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FOREWORD

The work described in this report was undertaken by CORAT under
sub-contract with the Family Planning Management Training Project
(FPMT) of Management Sciences for Health. This evaluation is one of
several FPMT activities designed to strengthen the organizational
management and effectiveness of the Christian Health Association of

Kenya.
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EVALUATION REPORT

EVALUATION OF CHAK SECRETARIAT

by CORAT AFRICA
30 April 1988

In Movember of 1987, CHAK approached CORAT to undertake a "Manage-
ment Needs Assessment." By early 1988, it had emerged that this
might be most realistically undertaken as a part of a "management
audit," and as a joint undertaking with FFMT (Family Planning
Management Training). A subcontract was entered into with the FFMT
parent organization, Management Sciences for Health, to carry out
the evaluation az part of the management audit. The appropriate
guiding focus was seen as being on the role of the Secretariat and
the structure of CHAK: the AGM, the Executive Committee, and the
Secretariat. These aserved as the initial terms of reference for
the evaluation.

The Christian Health Association of Kenya (CHAK) is an association
of private, church-related health facilities and their parent
church bodies. The health facilities include more than 170 dispen-—
saries or other small facilities, 14 hospitals, and over 20 health
centres. Many of the member units are engaged in community-based
health care (CBHC) and/or mobile community health activities., Some
members have only community health activities, with no hospitals
or other static facilities,

Together, the activities of CHAK and of the Kenya Catholic Secre-
tariat (KCS) provide of the order of a third of health services in
kenya. The proportion of rural health serviceas is undoubtedly
substantially higher than a third. Further, with any reasonable
definition of quality, the church-related health services provide
an even higher fraction of high-quality, conscientious care. This
is widely acknowledged, even within the Ministry of Health.

Need for Evaluation. Although any organization can benefit from
periodic evaluation, a number of factors have led to the i mmediacy
of the need for the current evaluation, and for the form it should
take. Precipitating factors were (i) the departure of the previous
General Secretary, which opened the possibility for substantial
positive change in atructure, and (ii) the cut of the grant from
the government, which brought into sharp focus the dependence of
the Secretariat on that grant. Another critical factor was (iii)
the election of the present Chairman of CHAK, the Right Rev. John
Gatu, whose leadership has made possible the climate for change.

Beyond this, it is invariably both the strengths= and weaknesses of
any organization which determine the issues, ultimate findings and
recommendations in any evaluation.

The evaluation was envisioned as having three main activities:
data gathering; review of job descriptions, terms and conditions
of service and related policie=s; and preparation of this report.
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Data gathering began with several CORAT cstaff present at the AGM.
Mumerous interviews were conducted, particularly with those who
would otherwise be difficult to reach. Focus at that time was on
the role and function of CHAk, views and opinions about the appro-
priate structure for CHAK, and the desired character and qualifi-
cations of a new chief executive officer (CED) for the
Secretariat. HWe note that we later recommend that the post of CEO
nowm be “Executive Director” rather than General Secretary. How-
ever, until we fully establish the case for that title, we wmill
refer to the post as CEOD.

Another key point in the data—-gathering process was a two-day
workshop held in Nairobi and coordinated with a CHAK Finance and
General Purposes (FXGP) Committee meeting. Further ideas and opin-
ions were solicited, and an effort was made to establish the
potential of the units to absorb growth. Views on the structure of
CHAK were obtained and discussed. This included discussion of
procésses and methods for assuring quality of the efforts of the
AGM, the Executive Committee (ExCo), and methocds for assuring
quality of a new CEOD, etc. CHAK selected and invited members of
the CHAK ExCo to join in the workshop. This was held in the fourth
weelk of March.

Other interviews were held in Nairobi with the Chairman, CHAK
Secretariat staff, leadership of related NGDs, Ministry of Heal th
(MDH), donors (specifically, USAID) and cthers. All these were
most beneficial in developing insights into the nature of CHAK,
its activities and the structures and relationships needed to
fulfill its calling.

Review of documentation proceeded throughout the time of the eval-
vation, and included review of the Constitution, per=onnel and
related administrative policies, and other basic records.

Evaluation Team. The avaluation team was led by Dr. Gordon W.
Brown, CORAT Senior Consultant. Ms. Jean Baker of FFMT, who was
overall coordinator of the joint management audit, served with the
CORAT team in its efforts, providing an important perspective and
valuable insights. Mr. William Temu, CORAT Executive Director,
spent substantial time in the evaluation process, providing inval-
uvable wisdom on overall structure, particularly the financial
element, and on policies. Ms. Teresa Obwaya, CORAT Communi ty-—
Health Consultant, participated in the early data gathering
process and later reflection and analysis. Mr. P.A.S.A. Denis,
CORAT Training Consultant assisted with the Constitution and admi -
nistrative policies. Mrs. Abby Krystall of Matrix Consultants was
interviewed and provided such important insights that she should
really be considered as a volunteer member of the evaluation team.
It became apparent very early that additional perspectives would
be needed, and a CORAT Associate, Mr. Joseph Dondo, was retained.
Insights from his experience with other major associations (of
adult education) and from hi= general management experience,
proved extremely valuable. Finally, Dr. Mark Jacobson, well ac-
quainted with CHAK, and formerly CORAT Medical Consultant, shared
his insights as a CORAT Associate.

1.3 Arrangement of this Report

In trying to understand what CHAK Secretariat should be for the
future, it was critically important for us to attempt to gain a
depth of understanding of CHAK as it is now. In doing this, we
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found it important to look at CHAK from the perspective of 1ts (i)
activities, (ii) structure and (iii) as a financial entity. Having
done this, we were in a position to summarize CHAK's considerable
(iv) strengths and (v) key weaknesses. Our findings concerning
these elements and associated recommendations are indicated 1in
section 2, following this introduction. The meaning of ‘“core"
activities are considered in depth in that section.

It was felt from the start that the key areas needing astrength
were structural’in character, Ffor evample, suggesting ways of
enabling the Evecutive. Committee to be more effective, This
feeling was affirmed as the evaluation proceeded, and nearly all
findings can be understood as structural. Organizational charts
and relationships; policies; constitution...these are all elements
of structure. And these are the areas where we make what we be-
lieve are the mos=t important recommendaticns. In section 3, we
consider the most important and most fundamental structural ele-
ment in any organization: the constitution. We make a number of
recommendations which we believe will strengthen the decision-
making capabilities of the Association, particularly those of the
Executive Committee.

Ve then look at what reasonable modifications are needed to design
a specific structure for the Secretariat. For example, an impor-
tant insight was that Dr., Irvine’'s most important contributions
during the last several years have been In the area of project
development. It was then clear that project development had to be
a specific structural element for the future, and understood as
such, If CHAK was to move toward greater efrectiveness. We had,
also, to insure that certain "core" functions were given major
strengthening in the structure. This is the subject of section 4.

Any organizational structure, of course, needs to be carefully
staffed. Part of the process of institutionalization (ie, giving
them structural strength and permanence) of important functicns ia
to build them into job descriptions, and to assure that staff with
appropriate capabilities are found. Staffing of key posts is
discussed in section 5.

Finally, in section &, suggestions are made for implementing the
structure, including the financing of the recommended changes.

CORAT would like to acknowmledge the coopera-
tion of all the CHAK staff, the leaders of the
member units at the AGM, and the membdbers of
the ExCo for their generous sharing of time
and thought, all aimed at making the best
possible CHAK for the future. He also thank
Management Sciences for Health and FPHT for
their support.

It would not be possible to thank everyone, and we hesitate to
singl.: out individuals., However, we would be remiss if we did not
especially thank the following: The Chairman, Rev. Gatu, provided
us with critical insights flowing not only from his present lead-
erzhip, but from his long experience with PCMA. Dr. Geoffrey
Irvine, who has given enormous energy to thinking through the
appropriate role for CHAK over the last five years, made ocur task
much easier. Mr. Ezekiel Kerich, whose insights gained as a result
of stepping in as Acting General Secretary at a difficult time,
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was moest valuable in stimulating our reflection on key areas. From
outside CHAK, perhaps the most valuable contributions came from
our meeting with the senior executives of FFAK;: as an association
«+.a5 an organiczation with projects...and as one which has gone
through "troubled timee," it has strong similarities to CHAK:; the
reflections from thece leaders were of great value. To all the
repre<centatives of CHAK members: doctors, , administrators, nurses
and others who gave of their time to share with us...all of us on
the evaluation team wish to give you our heartfelt thanks.

1.5 Summary of Main Findings and Recommendations

Haefar® Sm SRSl asnlSe man il —m====

Drift from "Association”. The member-secretariat relationship 1in
an association is, by definition, a "master—-servant" relationship.
Over the last half decade, CHAK Secretariat has undergone a tran-
csition from less-than-fully-effective "servant" to one which can
be perceived as having bypassed member-felt priorities and become,
in <csome ways, a "parent” to the "master," with the Secretariat
(and donors) deciding for the members. [See sections 2.1 and 2.5.7
Shifting Secretariat Priorities. Secretariat and donor focus has
been on meeting the health priorities of Kenya through projecte.
These projects are not directed towards member—felt priority
needs. The units are very weak, and their needs include physical
facilities, staff housing, registered nurses, vehicles, etc. It is
difficult to see the units leading the way toward meeting the
health priorities of Kenya unless they themselves are strengthened
in a broad-based way. Otherwicse, they are not likely to be able to
cerve as focal points in strong health services with a community-
based health care foundation. They will likely be neither effec-
tive referral points nor centres of leadership. MHWe conclude that
a redress of Secretariat priorities towards meeting member-felt
priorities Is needed. As a part of achieving a balance, we have
recommended that projects budget and pay for a full third of all
senior management time as available for “core” activities of CHAK
coordination, liaison with government, and responding to member
requests. [See sections 2.1 and 2.5.7

Mission for the Secretariat. CHAK has an excellent and strong
constitutional purpose: To (i) "...foster a spirit of Christian
love and service...”" and (ii) "...develop the highest level of
promotive, preventive and curative heath care..." For the next
five to ten years, the focus of the Secretariat must be to achieve
these through direct strengthening of the membere in a broad-based
way which meets their needs as they understand them. Frojects
aimed at cepecific national health prioritie= which do not
etrengthen members 1in an across-the-board sense need to take a
back seat in terme of Secretariat pricorities. Such projects might
continue, but with a lower relative priority. More appropriate
would be for each project to have a major member-strengthening
component. CHAK should seek understanding donors to assist in this
process of across—the-board strengthening of members. [See =sec-
tions 2.1, 2.4, 2.5 and 3.1.7

Major Transition in Size. During the 1980s CHAK Secretariat has
shifted from a small Secretariat to an Association Implementation
Unit with operating e:ipenditures of over KShs 5,000,000, See
section 2.3.1



Overhead Costs of Projects. The overhead coste of the Secretariat
"doing projects" will be of order KShs 2,500,000 to 3,500,000 to
support KShs 7,000,000 to 10,000,000 total project value.
Presently these overhead costs are not borne in appropriate ways
by the projects which create them. For example, nearly all of
"Part B" expenditures support project development. They are an
overhead cost which should be spread amongst *the projects. It must
be recognized that CHAK members, and thus the Secretariat as
belonging to the members, are so weak as to be unable to make a
"local contribution" in support of projects, except in a truly
volunteer sence. (Overhead costs need to be (i) understood and
artjculated and (ii) covered by projects and by donors in more
appropriate, balanced ways. Balance is needed to assure both
financial stability and organizational integrity. As projects
grow, there is a need for “"core" activities (ie, meeting member-
perceived needs) to keep pace. To the extent that this needs to
proceed faster because of the existence of projects, it is also a
project overhead. We have concluded that this overhead is of order
a third of each senior officer’'s time, which needs to be set aside
for “core” activities. [See scections 2.3 and 4.7.1

Isplications of “Project Hork” for Structure. The transition to
project work has led to the existence of a core of dedicated,
competent sgsenior staff. This requires a highly—-<killed executive
to serve as Chief Executive Officer (CE0D), and we recommend that
this CEO be called Executive Director. A mature Finance and
Administration Manager of the highest integrity, able to get along
with others, 1is needed. A Project Development Coordinator ics
needed. Project officers are needed to free the Nurse Coordinator
and current Senior Projects Officer for ‘'"core" activities. The
additional costs required for an Executive Director (due to in-
creaced capability required): all the requirements in Finance/
Administration; the need for a Project Development Coordinator:
and the time required for "core" activities to keep in appropriate
bal ance...all these are overhead costs of "doing project work."
CHAK policies and planning muet guard against donor-related
inflexibilities which can too often strain organizational and/or
individual integrity. [See sections 2.3, 4.2, 4.4 and 4.6.]

Strengthening Executive Cosmittee., There is a need to strengthen
CHAK ‘s Executive Committee (ExCo). There is also great potential
for doing so. We recommend that (i) CHAK require co-option to the
ExCo of Christian men and women who are highly respected in their
professions, to broaden the pers=pective of ExCo, and give it wider
contacts and influence. We recommend standing committees on Estab-
lishment (terms of service for Secretariat); Nominations (for CHAK
officers, and possibly ExCo members); and Organizaitonal Develop-
ment. We recommend two immediate, temporary ExCo subcommittees: A
Search Committee (to find a new CEO) and a Constitutional Commit-
tee (to incorporate the change in name and other, relatively
minor, ., changes). Each committee should include subetantial co-
options. [See cection 3.5.17

Advisory Council. We recommend the creation of an Advisory
Council, composed of Chricstian leaders highly respected in their
professions, to form a base (i) for appropriately increacsing
CHAK ‘s influence in national and international decicsione; (ii) for
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co-option to Ex€o and its subcommittees; anmd (i1i) a= a resource
for knowledge for CHAK Secretariat. [See section 3.e.7

Secretariat Structure. The Secretariat should be structured around
& Management Team with a highly-competent leader. The team should
include the Executive Director, Medical and Murse Coordinators,
Froject Development Coordinatore, Senior Projects Officer and
Finance/Administration Manager. [See sections 4.1 to 4.5.3

Management Team. The Chief Executive Officer is responcible and
accountable for leading the Management Team 1n accomplishing the
following with excellence (see sections S.1 and S.2):

- Carrying out the mission of CHAK as outlined
above: "...fostering a cspirit of Christian
love and service..." and "...developing the
highest level of promotive, preventive and
curative health care...". Highest priority
should be to do this through broad-based
strengthening of members according to their
perceived and expressed real needs. Lower
priority should be given to projects which do
not include substantial broad-based =strength-
enitng of units.

- Continuation/increase of the government grant.

- Frovision of member management information as
it relates to coordination (data analysis and
feedback, fee scales and salary structures of
members, etc).

- Member coordination (seminars, workszhops, vise-
itation, AGM, annual conference, etc).

- Responding to <specific member requests (for
staf#f, equipment, information, management
assistance, project planning and management
acssistance, etc).

- Working with members to understand appropriate
future strategies for themselves and for the
Secretariat.

The CED is accountable to the ExCo for leading the team with
excellence. That is, as colleague and equal; as one who delegates
effectively; as accountable for all recults; as one who under-
stands that two of his specific taske are (i) giving credit for
success and (ii) accepting responsibility for failure. (See
section S.1 and 5.2.17

The CED is accountable for assuring effective administration of
the Secretariat itself with the help of the Finance/Administration
Manager .and his team. He is responsible for developing appropriate
management information aimed at develcping understanding for more
effective accomplishment of the mission of CHAK's Secretariat as
it assists the members fulfil their mission. (See <cections G.1,
5.2 and §5.6.1
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1.5.4 Other Recommendations

Speci fic recommendationz for implementation (tasks for Exco, Sec-
retariat, Search Committee, etc, are made in Section 6. Specific
recommendatione for administration policies (salary scales, bene-
fits, terms of service, etc) are made in Appendix A. Job descrip-
tions for senior Secretariat staff are given J4in Appendix BE.

e N e e T amemm P -

CHAK Secretariat as Implementation Unit. It is a real and very
meaningful question to ask: "What is CHAK Secretariat?" For us=,
the most appropriate answer came in thinking through the financial
situation of CHAK Secretariat. As we looked at the money flows
through CHAK, and particularly the projects, we realized that it
was probably most meaningful to consider the Secretariat as the
Implementation unit of the Assocrliation, just as project staff
consider themselves members of a "project implementation unit."”

It 1Is the particular collection of individuals in the
headquarters' offices in Hestlands which must work to-
gether as a whole...as a group with a comsmon overall
purpose, Ang that group can be understood as the Asso-
ciation’'s implemeptation unit.

CHAK Secretariat as Servant. Fundamental to any Association is the
principle that the Secretariat is the servant to the members.
This enables a better understanding of what we all loosely call
"core" functions and "core" activities.

2.1 CHAK Secretariat Activities

Most of those the evaluation team interviewed, as well the
evaluation team itself, instinctively perceived CHAK activities,
loosely, a=s being of two types:

- The "Projects." CHAK Secretariat is carrying
out four projects on its own, which result in
csubstantial money flows through the Secretar-
iat. These are (i) the Family Planning Exten-
sion Program, funded through FPPS (Family
Planning, Private Sector); (ii) the Voluntary
Surgical Contraception Extension Program, fun-—
ded through AVSC (Association for Voluntary
Surgical Contraception); (iii) “Part A” of the
Government of Kenya's Integrated Rural Health
and Family Planning Program (IRHYFF), which
focuses on information and education, and (iv)
“Part B” of the same program, focusing on
construction and, now, service delivery. Also
in the "project" category are CHAK's Jjoint
projects with KCS. Thezse inglude the MEDS
(Drug Supply) project and the RHU (Rehabilita-
tion of Health Units) project.

- "Core Activities." Thecse are the activities
which CHAK Secretariat should normally be
engaged in as the implementing agency of an
association; such as data collectioen and shar-
ing, communicating with the MDH, dealing with
the government grant, etc.



Core Activities, It is the "core activitiesg" which have given wues
most concern in the evaluation and in previous evaluations. It was
the perception of the evaluation team, and of virtually all those
we interviewed, that very little is being dore, and very little
thought ha= been given, on what are the appropriate core activi-
ties that the Secretariat shnuld be engaged in...even if there
were no projects...indeed, especially if there were no projects.

The Servant Role of the Secretariat. From the start, the evalua-
tion team 1loosely distinguished between ‘"core" activities and

“projects," but it was only towards the end that a reasonably
clear definition emerged. We knew that we meant neglected activi-
ties related to basic functions of "associatione,” but it was

understangding the role of an association as servant to the members
that gave sharpness to the boundaries of “core" activities:

“Core” activities of an association are those
activities which are clearly undertaken to
meet very real member-felt priorities.

There are, for CHAK, three main categories of "core" activitiea:

- “Coordinating” Activities. These are the "nor-
mal" functions of any aasociation. For CHAK,
these would include (i) sharing information
amongst members, such as, data on s=ervices,
fee schedules, salary scales and terms of
service; (ii) meetings and workshops for shar-—
ing, such as for hospital administrators...or
for CBHC project managers...or for any group
that would benefit from knowing what other,
similar groups are doing; (iii) visiting mem-
bers, getting to know what common information
needs are, and then assuring that those
information needs are met.

- Liaison. CHAK was originally formed, in part,
to meet members’ need to speak "with one
voice" to government, and to assure that the
dialogue with government in connection with
the government grant was carried out wisely on
behalf of CHAK members. Liai=on with NHIF and,
indeed, liaison with other non—-government
organizations, in order to benefit members, is
also a "core" activity which serves the needs
of members.

~ Meeting Member—-Felt Needs. As servant to the
members, the Secretariat has an obligation to
be responsive to the expressed priority needs
of members. Also in this category would be
meeting not-well-articulated-but-real member-
felt priorities,.

Member—Felt Priorities. This latter =et of "core" activities is of
very high importance, given the desperate nature of many of those
needs amongst CHAK members (staffing, physical facilities, manage-
ment, maintenance, vehicles, drug supply, etc). A full list would
cover nearly all aspects of member functioning. This is one of the
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key factors which sets CHAK apart. In many other associatione, the
members' primary needs are coordination. Most associations will
have <come special needs beyond cocordination, but the extent and
variety and desperate nature of CHAK members’' needs give them
added relative Iimportance, and require that the Secretariat's
attention to them be given very high priority.

2.1.2 Non-"Core" Activities

A= noted above, the initial perception of CHAK's activities was as
(i) "project" and (ii) "core." Further, that "core" activities are
those which are clearly undertaken to meet member-felt priorities.
In light of this definition, a better '"categorization" is “core"
and "non-core" activities, where CHAK "non-core" activities are
those which do not clearly meet member-perceived order of priori-
ties. The present "projects" still fall, largely, into that cate-
gory. However, it is conceivable that some projects can be spec~
ifically designed to meet member-felt priorities.

