. 

http:cal:eg'.ry


Ge. the rL,nring e:.penses o the computer system(paper,I'ibbcns, diskettes) int. the routine budgetbefore t!he (iID/Nepal support is scheduled to stop.If the , ajor work on thIe pr-ojct i= Fairly slhortand will firish before this 
can b-- done, plan the
proJect :o e-tend beyrnd thi s pC.it fWi th supportonly For maintaining op rrtion T f',- a rea_ nnableperiod iri orcler to achieve this objctive. This isthe most which can be done. There ic no protection
against s'ibsequent major budget chrariges. 

8. It Pl.arrnino what pro j ct aI: f-.t iF- -3 r ' .in rta l:en,whel,,1 ll, b whom is based or, - combi nati on oftechnical criteria and their effcck-: on .JHH staff 
i nlcmes. 

Ch 1D., Ncpal m,_. St de-i d_ wII.r- it %an s the balarncebetw.een 'Ihese tt.wo sts r F Ito r-s t lie, ? rd whatrec~ird'ng rEpur tirng artrJ mrni torir n system is mostI iki-ly f., achieve i ft. It i; Fh orctically possible,that :1hi - :.c zDnj trJLIrf --I F -- : 1-h- Comm itme.nt ofrloH sIaf to th :ork atid even ..hc would work an 
the prije, t. 

9. It Pro :ecls I hOIL,1 0 be focussed on i nipl mIrmntirg systems
whir h t'i~ 1 ccnf:inue to operate and also on training
nati on 4is to cperate them.

Ch I. FysfLem!; shnu;.d be designed taking account of thediffic''lty nationals have in effr-tie problem­
o] ',,in(1 and applying general t ecchnical princi­

- lec; 1o particular- problems. Th CFRS shouldtse or e of the well-dOCumented data base man­i'gerneni packages currently available e.g. 
dBas;e I1 I. 

2. Uher-evE-r possible, the substantive activities ofprojeci staff in developing, installing, runningin anc operating the system should be undertaken 
as 
training activities for 
nationals.
 

3. The project should 
include provision for design­
ing ard 
 testing a self-teaching pv-ckage 
for the
trainirg 
 of si .ff who will subspqr.,ently replace
those involved in the implementation. This willincludE complete documentation of 
the CFRS sys­
tem.
 

7. A I]OMPUTERISED LERLONEL RECORD SYSTEM FOR THE DIVISION OF 
NURSING
 

7. 1 About two years ago the D)TN startr on thro c,'mputeri sationof the personr-el reco-ds of all nurscs employed by HMG. Atthat time DoN was 'esponsible for all aspects of nurse per­sonel administrat ion and held all the pe:rsonnel files fornurses; it was in effect a straightforward 
--:rcise whichhas been im'elmer ted successfully in many Other countries. 



AIl nurses iw'ere asl:ed to complete a bio-jat t, rmincluded whicha tholcigh'ful and well-selected set of items: 

Name 
Sex
 
Year of bir:h
 
Mari tal 
 sta :Ius
 
Permanen t 
 r si d(,nc
 
Date of joi-iing MoH
 
Work locr.t i ,n
 
Date of Sia,--
 a1 ths S,!,rk lccation 
Title of pr-n. ei as71 gn d po-,tDate of 3ta-4: i , present assigned post
Major f-rict ;.on 
Edicational ev,' rchi evedMo'st -Ddvarcc crr-L'S. in fursi nr 'mniduij4erY completedName ind cumoit-rv, of schnoo], wiel r. thi s cc'.r- zeConf:i 1uiig WLIcati on cycr'se s 

.ws taken 
comp Ieted a F ter basic 

editca t i oni 

As thes? -:(-pI - F:Er :- d r-,mns rot," ii d tl17-entered int.o th Aplre 
were coded and11+ micr-ocomputer being used by DoN.The computer also holds: 

Listing of all sanctioned posts 
 at all levels for
 
nur silg persririelListirg of al persclnr'el in sanr:tionl d posts andder'it iti.nr, 

on 
in all districts

Listi.,g Of All LInassigned nursing personnel 

It can pr-,d?:C., statistics 
by 

on ,nursing manpct,'r by levelRegion, andZone, District, geographical region arid develop­
ment area.
 