Member HNHeeds or National Priorities? Historically, the Secretariat
has been an entity which has done very little of value in terms of
"core" activities. Even during the i:ast five years, in which there
has been considerable growth and effectiveness of projects, there
have been virtually no "core" activities. The Secretariat has
become an agency which has focused first, not on wmember-relt
priority needs, but rather on national health priorities. This is
laudable, but inappropriate (i) as the implementing agency of an
association; and (ii) where the member-perceived needs are =0
extensive and so real that meeting them i=s a prerequisite for them
to be truly capable of responding to national health priorities
effectively. CHAK members will quite naturally feel "Hey! What
happened to us?! What happened to the fundamental role of the
Association as servant (even, perhaps, slave?) tao the members?"

Servant or Parent. There is a sense in which, rather suddenly, we
have a Secretariat which can be perceived as acting like a parent
to the members. To be sure, the members recognize, in their own
wisdom, that the activities of the Secretariat aimed at the
"health priorities of Kenya" are worthwhile. Some may even feel
guilty that they <feel resentment towards the Secretariat for
moving towards projects which are so aimed. Eut those activities
are not directed towards member-felt priorities and needs, and
feelings of resentment are to be expected.

Projects. Virtually all the projects fall into the category of the
parent-member relationship rather than the member-servant rela-
tionship. Donor and Secretariat thinking, however wise for the
future of Kenya, has not been first-and-foremost directed towards
meeting member-felt needs and priorities. Further, in terms of
day—-to-day effort by the staff at CHAK, the projects account for
by far the largest amount of activity. We conclude that a redress
of priorities is needed within the Secretariat, both in terms of
activities and thinking, if the Secretariat is to remain the
secretariat of an association.

A wise servant may advise and teach his ‘“mas-
ter,” and educate the master towards redirec-
ting his priorities. This could even be his
most valuable function as a servant. He may
even be “given charge over all that the master



has” (Gen. 24:277). On the other hand, the
biblical servant who exceeds the master’'s
authority is in jeopardy «of losing his life.

The Secretariat, 1in taking on the parent role without the resul-
ting activities being the member-perceived priorities (the “mas-
ter ‘s wishes), 1is in danger of losing its “}ife". That is, it is
in danger of losing its relevance as secretariat of an associa-
tion, in the eyes of the members. Regardless of the national value
of 1its activities, a large fraction of its activities wmust be
geared to meeting member—felt priority needs.

RECOMMENDATION: He recommend that, as policy, the Secre-
tariat assure that a much higher priority be given to
meeting member—perceived needs in all future activities.
The priority level of activities aimed at member-per-—
ceived priorities needs to be markedly raised relative
to most current projects. The latter are activities
valuable to do on behalf of members, but they do not
meet member-perceived priorities. They are not “core.”

The Secretariat has an obligation to retain its own integrity (cf
the Greek New Testament use of teleilos, literally "wholeness") itn
doing what it believes is right. However, the Secretariat must
understand its own first priority as the servant of an associa-
tion. 1f the priocrities of the Secretariat differ from the member-
perceived priorities, the Secretariat should work to maintain its
integrity largely through educating its "master,"” the members,
encouraging them towards redirecting their priorities. FBut the
members’' priorities must govern. Not those of the Secretariat, nor
even the Executive Committee, but the deeply-felt priorities of
the members. This is fundamental to the meaning of association and
to the life of the secretariat of an association.

Some :projects now bring sizeable reasources to
unite, <cuch as the VSCEP project which bhas
brought KShs 1.2 million in reimbursements for
tubal ligations to the units. However, though
the recsources brought are highly valued, they
did not flow from mesber—-perceived priorities,
but rather from donor and Secretariat-per-
ceived priorities. Nowhere in ocur interviews
with members did family planning or <surgical
contraception come up as a priority, unless we
mentioned it first. Then there was agreement
about the need for FFP, but it was not a
deeply—-felt priority of members.

“Community-Based?” There are obvious analogie=s to the entire
concept of "community-based" activities. In this case, the
"community" is the association and the members of the "community"
are the members of the assocciation. Im our view, donors have an
cbligation to view their relationship with ascsocciations from such
a perspective,

RECOMMENDATION: He recommend, to both donors and Secre-
tariat staff, that they acknomledge that (i) focusing on

sity to focusing on national priorities., Siwmilarly, we
recommend that CHAK Secretariat, 1in entering intoe con-—
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tractual or other arrangements with donors, seek to
insure that substantial fractions of donor resource
inputs go to meet member~felt reeds, and to see this as
a "core” obligation.

Structure to Assure MHeeting Member—Felt Needs. The recommendations
above are aimed at policy to assure that member-felt needs are
given highest priority. There are some simple steps which can be
taken to assure that Secretariat mamagement gete the information
it needs to understand how it is performing in relation to member-
felt reeds. UWe later reccmmend "multiple analyses" of budgets and
income/expenditure statements. One type of analysis which would be
of great value would be one in which all expenditures are analyzed
into "core" and "non-core" activities; that i=s, where ‘“core"
activities are only those which are clearly and obviously meeting
member needs and deeply-felt priorities. Thie will help the Secre-
tariat (1) wunderstand, in financial terms, to what degree it is
really serving as an association; and (ii) to understand where it
needs to work with members to change those deeply-felt priorities.

RECOMMENDATION: MHe recommend, as a management informa-
tion tool, that budgets and income/expenditures be ana-
lyzed 1into “core” and “non-core” columns, in order to
help enable appropriate setting of objectives in regard
to assuring a high level of “core” activities., A reason-—
able five-year goal would be fifty percent of financial
activity clearly and specifically directed to meet naem—
ber-perceived priorities.

If we were to do this now, we would find only a very =small amount
producing results in "core" activities (see section 2.3.1).

Some "projects" fall into a slightly different category; that ie,
the joint CHAK/KCS projects. The RHU project, being housed at CHAK
offices, reprecsent= significant and, in future, very substantial
activity. The MEDS project, being on its own, does not impact
substantially on CHAK as an organic whole. 0f courcse, had MEDS not
existed, our recommendaticns for appropriate CHAK activities would
include MEDS functions. And, the fact that MEDS doecs not distri-
bute contraceptives, =suggests that CHAK Secretariat could do so,
and thue provide a subetantial cservice for members.

RECOHMMENDATION s He recommend that CHAK Secretariat
consider, as a service to members complementing MEDS,
becoming a source for distribution of contraceptives.

However, Jjoint activities impact CHAK Secretariat structure only
as, one-by-one, they are housed at CHAK Secretariat cffices, and
become "projects" of CHAK as an "implementation uwnit."

An Unrecognized Servant. In light of the above sections, there ic
irony in the fact that MEDS, the initiation of which was truly a

"core" activity of CHAK Secretariat (and that of FESY, is  now
perceived as a separate entity. This, we would suggest, 1i=s a
csituation where the Secretariat must simply live with the lack of

credit due. Just like the executive officer who should...indeed is
pald to...give credit for success to others and take the blame Tor
failure himself. The "solution" to lack of due credit is not just
keeping members informed and aware that this 15 what CHAE has dore
to meet their deeply-felt priorities. Far more, the solution ic te
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be steadfast and consistent (again, cf the biblical tele:cs) 1n
continuing to meet the deeply-felt priority rneeds of members.

2,2 CHAK Secretariat Structure

The Secretariat has evolved in less-than-normal ways, given the
historical difficulties. As a result, there are a number of ways
to interpret the organizational structure of CHAK. The following
approximates the current situation for seniore staff:

Current CHAK Secretariat Structure

i Acting !
1Gen’'l Sectyl

{ Medical |
{Coordintr!

"Part B“ ——————————————————
Activities ! Nurse | {FProgramme!
{Coordintr | i Directr |
] 1
! H ! ! { } H tAccountnt!
FFEP e “"Part A" e
Project lAsst Nresl Activities }
Activities {Coordintrty  mm————
————————— ! ! !
} Other
VSCEP Accounts
Activities Staff

This structure has evolved in difficult circumstances, and has
proven quite effective, at least below the General Secretary
level. Taking into conesideration historical difficulties at that
level, the structure remaine the structure against which other
possible ones are compared.

Urderstanding CHAK as the Implementation unit of the Association,
and comprised of the staff at the Westlands offices, opens the way
to a deeper understanding of CHAK financially. In that =ence, it
becomes very useful to look at the operating expenditures of the
project . iaplementation units, the operating expenditures of what
are normally understood as "CHAK staff," and then 1look at all
these together as CHAK Secretariat. Deing this, we discover that
we are talking about an orgenization with an operating budget of
over KkShe 5,000,000, This is shown in the figure below and the
table which follows the figure.
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CHAK Secretariat zs Implementation Urit

Financial Flows for 17236-1987
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It is helpful to look st the above mcney flows 1n terms of func-
tional 1mpact, in terms of member-perceilved needs and in terms of
member -perceived priorities:

Imple- {Total {"Unit"!Value to Kenyal Direct WYalueiMember-
mentatn|Money (Expen-i"on Eehalf cf"! to Members? Priority
"Unit" JInflowl!diture!CHAK Members | Level
CHAK  110.50 7 {Grant ernables !Yes. kShe IVery high
"Main" | ' tunits to pro- 19.75 million |
' : ivide medical ‘but =hould be!
H ] icare to peopleimuch more! !
——————————————— P 1,13 e e
Other | 0,00 | i Mal INil {Very
"Core"| i ' | fhigh
Actviy! i i i '
Fart | 1.64 1 {Community Nur-iCommunity NurilLow to
"R i+ ! lces ices, 0.25 imodest
V0,27 e e e e
} !} 0.60 |Development of! Potentially !Low
: ! inew projects | in future; -
! ! lof great value! low now !
Part | 3.02 | 1.94 iEnables highly!Very low iLow
"A" ! i imultaiplicativel ]
! } thealth educatnl |
! ! lof great valuel |
FFPEF | 0.94 | 0,75 !Enablesa badly lHighly val- IilLow
! } ineeded FFP cer-lued training |
! L lvices and educ! !
VSCEFP 3.20 0.81 lEnables needediHighly valuedilow

land long-rangeluipt, money |
icontraception | ]

TOTAL 119.30 | 5.23 |(Very High ValulValuable

}
L {FP services ttraining, eqg-!
]
]
!

There are several insights that can be drawn from the above repre-
sentation of CHAK's financial s=ituation:

- That the CHAK Secretariat is a "business" with
an annual turnover of 20 million shillings,
and with "operating expenses," as implementor,
of over 9 million shillings.

- That the bul} of "Part B" money goes towards
enabling the Medical Coordinator to develop
projectse. In other words, the rescurces from
"FPart B" cover some of the overhead coste (the
Medical Coordinator ‘s time) of "projects."

- That, without the projects, CHAF would have
about one-fifth the present operating budget.

- The table helpe to dramatize the need for

redress of priorities within the BSecretariat
towards meeting member-exprecsed priorities.
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rote that the above teable is very rearly the aznalyeis of coresricn-
core recommended in section 2.1.2 above. Ffbout KShe 1| million wass
spent ineffectively on what should have teen "core" activities,
while about kKShs 4 million was spent on "non—core" activitiec.

2.3.2 The Costs of Projects

Frojects are legitimate and appropriate activities within CHAK's
constitutional calling (cf section 3). Factore which make them
stand out, in addition to their relation to member-felt needs, are
(i) their tvypically-large scale relative to core activities: (ii)
the sdditional costs they impose; (iii) the additional <structure
and staffing required: and (iv) the additioral complexities they
create in particular management jobs. The magnitude of thecse
"project costs" can bte best understood by cemparing the structure
we will be recommending for CHAK Secretariat to the structure that
would be needed for a decently—-managed acssociestion csecretariat
which carried out a reasonable level of key ‘"core" activities
only. He do this from a quantitative perspective Iin section 4. In
this section, we lnok at the general categories in which projects
Irpose costs, and why they do so.

Structural Overhead Costs, One of the findings of this evaluation
ie the need for a Chief Executive Dfficer of <subetantial compe-
tence, due to the increacsed complexity of his job relative to what
would be required for a minimal but effective Secretariat without
projects. And to get a CED of high competence will cost more. The
volume of business brought by the projecte, and a potential in-
creace in that volume, raises the care with which a finance mana-
ger must be sought alsp. In gerneral, the structural changes needed
are siteable: ceveral additional people with significantly higher
gqualifications, and the infrastructure that they require.

Intitially, there was some question as to whether a full Financial
Controller would be needed. UHere CHAK smaller, the management
tasks could be handled by the Chief Executive Officer and volun-
teer Treacsurer {but see cection 3.5.1). At the other extreme, if
CHAK becomee much larger, a full Financial Controller might be
needed. We suggecst that the need for a full Finarmcial Controller
be reassessed in S years time or when the operational budget as an
implementation unit exceede kKShe 10 million,

Some structural costs are not easily quantified, yet wvery high:

Several projects require that they, the donor,
specify the auditar and audit aonly their pro-
ject, And no project appears willing to pay a
fair share of the cost of a conscolidated
audit, needed for effective managemernt.

There i€ & =sense in which donor inflexibility in regard to covering
overhead costs has actually prevented gococd mansgement. A consoli-

dated &cudit 1i= needed because of the exicstence of projects. To

manage effectively requires a depth of understanding of resource

flows, in total and in relation to each other...a consolidated

audit. And the cost of poor management resulting from inadequate

financial understanding is difficult to quantify. Ites potential

for eventual =erious damage is very, very high.
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Risk Costs and FReserves. The fact that 211 the gro:zcts 1rvol.e
risk that 1s generally higher than would be the case without them
represents a significant cost. QOualitatively, this 1s the ccst of
winding down when and if projects ceacze.

Recently, for a small handicratt project work-—
‘ng with poor women, we recommerded the crea-
tion of rezerves tu proutect the women agalinst
rudden charnges In market, so as to cushion any
"winding Jdowr.”

The more CHAK 1= at rick, the mecre 1t, too, should have substan-
tial recerves. In the erample, we recommended a third of arnnual
cperating expenditures. CHAK would not need reserves that high,
but we would suggest reserves of order of half of the FIU expendi-
tures of tre largest project. I+ funding is from a common source,
this should be the largest two projects.

RECOMMENDATION: He recommend that CHAK work towards
substantial reserves as capital to cover risk costs, as
outlined above.

Benchmark for Project Develogment Costs. Fased on our interviews
with the Medical Coordinator, his time is largely spent in what
amounts to project/propocal development. We suggest that the fig-
ure of KShes 600,000 ("Fart B" inflow) be understood a= a benchmark
figure for the proposal development costs required to maintain the
prezent KShs 4 million in "project operating expenditures as
implementation unit." As this is, in effect, only the time of the
Medical Coordinator, and there are (i) proposal development over-
head coste incurred by cther senior staff and (ii) other donor-
related overhead cocsts in general, total cverhead costs must be in
the region of 30 to S0% of total money used by the CHAK PIU. It i=
noted that, as a percentage of the total project =ize, including
such flows as reimbur=sements to unite for tubal ligations, the
percentage will be somewhat lower. Nonetheless, this is a useful
Lenchmartk for assessing the cost of "doing funded projects.”

Secular vs Church Donor. It is widely believed, and CORAT experi-
ence tend= to confirm, that projects funded by church donor agen-
cies are more cost-effective than those funded by international
secular agencies (particularly larger donors). Further, church-
related donor project development coste, particularly proposal-
development costs, are substantially lower. An example serves to
illucstrate:

It is fTar easier to build a. relationship of
trust between a church-related donuwr and a
church-related NGO. CORAT, Iin a recent
evaluation, went ahead and did an evaluation,
basing i1ts action on the relatiaonship of trust
it has built with particular donors, without
needing to seek priuvr approval,
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On the other hand, CORAT has had at least four occasicns to work
with a large, secular donor. Each time the "trust" relationship
had to be re-established "from scratch," in terme of the wark,
particularly paperwork. For CHAK, as for CORAT, this could trans-
late into substantially higher project development costs...and,
more importantly, spending of tim~ Iin self-justification that
could be more wisely spent in other activitieg.

Inflexibility. 1t is our experience that many secular donore are
far less flexible than church-related agencies. Regulation=z which
require purchase of goods in the donor country, less +flexibility
in modifying budgets to meet project needs a= they emerge, etc,
represent inflexibilities which make, as a general rule, the
overhead costs of international secular donor agencies substanti-
ally higher than church-related donors. This cost can be mitigated
by =eeking funding from both secular and church-related danors,
asking church-related donors to fund those aspects of the project
which the secular donor is not flexible enough to fund.

Relative Financial Project Size., Secular funded projects tend to
invblve larger money flows. Since any uncer—-funding of overheads
means that money has to be found elsewhere to cover those over-
heads, the relative size can result in excessive stress on church
resources, Ffor example, <suppose a secular donor funds a KShs
1,000,000 project and a church-related donor funds a KShs 100,000
project, and that these are the only significant projects. If the
zecular donor underfunds by 107 due to overheads, it places enor-
mous stre=s on the church-donor funds. If they were of the same
size, the relative stress would be much smaller.

RECOMMENDATION:s He recommend that project overhead costs
be determined relative to the particular donor or type
of donor, wmith particular reference to the building of a
trust relationship, inflexibility and size. He recomsmend
that g¢great care be taken to cover all overhead costs
with fairness.

Model Donor. CORAT was recently privileged to carry out an eval-
uation of a project of a local church. This project helps between
50 and 100 poor women earn income through making high—quality
knitted, woven and other goods. The women are not asked, repeated-
ly, to Jjustify their worth as recipients of funding/support.
Instead, the church has a social worker who visits the=e women,
and whose judgement iz trusted, to confirm the relevance of con-
tinuing to work with particular women. The social worker is con-
trolled, in simple wayzs, as to quality of judgement.

We suggest that an appropriate "model" for a donor is one which
includes the "social worker" function of assuring appropriateness
of funding, and who does the work of justification, and does less
of requiring the recipient to justify his own need. This role also
applies for CHAK as it serves as intermediary between donor and
CHAK members, and as it assiasts members with their own funded
projects.
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Project Benefit from Members’' Perspective. In our interviews with
staff from member units, it was clear that the projects were
appreciated, - particularly VSC and FFPPS. This is natural, since
these bring direct benefit in training, equipment and finance to
the units. Though efforts are made to involve the units in "Part
A," which works with youth education, a hospital, for example, is
likely to see the benefit as indirect. Nonetheless, the member
units receive actual money flows of 2.3 million in equipment and
actual cash from the VSCEP project, and receive valuable training
from the FPPS project. Via the Secretariat, they are able to
participate in major education of youth in health matters in "Part
A." As noted, currently, "Part B" is not seen on the surface, but
serves to provide project-enabling functions.

Projects are not always perceived by members as CHAK projects. For
example, “vehicles in the FPEP project carry an "FPPS" 1logo, and
the project 1is recognized as an FPPS project rather than a CHAK
project. The Nurse Coordinator pointed to the fact that it |is
disconcerting to be referred to as the "FPPS lady," rather than as
someone from CHAK.

RECOMHENDATIONs He recomsmend that all projects be de-
signed, at all levels, so thaot they not only can be, but
will be, clearly seen as CHAK projects.

Many important projects in which CHAK Secretariat might be
involved will not benefit individual units directly. Parochialism
and regionalism are "facts of life" among the units, and it is
therefore important to assure that everything possible is done to
identify CHAK projects which directly benefit units as just that
-+ -CHAK projects.

Grant as Benchmark. The fraction of the government grant used for
operating expenditures, which in 19846/7 was KShs 1.13 million,
serves as a benchmark in that it is the basis on which CHAK has
planned historically. However, as is widely recognized, CHAK Sec-
retariat has not historically used that fraction as wisely as it
might have to the benefit of members. With a small but
effectively-led Secretariat, a lot could be done with a million
shillings!

Nonetheless, it i=s important, as projects grow in number and size,
that "core" activities grow in reasonable balance. Presently, the
projects represent 80Z of total Secretariat expenditure.

For the long term, eg, the year 2000, if the member units were
strong and healthy, 8607 non-core and 207 core activites might be
reasonable, recognizing that previous jineffectively-spent Secre-
tariat money from the grant could be spent effectively.

For the short term, the great weaknesses of the units, as
reflected in their expressed needs, call for a far higher fraction
of core activities.
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RECOMMENDATION: He recommend that the Secretariat set a
policy of only accepting projects which have a wminimuns
of S5S0%Z of their content as clearly meeting member-
perceived needs. Further, that the Secretariat set a
goal that wmithin S years, S50%Z of all activity, as mea-
sured in financial terms, is directed tomards clearly
meeting member-perceived needs. Further, that this is a
reasonable expectation of members in relation to their
Iimplementation unit...thejr Secretariat.

If this is done, we would expect a rapid improvement in member
confidence in the Secretariat. At present, there is still deep
member concern about whether the Secretariat really belongs to
them.

There are a number of persapectives from which one could ask the
question: "Where does the money go?" We have done this above by
looking at CHAK Secretariat as "implementation unit." We have also
suggested "multiple analyses” of expenditures. One analysis which
helped us understand CHAK involved categorizing expenditures into
personnel-related expenditures, travel-related expenditures and
"other." The result is as follows:

Travel &
Transport
394

All Other
11%

Personnel
S50%

Example of Analysis of Project Expenditure

The fact that transport/travel was high affirms that the projects,
as expected, involve much field work, which we felt was approp-
riate. We expected that if the projects were to be effective,
transport/travel and personnel would be the two largest catego-
ries, and we found them to be.

Thinking through transport raised another issue. 1f "core" func-
tions are to be seen to be as effectively handled as projects, and
in balance with "non-core" functions, then there will be a need
for vehicles for "core" functions. Coupling this with the need to
attract people of the highest caliber, some personal use of vehic-
les may need to be provided for =enior staff.
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Increased Complexity. It 1is the complexities of dealing with
funded projects, and the resulting need to under=tand CHAK Secre-
tariat from several perspectives, that create a need to develop
multiple analyses of money flows, budgets, and accounts. This,
too, 1is an overhead cost of doing substantial project work. Addi-
tionally, of cour=e, each project has to be analyzed on its own,
and reported on its own to its respective donor agency.

RECOMMENDATION: He recommend that budgets be analyred
and displayed carefully in several wmays: (i) in a way
that will reveal what costs are there as a result of
“core” and “non-core” workjs (ii) in a way which will
reveal the effectiveness of the senior staffy (iii) in a
way which will reveal the cost-effectiveness of ‘core”
and . project functions (ie, in terms of result cate-
gories)y (iv) in a way which showms CHAK Secretariat as
an organic “whole”; as well as (v) in terms of expen-
diture categories such as transport, personnel, etc.
Finally, the finance/administration department, with the
Chief Executive Officer, should seek other, productive
ways of analysis of expenditures which lend insight into
what CHAK is and should do mith the resources available.

Projects can provide a means for CHAK to perform and extend "core"
activities. However, extensive project work implies substantial
added costs to the provision of normal ‘'"core" activities and
demands increased attention to "core" activities. These costs in-
clude overhead costs of proposal development, particularly for
secular international donor agencies; other general overhead costs
(typically higher for secular donor agencies); risk costs; and
added costs of personnel due to the increased size of CHAK as a
"business."

2.4 Strengths of CHAK

Purpose. Perhaps the greatest strength of CHAK lies in its
purpos=e, as found in the Constitution:

"To further the work of Chriztian health servi-
ces in fostering the spirit of Christian love
and service to all in need, as witnessed in
the life, teaching and example of our Lord
Jesus Christ."

"To develop, within the available resources,
the highest level of promotive, preventive and
curative aspects of health care."

The presence of this purpose, along with:its interpretation in the
Constitution, bhas helped to provide a measure of stability during
trying .times, and has given guidance to project and coordinator
leadership.

Extent of the Service of Member Units. When considered together,
the medical services provided by the members of the Association,
as noted in 1.1 above, represent a very major fraction of the
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quality care in the nation. This 15 a strength upon which the
Association can and must capitalize in, for erxample, its relation-
ships with the government ministries

Strength and Character of Key Staff. There has been remarkably
effective recruitment and hiring of project staff under the direc-
tion of the Medical Coordinator. A team has been built which, with
able executive leadership, will be able to carry CHAK into the
future with a concord that would otherwise have been impossible.

The Projects. The projects themselves have brought resources and
training to the units, and have also raised awarenecs= pf units to
their role in national health priorities. FProjects also have the
potential for directly meeting member-perceived needs. The
capacity for developing and running projects is an enormous
strength of the Secretariat.

Opportunities. The entire area of developing and enabling approp-
riate health strategies and tactics for promotion, prevention and
curative szervices represents a host of opportunities which CHAK is
in a position to pursue.

For example, although AIDS is not expected:to
be a major problem in rural areas during the
next S years (though it is in wurban areas),
there is essentially no barrier to its even-
tual spread to rural Kenva. For the rural
population, which represents the bulk of the
peceple mhom CHAK units serve, this represents
a major opportunity for CHAK member units in
preventive education. The Secretariat has the
corresponding opportunity to ascist in enab-
ling menmber units to respond efrectively to
this opportunity.

Dpportunities continue in the area of family planning. CORAT
recently carried out an evaluation for one of the largest church
organizations in Menya. During that evaluation we were made pain-
fully aware of the critical nature of Kenya's lack of 1long-term
available water for agriculture. In terms of available rainfall,
Kenya has virtually used up its supply. [(In per-capita ternms,
Kenya has only a fraction of the water available that Ethicopia has
...the latter has only made use of a fraction of 1its available
water.] The national solutions involve (i) major and long-term
education...and experimentation...in methods of enhancing rain-
fall, and (ii) increased emphasis on family planning. Quite frank-
ly, we had hoped to avoid the issue of family planning in that
evaluation, but we could not do so. It is a critical issue, and as
such represents a major opportunity for. CHAK.

Beyond family planning, the other aspects of CEHC repres=ent
opportunity for the development of strategy and methodology.

We were given a fresh perspective (for us) on
just what are appropriate approaches in two
interviews. In one, the idea that raising fees
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at CHAE units would jeopardice people’'s abilai-
ty to use the cservices was called into ques-
tion. It would appear that there are subetan-
tial cash resources used for health care...not
rnecessarily through wisely chosen channels.

Innovative trials of varying fee structures and study in the area
of appropriate fee structure= would be of great benefit to all
units, This is an activity which the Secretafiat could facilitate.

In the other interview, it was maintained that
many in rural Kenya really have little under-
standing of the value of services which can be
rendered by "health professionals...." Many
have never or have rarely been in contact with
one. The view was that the prime value of
community health cervices was that it brings
increasing numbers of people into contact with
health professionals.

I1f this view is correct, and if we see community health workers
(CHWs) as being in some sense representatives of "health profes-
sionals," the approach to CBHC, particularly training, may need
some rethinking. In any case, the opportunities for CHAK in the
area of CEHC alone are staggering. He npote that this respondent
agreed with the previous one, noting that If people think
something will work, they will even mortgage their land to pay for
their health care.

Most organizations do not have so many opportunities for service
as does CHAK and its Secretariat. These opportunities represent a
major strength of the Association.

From a positive perspective, weaknesses also represent opportuni-
ties. By resolving them, an organization can move forward, potent-
ially, with dramatic effectiveness. We have discussed these weak-
nesses at length in section 2.1 above. We have not, however,
cpecified the "member-perceived"”" priority needs.

The Urits. One of the moet important areas of activity for any
association i=s to respond to common needs of member=. Nearly all
of the units have major needs to which they feel the Secretariat
should respond.

Fram our interviews, particularly at the AGM and at the March
workshop in Nairobi, these member-exprezsed needs emerged as shown
on the following list (the grouping is ours):
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CAPITAL STAFF ING
Finance Qualified staff, particularly KRN
Staff housing Recruitment of staff
Vehicles Christian staff
Subsidized staff
Docturs
TRAINING

Training for unqualified staff

Training in general, including scholarships
Training for administrative staff

Training for chaplains

INFORMATION
Far better general information (siatistics,
fee structures, salary scales, etc)
Information on government policies
Newsletter (useful, not just words!)

MANAGEMENT ASSISTAMCE
Advisory services (planning, evaluation,
hospital management information)
Proposal writing assistance
EQUIPMENT AND SUPPLIES

LIAISON Equipment (including
Better liaison with government arranging sharing)
Liaison with church bodies Expedited drug supply

RECOMMENDATIONs He recommend that the above list be
taken as a draft list of key areas to which the CHAK
Secretariat should be responding as “core” functions,
and responding as decisively and as soon as possible.

All the=e need=s of the units represent opportunities to which the
Secretariat should be responding. The current projects were much
appreciated by the units, since they bring in resources for the
upgrading of the units. Simultaneously, they enable worthwhile
activity. However, as the Secretariat knows, it must do far more
in the future. Again, these needs represent enormous opportunity.

Cut In Government Grant. As noted above, the cut in the goverrment
grant brought into sharp relief weaknesses of the CHAK Secretariat
in itg relationships with the Ministries of Health and of Finance.
With the level of health services that CHAK provides, it should be
able to speak with far greater authority than it does.

This, in the view of the evaluation team, reprecents a weakness
at the highest level of the Secretariat, which can be considered
historical...provided that the new Chief Executive Officer is
someone with ability to assure that ihe relationships are pursued
appropriately, =omeone who is, in a sense, willing to put CHAK
before self, and someone with persistence. We are reminded of the
story (Luke 11:1-5) of the woman who kept coming to the judge,
seehking Jjustice:
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se.Fur zome time he refused, but Tinally <aid
to himscelf, “Even though I don't fear God or
care about men, vet because this woman fkeeps
bothering me, I witll see that she gets Jjus-
tice, 0 that she won’'t eventually wmear me out
with her coming/”

1f the new Chief Executive Officer (i) works'to build the strength
of CHAK's voice and (ii) has the persistence and dedication of the
vwoman in this story, we are convinced that problems of grant cuts
will not again be a calamity.

RECOMMENDATION: He recommend that one of the key charac-
teristics of the new Chief Executive Officer must be his
ability to relate toc government agencies, and his abili-
ty and willingness to persist, with grace, Iin doing so.

Creative Approaches to Government Relationships. In Section 3.6
below, we recommend the formation of an Advisory Council. Fart of
the value of such a council, composed of highly-respected
Christian laymen and women, leaders in their professions, would be
in the legitimate and long-overdue increase in CHAK's influence in
national decicions. And the national decisions within the
Ministries of Health and of Finance, especially in connection with
the grant, are of critical importance to CHAK.

Key administrative policies need development, as the current
senior leadership of the Secretariat is aware. For example, salary
scales and terms of service are known to need review. The most
important need, however, in the area of administration is for an
Finance and Administration Manager. The scale of the task demands
that this must be a mature person of the highest integrity and
able to work with people, as well as at least a full CPA. One of
the key tasks of this perszon is to develop and to continuously
redevelop effective administrative policies.

We Interpret structure to mean those things
which are or need to be "jnstituticonalized”...
to be structured into the aorganization's rela-
tionships and policies, In order to give the
organization adequate strength, especially In
“hard times.” Thisz must begin with the consti-
tution of the organization.

The purpose of any organization is the first element of structure
to give the guiding basis for the existence, direction, remaining
setructure and activities of any organization. We were impressed
with the obvious thought given to CHAK's purpose, expressed as the
firet two "objective=" in Article 2 of CHAk's Constitution:



"To further the work of Christian health cservi-
ces in fostering the spirit of Chricstian love
and cervice to all in need, as witrneesed in
the 1life, teaching and example of our Lord
Jesue Christ.,"

"To develop, within the available re=ources,
the highest level of promotive, preventive and
curative. acspects of health care."

There are two primary directions for effort and activity suggested
by these first two main cbjectives; (i) those aimed at "“fostering
the spirit of Christian love and service" and (ii) those aimed at
developing "the highest level of prométive, preventive and cura-
tive" health services, The three elements of the =zecond of thece
are alsc noted.

CAUTION. We have defined "core" activities as those activitiecs
which are directed specifically towards member-perceived needs.
One could ask about what might be meant by "core" constitutional
objectives. In that case, the cet of activities would be quite
different, and would be in the direction of meeting national
health priorities. Nonetheless, it would not change the conclusion
of the evaluation team: that CHAK Secretariat needs to radically
raise attention given to member-perceived priorities. The Secreta-
riat must accept that it is, and must be, the members who decide
what activities constitute appropriate activities which go towards
fulfilment of purpose. GQuite clearly, at present, the pricrities
of the Secretariat differ from those of the members, and redress
is needed. It is still appropriate to retain the understanding of
"core”" activities as those meeting member-perceived needs.

Responses from interviews with members suggest that they see the
Secretariat as deciding what members ought to be doing, and then
doing it on their behalf. And this has been done without obtaining
a depth of member committment.

Having said that, we ourselves now take a perspective of what the
members "ought" to be doing; that is, what we should ideally hear
as pricrities the next time we interview members.

3.1.1 Balance

For an organization to be faithful to the whole of its constitu-
tion, there must be a real and meaningful balance of activitiee in
support of each area of purpocse. If there is not, then, in the
deepest sense, the integrity of the organization is in danger.
Biblically, the principle of integrity is usually described as
"wholeness"...the Greek teleios.

1f an organization i< unab'le to achieve a
balance of activities in regard to each area
of its purpose, It chould reth:nk its state-
ment of purpuse.

In terms of appropriate balance for CHAK, there are twoc clear
quections of (i) the relative level of activity aimed at "foster-
ing the spirit of Christian love and service" in the work of
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members, and (ii) the appropriate relative level of activity in
each of the three aspects of health care (promctive, preventive
and curative).

Activities Related to CHAK's Christian Focus. CHAK does, in a real
and meaningful way, carry out activities aimed at <=trengthening
Christian presence amongst members. This is’especially true at
conferences and meetings. For example, there was substantial
Christian study at the recent conference following the AGM.

Ve do feel, bhowever, that there could be greater activity in this
direction (as resources become available end as member-perceived
needs are more fully met). Collecting information on activities of
the members in fostering a Christian spirit of service, and
sharing that information, would csurely be helpful to all, as would
working towards developing a pool of Christian candidates for
varicous hospital jobs. Organizing training for hospital chaplains
(mentioned 1in interviews) is one possibility. Developing nurce
training school curricula with, for example, Christian ethics for
nurses is another. [In the area of training, CORAT uses trailring
materials which are, 1in fact, “applied theology” for management.
Such materials could easily he adapted for any training in leader-—
ship, communication and other human relations skills, as well as
for training related to ethics on the iob.l

We frequently find that in Christian organizations, creative ef-
fort in thinking through appropriate activities supporting the
Chricstian element tends to "slip through the cracks" and gets
forgotten. To institutionalize appropriate thought, it may be
appropriate to institute a subcommittee of the FExCo specifically
charged with the responsiblity of assuring adequate thought on
maintaining appropriate Secretariat activity in the area of “fos-
tering Christian service and care." In section 3.5 below we recom-
mend the institutionalization of an Organizational Development
Subcommittee. We conclude that part of the charge to this Subcom-
mittee be to assure a balance of activity in each area of purpose.

We have <cstated that any organization muset maintain a balance of
activitiese in relation to areas of its purpose. Juset what a mean-
ingful "balance" is for CHAK is open to very wide interpretation.
Ferhapse a minimum of a tithe of activities aimed at fostering
Christian service is a reasonable minimum for appropriate balance.
In any case, it is important for CHAK to institutionalize the
process of thinking through its purpose in terms of the Christian
focus. At the very least, the areas of purpose where balance are
needed and the need for balance chould be in the job description
cf the Chief Executive Officer.

Promotive...Preventive...Curative. Again, the question of balance
arises, thie ¢time in terms of appropriate activities in each of
these areas. Key interviews suggest that, for the near...perhaps
distant...future, a redress is necessary in that for too many
years the focus has been on curative services...even today...with
far too little promotive and preventive effort.

Although the present projects all focus on preventive and promo-
tive aspects, <=till over half the total money flows through CHAEK
go to assist curative services (see section 2.3.1 above). OQOur
interviews with donore, and our own past experience with Chrietian
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donor agencies, suggest that they would like to focus on promotion
and prevention. UWe conclude that it is virtually impossible for
CHAK to avoid spending large resources on curative services...with
little effort. Therefore, to maintain a reasonable balance of
activities will require continuing of energy into the development
of promotive and preventive activities. However, all this must,
again, be subject to the need for the Secretariat to do this by,
first, meeting membér-perceived needs.

RECOMMENDATIONs He recommend that the job description of
the Chief Executive Officer of the Secretariat include
that he is to assure a reasonable balance of activity in
the areas of (i) fostering Christian care and service
and (ii) the development of (a) promotive, (b) prevent-
ive and (c) curative health services.

Cost-Effectiveness. Our experience in cost-effectivenesa studies
of CBHC programmes leads us to suggest that it is important to
understand, in a meaningfully and quantitative way, the relative
cost-effectiveness of various major components of CBHC, PHC,
outpatient services and inpatient services. We believe that such a
study is feasible and needs to be done. Our own results lead us to
suspect that the conclusions may be surprising.

RECOMMENDATIONs He recommend that, at an appropriate
time, CHAK seek funding for a relative cost—effective-
ness study of some of the major components of health
cares CBHC, imsmunizations, outpatient services, inpa-
tient services,

Such a study, or studies, would help to clarify just what is an
appropriate "balance" between promotive, preventive and curative
services,

The first two objectives in the pre=zent Constitution are far more
fundamental than the others, Each of the remaining objectives are
really ways in which the first two can be achieved. They are
derivative objectives, flowing from (i) the first two objectives
and (ii) the society and environment in which CHAK exists:

= To coordinate the work of members...
- To speak to MDOH and othere on behal¥...

- To assist members with staffing, supplies...

Other activities to benefit the people...

Derivative Objectives. All of these are important...so important
that the first three are, in fact, wmhat we have defined as “core”
activities, but it is easily seen that each is derivative. The
third of these is the weakest, since it focuses only on one very
specific need: staffing. 1If staffing is to be mentioned, why not
training...or drug supply...or finance...or any other major need?!
We note, too, that none of these relate to the fostering of Chris-
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tian love and service. To the extent that (i) they are in the same
Article as the two far more fundamental objectives and (11) are
incomplete, thece later objectives may terd to micsdirect rather
than direct.

Guidance to Secretariat. As the evaluation concluded, and we
reviewed our recommendations, vwe realized that these other
objectives represent guidance to the Secretariat. In fact, 1in
their order, they represent precisely the order of priorities
which the members themselves have expressed in what the
Secretariat should be and do.

Since the name of the organization has been changed, the Constitu-
tion will need to be changed, and we would suggest the following
changes as a bacsis for reflection:

e <cuggest that the first two objectives be placed in an Article
by themselves as a statement of purpose for CHAK. 0One minor
improvement can be made. The organization exists because of the
need to act corporately. Therefore, we suggest that the purpose
state:

ARTICLE 2, PURPOSE

The purpose of the arganization is to act corporately to:

a) further the work of Christian.....(etc, as is)

b)) develop within available resources.....(etc, as 1s)
Second, that the remaining objectives be thought through carefully
0 ac to be as (i) accurate as posesible and (ii) a= comprehensive
as possible.

ARTICLE 3, OBJECTIVES

The objectives, deriving from the purpose, shall be:

a) To facilitate and coordinate the Christian medical and
health work of the members.

b) To speak on behalf of members= corporately to the Mini-
estry of Health and any other organization= where it
would benefit members to do so.

c) To acssist members to meet common needs (eg, in staf-
fing, training, drug and egquipment supply, management
and administration, funding, etc).

d) To undertake any other activities which from time to
time may be of benefit to members or, on behalf of the
members, of benefit to the health and welfare of the
people of kFenya.
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RECOMMENDATION: He recommend that the first two objec—
tives in the CHAK Constitution be retitled as the Pur-~
pose in a separate article, or that they stand alone as
the wmain objectives, He also recommend that the other
objectives be thought through carefully o as to be more
complete and inclusive in a more balanced way; and that
they be recognized as objectives derivimg from the pres-
ent first two objectives, and understood as guidance for
Secretariat priorities and activities.

CHAK has recently changed its name from PCMA, and we are impressed
with the twofold basis for the name change. That is, first, as a
lese confrontational name: the word "Frotestant" could be inter-
preted as "anti-Catholic," and thus= it was good to eliminate the
word. Second, the desire to emphacsize "health."

We do conclude, however, that the process of dealing with the name
change needs to continue., We would suggest that CHAK needs to
concsider more fully the implicatione of the philozophy and theolo-
gy in the change of name for CHAK activities and policies.

"Your name is Simon, son of John, but you will
be called Cephas" {(meaning a rock)." John 1:42

When Simon's name was changed to Cephas (ie, Peter), it was accom-
panied by profound changes in his life and its meaning. Are there
or should there be comparable changes in CHAK? If so, what should
they be? One place where the background of the name change belongs
ie in the preamble to the Constitution.

RECOMMENDATION: He recommend that a subcommittee of the
ExCo draft recommendations and policies which should
accompany the name change, Including recommendations for
revision of the preaamble to the Constitution.

We conclude that the name change was productive and will prove
fruitful. It should, of cource, be incorporated throughcut the
Constitution.