7.2 Updating the inf irmation 
ned post 

on ior'k location ard present assig­tias to be donie by producing arid sc,,dingto each "stupervi ;inri. office" 
each month 

a list of the nuLr-sesbe (accor-diig who shouldt ) the computer records)area. in the office'sAny chEn.jes woud be marked on the list, whichthen be wouldret,,-ne'J to 
the 

DoN for updating the records. Updatingother i t,,s rf iiiformati on (marital i--itus,tion) is qual ifica­'nor-,? d'fficult, but in any case thonly very inf,-eq'rlmaritly compared 
se items change

to the othe,-F. The CPRS was
to be used to sulpport. all aspects of nurse prer-sonnelstration admini­at. the C ur, tre, both general
nursing staff bty 

(usirg statistics ofcategory, facility, district, region,and indiviCIal etc.)(using individua records).designed It was aloto prCv-.Je L':p-to-dLe lists and staf isticsand District [f~icI to Zonal . All this nork, Particularlytem design the sys­aerC' ':orpuLter prc'gramming,
initially was strongly supportedbY (II"/N e-a staf F (r, 0eyU? Jorles ), thenlstaff (Binrmy van Dergen by JSIand Richa-d Oviens) , -3ridUMN staff latterly by(rc1r.y auod) . One ccfmlrutr oler ator, HissGurung, Saraan ()NN, was trained by Royce Jones; a second ANNnow isalso wot ki,-l -is a computer operator. 

http:prCv-.Je


7.3 There were pr-3t lems during impl.ementation, of Course. Useof the system 0.s suspended when the Heal thment riannirig Depart­moved, tocether with it- ,:rnrpurter v-?hich the DoN hadber-n using. It W-s -esumed ih'nIF_rev-i,,,', a new computerarid cne old machine 
sent to Dr,N. !T was s,,-rended againfive months i-,hile thure 
for 

was no e-, r1 icij. t vpply tr. thebUilding arid the machiine was moved to .JST. 
DoN 

'). the -Imount ofirformation in the system has i rcreased, Lh~e T1ov sp.ed ofoperation of the c'.irrent computer aricb pri rntrr h.ls becomemore and more of 3 penalty. The amot.nt -)f h'rduare alsoincreased; therE are tnow si di sl: driveT connecdted to thecomputer. With about 80%. of the nu, ses c_,ziTtoed, the presentsystem is already at its limit. Tlhe computer i.s also being
used for:
 

- TBA registration in 17 districts; 
- recorJs of 
TPA trainees;
 
- compliatiiin of a household survey in Doti District; 

and, of co.-rW-.e, word pr-oces.3ing. Doubtless these uses would
e:.pand with a more powerful system. 

7.4 In the la ;t f-j months there has heen a m..irr change in thefunctions ,if DoN. With the adv-nt of recir'ralisation,t theresponsibil y fj- getting posts sanctiond, rer-ruitment,transfer, 
 loeutaLion, promotion, etc. has been passed to theRegions. The prcsonnel files of thF. nurses in the West andMiddle Wes_ Regions have already been sent to the RegionalOffices, a'id ie-e will be sent to the othEzr two new Regionswhen they kr-- iet LIp. Although as far as T know no decisionhas been t.il n, I "ouuld asuL'me that the files for thre nursesin the Ceitra: Region will stay with DoN, which will alsoretain 
 nat onal. responsibility for settinrl standards ofnursing 
cav-e e~g. staffing levels, contact with IoM, select­ing staff for -ont nuing and post-basic educat i on, and
research. 
 le iI is unusualW1i for a CFRS to be operatedseparately from 
 the corresponding 
 personnel files them­selves, 
 the cirzumstanices 
 of this country make it 
a per­fectly reasonable thing to do. 
The usual reason for keepingthe computer and the files together is that the paperworkrelated to the personnel decisions provide the updatinginputs to the c-mpuker. In this country murCh of the paper­work does not !.eem to reach the files, if indeed it was everproduced, !;o an alternative source of updating inputs wouldhave in any case (seeto br: fon-J c-hec::list item 6.1). Thecurrent sys;tem is aJready being updated by D-jN staff takingprintouts "or cjrre:tion to districts which they are visit­ing or throglh wh i (:h they are travelling for other pur­pcses. Al Ltoug.i this updating pr-ocedur-ec seems somewhat adhoc, again it s2e'ms a very reascnable thinig to do given thecommunicatiin and othe r difficulties in the co'untry. 