We find no particular fault with the article on membership, except
that we would suggest that the (a) ExCo have the clear power to
suspend a member until the following: AGM, rather than just
recommend suspension; (b) that the suspended member have the right
to address that AGM and (c) that the AGM can take whatever action
it deems appropriate in regard to revocation or reinestatement or
continued suspens=ion. He believe that this reprecsents a helpftul
clarification Iin the sence of the Article on Membercship.
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In reviewing the sections of the Constitution on general meetings,
we felt that the mechanisms for putting special agenda items and
calling special general meetings were too weak, and the require-
ments for a quorum too strong. We sugagest that (i) agenda items
from members must be sent in writing and signed by three or more
memberes, rather than just one; (ii) that special meetings can only
be called upon written request of 10 members, rather than S: (i11)
that the Secretary have 35 days (rather than 21) in which to hold
the <c=pecial meeting: and (iv) that a quorum be one-third of the
membership, rather than two-thirds.

13— 5- X AR+t PP

Objectivity and Breadth of Perspective. In private companies or
organizations which are not associations, there is usually a board
of directors composed of people with a variety of perspectives,
reasonable objectivity and a degree of iIndependence of the organi -
zation itself. Problems begin to arise if there are too many
vested interecsts. With an association, the equivalent is the
Executive Committee. Vested interests and problems are built in
from the start. The question becomes: "How can sufficient object-
ivity and breadth of perspective be introduced to assure better
decision-making?" As we consider each member of the ExCo, their
perspective is either medical or church or both. It is imperative
that the composition of the ExCo be broadened.

A second issue arises from a factor about CHAK which was striking-
ly different from other organizations with which we have recently
wortked. Namely, the lack of nationally-known personalities
associated with CHAK., FPAK, for example, has senior-level people
in government on its management committee and other subcommittees.
That, of course, can have its dangers. The development arm of a
major denomination has several senior government civil servante
and nationally-known personalities as volunteers on its board....
come of the most capable leaders in business and the civil ser-—
vice. We find virtually none of thie at CHAK.

We conclude that the following steps can be taken to introduce
both the objectivity and the level of high-talent volunteers into
decision-making, and generally make ExCo decision—-making more
effective:

- To make mandatory the co-option of several
ExCo member= from outside the Association.

- To broaden the base of ExCo membersehip from
within the Association by requiring that three
members be reprecsentatives of churches, rather
than medical professionals.

- To establish a checklist for nomination to
ExCo membership which will challenge nomina-
tors to choose candidate= for the ExCo more
wicsely.

- To introduce a nominatione subcommittee of the
ExCo, which would be expected to make nomina-
tions to the ABM for ExCo membership, and for



EvCo officers.

- To ecstablicsh ssveral impofFtant subcommittees
of the ExCo with substantial co-option of
members from outside the Association.

- To introduce an Advisory Council for CHAK,
which will bring to CHAK added balance in
counsel and advice, and could include influen-
tial leaders to enhance CHAK's ability to
influence decisions nationally and interna-
tionally.

- A= a normal procedure, to invite senior staff
members to attend ExCo as non-voting partici-
pants (Coordinators, Senior Project Officer
and Finance/Admin Manager).

3.5.1 Co-option of ExCo Members
The Constitution now allows co-option as "deemed necessary." lle
conclude that to give the objectivity needed, the Constitution
should be modified to require co-option of at least four members
from outside the Association, and three as represertatives of the
churches.

Co-option of Lay Treasurer. One of the lay members should be
designated Treasurer. [He note that this in no way implies that
the present Treasurer has done less tian an excellent job. But for
the future health of CHAK, the Treasurer =should be both indepen-
Jdent and a firnancial professional, and close enough for day-to-day
contact with the Secretariat.] It should be relatively easy to
find someone of substantial stature 1n the financial profession to
accept co-option as Treacsurer. Many senior financial people are
required to continue their education as CPA=, and this sort of
volunteer service counts as credit for them. Foscibilities might
be within the banking industry or the insurance industry.

Ve suggest that CHAK =eek, as lay members, Christian laymen com-
manding high respect in their professions, or in the civil ser-
vice. It may be wize to co-opt even more than four, to have
reasonable assurance that three or four will regularly be in
attendance. The proce=es of finding and recruiting such members
could and should begin immediately, even within the framework of
the Concstitution as it presently reads.

RECOMMENDATION: He recommend that CHAK immediately seek
to strengthen the capability of the Executive Committee
by co-opting at least four Christian laymen carrying
high respect in their profession, or in the civil ser-
vice, Further, wme recomesend that the Constitution be
changed to require such co—option in the future. The
Treasurer should be a co-opted member.

Criteria for these co-opted member= should include three compo-~
nents: (i) mature Chri=stian faithg (ii1) ability to contribute to
the deliberations of the ExCo and to improve the ExCo’'s decision-
making; and (iii) highly respected within their own profession.
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Re to profes=si1one, 1t might ke appropriate to consider <csomecne
from the insurance industry, the legal profession, the civil
service, the consulting profescsicn, etc. ble do suggest that if
particular additional medical prcfessionals appear to be valueble,
they be considered additional to the four required to be co-opted.

Co—-cvption of Church Represzentation. Precently, the Conctitution
calls for co-option of at leacst one clergy, if one iz not elected.
We <cuggecst that it is not mecescsary to restrict co-option to the
clergy. For example, it is quite possible that a lay member of the
health board or committee of the Church might ke the most approp-
riate as representing the churches.

We note that we are not recommending that the ExCo ask churches to
cend representatives to the ExCo. Rather, that ExCo decide whom 1t
thinks would be the most beneficial to have on ExCo.

RECOMMENDATION: He recommend that the Constitution be
nodified from requiring at least one clergy to requiring
co-option of at least three members to provide church
representation. ExCo should checaose wmhom to co-opt, rath-
er than ask churches to send representatives,

The criteria for selection of church representatives <chould be
essentislly the same as for lay members above.

Co-ovption of Senior Staff. As members of the Management Team, who
bring a variety of perspectives and strengths, the Ccordinators,
Senior Project Officer and Finance/Administration Manager would
make important contributions to the effectiveness of CHAK Execu-—
tive Committere decisions. Further, invitation will demonstrate the
confidence placed in them by the ExCo. It will strengthen the
relationship between CHAK members and their Secretariat.

RECOMMENDATION: He recommend that it be normal procedure
to Iinvite senior staff of the Secretariat to attend ExCo
meetings as non-voting participants.

The evaluation team recognizes that there will be times when it is
inappropriate for staff to be present, such as discussion of
changes in salary scales, disciplinary mattere, etc.

We have reviewed the process for nomination and conclude that
there ic little that can be done by changing the process that will
materially improve the selections made. We do conclude, bhowever,
that it would be helpful to include a checklist of criteria for
nomimation, which would at leas=t help those making nominations to
think more carefully before nominating.

fimong criteria, which should be a preamble to the nomination form,
we suggecst the following.
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Your neminee should be:
- A person of mature Christian faith.
- A person of honesty and integrity.

- Able to serve the interests of the whole
of CHAK, not just a particular region.

=~ Able to contribute effective and careful thought
to any issue confronting the Aseociation.

We recommend that the current Acting Gereral Secretary and his
staff, as well as the Chairman, modify this list as they deem
appropriate for use during the next nomination process.

RECOMHENDATION: He recommend that the use of a checklist
of desirable «criteria for ExCo nominees be used as an
Integral part of the nomination fornm.

3.5.3 Subcommittees

We conclude that the subcommittee process and structure could be
materially improved by (i) requiring several standing committees
to advise ExCo and (ii) requiring heavy co-option on them.

- Finance and General Purposes Coamittee. Effec-
tively as it is, but with the co~option of at
least three outside members.

- Establishment Committee. This asubcommittee
should deal with terms of service and other
administrative policies.

~ Organizational Development Committee. This
subcommittee should be concerned with the
implementation of appropriate recommendations
of evaluations, and make recommendations for
organizational development and improvement.

= Nominations Committee. To make recommendations
for leadership positions, including ExCo mem-
bers and officers.

Two <pecial committees are needed. A search committee (urgently
needed) and a committee to take responsibility for thinking
through needed changes to the Ceonstitution.

Search Committee. There is urgent need to establish a Search
Committee whose charge is, first, to find a new Chief Executive
Officer - for the Secretariat. There will be temptation to charge
this committee alsoc to urgently find a Medical Coordinator and a
Finance/Administration Manager. However, the CEO must be able to

work well with these people, and must be a part of the GSearch
Committee when these latter twn are being sought. We undercstand
the present Medical Coordinator’'s concern for hi= own future
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replacement. Hcocwever, 1in the cocpinion aof the evaluation team, the
order of urgency in filling posts is (i) Chief Executive OQOfficer,
(i1) Finance/Administration Manager and (iii) Medical Coordinator.
The present Medical Coordinator has, in the past, filled many of
the leadership roles that the CEQ asust naw fill. This relaxes the
urgency for the speed with which the Medical Cepordinator post
needs to be filled. BEut it also points to the absolute necessity
for the new CED tu be an excellent executive and leader. The
Search Committee should have several co-opted members of the
caliber suggested in section 3.5.1 above.

Constitutional Committee. As we have suggested in above sections,
there is need for a group to think through needed constituticnal
change, and it would be

Other Committees. Given the past history of 1legal difficulties,
and the 1increasing potential in the country for medical litiga-
tion, it may soon be appropriate to have a Legal Review Committee.
A Medical Review Committee may also be appropriate to cover the
event that future <ctaff complements do not 1include a medical
doctor of appropriate competence and experience. Appropriate staff
ehould be co-opted to =erve on the various subcommittees.

Co-option to Subcommittees. The subcommittees represent sources of
counsel and advice to the ExCo and Secretariat. As such it is even
more important that they have a wide breadth of perspective. Thus
it is essential that they have substantial co-opted representa-
tion...even more =o than ExCo. The co-opted members should be of
the =ame capability as suggested in section 3.5.1.

RECOMHENDATION: He recommend that appropriate standing
conmittees be established, including a newly—constituted
Firnance and Gerneral Purposes Committee, an Establishment
Committee, an Organizational Development Committee, and
a Nominations Committee. He further recommend the
establishment (not necessarily on a standing basis) of a
Search Committee and a Constitutional Committee.

In respect of the duties of the E:ecutive Committee, we recommend
the inclueion of the principle that the Executive Committee shall
have the power to employ, dismiss, and discipline employees,
including the General Secretary.

Some organizations have solved the problem of interesting influen-
ti1al, capable lay leaders in as=isting them and contributing. when
needed, to the decisions of the organization through the creation
of an Advisory Council or advisory board. It should be relatively
pasy to attract leaders to such a body. Actual work would be
minimal, yet extremely valuable, and members would be demonstra-
ting committment to their Christian faith, and their faith in the
value of Christian health services, by serving in this capacity.
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RECOMHENDATION: He recomnend the <creation of an
Advisory Council for CHAK, to include capable, highly-
respected leacers In business, iIndustry, civil service,
etc. This should provide a structure for appropriately
building CHAK's (i) understanding of and (ii{) influerce

In national and Interrnatiornal decisians.'

Had <cuch a council existed in the past, it is at leacst plausible
that national decisions about the government grant would have been
taken more wisely.

Fe thie 1is a rather substantial <=tep, we would =uggest ite
incorporation on an ad-hoc basis initially, with the intention of
making 1t a constitutional body if it proves valuable. This would
also allow for an immediate start to the appropriate building of
CHAK's influence,

The criteria for invitation to such a courcil chould be s1tmlar *o
that for co-vpted laymen on the ExCo and 1its csubcocmmitterss:
committed Christians, highly respected in their professione. It
might also include Chricstian leaders from international agencies.

3.7 Dfficers
In the section of the Constitution concerning officers, we make
the following comments:

Chairman., We have already e:ipressed our view that the present
Chairman has been a critical factor in enabling CHAK to move
forward. More generally, it should be noted that the Chairman is
the representative person of the organization. As such, he should
be chosen with care...preferably as much care as the Chief Execu-
tive Officer. The value of concentrated thought on nominating
officers 1= one of the major reasone for our suggestion of a
Nominations Committee as a standing committee. The Nominations
Committee would make nominatione for Vice Chairman, Treasurer, and
Vice Treasurer as well.

RECOMMENDATION He recommend that the Nominations
Committee be responsible for preparing nominations for
all office bearerss Chairman, Vice Chairman, Treasurer,
and Vice Treasurer.

We note that, 1in functioning as Chairman of meetinge (AGM; ExCo,
Finance and General Purposes), the Chairman has two primary
functions: (i) to assure adequate thought on decisions while (ii)

limiting unproductive discussion. In doing this, we encourage

chairmen to make effective use of subcommittees. CHAkK mu=st make

every effort to choose =omeone who will provide the character and

integrity and depth of Christian maturity which all want irm a.
Chairman; a Chairman who is to reprecent the organization and who,

at the same time, can effectively and efficiently lead meetings.

Treasurer. Ve have already noted our recommendation (section
2.5.1) that the Treasurer be a mature, highly-respected member of
the financial profecssion and independent of the Association, and
in or near Mairobi.
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General Secretary. We have noted that we are recommending that the
Ceneral Secretary be given a different title for the near future.
We recommend that the Constitution reflect the possibility of
cther titles as the circumstances of the times may require. fs a
basis for reflection, we csuggest the following paragraph:

In addition to his duties as Secretary to the
Acsociation, &s Chief Executive Officer he
cshall undertake =such activities as may berefit
the Acscsociation and work towards the fulfil-
lment of the purposes of the Association,
under the guidance of the Executive Committee.
Aa Chief Enecutive Dfficer, the title used may
differ from "General Secretary" as deemed
appropriate by the Executive Committee.

RECOMMENDATION: He recommend that the Constitution Le
modified to reflect the obligations of the General
Secretary that go beyond the functions of Secretary, and
also wmake explicit the flexibility of the use of other
titles than “General Secretary” as he acts in the
capacity of Chief Executive Officer of the Association
in fulfilling its purposes.

The remaining <cections of the Constitution deal with Trustees,
Auditors, Finance, Amendments, Dissolution, and Disposal of
Ascets. The only comment we would make to those sections is that
they, as well as the ones to which we have made recommendations,
should be vetted by the attorneys of the Association.

While we were tempted to suggest that a regular, external evalua-
tion of the Association be constitutionalized, we do not go quite
that far. However, we feel that the benefite of a regular evalua-
tion, every two years initially, to be so fundamentally important
as to be our final recommendation in thie section. To assure that
it is appropriately considered, regular evaluation should be a
major charge of the Subcommittee on Organizational Development
(see section 3.1.1). For purposes of implementation, 1t may be
appropriate for CHAK to seek funding for extension of the present
evaluation to include an implementation phase.

RECOMMENDATION: He recommend that CHAK arrange regular
external evaluations under the auspices of the Subcom—
mittee on Organizational Development.
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In reflecting on (i) our study of the Constitution and (ii) our
interviews with leadership of units, it was clear that there are
several perspectives from which activities of CHAK Secretariat
should be viewed:

- "Projects" versus "core activities" is one way
to view the activities, and we have done this
at several pointe. ’

- Another is to concsider those actiwvitiee which
berneftit members and those which are worthwhile
activities to do on behalf of members for the

.benefit of the health of the peocple of kKenva.

“Bernefit” vs “On Behalf.” Precsently, the situation is that donors,
and thue projects, have tended to consider rneeds from the broader
perspective of the needs of Kenya, while units bave taken a much
more parochial perspective. In part, this self-interest of the
units is reasonable, given the desperate nature of the needs of
many units. In part, it ie out of the normal sinful nature of man
which predisposes to self-interest. [(Even St. Paul, in Romans 7,
admite to the predispesition: I Jdo not understand my own actions.
For I do not do what 1 want, but 1 do the very thing I hate.”
(Romans 7:15,1607

Given (i) the history of weakness of the Secretariat in meeting
basic needs (excellence in working to assure the grant, dis-
tributicen of useful bacsic information, etc); (ii) the general
financial administrative management weakness of the units; and
(iii) the <=inful nature of man, it is doubly (perhaps triply)
important for the near future for the activities of CHAK to meet
the needz of unit=s. Activities must directly benefit members as
much as they produce benefit for Kenya on behalf of members.

RECOMMENDATION: He recommend that it be widely recog-
nized, by both donors and CHAK Secretariat, that there
is an urgency to the need to work to meet members’

specific needs, as an a-priori condition to wmeeting
general health needs of Kenya through Secretariat-based
projects which are on behalf of wmembers rather than
directly wmeeting needs of members., That CHAK urgently
seek understanding donors to assist it In the process of

doing this.

There is, in the opinion of the evaluation team, a justifiable
need for redress of priorities at this time in CHAK's history.
CHAK reeds to find an understanding donor or donors to assist in
thie redress, and to work to meet basic member needs. We have
included a list of member-perceived needs in section 2.5.

Structuring to Meet Member Needs. In the past, CORAT has under-
taken two evaluations of FPCMA which stressed the need to move in
the direction of meeting member needs, &= perceived by members.
Those suggestions were not taken up. Fartly this is surely due to
failure on our part to communicate: partly it is surely due to
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historical Cecretariat wesltress; partly it is <urely duve to donor
interests and presswe to do-what-the-donor wante, rather than
what the organization neede. The evesluation tesm concludes that in
addition to a general reccgnition, as contained 1n =zevera2l of the
recommendations made thus far, structural recogniticn 1= needed by
(i) emphacsizing "core" activitiee on the crgenizational chart and
(ii1) emphasizing them in job descriptions.

Doncr-Member Intermediary. In some of its projects, CHAk Eecretar-
iat 1is acting as an Intermediary between client (the CHAK member
unit) and donor. It is a function which can be seen as a cservice
to members, but was =simply not articulated in interviews. In
cserving as such an intermediary, the Secretariat (i) protects the
unit from many denor-related burdens and (ii1) provides the donor
with greater assurance that resources are wisely spent. We con-
clude that thise 1is an appropriate reole for CHAK Secretariat,
although it van be enormoucsly difficult, and raises the level of
integrity and maturity required of csenior financial staff, and of
the Chief Executive Cfficer. [Note that this, again, represents an
additional "overhead” cost of doing proiect work.2

Emphasis Hithin Organizational Chart. The full chart recommended
i given in section 4.4 below. In the chart we include a "post" of
"Core FProgram Coordinator."” The intention is that this "post" is
to be "staffed" by the Chief Executive Officer. Organizational
charts are, fundamentally, devices to communicate and give direc-
tion to understanding. We felt that the inclusion of this "post"
on the organizational chart would help remind all concerned,
including the Chief Executive Officer, of the priority nature of
these "core" activities.

Emphasis HIithin Job Descriptions. In the job descriptions of all
cenior staff we have emphacsized the needs and specific tacsks
required to give meaning to their responsibilities in carrying out
"core" activities (see section 9).

There are a few important is=sues which have governed our conclu-
sions regarding the best structure irn regard to projects:

~ Relative Distance of Projects From C(Centre.
Generally, projects cshould remain relatively
distant, structurally, but still clearly under
the control of the leaderchip of the Secretar-
iat. If too integrally woven into the fabric
of the Secretariat, failure of a project may
threaten the organication as a whole. Hence,
actual direct individual project leadership
should be one or two ocrganizational levels
dowin.

- Project and Proposal Development MNeeds. A=
previously diecusced (csee, eqg, section 2.3.2),
project development for CHAK must be
concsidered a full-time task.

- Broadening Base of Project Development Cost
Supports., It should be CHAK policy that all
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projecte bear their fair chare of tLhe coets of
"doing projects,” az sn overhead. If not, the
recult is that project develcpment is  funded
by one source. This ray go uwnrecognized. This
is presently the casge in that "Fart &B" is
funding the Medicel Coordinator to work vir-
tually full time as "Froject Developrent Co-
ordinator.”

These issues lead ws to include a Project Development Coordinator
as a full-time, senior post cn the organizaticnsl chart (discusced
in detail 1in =section 4.4). The job descripticon 1s discussed 1in
secticen 5.

The iscswes further lead us toc recommend that, graduslly, but as
quickly as feasible, CHAK not acrcept project work which deces not
recognize the high overlteade invelwved and for which a deror 1= not
willing to cover thoze coste in a realistic way. CHAK must do this
for 1te own safety...and for its orgamizaticnal integraity (see
cection 4.6).

4.3 Structure for Administration

The IJIssues that govern our recommendaticons for appropriate
structure for effective administration, both as relationships of
personnel (ie, appearing on organizational charts) and as policy
are:

- The need for a relatively =zenior post of
Finance and Administration Manager. It is ecs-
cential that this perscn be a mature person of
the highest perconal integrity, capable of
getting along well with others...indeed of
:nanaging otheres...even those of different
temperaments. And someorne who iz a full CFA.