7.5 A CPRS would st.ill bi most desirable, to prrI',jce the general
statistical 
 irl o-mati on required centrally, and also the 
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individual infor'iticri for- irservi rce trir, ing, etc. Itwould al so f lieb ! best -rs,_ir ce of comprheri ve in-formation 
on nurses for i:he Regional, Z oI'I 1 .3r,11 M trict Offices. 
This would requirt, sLrergthen i rig the cr-rcit: system by: 

I. Procur i rg , n cr e p,jr Fu 1 mi.::r ecompu t r for roll; thi s 
was ,. I so r ecummunded by Richard Owens (End of Tour 
Report, p.3;). 

2. Transf errj -ir, the exis7.ting dr:.'.. irn 1 -o dPvlse II or, pre­
ferably, dlfasp III Fcrrn.?t -C, Fhit thr*t power of these
packages cui Ld be used ,i thv-, tle nced for e-ttra pro­
gramming. This would rio a 1,fitig %'"5 tri neetin g Richard 
Owens' r-ec(,men d -t ior t.at t Ii P.i s . t-4m shoUld be in 
a for-m usu(ful for other cat _ri e7 (if staff, wi thout
investin j rlctaild design effort in -in all-embracing
 
systen a1: ti is stage. 

3. Settirg up a self-sufficient Computer njtt '1:ihin DoN
comprising at least one senior memb -r of staff as
systefi s anilyst/computer programmer 1:0 fill the role
cur-rei t 1 / playEd by Audrey Haud, . , I two (:omouter
opera+ores 'as now). This would rr-quire shi fting an 
e:xisting pooit or sanctioning a new one. 

4. Arranring for the training of Computer LIrit staff. 

5. Negotiating with HMG that these staff will stay in 
post at le,tst until the system is in normal day to day 
operat ionl. 

6. DocumEnting thE system completely, and producing a set
of sE If--teichirig te:Ls for the use of subsequent Com­
puter Unit ;taff members. 

These items -JOULd of course need to be worked up in much 
greater detail 
 before the proposal could be evaluated by
 
AID/Nepal.
 

8. STRENGTHENIN'G THE SUPERVISION STRUCTURE IN Ft1CH 

6.1 A two-week t,-ainiing of Intermediate Supr, visors in theFP/MCH Project 
 is planned for August-October this year with
IN rRAH sujipor t. Hcwever, there Wou1 d appear- to be a weak­ness in the orc iani sati onal structure above th i level. 
While each Inter med i ate ,,prervis- rvisc 4- 5 Panchayat
Based Health Workers (PBHW) , the Family Flanning Officer
(FF0) in the di strict is E-xprected to up- vise 6 Irter­
mediate Super-isr-s on average. At pres 1id, -his s:pr'rvisiun
colisists of the Intermediatp Superi sor-s coming to the Dis­
trict Office dur ing the last week (of eaci rnortl- in order 
get the FPO' pprovaI fI.r their- next 

to 
mon th 's workpl an.This is clearly less than the Si Luation .-al Is for. The

currently plannec training is 
 being given to the Intermed
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late Supervi scrs Iecause thei-r skil1s a t,--need strong arid they ;qillsuppor Live Supervi -ionover, alr tur t!Ic trairithe super, ision g. Moree­of PPHs