- The need of each of us for protection against
the temptaticone to sbuse time, money, other
resources, and power on the job.

- The responsibility of the organization to
demonstrate in ite policies that it not only
expects performance, but cares about its em-
plovees.

= The related reed to demonstrate organizational
integrity (ie, consictency in application of
policiecs).

The detaile of recommended policies are given in Appendix A. The
issue of crganitational integrity is discussed in section 4.6. The
Job of the Finance and Administration Manager i discuscsed in

=

cection .5 and again in Appendix R,
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Organizational Chart. Summing up the analysis of the previous
cections as they pertain to relationcships between senior perscnnel

-
.\9

v



resultes im the follcocwing orgznizetionsl chart. Algso ekhocwn with the
chart 1is a "thumbnsil outline" of the resporcsitilities cof ezch
csenior officer with regard toc "core" activities (we hope the
cometimes rather cevere abbreviations are clear).

‘Executivel Relationshirs v

iDirector | Bovt, KCS,etc.
momsreee Manage
E
} i ] ! } ]
b i : ! ] i
i*Cere® |} i Nurse ! edical} 1Semor | 14Projct) iFinance!
Progras 1Coordtr! ‘Coordtrd Projcts! ibevipat) i hdmin
iCoorétri E E ' i i046ic¢ri ECoordtri aFanaqera
iExechird fHakhisaE 5erine ; fkahuli i E t New | ; tNew i
! i E i Propocals 5
o ' ——— I - i
NCAIC ] ! i i ! : ! !
PNE&M i ot ~m= o= === o== G
F/aall | HUTZ HI S BT T I 1 I O LA o JACntr)  Acent!
‘Core®  ----- - - S = = iSuppl}  —---
Qfficers:tlatal 0fter!
10¢4crd t Needed Isnediately seome
----- § As projects warrant
‘CORE" RESPDNSIBILITIES:
Responding to 113 tiae 1/3 tise 1/3 tine As sany Unit
sesber -per- Coordintn Hedical Cosaunicn develpant Projs Adsinictration
ceived needs, Data Sather  Staff Coordntn  at gossible Coordinetion
Inforeation, Nurzng needs Suppls Proposal Staf Hsa Contrecpty Supply
Coordination, Coordntn  Data Gather wrig astc Capital Prijts Teaching
*Core* Over- M0IC Cotrdn to umts Training Cordn
sight, Propel writing
*Spirit of Chrie- asstnc to units

tian Service®

Executive Director. The most obvious conclusion of the evaluation
team, a& alluded to many times already, 1is the appropriate title
for the General Secretary. All of us on the evaluation team felt
that the title of General Secretary did not adequately enxpress the
recponcibiliticss of the Chief Executive Officer of the CHAK Secre-
tariat as it ha= come to be. We deliberated at length, asked many
othere their view, concsidered other ascsociatione, and concluded
that the most appropriate title was Executive Director. Thie taitle
doces express the breadth of management and enecutive respon-
eibi1lity expected. 1t alco gives a somewhat increased stature to
the post in relationships with other organizations, eg, the MOH.
Eut that ie really i1ncidental. What gives character and depth of
value tc a position is the strengthes of the person 1n that posi-
tion. Bubl titles do either direct or mi=direct, and we concluded
that the title E:ecutive Director gives much better direction.

RECOMMENDATION: He recomnend that the title Executive
Director be used for the Chief Executive Officer of the
Secretariat, instead of General Secretary, until
conditions warrant otherwise,
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Still Cereral FTecretary. Me zgain caophasize (cf cectiom 5.6) that
the Executive LDirector 12 <t11l Gereral Cecretary to the fceccia-
tien. PFut the range of management tasks 18 ¢o much wider than
might be e pected for, say, a mimmal-but-effective association,
that a title 1mplyrrg the bresader respensibility, and suggesting
more substential qualifications, 18 required.

Immediate Staffinig Needs. In the chart. the "+" symbol indicates
cur recommendations for staffing to cover i1mmediate neede:

- Project Officers. A rnew Froject Officer will
be needed (1) under the MNurcse Ceoordinator,
Zella Malhica, and (i) under the ncocw Frogram
Director, Hr. Ieaiah Kahubi, for whom we are

. recommending the title Senior Frojecte 0Qff1-

"cer. This 1s in order to release at least a
Lhird of thsir time to be =pent on CHAK “core"
sctivities.,

- A Finance and Administration Hanager who will

also be reszponsible for handling some "core"
activities which require administrative escel -
lenrnce.

- Praject Development Coordinator. This post is
needed to relieve the Medical Coordinator, and

allow full definition of the meaning of
"Medical Ccoordinator,”" especially in relation
to the ‘"cocre" activities...meeting member-

rerceived pricorities.

Hanagement Team. One of the "overheads" added by the exicstence of
project worlk is the larger number of <serior management people
required. These form the Management Team...the arganization’s
"think-tank." The Chief E:xecutive Officer must be =cmeone who can
function effectively as lesder of a highly competent team. One who
can (i) give credit to others for success...because they will
degerve credit that 1& due and, a& humans, w1ll desire credit
beyord what 1< due. And one who can (i1) accept recsponsibility for
failure, as the one who, by virtue of his post and pay, has agreed
-to do just that.

RECOMMENDATION: He recommend that one of the criteria
used for assessing candidates for the post of Executive
Director be that he (or she) be capable of functioning
mell as leader of a team of leaders, and one that other
competent people wmould enjoy working with and supporting
as the Executive Director.

The function of the Management Team is to act a= the rescurce for
thinking through what the right things are for the orgamication to
do, both from the standpoint of doing worthwhile things, and doing
things efficiently and cost-effectively. The E\ecut1ve Director
has ean ckligation to see that the members of the team...including
himeelf...explaoit their capacities to the fullest in the process
of thinlirng decicsione through until they are adequately under-
etood.
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Other fposts, derncted with the "#" symbol , sugg =t that, a=
resources become available, these slots can be filled, and the
result-preducing activities of the Secretariat be expanded.

Hedical Coordinator. As noted in other <cections, the present
Medical Cocrdinator "has functioned, in fact, as a very effective
full-time Project Development Coordinator. However, as a result,
there has been very little develcopment of the meaning of "Medical
Coordinator." As soon as the Project Development Coordinator post
can be filled, the Medical Coordinator should begin to defire that
role by carrying out such activities as follcws: defining and
articulating staff reeds of hospitalse, dispensaries and CEHC pro-
grams; ascertaining equipment needs and the best way to achieve
them: working with others to discern the best waye to commuricate,
highlight and understand comparative medical information; building
relaticnships internationally in ways that might bring in appro-
priate staff; establishing mechanisms within CHAK to institution-
alize findings in medical areas; and surely much more that we have
not thought of. Continued representation on key technical commit-
tees would still be his function, as would his medical prezence
and perspective to balance decisions by the Management Team. As

already noted, orce an effective Executive Director is found, the
replacement of the Medical Coordinator is not so urgent, and
overlap is not necessary. The present Medical Coordinator ha=s had

to provide the leadership functions of an Executive Director.
Coupling that fact with the lack of definiticn to the job of
Medical Coordinator, there is less urgency to finding a replace-
ment coordinator upon Dr. Irvine's planned retirement at the end
of 1988 than is generally perceived.

RECOHMENDATION: He recommend that, as soon as resources
allow, a Project Development Coordinator be hiredy his
role would be to develop new projects and enable ex-
isting projects for the benefit of and/or on behalf of
rembers. He also recommend that, to enable appropriate
levels of “core activities,” two Project Officers be
hired to release time of the Nurse Coordinator and
Senior Projects Officer.
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Fortunately, the <financial demands are not overly excessive, in
termes of immediate cash-flow. The money from "Fart E" for the post
of Medical Coordinator could still be used for that now-more-
appropriately—-aimed post. We hope that the "Fart A" project, FFPS
and AVSC can be percsuaded to accept responsibility for the need to
release the Nurcse Coordinator and Senior Frojects Officer, and
among them share the costs cof the two Project Officer=...and/or
that arother donor is willing to cooperate in building the insti-
tutional capacity of CHAK. Initially, of course, the funding for
the post of Executive Director can continue to come from the
government grant. [He note, however, that it Is our view that the
funding for all these posts 15 better understood as overhead of
being responsibly ynvolved in project work, and as such should be
shared amungst all donors.]

RECOMMENDATION: He recommend that, as a short-tern

neasuyre, CHAK seek funding for the two Project Officers
from “Part A” funding and FPPS/AVSC respectively.
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Appropriate approaches to longer-term funding is addrecssed in
section 4.7 below.

In consideration of organizational integrity, we again point to
the biblical idea of "wholeness,"

The New Testament Greek word is teleios: “the
state of being whole or complete.” Paul's use
of the word Is translated, Tfor example, as
“maturity” in considering Christian growth. It
is also the word used in Hatthew S for ‘“per-
fect” in advising: "be ye perfect, as vour
Heavenly Father is perfect,” as it points to
God's consistency in dealing with the “just
and the unjust.,”

Implications of this as guidance for organizations involve,
particularly, consistency and striving to avoid being deceptive.

Just as for individuals, there are many strains and stresses on an
organization’'s integrity. And there are many compromi ses
necessary. We find that organizations often do not realize that
the compromises they make actually involve their integrity: their
consistency, honesty and openness with which they appear to the
rest of the world. There is an obligation to strive to grow “in
wIsdom and stature and iIn favor with God and man.”

Consider as an illustration one of the
recommended clauses in the latest "Draft Terms
of Service" concerning travel funded by
donors: "All travel undertaken through donor

assistance must comply with travel regulations
of the donor..."

While this may be reluctantly agreed to in a contract, and as a
compromise of organirationai integrity (however small), it has
little place in the policies of an organization. Those policies,
however imperfect, must first and foremo=st be attempts at repre-
senting the underlying beliefs and principles of the organization.
What such a statement says is "as a general policy, we will bow to
the regulations of others, whether or not it is right to do so."

As an Association registered in Kenya, CHAK has agreed to abide by
some regulations cf others (ie, the government), partly trusting
that they will not strain organizational integrity, and partly
balancing potential strains on integrity against the benefit of
being able to exist. But relationships that are primarily contrac-
tual should not govern basic policy.

All organizations have an obligation, especially since more than
one individual is involved and what it does affects others than
those who =et policy...an obligation to assure that (i) our poli-
cies make every effort not to stress the integrity of individuals,
and not to openly express a willingreses to compromise. Further,
(ii) we need to make every effort to assure that relationshipe,
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contractual or voluntary with other organicatione, whether donor
or not, minimize stresses on both individual and organizational
integrity.

RECOMMENDATIONs He »make an earnest plea to donors to
find ways and seans of avoiding placing stresses on the
integrity of the organizations they are trying to help.
He urge CHAK to examine contractual or policy statements
from the perspective of their implications for indivi-
dual or organizational integrity.

With respect to the specific issue of domination of donor-policy
in travel per-~diems, we have talked with others about this and
discovered that where it has been applied, it led to grumbling and
a lowering of trust between employees and the organization’'s
leadership. And that i= precisely what organizational integrity is
about. Surely, an organization which hopes to be effective must
"grow in favor"” with the employees who work for it. This particu-
lar policy tends to produce esxactly the opposite. An appropriate
compromise might be for CHAK to accept the per-diems, pay per-
diems on the basis of CHAK policy, and place the excess in a fund
for all employees, or use it in another acceptable and appropriate
way.

Compromises. All life is full of compromises...even compromises in
integrity, wherever relationships with others are involved. CHAK,
as it deals with government, KCS, and donors will make compro-
mises. But, where those compromises involve organizational integ-
rity, they must be held to a minimum, and entered into with
reluctance or not at all. [If we seem to take this issue too
seriously, It ix because we have seen well-intended regulations of
donors lead Individuals to the point where it was easy for them to
succumb to temptations to deceive...and worse.]

Obligation as Recipient. Dn the other hand, CHAK has an obligation
to recognize its own potential and the potential of its employees
for s=infulness, and must build into its policies structure which
minimizes any tendency to abuse the resources that donors have
genercusly provided. And temptations are substantial to abuse the
use of money, time, resources such as vehicles, and authority.

We have already made recommendations concerning funding in the
short—-term (section 4.5).

We see the needs for survival for the long term as the approcaches
taken (the structure) to maximize the opportunity for (i) long-
term availability of funding for carrying out activities that CHAK
believes are (ii) worthwhile and can do well.

- CHAK. should engage in projects for which it
has, or can find, appropriate personnel, and
which are high member-perceived priorities for
activity.
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- CHAK cehould =eek (i) to spread ite donor ba=e,
and (ii) to seek individual projecte (inclu-
ding current onecs) to bear a responsible share
of overheads as overheads. '

To illustrate the need for the latter, had funding for “"Fart B"
stopped for some reason, that would have meant that the <funding
for the key person for all project development would have ended.
Chances for long-term =urvival would be substantially higher if¥f
each project had paid overhead which covered an appropriate share
of overheads. Then, if "Part RBR" funding had =topped, there would
be no panic because Dr. Irvine’'s funding had stopped. In fact, if
those overheads included even a small amount for covering "rick
costs,” and the building of reserves, movement towards financial
stability and 1long-term <eurvival would bhave been even more
appropriate.
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We can approach understanding of overhead costs by considering the
differences between a CHAK Secretariat structured to make possible
growth—through-projects, as in 4.4 above, and a CHAK Secretariat
operating on a fraction of the government grant (as it had been
doing before project work began). We do assume, though, that for
comparison, the work done would be, in either case, an effectively
managed Secretariat...where CHAK should have been without the pro-
jects as compared to where CHAK should be with projects.

- Without the projects, the complexity and
demands on the Chief Executive would be signi-
ficantly less and his most important task
would be to assure that appropriate relations
with government were kept up so as to assure
the grant and reazonable coordination. (The
difference might be a third to a halt of the
total cost of sustaining the proposed Execu-

-tive Director, Iincluding all salary, benetfits,
as well as office space, value of all resour-
ces which could be otherwise used, etc...total
in the vregion of perhaps KShs 250,000 teo
400,000 per vear.1

We pause in this listing to make an important point. In making
similar analyses in the past, the figures have been misinterpreted
to mean that this ie the value of the person to the organization,
and that, therefore, they should be getting closer to this figure
in pay. Thie is, rather, the cost of employment to the employer.
In the developed world, it typically costs from 2 to 4 time . the
salary to employ someone (in some cases substantially more). In
most cases in the developing world, the figure is usually higher
than 2 to 4 times, because of the generally lower level of sala-
ries relative to the costs of other resources.

‘- Without the projects, the need to speed the
growth of "core" activities would not exist,
and they could grow at a slower pace, [Seen as

the need to free people Tor work on core

activities, In the region of a third of the

total cost of sustaining the cost of the
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Medical Covrdinator, the Murre Coordinator and
the Senior Projects Orficer. In the region of
KShs «0C,000 to 200,000 per vyear.l

— Donor needes for accountability require the
Finance and Adminiestration Manager and an
excellent accountant. Without the projects, a
competent ' CEO would be all that would bLe
needed. [Added cost Is that of the Finance/
Admin Marager and an excellent accountant.
Perhaps adding 700,000 to 1,200,000 per year.l

- The project/proposal development function is
fully a project-related overhead...the cost of
sustaining the FProject Development Dfficer as
an employee. [Another 400,000 to o00,000.1

Generallyy other <c=taff costs are considered not to be overhead.
Within a wide range of numbers of projects, you will need to have
the above staff and coste. But, in theory, as specific projects
come and go, vyou can let those contracted staff also come and go,
except for the need to build reserves due to the risk. For
example, if a project folded, you would have to dip into reserves
to cover (i) that ‘project’'s portion of each of the above costs as
well as (ii) other "wind~down" costs. We have suggested, earlier,
that an appropriate level...for reserves...might be half the
operational (ie, implementation unit) expenditures of the largest
project. In the present case, that suggests reserves of order a
million shillings. Amortizing this reserve as an annual cost
suggests 10 to 25%Z of that figure...of order KShs 100,000 to
250,000 per year.

Total Overhead Allocable to Project Hork. If we add all these
costs, we reach the conclusion that a total, realistic overhead
cost for CHAK to do "project work" at the levels proposed in the
region of KShs 2,500,000 to 3,500,000 per year.

This is the overhead required to handle something in the region of
KShs 7,000,000 to 10,000,000 (gross funding) of functioning pro-
jecta. This is estimated by noting that "Part B" is virtually a
donation to overhead and not a directly result-producing project,
except for about a quarter million shillings going to communmity
health. The major functioning projects are "Part A," FPFS and
VSCEFP, which totalled about KShs 7,000,000 in 1987. Assuming the
same overhead could handle 30% to 40% more in projects, while
keeping up appropriate levels of "core" efforts, and without
further beefing up, as, for example, with a competent assistant to
the Froject Development Coordinator, we reach KShs 10,000,000
worth of projecte.

While these are, of course, fairly rough estimates, they do sug-
gest that realistic overheads are in the region of several tens of
percent of total project value, perhaps as much as SO4.

RECOMMENDATION: He recommend that CHAK and donors to
seek diligently to spread these overhead costs amongst
projects, and see that these costs are fully and Tairly
covered. He note that because of the needs of CHAK's
constituency, it is thoroughly unrealistic to expect
CHAK to make a "local contribution” to the project,
other than efforts of a truly volunteer nature.
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Currentliy, at least cne of the projects 1ndicates that 1S% of the
cost of the Medical Coordinator is a "CHAK contribution.” 1In
reality, because that project did not carry 1ts share of that
particular overhead cost, another project ("Fart E") bore the
cost. Ry far the best way to handle this...in a way that enables
maximum openness and organizational integrity...and in a way which
maximizes financial stability and the probability of long—-range
survival, 1is (i) for each project to recognize that CHAK cannot
make a realistic "local contribution, and (ii) for each project to
pick up a fair share of all overhead costs.

The Ideal Long—Range Solution. ldeally, in the future, the need
for projects will decline, and only basic "core" activities of a
stable CHAK would be needed: coordination; liaising with govern-
ment; etc. CHAK, in such circumstances, should be providing limi-
ted but -excellent services with a small staff...cervicee of <=uch
value that members could armd would willingly pay for them...ulti-
mately out of fees. We suggest that a major feasibility study to
discover whether fees might be substantially raised, without
reducing overall cservice, would be worthwhile.

RECOMMENDATION: He recommend that the CHAK Management
Team consider seeking funding for one or more feasibili-
ty studies on appropriate fee structures for optimal
service to the rural poor. Specifically, to better
discern the impact of increasing fees on overall quality
and quantity of services to the communities they are
serving and hope to serve.

One perspective on organizational development is to realize that
the strengthening of CHAK can be understood a= a project. Ue
would see major projects which go to meet member needs as
eminently appropriate projects for which to actively seek funding.
For example, major training, such as for Regicstered Community
Nurses. In the early thoughts of the evaluation team, in fact, we
considered the idea of a Training Coordimator and/or Training
Officer. In the end, we felt that it was far more appropriate for
the CHAK Management Team to reflect on the lict of member needs,
choose the most important, and approach donors to fund meeting
those needs as a project.

RECOMMENDATION: He recommend that the CHAK Marnagement
Team, as soon as realistically feasible, begin develap-
ing projects aimed at meeting member—-expressed needs.

There 1is nothing wrong with blending "cére" activities with pro-
jects to make rapid gains in meeting member needs. As noted
earlier, to the extent that projects visibly meet member-perceived
needs, they merge with "core" activities very productively.
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Fecommended basic job descriptions for the key Secretariat posts
are contained in Appendix B. 1In this section we highlight the key
elemente of each job. In the cacse of the Executive Director, we
also indicate the recommended process for recruitment.

We note that, as high level positions of the organization, the job
descriptions and discussion of jobs will be hore often couched in
terme of "responeibility for assuring that something is done..."
rather than "“"doing that something..."

Christian Love Applied in a Management Context. The =story of the
Good Samaritan, as Christ’‘s response to a very direct request for
a definition of "love," makes it clear that to love is to care for
others actively. In a management context, to actively care for
subordinates, superiors and colleagues is to actively enable them
to proddce worthwhile results. And managers do that be=t by
example, through integrity, through effective administration,
through steering the organization to worthwhile activities, thus
enabling all to be doing worthwhile, satisfying work. And the fact
that the relationship between Israelites and Samaritans was hardly
positive makes it clear that love applied in a management context
must be wunderstood as enabling others;, whether or not we like
them.

S.1 Executive Director
Because of its importance, we have spent more
time and care on this job than others. Much of
what follows is an ”“amplified job descrip-
tion.” As such, we suggest that it be given to
prospective candidates betore interviewing.

S.1.1 Key Job Elements

Purpose. The purpose of the job of Executive Director (ED) i=s to
assure that activities which work to fulfil the purposes of the
Association are carried out with maximum effectiveness, and to
seek to extend the organization’'s capacity to carry them out.
Those CHAK purposes are (i) to "foster a spirit of Christian love
and service to all in need, as witnessed in the life, teaching and
example of our Lord Jesus Christ;" and (ii) to ‘'"develop, within
available resources, the higheet level of (a) promotive, (b)
preventive, and (c) curative aspects of health care.” In working
to do this, the ED must assure a balance of activities in each
area of Association purpose. The ED must also, on a continuing
bagis establish CHAK as a leader in articulating and understanding
health priorities for kKenya.

General Secretary. The Executive Director serves a= the Secretary
to the Association, in accordance with the Constitution.

The “Core” Job. As the highest priority for the next several
years, ‘and as a continuing very high priority, the Executive
Director must aszsure rapid movement towards meeting member-
perceived needs. The original job, as General Secretary, exists as
a result of the need to preszent a single point of reference in
relations between members of the Ascsociation with the government,
particularly i1n regard to receipt of a government grant given each
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year to the Association for distraibution to member facilities 1in
an equitable fashion. The value of coordination, such as provision
of relevant information on the activities of each unit to all
units, was also seen. Finally, it was hoped that such a central
point of reference might be able to help meet <etaffing needs,
seeking both local and overseas personnel. Over the years, it has
also become clear that other functions could have and should have
been carried out more effectively, such as: visitation of units to
discover members’ needes; encouraging unite which might learn from
each other to get-together and share; arranging for appropriate
eeminars for administrators, nursee, etc; seeking needed equipment
for units; carrying out evaluations; serving as a focal point for
standardization of administrative procedure=s. At the top of the
list of needs is, and for years has been, finding ways of improv-
ing the financial situation of the members.

Two major factors have led to increased awareness of the need for
exceptional capability in a Chief Erxecutive Officer:

- First, for a number of years, the functions
relating to relations with government, coordi-
nation, and staffing have not been effectively
carried out. The government grant has been
severely cuty coordinating information is of
far less value than it should be; and there
has been little Secretariat initiative in the
provision of member-perceived staff needs.

- Second, donor agencies have, over the last
five years, shown interest in working with and
through CHAK to carry out activities of value
to the health of the people of Kenya. CHAK has
been able to respond to and capitalize on that
interest, and ise now operating cseveral pro-
jects of substantial value with donor support.

Balance “Core” Activities and Projects. The =ituation has arisen
in which the "core" activities, not dorne as effectively in the
past as they should have been, have fallen grossly out of balance.
Yet there i=s continued great value for carrying out and extending
projects to the benefit of the people of Kenya. One task of the
Executive Director is to assure that (i) "core" activities as
defined in this report are carried out with excellence and (ii) to
assure that projects are carried out and extended with excellence
and cost-effectiveness, for the benefit of the health of the
people of Kenya. Balancing “core” activities with projects, at the
present time, means urgently improving the performance of “core”
activities as the highest priority, but retaining forwmard motion
on projects as a steady priority.

Government Grant. The Executive Director must =zee, pragmatically,
as the highest priority of all, the capacity of the Secretariat to
retain and increase the flow of resources to the units via the
government grant...and more generally, through a wide spectrum of
government resource flows. Considering the pictorial repre=zenta-
tion of financial flows (section 2.3), the grant is still the
largest factor in terms of unit needs and perceptions...and right-
ly €0, The Executive Director must have the pesrconality and per-
sistence to aszure that the grant remains and increases. In admin-
icstering the distribution of the grant, the Executive Director ic
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recsponsible for assuring its distribution according to policies as
set by the Executive Committee (eg, the Grant Distribution Formu-
la). It is also the task of the Executive Director to become
familiar with circulars from government and the government gazette
on health and other matter=s, and to keep members promptly and
appropriately informed.

Building CHAK Influence. CHAK's ability to influence government
decisions, and the decisions of other major institutions, is, as
evidenced in connection with the grant, woefully less than it
should be given the magnitude of health work done by member= of
the Association. We have noted elsewhere the lack of influential
Christian lay leaders in business and government =serving CHAK in a
voluntary role, and fostering the ability of CHAK to appropriately
influence the decisions of others nationally and even interna-
tionally.-. It is a priority function of the Erxecutive Director,
advising and receiving counsel from the Chairman and Executive
Committee, to steadily build this capacity. It is & specific task
of the Executive Director to spend substantial time and energy
towards this goal, and to specifically work with the ExCo and
Chairman to build an effective Advisory Council. We note that as
leaders are found, their counsel and advice can be sought in
seeking other leaders to serve as volunteers.

Lead the Management Team. The primary relationship between Execu-
tive Director and senior staff is as leader of and coclleague to
other members of a Management Team. The Executive Director has the
responsibility to lead a group of leaders. Each will have =trong
and valuable views. The Executive Director should be able to take
counsel, as well as give it. He should be able to give credit more
than take it for himself. He should be able to take the blame
rather than to pass it on to others. He should be able to respect
the quality of ideas more than the level of position, particularly
his own. He should be able to overcome likes and dislikes and
focus on quality of performance of subordinates. He should be able
to delegate, letting senior staff run their own programs, yet
exercise leadership and guidance by the way he himself performs.
The Executive Director should have a high level of initiative
himself, and appreciate and encourage initiative in others. The ED
has the final <=ay, but zhould only have to exercise that <cay
explicitly with great rarity. One of the first and continuing
high-priority tasks of the ED is the formation and nurture of the
Management Tean.

Leading Other Staff. Though this functior is largely delegated to
other management-level staff, except for those directly responcsib-
le to him, he must be accessible to all staff. Much of this
function is also delegated specifically to the Finance/Administra-
tion Manager, but he must aleo be accessible to all staff. He must
assure that the Association demonstrates care for staff in pola-
cies and procedures; that it requires staff to work conscientious-—
ly and diligently; that the organization, through leadership and
policy, draws on the gifts and strengths of people, and that by
ite policies and controls, minimizes the impact of the tendency of
each of us to fall to temptetion to abuse use of time, money,
vehicles, and other resources. And the most important way he does
this i by demonstrating the highesat integrity himself. It is the
task of the ED to assure that all staff understand the purposes of
the As=ociation, and how their job works to help fulfil those
purpocses.
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Administration. The maintenance of respurces necessa-v to enable
all staff to function effectively, from the most memial to the
most expensive and sophisticated, is virtuallwv fully delegated.
All are important. Making sure that all statf have functiocning
"tools" (whatever that may mean for each staff) 1is another
critical * function of administration, for which the Executive
Director is ultimately accountable, and will alwaye be held
accountable by all staff at all levels. The Executive Director
must, therefore, work closely with the Administrator to assure
that administrative functions are carried out in a timely fashion
and are otherwise truly enabling of all staff at all times.

Management Information. The Executive Director must lead the
decision-making process at the Secretariat. This implies that the
Management Team must be able to discern (i) what are right activi-
ties, appropriate to the purposes, meeting member -perceived needs,
and beneficial: and (ii) whether activities can be carried out
with appropriate cost-effectiveness. This implies that one of the
tasks of the Executive Director iz assuring steady movement to-
wards increasingly useful management information. For example. we
have elsewhere recommended multiple budget and income/expenditure
statements. An illustration would be the analysis of expenditures
into “core” and non-“"core” analysis columns. The Executive Direc-
tor, with the help of the Management Team and outside counsel,
must work towards discerning the most meaningful ways to under-
stand the costs the Association incurs, the money flows, and the
groupings and categories of those costs and money flows...and the
most meaningful ways of articulating and gquantifying results. We

have noted the value in analysis into "core" and non-"core." UWe
have also carried out analysis into “"transport, personnel and
other." Consolidated statements with analysies into individual

projects is also recommended. It is a task of the Executive Direc-
tor, with the help of the MT, and particularly the Finance/Admin
Manager, to discover other useful, meaningful anal yses. It is
noted that, for most of the analyses, approximation is very appro-
priate, and the actual calculations are quite easy, literally
taking only a few minutes. The most difficult and most important
task i= discovering what analysie will yield understanding.

The Aim of Management Information: Understanding. All this is to
the end of enabling the Management Team (and, ultimately, the ExCo
and AGM) to understand what CHAK Secretariat is doing, can do, and
should do. It is the Executive Director’'s responsibility to asaure
steadily increasing understanding, quantitatively and qualitative-
ly, of what CHAK is doing, can do and should do.

Computers. We caution that qualitv of i1nformation is far more
important than quantity. and that the judgement of competent.
experienced people is likely to be more valuable than quantitative
analysie. Thie should be a guide to any future use of systems
capable of producing large quantities of i1nformation.

Further, there are high capital and sustained costs asscciated
with computers. These costs tend to get 'locked 1in," because
the dependency that ic generated is not necesearily related to
their value.

RECOMMENDATION He recommend that any wmovement to
“computer ization” take into account the exceptionally
high costs and risks involved, and the rapid dependency
generated.



We have attached a recent CORAT newsletter im whych we discucs
some of the caut:ons nececssarv 1n agplying computerc. In particu-
lar, 1¥ and as CHAK moves towarde i1ncreasing uvee of computers.
both at the Secretariat ang in the umits, it must carefully ascer-

tain (i) what the true and realistic level of overhead costs are
in connection with using computers and (ii) how those overhead
costs can be sustained after (&) the funding tor the ‘“project"

which initiates their use ceases and (b) after the Secretariat ‘or
wnit) has become dependent upon them. Wrestling with this isczue 1¢
likely to be a significant, cspecific task of the Executive Direc-
tor and the Management Team over the next few yearcs. Without very
large resources in staff and money, and guaranteed virtually
indefinitely, it is wvery dangerous for small organizations to
become dependent on computers for anything other than spreadcheets
and wordprocessing.

Hanagement Information to the Units. It is the reeponsibility of
the Executive Director to ascsure excellence in the collection o+
data from the units, in its anpalysis and prompt feedback of that
data to the units; and to constantly =seek to improve the qualitwv
of the information fed back to units. It i=s worth noting that all
the specific suggestions are management information... information
which will help units te manage themselves better: Data on unmit
performance, both financially and medically; fee scales; salary
structures; etc.

Other “Core” Tasks. The Executive Director must assure regular
contact between members and Secretariat senior staff. He must get
to know the units well. Visitation is an important activity for
all senior staff, and a prereqguisite to undercstanding unit needs
and appropriate other "core" and project activities.

Annual Conference. The annual conference, held at the time of the
ABM, represents a major copportunity for carrving out many core
functions, and it is the responsibility of the Executive Directer
to assure its excellence and careful planning. This year, there 1=
to be an eintra ABM, in connection with the changed fiscal vyear.

RECOMMENDATION: He recommend that another conference be
held at the planned September AGM, and donor funding be
sought for this. It represents a significant moment for
bulilding the institutiornal capacity of CHAK.

Seminars, etc. As a "core" activity, it is the recsponsibility of
the Executive Director and the Management Team to assure that
appropriate seminare, workshops and other courses are held. Of
particular note is the need for regular meetings betweern adminis-
tratore for sharing. Similarly, other categories of unit staff
would benefit from similar workshops.

Responsiveness to Member Requests. The relationship between the
Secretariat and the units must be governed by responsiveness +to
unit requests and needs. The Executive Director must assure that
the Secretariat is and 1= perceived to be an entity that "+ollows
through" on member requests. As of early 1988, the members
perceived their common needs as follows:



CAFITAL STAFFING

Finance Qualified staff, particularly KEN
Staff housing Fecruitment of staff
Vehi'cles Christian cstaff
Subsidized staff
Doctors
TRAINING

Training for unqualified staff

Training in general, including scholarships
Training for adminictrative =taf+f

Training for chaplains

INFORMAT I0ON
Far better general information (statistics,
fee structures, salary scales, etc)
Information on government policies
Mewsletter (useful, not just words!)

MANAGEMENT ASSISTAMCE
Advisory services (planning, evaluation,
hospital management information)
Froposal writing assistance
EQUIPMENT AND SUPFLIES

LIAISON Equipment (including
Better liaison with government arranging sharing)
Liaicson with church bodies Expedited drug supply

Projects. The Executive Director =hould, with the Management Team,
work to develop projects that are either of direct benefit to
members, or are worth carrying out on behalf of members. Further,
that a significant fraction of projects directly and substantially
benefit members. As an agency that has become expert in project
management, it should offer praject management =ervices to mem—
bers, and actual proposal development services for members. (It is
noted that this is a categeory of activities which could grow very
rapidly, necessitating Iincreased project development starr.l

Units and Projects. CHAK should protect its memberes from becoming
too ‘"project-oriented." The Secretariat staff should include a
substantial number of competent project-oriented people. On the
other hand, the gifts and skills of staff of units are in actual
health services delivery. Except for actual field proiect manage-
ment, CHAK Secretariat should endeavor more toc provide project
development services rather than to teach staff of member units to
do project development. Thie =imply makes their job more complex
and, for the most part, draws them away from what they do best:
health service delivery. Even at the level of field project man-
agement, CHAK should work hard to make the field manager s manage-
ment job easier. Often, +for example, a CEHC project manager ic a
KRN with skills and interestg far more oriented towards health
than, say, collecting and reporting meaningful information about
the project. CHAK should develop methods which make the work of
project management increacingly easzy and less complex, vet of
increasing value, so that such managers can concentrate energies
on what they do best. (See, also, section 2.1.4.)
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In examining what sort of person could effectively tackle such ‘&
Jjob &= detailed above, it becomes clear that the primarv
gqualifications must include:

- Mature Christian faith.

- Demonstrated executive competence. Candidates
should have substantial management experience.

- Capacity for leading others of high capabili-
ty, especially in creative thought. A post-
graduate degree or its equivalent should be
congidered mandatory.

- Integrity. Initiative. Decisiveness. Ablility
to delegate. @Ability to work with and lead a
Management Team. Fersistence.

- Experience in relating to many organizations
so that he/she will be able to competently and
quickly develop excellent relations to the
units and to government, donors, etc.

~ Experience in project management and/or
project development at some time would be an
asset.

- Experience in health-related agencies.

Ve have noted in section 3 that a Search Committee be established
as a subcommittee of the ExCo; that the first task of that commit-
tee be to seek an Executive Director for the Secretariat; and that
there be significant co-opted representation on that committee of
Christian laymen who are respected professionals. VWe suggest the
following as a basis for deciding the composition of the Search
Commi ttee:

~ The Chairman and other members of the ExCo.
- Une or two representatives of the Secretariat.

- Dne or two respected lay Christian profe=s-
sionals, one of whom could be considered a
"technical expert" in =eeking an Executive
Director <{(eg, an experienced executive with
wide contacte).

- One member of the present CHAK evaluation
team.

We make the latter suggestion since at least four members of that
team have now given very substantial thought to desirable quali-
ties of an Executive Director for CHAK, and the ExCo may wish tco
take advantage of the knowledge =o gained.

Steps in Recruitment. The follpwing steps are recommended for the
recruitment process:



Enecutive Committes establish Search Lommittee.

Step 1

Step 7 - Flace newspaper &ads based on above criter:ia.
Solicit candidates by personal contact.

Step 3 -~ Two members of the Search Committee (including
one of the co-opted members) review all
applications and prepare a list of "possibles."

Step 4 - The Search Committee have, at its first full
meeting, the following agenaa: (i) review the
list of "poscibles" and <celect a chortlist of
the five apparent best for interview; (ii)
prepare a final checklist of questions for
interviewing candidates; (iii) prepare with a
Eible study. [He suggest using biblical pas-
sages where leaders are chasen, such as Exodus
18:21, 22; 1 Timothy 3:1-7; and Nehemiah 4:c,
and that the Chairman lead the study.l

Step S5 - Search Committee interview the candidates and
rank candidates. Reflect on the rankings,
and. ..

Step & - Check references and negotiate with best

candidate.

Appendix C is offered as a draft checklist for interviewing candi-
dates.

e e el T e e ama e e o o — o o v

As one reflects on the structure, and realizes the extent to which
senior management must work as a team, and then reflects on the
job descriptiones, it becomee clear that each job description will
have a major common element: "As a member of the Management Team,
it ie the responsibility of (the particular officer) to ...."

This section details those responsibilities. It is the
responsibility of membere of the Management Team (MT) to delibe-
rate together:

- to assess and articulate priorities for the
direction of Secretariat activities in light
of the purposes and objectives of the organi-
zation {(with which he/she should be familiar).

- to develop appropriate strategy for carrvying
out core activities: coordination;g liaison;
meeting member—-perceived priorities,

- to develop appropriate strategy for projects,
especlally those directed to "core" activi-
ties.

- to allocate important core activities amongst
the various MT memberse in accordance with
particular giftz and =kills of members. Mem-



bere ot the MT are eupecied to te recsponcsive
to carrying core respaensibilitiez. Members are
expected to:

e a living Christian witnese to the
fact that the Lord has cho_-<n you to
cerve Him through work with CHAK Secreta-
riat, and honored you with a place on the
Management Team. To demonstrate in your
work your understanding that you are
working for the Lord Jesus Chriest.

Vieit member hospitals and other units to
assess needs, pass on communications.,
near requests. To be willing to spend
substantial time in the field doing this.

Assist in developing, planning and carry-
ing out workehops and seminarec.

Assist units in meeting their needs with
particular requests for assistance.

Develop CHAK Secretariat formats for
gathering data, and assisting with gath-
ering and i1nterpreting that information.
Assisting units to make the task of pro-
viding the information easier.

As priorities are developed, to become a
persuasive proponent of those priorities.

Through collegial cooperation, to enable
other MT members to fulfil their respon-
sibilities more effectively.

Make vyour particular gifts and skills
available to other MT member= as they
need them.

FRegularly pray for each member of the MT,
and eepecially the Executive Director.

Review member unit activities, advising
and encouraging as appropriate.

Foster good relationships amongst units.

Aasist members in the implementation,
management, control and reporting of
projects.

Be willing to spend substantial time 21n
the field working with membere.

Each MT member ha= considerable gifts and skills, and the
principle of allocation of particular tasks dependent upon those
gifts, skills and i1nterest=s makes detailed job descriptions both
(i) less necessary and (ii) less important. Each team member will
often find him=elf or hercelf responsible for oversight of one or
more projects and their staff, or even responsible for a task
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which one might normally thinh to be the dutw of snother. Normal -
ly, thoze projects would be manageo directly by & Froject O++ficer.

Final Accountability. The Enecutive Director i1s fully accountable
for decigions of the MT, and therefore has final say. RAs a team
leader, he should, 1in principle, never...or only with extreme
rarity...have to explicitly enercicse that final say., and then with
regret. Members of the MT are accountable to the Executive Direc-
tor, and through him, to the ExCo.

Multiple Accountability. The CHAK Management Team is composed of
leaders with interlocking and overlapping responcsibilities. One of
the implications of this is that staff at MT member level and
below will be accountable to varioue MT members. Though each
person (eg, Project Officer, Accountant, etc) will have one MT
member through which he or she is accountable, he or she will be
accountable to other MT members for specific functional areas.

For examgle, conzider a project with a Project
Officer wunder the 3r. Projects Officer. IT
that prorect involves nursing, the Project
Officer Is accountable to the Nursing
Coordinator Tor assuring that he/she gets
appropriate adwvice on those nursing aspects,
keeping the Nursing Coordinator appropriately
informed, etc,

An excellent source for discussion of the need for multiple
accountability is High Output Mapagement, by Andrew Grove. It ic
available in Nairobi at several bookstorec.

9.3 Medical Coordinator

The existing job description for the Medical Coordinator is
basically sound. In retrospect, it is clear that it really
contains both the jobs of the Medical Coordinator and that of the
Project Development Coordinator. It is no wonder that the job of
Medical Coordinator has yet to truly be defined.

Need for Definition. Just what the full range of tasks for the
Medical Coordinator <chould be will be given agreater definition
when time can be given to it. Visitation of units to assess and
prioritize medical needs: make recommendatione to the Management
Team and Project Development Coordinator: develop means of enab-
ling better staffing of the units; develop meane of enabling
better medical management at units: coordinate and enable sharing
as part of Management Team:; etc. After taking the time to ascer-
tain the full scope and potential of the job, the Medical Coordi-
nator may alsoc have oversight of one or more specific projects,
each of which would have a Project Officer.

The Medical Coordinator is responsible for assuring that health
priorities are thought through by CHAK members and the MT:; for
assuring that appropriate actions are taken; for taking the ini-
tiative in suggesting appropriate alternative actions, with due
regard for a balance of attention to promotive, preventive and
curative care.
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Since mocst hospital CEQe are medical professionals, he has
responsibility for assuwring appropriate azsi1stance to thecse CEDs
in developing their management capabilities. )

S.4 Nurse¢ Coordinator

The Nurse Coordinator is a member of the MT and responcsible as per
5.2 above, with particular reference to activities which involve
nureing and nurses. The Nurse Coordinator has the recponsibility
te both initiate counsel and give it on request to all CHAkK
officers as appropriate, keeping the appropriate MT members
informed.