in the future ii 

.ould he -'Lcli more importanttlere WVC-r- to be 
a :hi ft of
activities emphasis in
from sterilisation FP 
to tempor-arycontrol; mrntlodsthese of birthkil r equi r e ,more susLai)1J effortpart onof PF.HWs a, d therefore the 

mor-e eFfecti,e -'.pervisionthe IntermediaLe E"Fupervisor. from 
ally to The simplest solution technic­fill i rig t his Supr,-r.iCj-r
7i g.p wouldnew level h to introduce aconsir ting oF 3--1 staffthe FFO arid in each disitr-ict betweenthe, I1iteried ;If-,e SLpervisors,supervi ses s( that each FPOthese 3-4 newi 1: af f, each of whi ch wouldSupervise in turn4-5 IntEr-mediate Supervisors. 

6.2 A major questior 1arises 

this suqge;ti,,n 

-o the finanr-iaI feasibility
It is appar-_,itl y -outof the 

of 
fund -3-4 question tomore posts at thiT- levelwould in each district.appear Thereto be two 'aii P Jssibilities.number of inte-nedi ate Fir t, if theS-pervi Sers
reduced toy C ayI 

in ear:, di str ict were12 so thUt -.-ch !L,pervise-denough mon y WOlId 
5-7 PP.!t's, thenbe av.ii I ablestaff in F'IC17 

to empl :yy 3 rf t-rlsp newci3trict, each of them supervi'oirgmediate Sup-r'.i'_crs. 1 inter-TIhe Fle:ibiliLy in
wou ld alloV a Vrtica) Projectthis 
 to be 
 dane. Presumablywoul d thes nerwbe f illed postsby promotion of the more ableSupervi sors. IntermediateTI-is "-:ould meaii that the supcr visiorleach Inter-ni 2di ate load ofE Suervisor wo,td(I incre,one third. on average by'1 Lrternati ve.. tle-eClinical are -al-eady rlboutSL'er v o. in I e--ch district, wilo0.ee- tended jobs (nightto cover- bethe supervi sian ofvisors. IntermediateT iis Super­v.oj d neati y avoide:*,tra staff. the financial burden ofAn e:'periment along theseway lines hasin one district been Linderfor about 
 four months.
appears However,
to con-:sist it
only of Intermediate SLpcrvisors
ting each repor-
Jay to 
 the Clinical 
 Supervisnrs
register to enter in
what a
their activities for the day
hardly will be.; this is
the suppCrtive supervi si on requ,_,ired.tion here The main ques­i-s whother the Clinical Supervisorstime and would have thethe ability to 
supervise properly the
Supervisors Intermediate
's well 
 as the clinics.
would need If they have, they
training 
 for this new 
 acti vi ty,
Intermediate as would
Supervi 
sors promoted 
 to the
although new posi tions,
the cont:ent 
of the two 
courses would be different.
 

8.3 A potential projlect here would consist of: 

1. Investigat,. the feasibilit, and relativw? meriLstwo Pussihilitios cof the
in par-... . 7 ,arise, and others s;ihich mayc'nl recommend how to strengthen the supervisionof Intermediate '3upervisors. 

2. When '--he d eci son I , ber, mode, prod1ce acription ,or job des­tIIe ne,i post:; ,zrid dr-i gncourse for a trainingthe new 0,1f-f, hoth in) collaboration withthe training sl-a f in the Project.
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3. Plan and szhedule the implementation o.F the newm struc­
ture in 
all districts covered by the Project.
 

4. Designi afnd carry out an evaluatiorn o-f the performanceof new sAaff .n collaboratin with tb,' trainirig staffof the Project Adj,.uit the j:11-1 duscrijtion -4tid train­ing coLrse where iiecessary in the light of the re­sul ts. 