The Murse Coordinator is responsible for assuring that appropriate
data collection, analyeis and feedback involving information of
value to nursing is carried out within CHAK Secretariat. General-
ly, this is likely to mean advice, requests and discucscion with
those o©on the MT who have been allocated responsibility for the
actual collection, collation, analysies and feedback process.

As per other coordinators, the Froject Development Coordinator
(FDC) is a member of the MT. He has primary responsibility for the
production of all project proposals. He has the re=ponsibility for
assuring the development of realistic and meaningful analyses of
effectiveness of projects, including, with the cooperation of the
Finance and Administration Manager a= well as the rest of the MT.
the cost-effectivenese of all projects. In close collaboration
with the Executive Director, he is responsible for coordinating
relationships with donors. He is responsible for coordinating
assistance to units in enabling their projects. He is responsible
for assuring timely reports to donore, with the cooperation of all
MT members.

For example, Project Officers would normally
write reports Tor their projects., have then
reviewed by the overseeing HT member. The PDC
would offer advice, counsel, and direct assis-
tance dependent on the giftts and =zkills of
Project Officer and HT member. HMT members
would, Iin any casze, keep the PDC informed and
assist him Iin assuring good records and infor-
mation on projects.

The FPDC ic responsible for assuring development of health project
formulation amongst CHAK members, and for ascsisting them 1n
funding, implementation, management, evaluation and reporting.
with due repgard for the need to enable member gifts and skille to
be used to the fullest, and that those gifts and <kills may not be
1n the area of project management.

In project design and proposal development i1nvolving MT members,

he should assure that there are sufficient project staff to retain
at least a third of MT member time for "core" activities.

In addition to being an MT member, the Finance and Administration
Manager (F/A) 1i=s responsible for as=uring the development of
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Appropriete admimistrative policies. 1n collaporation  with the
Executive DLirector and MT. #He note thal a guiding princicle 17 the

Jevelopment ot alterratives; Ttor evample, In pension schemes or
hespirtalizationr schemes.,

The F/A° is responcsible for management of all funde: receipt,
control, investment, and administration for the benefit of the

fssociation. He 12 accountable to the Executive Directer and ExCe.

He is responsible for all financial and administrative records,
and for keeping-all MT members and Froject Officere informed on
the status of appropriate project expenditures vs budgets on a
monthly bacsis.

He will have the primary responsibility for developing multiple
analyses of financial information (budgets, income/expenditure
ctatements) ; for carry:ing out cost-effectiveness analyses: for
developing policies which assure the honest as well ac wise use
(in collaboration with memberes of the MT) of funds. He must.
therefore, be a person pf unimpeachable integrity.

He is responcsible for management of subordinate staff <cuch as
drivers, cleaners, copy-typirsts, receptionists and all those not
assi1gned <cpecifically to other senior staff. He must assure that
all subordinate <staff are familiar with the purposes Aand
objectives of the Association, and how their job worke to fulfil
those purposes. As manager of subordinate staf+, he must be able
to manage people well, and have & pereonality able to get along
weell with others at all levels.

Within the MT, he has primary responsibility for assuring that
appropriate training for administrative manageres in the units is
thought through and acted uwpon; and for the development of
appropriate standard administrative procedures and policies.

The post of Senior Frojects Officer 1s for one of equivalent
capability to coordinators, managing multiple projects, and of
sufficient breadth to be needed for the Management Team. He i1c. as
the others, expected to be able to devote substantial time to

"core" activities. Hi= primary tacsk would be to manage multiple
projects, or projects large enough to warrant very senior over-
si1ght. It is quite possible, if and as CHAK project work growe,

that there may be more than one Senior Frojects Dfficer.

IMPLEMENTATION

As  and to the extent that the recommendations in this report are
adopted. we recommend the following as elements of effective 1m—-
plementation of the recommendatione.

e recommend that the Executive Committee take the following
steps:;



1" Establicsh the Search Committee to recrurt  an
Executive Director +or the Ascsociat:on.

2) Implement a subcommittee teo recommend approo-—
» riate changes in the Constitutiern.

3) Establich appropriate subcommi ttees, and
recaoncstitute the Finance and General Furposes
Committee with appropriate co-options. #Among
subcommi ttees could be an (i) Establishment
Committee and a (ii) Mominatione Committee. It
may be important to constitute this committee

garly, as a task force tc nominate co-options
to the ExCo and its subcommittees, and well as
to establish an Advisory Council. (It ceems

likely that after a year or so, the Search
Committee should merge into thies Nominations
Committee as a permanent subcommittee.)

4) It may be valuable to consider authorizing
extensicon of the present evaluation intoc an
implementation =stage.

funding to Build CHAK's Institutional Capacity. We recommend that
the present Acting General Secretary and Medical Coordinator seek
funding from an appropriate donor for this implementation, with
particular reference to the following functions which are critical
to building the institutional capacity of CHAK. This can be
developed as a project.

- Wide dissemination and teaching of the pur-
poses of CHAK and its roles and functions, and
current position; and, as found appropriate,
the findings and recommendations of this eval-
vation. A particularly important point at
which to do that would be at the September
AGM/conference. As what amounte to an extra
AGM and conference, due to the change in
CHAK's fiscal year, and thus a financial
burden at an awkward financial time, donor
funding of the September AGM/conference is a
highly appropriate contribution towards
building 1institutional capacity. It may be
appropriate to also arrange smaller meetings
at other times, such as with hospital adminis-
trators, for the same purpose: and on an even
more individual basis, meetings with hospital
and wother unit CEDs. The widest possible
understanding of CHAK, ite present role and
its potential, 1s of utmost importance to its
future capacity.

- Similarly, the subcommittee meetinge over the
next one or two years and those of the Advi-
sory Council are appropriate and exceptionally
important meetings which will represent a
substantial financial burden if done well. To
help assure that they are done well, they
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represent  other haighly approprate +umctions
for donor funding.

Funding of Project Orfficers. The AQBS and Medical Coordinator
should begin immediate negotiation with FPFS amd AYSC to make
provision for Project Officers to free time for the MNurse Coor-
dinator &nd Senior Frojects Officer for "core" activities. They
should, further, begin dialogue with these two funding sources to
move towards funding of overheade which will result in greater
financial stability and increased potential for the long-term
survival of CHAK.

Funding of Finance and Administration Manager. For the short term,
the AgGES and Medical Coordinator should =eek funding from any
appropriate donors for financing the Finance and Administration
Manager post. This should include exploring the possibility of
including this cost in renegotiated contracts with FPPS, AVSC and
wther present projects. For the long term, they should begin
revision of future project budgets for more appropriate coverage
of this overhead cost. We note that the evaluation team considers
the filling of this post of priority second to that of Executive
Director.

Funding Other Overheads. Although the Executive Director could be
covered within the government grant, it is an important precedent
to establish that a part of the cost of the ED is a project
overhead, and recognized a= such. We suggest that a third of the
total cost of the ED be included as a part of an institutional-
capacity-building project. Dialogue on the queetion of the need to
build reserves, and the acknowledgement of CHAK'as inability to
make actual local contributions, should begin immediately. Solu-
tions should be sought which (i) do not place a strain on CHAK's
integrity and (ii) contribute to long-term stability by moving
towards spreading the cost amongst donors and (iii) spreading it
in & way that reflects the difference in contribution to overhead
costs between types of donors (eg, international church vs inter-—
national- secular donor agencie=). At least one ‘“core" vehicle
should be sought.

We further suggest that the AgGS and Medical Coordinator reflect
on other aspects of short-term institutional-capacity-building
that may have been overlooked, and include them when =eeking
funding:

RECOMMENDATION: He recommend that CHAK seek to fund a
project to Build CHAK's Ipnstitutional Capacity as a
major contributor to the provision of appropriate health
services. He recommend that funding be sought as out-

lined above.

Extension of Evaluation. 1t may be appropriate for the AgBS and
Medical Coordinator to seek funding to extend the present
evaluation into an implementation phase, and perhaps into a phase
of continuing cooperation and evaluation.

61
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Cther actions for the future development of CHAY. Secretariat,
including many of the recommendations of this evaluation, are
properly the function of the future Evecutive Director and Manage-
ment Team. We do recommend that they think through possible pro-
jects which could be understood as further extension of CHAkK ¢
capacity as a valid type of project.

All of the evalution team wishes the Manage-
aent Team and new Chief Executive Officer well
as they build CHAK Secretariat. May the Grace
of the Lord be with them...mightily.

W



APPENDIX Az

ADMINISTRATIVE POLICIES

At the time of the evaluation, there were
draft guidelines and draft policies on sala-
ries, termz of service, and travel. We have
made extensive suggestions in connection with
these. There were no formal cash management,
budgetary control or purchasing policies, and
we have given some recommendations in connec-—
tion with these. Good vehicle use policies
exist, but according to our interviews, man-
agement of their implementation needs to be
strengthened. On major items, we conclude that
changes be delayed until a Finance/Administra-
tion Manager is recruited and in place. The
groundwork for establishing comparisons be-
tween specific alternatives, however, can be
done by present administrative staff.

From a Christian perspective, policies have a twofold. basis:
First, To demonstrate love: to care for people and to recognize
their worth. Second, to recognize their sinfulness. Thus, policies
must tend to enable (to care, and recognize that people are worth
enough for Christ to die for them) and control (recognize our
sinfulness and act to minimize temptation). Many management prin-
ciples recognize man's worth (eqg, developing meaningful, aguiding
purposes and objectives, placement of people in jobs where they
can do what they enjoy and do best, etc). Many administrative
policies are directed more to protection against temptation. Cash
control, imprests, vehicle controls, time clock: and time sheets
all recognize the need to put limits on temptation. Some, such as
pensions, medical benefits, flexibility in compensaticn methods=
demonstrate care as well.

Al
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There is nothing of greater value than developing one’'s scales on
the basis of comparing those of other, similar organizat:ions.
However, the (1) tendency of organizationse to rightly treat this
information as strictly confidential, (i1) the variety of meanings
of ‘“Ybasic salary,” (1ii) what the true value of other benef:t=s
really are, and (iv) not knowing "the right questions" to ask 1in
trying to understand others’' salary scales can make thie a nearly
hopeless exercise. We hope that our past experience i1n helping
organizations develop salary scales will be of value.

In addition to the difficulty in discerning meaning from what
others tell you about their scales, there are a number of less-
often-recognized issues which, 1if thought through, can make the
development of csalary scales significantly eas:ier:

Relationship between job grade and education

Value of the work of past commissions

Salary levels for the lowest grades

— Increments for long-service employees

Relationship Between Job Grades and Educational Level. Not widely
recognized is the close, implicit relationship between government
job grade and (nominal) educational level, which an examination of
the requirements for various jobs and the job grade level for
those jobs reveals. Understanding the correlation helps greatly in
making Jjudgements about appropriate salaries for given jobe. The
relationship is as follows:

Civil
Service Nominal Other
Job Educatl Guali-
Grade Level ficatns
A Nil
E CFE
c Form I1I
D "O" levels
E "O"+1 year
F "A'levels
G Diploma
H Graduate
J Registered {or Masters Degree)
K Registered Experience

The relationship tends to break down beyond
job group K. We sugge=t the foilowing:

L Registered Responsibility
M Registered Substantl Respnsblty
M kegistered Breadth of Experience

P Registered Exceptional Breadth



Egqucational level must be considered as nominal. esgpecrally  when
consiclering experienced, competent people. The relati1crnstnip 1<
much tighter at grades H and hbel ow.

Mot too <suwrprisingly, in terme of tvypical auwalificatione +or
various jobs, CHAK job grades are quite comparable, with A=1, etc
to L=11. [Ir termsz T actual current salaries, we did find an
unexpectedly wide range of actual =alarv as compared o  educa-
tiunal level Tor those with "0 levels.] In'prxvate oraani:zatione,
especially those concerned about the ratioc between salaries at the
top and bottom levele, it should be considered normal to find only
12 or 13 grades. Thirteen grades are appropriate for CHAK for the
time being. This should be reviewed i1n three years to see 1+ Job
groups 1! through 13 should be made i1nto four levels incstead of
three. We do not con=ider it likely that a change will be needed,
but it is worth review,

Hork of the Ramtu and Haruhiu Commissions. Although private organ-
izatiene, Christian or not, cannot compete if their salary scales
are not significantly higher than government, these two past
commissione put in a lot of good, hard., sound thought i1nto devel-
oping the scales and benefit provicions they recommended. The
relationships between grades, salary levele and benefits developed
by them must be used as a basis for reflection. We do this when
assisting octhers develop their salary ecales, as an 1mportant
preliminary. In using government scales, however, 1t is helpful to
estimate real value of housing to compare against housing allow-
ance, and to add in a value for pension at 25%. A picture approxi-
mating the following emerges as a helpful basis for comparicon:

NOM~-
INAL OTHER VALUE PNSN TOTAL
EDUC QUAL BASIC HSG @257

KShe HKShs KShe kShs

A NIL 695 S00 174 1369
E CPE 815 SO0 204 1519
ClIlI 290 800 248 2038
D IV 1190 1000 298 2488
E IV+i 1560 1200 390 3150
FoIv+2 1880 1400 470 3I750
G DIFL 2490 1600 623 4713
H GRAD S230 0 1BOO B8 5838
J REG 38R0 2000 973 6863
K REB Exprnc 4700 2500 1175 8375
L REG Rspnebl S&6BO 4000 1420 11100
M REG More 7120 4500 1780 13400

M REG Breadth 7930 S000 1988 14938

Fecognizing the need for transport to improve the capability of
senior cstaff and the need to be significantly above government
scales at the basic salarv level gives a meaningful comparicson.

-
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Salaries at the Lowest Grades. A1l ot us., as Christiame or as
concerned human beings, are convicted when we consider the ratio
between the top and bottom salary scales. CHAK, we note. 1n terms
of current salaries, does better than most; our recommendations do
not, 1in fact, improve that ratio. The unfortunate fact of life 1=
that if you pay, in any grade, too much higher than the commercial

employment market rate, vyou endanger people’'s chances for future
employment and <=et inappropriate expectatipne. After 10 or 1Z
years of i1ncrements, <cerious problems may emerge. CHAK alreadv

pays, in terms bf salary plus benefits, significantly more than
most other organizations. Our recommendation is, basically, at the
lowest level, a marginal increment in pay, but a reimburcsement for
actual cost of transport to work up to KShs 300 for job grades |
to S.

Increments for Long-Service Employees. Government <ecales esi1mply
cease after about 20 years, and are silent on increments after
that time. Most organizations tend to shut their eves and cont:nue
increments. But that really isn’'t adequate for there will be a
tendency to find excuses to get rid of that person (encourage
retirement, find excuses to sack)...because the young peregocn who
could be hired to do the job costs half as much. Yet to cstop
increments after a certain maximum makes an equally uncomfortable
sztatement. We have several times recommended t+or consideration the
possibility that after 15 or 20 yeare in a given post, the i1ncre-
ment for a person be halved. We can only offer it for considera-
tion, not as a decisive recommendation, because we haven't seen it
put to use for long enough to discern its value, nor do we at
CORAT know what we will, 1in fact, do after our longest-serving,
low—-grade employee has been here for fifteen years. No-one that we
know of hase & truly satisfactory solution.

[IT this were to be adopted as a paolicy, we note that it may raise
a question in rare cases. A higher—-grade employee may be orfered
employment at, say, grade 10, with entry as at 1X vears because of
experience elzewhere. In three years time, his pay would be that

of zomeone In grade 10 with 15 vears of experience. ITf a poelicy of
reduced increments after !5 vears in a grade had been adopted., :t¢
would not result in a reduction for this Individual, =since he

would only have been in the grade fTor three years.l]

Comparison Hith Others. We have compared CHAK proposed and actual
current scales with others, but (i) the information from the
other= ic confidential, and (ii) requires i1nterpretation based on
zperienced judgement. For example, how would vou determine the
equivalent 1988 starting salary for a given grade knowing only the
current salary of a person who has been 1n that grade +or +four
years and may or may not have received merit i1ncrements? Even 1§
we were free to fully share, 1t would be difficult to make the
comparison meaningful with precision. 1t boils down to judgement.
We have made the comparison, taken all the above 1ssues into
coneideration, and provided the ExCo, on a confidential basis.
with benchmark recommendations for their consideration.

Suggested Job Categories and Typical Jobs. Ve suggest the follow-
ing CHAK job grade structure, and typical jobs for those grades:

A4
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Thie is a very cumberscome process, and we recommend <csubstarmtial
change. Fircst, that requisitions under kShe 10,000 need only be
authorized by the head of department. The process would then
become, for expenditures less than kShs 10,000

- Project officer fille out requicsition

- Head of department approves

- Accountes clerk checks againet budget (as dele-
gated by Accountant) or pacsses to Account-
ant.- Accounts clerk preparecs LFO.

- When goods received, payment approved by head
of department, checked by accounts clerk
acting as stores controller.

- Accounts clerk prepares cheque

- Accountant double checks, sends for <=signing

For largkr amounte, the approval of the Chief Executive Officer
ory 1in his absence, his designate, would be required. Otherwice
the process should be the same, though the Accourntant, rather than
an accounts clerk, <chould do all checking. There should be a
designate from the Management Team.

Signature Contrel Policy. We understand the concern of the ExCo
for excellence in cash control. And we beliewve that the sigrmature
control canm be (i) streamlined and (ii) remain excellent. The key
policy <should be that the General Secretary or hie designate be
one of the signatures on any given cheque and =omeone outside be
the other. Thies allows the flexibility of having several <=enior
cstaff to be =signatories, and provide the control that an outside
csignatory brings. It ic possible, of courcse, that two senior cstaff
cignatories could collude to defraud (ie, with two staff =igna-
tures), but it is extremely unlikely, and for such a viclation of
policy to happen more than once seems nearly impossible...about as
unlikely as collucsion with & volunteer signatory.

Other QOutside Signatories. Further, it is noted that we have
recommended that the Treasurer be a co-opted volunteer accescsible
to the Secretariat. The number of volunteer csignatories =should be
expanded, and 1include more in the vicinity cf Mairobi. We are
aware that CHAK was considering including someone from Kikuyu. We
recommend that non-member wvolunteers, such as the Treasurer, and
perhaps others, be considered for acceptance acs =ignatories. It
does seemy, in the light of the difficulties that frequently aricse
in finding siqnatories, that the Vice Treasurer should also be a
co-opted volunteer. If the idea of an Advicsory Council is accep-
ted, one or two members of that body might also be signatories.

Petty Cash. Fetty cacsh control appears adequate now. There is a

rShe 6,000 float, and reconciliation is monthly. Authorization is
by head of department. Frojecte are billed monthly for petty cacsh
expernditures. There is a limit of kShs 200 for single sxpendi-

tures. I1f necessary, in the opinion of the Management Team, thie
could be raised somewhat.

Goods Received Reconciliation. Assurance that goode have been
received in good order is the responsibility of the person making
the requisition, but an accounts staff other than the cashier
ehould be acscsigned responsibility of confirming receipt of goods
ac ordered, and their proper storage or disposition. Goods
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received and issued should be reconciled by accounte staff againcst
usae., Those receiving issues should account for use.

Budgetary Control. Trial balances are sent monthly to project
officers and heads of departments. The major weakness is the lack
of consolidated audit. However, there ,is no reason why
consolidated trial balances cannot be carried out as a management
information tool, and we recommend that this be done.

Planning Control. While not strictly administrative policy, CHAK
Secretariat <hould institute a five-year planning proceess as soon
as feasible after the installation of a new Chief Executive.

Control of Vehicle Use. The mechanieme for control are in place:
"work tickets" for government-seconded vehicles and log sheets
(with the"same information) for CHAK vehicles. The car allocated
to the BGermeral Secretary should alsp be similarly controlled. Not
to do so signals an inappropriate message to all staff.

Reconciliation of Vehicle Cost and Use. Accounts cstaff should
regularly determine the running costs of vehicles, and <should
particularly monitor petrol use per km as an assist to assuring
stewardship of money in respect of vehicle use. This should be
done regularly for each vehicle.

Use of Time. There are two aspects to the control of the use of
time: time clocks, now in use; and time sheets, thought about but
not instituted. Consider the second of these first.