S.4 Turni rig rio to t'ie cl e l l- 'ilia t fac Lor-s Iul d he :ri t i calto the sU':cr::ss -If -3u:h a pr-ojer: t? Wi thledge or 
tie r, ,o Inow-

Tinee oF I1r-i iridn i-:4 .itd.als ard fie]d situationinvolved, I ':an #1o nn ',?r-e than pose th '!jpestions. Theymust be a,,s.%-red by US(Up .itaff and/or Iy -i more detailed
investigation of the situation. 

1. Caoabj.! i c of .ritic--l indi,,iduairs. 'The i,,li'.idualsconcer'i ler-e ar- the Project Chief and ore or moreof tire Pr je_- training staff. AID/Hepal staff havehad .t 1n ki ngg - relat ionship wi th the ProjectChief P-CsurLiably the INTRAH staff have some exper­ience of wo-king with the Project training staff. 

.Persoal c mmi meIt of these individuals. From twodi scu,;sions wi th the Project Chief it is my impression
that his conmitment to this work would be high. 

3. Willirgnesis to work. Presumably the answer to thisfor l.he P-oject Chief is well known to AID/Nepal, andthe "NTRAH staff have experience of working with the
Projec:t trai.ning staff. 

4. GroupJjiqs _t the Centre. The work is located within aVertir:al R-oject and does not straddle contentiousboundaries. It does not involve recruiting new
development staff, which could give rise to objections
 
from elsewh,2re. 

5. Lack-of cherence and continuity. The proposed workis not 
 to set up a demonstration but 
to implement the
new superv .sion structure in all districts covered bythe F'rojE,c:. Should the AID/Nepal support cover thestart up crily or implementation in all districts? 

6. Effect ol MoH administrative procedures. The proced­ures within the Vertical Project are rather more flex­ible than those in MoH. Financi al administrationwould presumabl y be governed by thn bilateral agree­ment, so t 'ould be an advantage if this work could
be certril., furded. 

7. A1lor.atior. of _overrnent funds. Otni:r the salaryfects of the new ef­
structure (e.g. increases for Clin 



ical SUpEr',isors or- sal ar e ff.!-
budget, th !y Ere C? e.?i, 1J .:if, "For e: ample, hc= ih t:re s
keep pp,:e wi th th,- re.iu i r emenL 
agreemen L. 

nr2;, pc-rts) cr0 in the 
ithI 1 ,L11,7 r i tems 

in I!!1t7 furdS does not 
s o F the hi I ateral 

8. StaFf i_cote 
not re-f ,-r 
to Project 

there i s 
and income 
must dec:d,c 
two to lit, 

most lil.cly 

r r-tf rmovituesL 
This item rlojrsl.o any et:pl Y i- s, Flty u'[p[i]-meri-ftrom LUSoID s f, t.' ,Ai p1 ! .ri riilr pltcier1t .rtivities 

t 1eI alniCe Lr-k , oc: r -n tecrhnical factors
enhan cement Qrt- Proje-t !)J:eff. AID/Nepalwhere it: .,nr, t t? baline betwrnn theseand what mori tering and c ontrol system is 

to achieve it. 

9. 

9. 

9.2 

1 

DEVELOPMENT OF An ERSONAL ASSESSMENT SYSTPI FOR FP/ICH STAFF 
Becattse of the Fl e- i bi Ii ty of personnel admin)i s: tr-1 ti onWithin 'Ver'tic.-il Fr ojects, it i_- f'ossibl.. to post, promote,reward , sel c I or- trai ni ng , anrd di sci pI i.e staff oni t:hebasis of ti,eir p'rfor-'mance, There -reof cu-se ian.v dvan­tages of r Uri, i rg ;an or-'ani7at.on this s,,ay. and in ,'r der- togain th.se bnnel its it is riec'ssar-y to have a per7ciial as;­essment or krvalt-ation syst,_m which will pro\.ide the inform­ati on ort mud vicLua.1 perfcor-iarCe. In digcLssi or, wi th theProjec- Ch ef o4 F/rMH the use of this .ipproach to- per-son­nel marnag-?rert w: s raised. fiere, as everytere-, the per-for­mance i rf or ma i or o Id be, of two main typc-; - qttanf-it-itiveaId qua]Ii':.t .e In princ:iple the q'.tantit., a ive infr~r-mationis easi er- to sje-:i,, to r:c'll cot and to usc. The informa­tionl of t-is t A,p used at pre'e, t consist- iainly .e4 acti­vity rates ,' "jlumes in r-eIat irn ItL, tar gets; this itemwoU ld a] so iticlttde instanre_; of discip] iar-y acti or taken.The qualIj tative infcrmatioii depends on individual judgementand so is more 0ifficult to specif y and to obtain reliably.Also it is u sual to find that th,= Pqpor-tio of qualitativein'formation in the personal assessment increases wi th gradeup the hierarch)y, so a new system is easier to design, imple­ment and 1.,se f cr the lower- grades. Thi- is unfortunatesince theoretical 1y such a system (as with Management byObjectives, o- afty other target-oriented system) is best de­signed and i plnmented from the top down. In this situa­ti-xn, theory should be relegated to its correct position andimp l ementation should start at the lower levels - say Inter­meJiate Supervisir- arid PBHiw. This would support the betterSupervision arid pfrformance aimed for at these levels. 

Wi thin the time (.onstraints of this a'lsignrmE- t- there was notSuFficient tine iLf investigate this possibility sufficientlyto be able to st'hstantiate a recommendation as I would havewi shed. The i ssurs Frid fatiLor-s whih:l need to be cons idered,and the informati(in I was able to obtain, are as follows: 

I. Although tie deci si oii; for- . i _ch t:hi s inf'ormation 
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would be used have been spec if ied, ii ri.1: r'n irelyclear at this .stage who makes these d-: i si on- o prist,promote, rewar-d, etc. .1nd tl ,refore who wo,_,ld r-rq,_ire
access to "Tat information ab7ut whoin. It w,,,gges-­
ted that tile Froject Clief 1.-:ul d need the aJ57ei-ments
for staf4 at the * Cenrtre (b,,t pres.noMity ri "t a 11 ofthem), the Regional offi(nes (RF-gional r'rC, Admin. O-Ff­icer arid hi s seni rjr- sta f , 3',rii or FPII, H-e l 1lh Educa­tor) , nd the Di stri ct of F i 7 (FPO, A0min . AYsi stant,Accouiitan I: 'rild S r-o 'r ) ; i .e. spcinr i rng thr-elevels. "3imi Iar-Iy the Fnqi OF)al FF1) would ner'd theasses,smnl:7 for stafF dnwn to Intermedi ate Sqpervisors(and pr !SumabJIy Cl in ical SLper-vi ;or-) , atnd the Dis­trict FPO For ll stafF in te ditr ic:k:. The e state­ments t-)til h,7've to be testd by iti i rnvestigation ofaL en ah . dIc i si owho s. Thr- , "s,.l f: would rlrt-r- minewhat in for naT i on has to b ' ept t.,1Fr e and ther eforewhat th --Iianiei s of £clm,.in i cati .,how f1rerjur2ntly the information must br, 

i ,' t be, and also 
f-r.itllect..d. 

2. The nferm-i :tior or ac t i. , ty r:lt-s . volulrri i s -:I]­ready cl 1 2:t1:rI ad LltQd. There ,',ys
of 

_s rpl',o tionh,-i ac:c',-at: this is; i f it has bEer, found .1denfuate
for -rnacle nient use, I assume it will be adcq,, te for 
per-foi ma ice assessment as well . 

3. The ,:u- :t tor-gets for each di stri,:t a"e b.1sed on rCar thie.hi icaI di visionri _,f th, r rtVs i C111 -I- crcor­
ding to d i !;tr- t pr-Iup l ? t 'n, 1t 1:i ,, no _ , t f1 ocal c u It .irQ, etIri c gr u,,p,. , etc, !'"II - SLCt, tar getsmi ght be 3cceptable for the compari, -.c' of per Formancewithin a district, this would certai,,l,) lead to diFfi­
culty i'i :omparisons between 4idely separated dist­ricts. N-i doubt a method of producinI. more realistic 
targets co.id be devised, but its jusstificaticn wouldrest to oily a small e:!t:nt on its potential use in
performaqc:f assessment. 

4. Quanti taLiv ? performance measures (activities andtargets) f:r certain types o-F staff e.g. Admin. Off­i cers. ac:c luitants, heal th oducaftor,-, mi ght be quite
novel 
 i ri 'his country, which would m.k::e their accep­tance more difficult. Thi s is at, -,JrJece r,-son
starting ;with Intermedi ate S!uperviso-7 

for 
.7nd PBHI's. 

5. 0u.,l i t i v e i te,ms fo r pe,-f(,r,manc.T a_3 77sment li I I re­qUi re c.:ar e ul elLidatjo r!fjr- t 

not tLe madle ei.sier if tiicrr, 


, and ifii n;ijIUI will 
is a .ergt, ge gap betweenconsultanfs and FP/MCH s tnlF %,jorkiigon the develop­ment. [In? possible starI:ing point t-joul d be thegovernment perl ormance asses-sment do( ument arid the

handbook wh chl doubtless goe_ with it. 

6. Apart f,-om the questio- Of r'rslUr-inig thit th, --ssessorsdo under-st ird what it is thiey are l(o' irtig For and are 



able Co ,'tcor'rhise i f: s' * 1 , Iher' iof hov,' opten they 	
-'1 ci i. he issue are pr'ep-1r-rjd to 	I,(:. 
 C] rj 1 ly crinfiec­ted with 'jhis 	 Tis 	 the i pr I:,.iit d.r- i i rlof ilietihc-ri ndi vidual sPe:C 	 thehis or .. a1',C ',ri . Therearguren f:s 	 arebc th %,)avs bo :L . i.-. ue 'y lbe eter-mi iedby the bt 'E.--.,cracyor- the- ' -:';f I:,; maybe 	 ir, practiceunavoi(I-bj r that Ehe as..menf: '-v'e ce'Oltrilersigrfed

by 	the individul(
. 

9.3 There are sri 	 li too many unimov,, in 	 Lhi., nitCattionto be able 	 -for metLo 	 of-fer a droT : outI ie for a pi oject herr_, butthe questions to 	be acddressE-d are I etty clear: 
1. Wlat dE.ci.;ioni will the pero-rmarc:, -seszm
matic n be .:t infor­used for, r1(l by whr-m? Tlr: c-For-e t.'hatof injfr)rmitior 	 items(quaflti tatiVe and qualit ative) would be

usefL' 1? 

2. 	 Wh1icl (if these items r elating to 	activitiesi or 	 or" behav­c -in te rc: I ecCed (recor-Jrd arid tr -insmittr?d) reas­onabl y accUr-itu1 y arid rel i -bl y? lHow should they becoll cs.d? How" should they be stored? 
3. 	 How-, shrulcl targets or- standards be 	 spwc:ified in 	 suchWay 1:o -nccIurage useful 	

a 
activities?
 

4. 	 How shorld tle impleme!iLa-tion be ph35',d?erce shriulci In I'A1at sequ­the differerit cat.?gories
ed (e. g. 	 (-f staff be cover­fram the Lcrp dot.,n or Fr-rm theWhat sequl'nce 	 bottom up)?of ditric ts/of ficcon? How k'-illtimetable 	 this
be 	 affected by the introduction
gorie cif .;taff (e.g. as suggested 

of new cate­
in Section 0)?


What tr'airi ig of5. 	 st.7ff will be reqir-ed to implement
the ne i .;ystem? H-o,.o is this trainitf1_1
and 	 to be designedtesf.ed" 
 How dries it 	 fit into the timetable? 

6. 	Whi ch indjvi1duals wi be criticalimplemerital ion 	 to the dsign andof the new system? Hov- does the propo­sal score on 	 the checklist? 