Time Sheets. Ten years ago, CORAT wae advised to introduce time
sheets, and they have proven very valuable. Their function is to
require more cenior staff, not just the Management Team, to con-
trol their time. It could productively be used to the level of
cenior cecretaries. We have spoken with the Accountant in connec-
tion with a draft time sheet format, and it appears well done. The
introduction of time sheets is a threatening experience, even for
those who are aware of their personal value to themselvees. Like
moet such change, after a few months it becomes a natural, useful
tool and is rececgnized as such. We believe their introduction 1is
worthwhile.

Time Clocks. Broadly, there =hould be a distinction between those
who should "punch in" and those who needn’‘t. We conclude that (1)
thocse who need not punch in should be those senior enough to
control their time through time sheets. Those came people are
considered to also be professional enough to be available for
working odd houre without overtime pay (though time off would be
expected to balance significant stretches of overtime). On the
other <cide, those who punch in would be expected to need clear
definition of overtime conditions before being required or invited
tc do overtime work (cee section A.3 above). While we would
suggest that the policy be that one either punches in or fille in
a time <cheet, we do not have direct experience with such an
arrangement. It may be tha} the eventual best policy is one where
come in the middle-level staff (eg, <cecretaries) are professional
enough not to be required to punch in, but for whom time sheets
are not productive enough to warrant their use.
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APPENDIX B:

JOB DESCRIPTIONS OF SENIOR STAFE

These Jjob descripticne should be considered a
part of an ongoing process of development of
appropriate job descriptions for all CHAK
cstaff. Thie is particularly true since most of
these jobs will not receive true definition
until the pocsts are filled. The most important
"rewrite" of a given job description should
take place a year after the post has been
filled.
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The members of the Management Team are the E:ecutive Director, the
Medical and Murcze Coordinatcrs, the Projects Development Officer
and Senior Frojects OQOfficers. It may 1include others who
demonstr ate csufficiént technical competence so as to make their
inclugion valuable to the work of CHAK Secretariat.

PURPOSE

During the mid-1980s CHAK Secretariat has grown at a very fast
rate, in terms of guantity and competence and variety of staff;
and in terme of quantity and variety of types of tasks. It has
developed™ into a Secretariat capable of developing and carrying
out projects effectively, but it has not worked to meet member
unit needs ac effectively as it should. Thies means that a redress
of priorities is needed towards specifically meeting member needs.

In terms of projects or in terms of meeting needs of member units,
- the taske are of =such breadth that they encompass skills more than
can be expected of vne person. Each project demands medical exper-—
ience, nursing experience, project management skills, and project
development skills. In meeting member unit needs, & literally
unforseeable range of ckills is needed: finance; cost-effective-
ness analysig; patient flow evaluation; stores management; archi-
tecture; finance; needs assessment; project management and devel-
opment assistance; etc.

To effectively meet memher needs through coordination, liaison,
being responsive to member needs, projects to meet member needs
and/or projects on behalf of members but directed more towards
naticnal priorities will require cooperation of a number of high-—
caliber people working together as colleagues, with interlocking
responsibilities and tasks. This leads to the need for the concept
of being a member of a Management Team having common
responsiblities and tasks.

RESPONSIBILITIES

As a member of the Management Team, you are expected to be
responcsible for and recponsive to the need to carry out the
following tacsks:

- to asesess and articulate priorities for the
direction of Secretariat activities in 1light
of the purpceses and cbjectives of the organi-
zation (with which he/she chould be familiar).

- to develop appropriate strategy for carrying
out core activities: coordination; liaisong
meeting membere’ felt priocraities.

- to develup appropriate strategy for projecte;
eepecially those directed to "core" activi-
ties.



- to allocate 1mportant core activities amongst
the varicus MT members in  accordance with
particular gifts and skills of members. Mem-—
bers of the MT are expected to be re=zponsive
to carrying core responsibilities. Members are
expected to:

Ee a living Chricstian witness to the
fact that the Lord has chosen vyou to
serve Him through work with CHAK Secreta-
riat, and honored you with a place on the
Management Team. To demonstrate in your
work, vyour undercstanding that you are
working for the Lord Jesus Christ.

Understand that they are officers of a
Secretariat that ie servant to the
members, and at all times to act on that
uwnderstanding.

Vigeit member hospitals and other unites to
ass=ess needs, pass on communications,
hiear reguests. To be willing to spend
substantial time in the field doing this.

Rssist in developing, planning and carry-
ing out workshops and seminars.

Assist units in meeting their needs with
particular requests for ascsistance.

Devel op CHAK Secretariat formates for
gathering data, and acscsisting with gath-
ering and interpreting that information.
Ascsisting uwnits to make the task of pro-
viding the information easier.

As priorities are developed, to become
persuasive proponents of those priocri-
ties.

Through collegial cocperation, to enable
other MT members to fulfil their respon-
sibilities more effectively.

Make vyour particular gifts and skilles
available to other MT members as they
need them.

Regularly pray for each member of the MT,
and especially the Executive Director.

Feview member unit activities, advising
and encouraging acs appropriate.

Foster good relationships amongst units.
Ascsist members in the implementation,

management , contrel and reporting of
projectes.
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Be willing to cpend substarntial time a1n
the field werbing with members.

Esch MT member has concsiderskle gifts amd <hkills, and the
principle of allcocation of particular tasks dependent upon those
gifte, <ckille and i1nterests makes detailed jcb descriptions both
(i) less negessary and {1i) less important. Each team member will
cften find himself or hercself responsible for cversight of cre or
more projects and their staff, or sven responsibtle for a task
which one might narmally think to be the duty of ancther. The ®™T
member is expected to be responsive to such si1tuationes.

Final Accountability, The Executive Director 1s fully accountable
for decisicne of the MT, and trerefore has final say. As a team
leader, he will never...cr only with extreme rarity...have to
explicitly enercicece that fimal say, and then with regret. Members
of the MT-are accountable to the Executive Director, and through
bhim, to the ExCo.

Hultiple Accountability. The CHAK Management Team is composed of
leaders with interlocking and overlaspping responsibilities. One of
the implications of this is that staff at MT member level and
below will be accountable to various MT members. Though each
person (eg, project officer, accountant, etc) will have one MT
member through which he or she is accountable, he or cshe will be
accountable to other MT members for specific functional areas; for
exampley; to the Nurce Coordinator in aspects of work involwving
nursing.

RELATIONSHIPS

The MT member is expected to liaise as needed with other HMT
members individually. Typically, this is expected to be one or
mare times weekly.

The MT will meet reqularly as a group at least once per month.
Each member of the MT is accountable to the Executive Committee
through the Executive Director.

REVIENW

The Executive Director and Establishment Committee shall annually
review performance of each MT member against job description.
Together with the MT member, the job description will be modified.
Each MT member shall, similarly, carry out an annual review of the

performance of each staff for whom he is accocuntable, and develop
each of their job descriptions.

k4



PURPOSE

During the mid-1980s CHAK Secretariat has grcwn at a very fast
rate, in terms of quantity and competence and variety of staff;
and in terms of quantity and variety of types of financial flows.
This growth has led to the job of the Chiefé Executive Officer
being considerably more complex and demanding than previously; ie,

To lead a Management Team, themselves leaders,
in fulfilling the purposes of CHAN: to foster
a ¢cpirit of Christian love and service in the
cervice of members; to develcp the highest
level of promotive, preventive and curative
cere. To assure that this is done through (i)
.ccordination of members; {i1i) liaigson with
government, particularly in connection with
the government grant; (iii) meeting common
member reede as they perceive them: and (iv)
through other activities beneficial to the
health of the people of Kenya.

The eszential difference between the Executive Director and other
members of the MT is his acceptance of overall responsibility. He
is expected to give credit for success to those who work on those
successful activities, and to accept responsibility for activities
or initiatives which are not successful.

RESPONSIBILITIES
To nurture the Management Team, and to serve as a member of it.

To maintain the integrity and efficiency of the Christian Health
Ascociation of Kenya as the body uniting the Christian health care
and training facilities of its member=. To serve members in appro-
priate ways to meet their reeds, and thereby to deliver health
services and to witness to Jesus Christ.

At &all times to remember and act upon the understanding that CHAK
Secretariat is a servant of the Association...the collective group
that is ites membership,

To assure the continuous movement of the Secretariat tcocwards
meeting member-perceived needs: for finance, coordination, staff,
training, equipment, and other needs which are identified: to
assure continuing identification and articulation of those needs.

To assure that the Management Team establishes strategies which
will both meet member needs for effective and stable operation of
their own units, and enable them to move forward to more effective
strategies in meeting...and defining...national health priorities.

To assure the pursuit of all possible scurces of finance for
members, especially the government grant, but alsoc toc seek other
sources,

To assure assitance to members in liaison with government and
other agencies.



To <cerve as General Secretary to the Asscociation and ExCo. To
assure timely dispatch of minutes, agenda, «tc. 7To assure that
CHAK Secretariat staff, and particularly himeself, truly serve ExCo
and the members as staff to the E:Co.

To ascsure the administration cf CHAK Secretariat and ite staff to
best possible effect, using the portion cf the government grant as
allocated, and such other resources as may bé available. He shall
account for came to the ExCo.

To acquaint himself with all policies and circulars from
governmeant and assure that members and <c=taff are informed
appropriately. To maintain a close watch on the GOK Gazette for
relevant notices.

To rnurture znd develop the Advisory Council. In clocse
collaboration with the Chairman, to make use of the wisdom of the
members of the Council to build CHAK influence.

To assure the development of strategic planning of CHAK Secretar-
iat in meeting A=s=ociation objectives.

To assure the development of excellence in coordination amongst
members: through information, through sharing, through learning
from each other.

To assure prompt preparation, analysis and dissemination of
statistical and other information which will be of value to
members. To work towards collection, analysie and dissemination of
information of maximum usefulne=ss to the members.

To assure effective planning of the AGM and annual conference.

To assure that appropriate seminars and workshops are held for
CHAK members, with particular reference to expressed needs, <such
as for administrators, chaplains, etc.

To acssure that members are given acssistance in project formula-
tion, development, implementation and continuing management.

To oecscsure appropriate contact with government agencies, donors,
other NGOs. To assure continuing improvement of such relation-

cships.

To asceure close collaboration with KCS; to attend the joint
FCS/CHAK Frojects Committee.

To assure appropriate representation on government technical and
other committees.

To ascsure appropriate liaison between Secretariat and donors and
between members and donors, to facilitate their support of CHAK
members.

To assure annual performance reviews of all staff, and appropriate
modification of job descriptions.

To negotiate with donore, in collaboration with other MT members,
and to be responsible for all contracts with them.

EB6

~ Y\



RELATIONSHIPS

As indicated in the job decscription of an MT member, the Executive
Director is accountable to the Executive Committee.

REVIEH

The Establicshment Tommittee will annually review performance of
the Executive Director in relation to each of the above responsi-
bilitiea, and modify them as appropriate.

QUALIFICATIONS

Mature Christian. Integrity. Initiative. Substantial demonstrated
management competence and experience. Experience in team member-
ship and team leadership. Post-graduate degree or equivalent.
Experience in relating to many organizations. Experience in
project management and/or development. Experience with or in
health-related agencies.
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PURPOSE

During the mid—-1980e CHAK Secretariat has grown at a very fast
rate, in terms of quantity and competence and variety of staff;
and in terms of quantity and variety cf Lypes of financial flows.
This growth bhas. led to the need for a manager of the
administrative and financial functions within CHAK. Further, there
ije great need for administrative and financial advice and counsel
within CHAK member units. All of these neede have led to the
creation of the post of Finance and Administration Manager:

to assure effective and efficient management
of CHAK Secretariat financial, material and
human resources; to assure the development of
increasingly effective and efficient aystems
for administration, accounting, and i1nternal
contrel; to assure the timely availability and
increasing uvecefulnese of information for
planning, implementation, control and
evaluation of CHAK activities.

MAIN RESPONSIBILITIES
To serve as a member of the Management Team.

To advise the Executive Director and MT on financial and adminis-
trative matters.

To supervise and enable all staff not assigned directly to others
(eg, subordinate staff); review and update percsonnel procedures
and information; to develop increasingly useful percsonnel informa-
tion =systems. '

To review the adequacy of financial manesgement information sys-
tems: accounting systems; multiple analyses (including analyesis
into (i) ‘"core" activities directly aimed at meeting member-
perceived needs and (ii) non-"core" activitiesl; Secretariat cost-
effectiveness; etc.

To assure the development of increasingly useful information for
member units on the financial and administrative status of the
members; eg, data on member income/expenditure; patient data;
member cost-effectiveness measures; fee scales; salary scales;
trends of data of the Association (members); etc.

To regularly review internal control systems, to assure that these
sy=tems detect errors and fraud or other abuse of resources of
money, equipment, vehicles, or time, so that they enable all staff
to function at their best, free from temptation.

To assure the growth of understanding of the team members, and
especially the Executive Director, of the fipancial and adminis-
trative position of the Secretariat and the member units, and to
assure increasingly useful and meaningful financial and adminis-
trative information.
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To assure the preparation of firancial and sdministrative reports
to meet cbligations of CHAK to govermment agencies, dermores, etc.

To assure that projects and "core" activities are moritored on a
monthly basis in terms of financial performance against approved’
budgets, and that appropriete and timely action is taken and that
appropriate MT members and cther staff are informed.

To be recponcsible for managing all accounting and administrative
staff.

To assure apprepriate supervision of all accounting, banking and
expenditure control csystems; the maintenance of all books of
sccounte, purchacsing and supplies; stores and inventories; and
other <such control and information systems as may be needed for
effective administration and financial management.

RELATIGNSHIPS

In &ddition to relationships as a MT member, the Finance and
Administration Manager is recsponsible for assuring, in close
collesboratiocn with the Eiecutive Lirector and other MT members,
appropriate contact with other agencise, especially as they per-
tain to member or Secretariat financial or administrative mattersg
agencies =uch as the Ministry of Health; Ministry of Finance;
Immigration; Custams; NHIF; NCFD:; Kenya Catholic Secretariat;
other NGOs; and other agencies as deemed appropriate.

QUALIFICATIONS
Mature Christian faith., Demonstrated integrity. Minimum of three

years in a similar capacity. Demonstrated capability for managing
others, and getting along with people at all levels. CPA I1I.

B9



MEDICAL COORDINATOR

PURPGSE

During the mid-1980s CHAK Secretariat has grown at a very fast
rate, in terms of guantity and crmpetence and variety of staff;
and in terms of quantity and variety of typee of financial flows.
During that time, the Medical Coordinator provided the leadercship
role of the Management Team, and the functions of a Froject
Development Coordinator. As a result, the tasks o©f Medical
Coordinator need to be given definition through active development
by the person in the post.

There i the clear need to assure that
medical needs of members (for <cstaff, equip-
ment, etc) are acscesesed and met; for the
development of medical management of members;
for assistance to members in setting
priorities consistent with their capacities
and responsibilities to meet national health
priorities. To articulate and verify approp-
riate priorities consistent with members’' felt
priorities.

RESPONSIBILITIES
To be a member of the Management Team.

To c=spend at least one-third time on "core" activities (coordina-
tion; liaicony and working to meet member-perceived needs).

To a=scess, articulate and quantify, 1in close collaboration with
and being guided by members, their needs from a medical perspec-
tive; needs such as staffing, equipment and training.

In clocse collaboration with the Executive Director, to approach
agencies which may assist with resources to meet member needs: to
develop and expand relationcshipe with such agencie=s: to link such
agencies with members in ways which will help to meet their needs.
In particular, to assist with staffing, finance +Ffor staffing,
equipment and finance for equipment.

To recall at all times that the Medical Coordinator is an officer
of a Secretariat that is servant to the members.

To assure excellence in the collection and analysie and interpre-
tation of medical data ceollected by the Secretariat for feedback
to members. To assure the relevance and value of such information
to the members.

To accept functional responsibility for' assuring good medical
practice in the content of all projects. To work with the Project
Dfficers to do this, in close collaboration with the MT member
responsible,

To acscsure that the Management Team establishes strategies which

vill meet member needs for effective and stable operation of
medical services of their own unite,
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Tc foster gocd relaticonships among the units, particularly cmenget
medical staff.

To assess and assure appropriate conmtinuinag medical education for
medical staff of the vnitsy, with particular reference to cenior
medical staff and non-nursing staff. To collaburate appropriately
with the MNurse Coordinator.

To &ccept oversight of one or more projects (each with a Froject
Officer); to be especially ready to oversee projecte which are
directed to activities directly related to medical coordinationg
for erample, continuing education for, <say, clinical officerc.

To assure appropriate medical representation, by himself, CHAk
rmembers or otherwice, on technical committees of government,
international or other bodies.

To advise the Executive Director, Executive Committee and
Management Team on medical concerns as appropriate.

RELATIONSHIPS

In addition to relationships as a MT member, the Medical Cocordina-
tor 1is responsible for assuring, in close collaboration with the
Executive Director and other MT members, appropriate contact with
other agencies, especially as they pertain to member or medical
mattersy agencies such as the Ministry of Health; FKenya Catholic
Secretariat; other MNGOs; and other agencies as deemed appropriate.

QUALIFICATIONS

Mature Christian faith. Demonstrated integrity. Medical doctor.
Experience in church~-related health service delivery.
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NURSE COORDINMNATOR

PURPOSE

During the mid-19B0s CHAK Secretariat has grown at a very fast
rate, in terms of guantity and competence and variety of staff;
and in terms of quantity and variety of typee of financial flows.
Puring that time, the MNurcse Coordinator has had toc devote full
time to project management. Thus, the tasks appropriate to the
Nuree Coordinator need to be given fuller definition through
active development by the person in the post.

There is the clear need to assure that
riursing staff nesds of members (for the cstaff
themselves and for their continuwing education)
are ascecsced and met; for the develcpment of
nursing management by members; for assistance
to members in csetting priorities consistent
with their capacities and responcsibilities to
meet rnational health priocrities. To articulate
and verify appropriate priorities. To enable
memberse to have appropriately trained staff
to meet their own rieeds and to be staffed to
meet mnational health priorities.

RESPONSIBILITIES
To be a member of the Management Team.

To <pend at least one—-third time on "core" activities (coordina-
tion; liaison; and working to meet member-perceived needs).

To assess, articulate and quantify, 1in clocse collaboration with
and being guided by members, their nurcing staff neerds, both for
actual staff and for training.

In close collaboration with the Executive Director and Medical
Coordinatér, to approach agencies which may acscsist with resourcas
te meet member nurcsing staff needs; to develop and expand rela-
tionships with such agencies; to link such agencies with members
in wayes which will help to meet these needs.

To assure excellence in the collection and analysis and interpre-
tation of data related to nursing activities collected by the
Secretariat for feedback to members. To assure the relevance and
value of such information to the memberces. To seek to <csteadily
improve the value of such information.

To acssure that the Management Team ectablishes strategies which
will meet member nursing staff and nursing staff training needs
for effective and cstable operation of their owmn units

To foster good relationships among the urits, particularly amongst
nursing staff.

To acssecss and assure appropriate contimuing education for nursing

staff of the unitse. To collaborate appropriately with the Medical
Coordinator.
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To accept oversight of one or more projects (pach with a Froject
Officer); to be ecspecially ready to oversee projecte which are
directed to activities directly related to nursing. For example,
projects which involwve significant leadercship by community nurses.

To assure appropriate medical representation, by hersel+f, CHAK
members or otherwise, on technical commitfees of government,
international or other bodiecs.

To advise the Executive Director, Executive Committee and
Management Team on medical concerns as appropriate.

To accept functional responsibility for assuring good nursing
practice in the content of all projects. To work with the Project
Officers to do thie, 1in close collaboration with the MT member
responsible.

RELATIONSHIPS

In addition to relationships as a MT member, the Medical Cocordina-
tor 1is responsible for assuring, in close collaboration with the
Executive Director and other MT members, appropriate contact with
other agencise, especially as they pertain to member or Medical
matters; agencies such as the Ministry of Health: Kenya Catholic
Secretariat; other NGOs; and other agencies as deemed appropriate.

QUALIFICATIONS
Mature Christian faith. Demonstrated integrity. Registered nura=e

with extensive e)xperience. FPFost-graduate degree or equivalent is
desirable. Experience in church-related health service delivery.
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PURPOSE

During the mid-1980e CHAK Secretariat has gtown at a very fast
rate, in terms of quantity and competence and variety of staff;
and in terms of quantity and variety of types of financial flows.
During that time, the Medical Coordinator, because of clear prac-
tical priorities, perfarmed the functions of a Project Development
Coordinator. There is now a need to free the post of Medical
Coordinator to carry out that function, and to establish the post
of Froject Development Coordinator.

‘There is the clear need to assure that
projects are formulated, devel oped and
articulated in the form of proposals, in ways
that are (i) acceptable to donors, which (ii)
are responsive to the felt priorities of mem-
bers and which (iii) represent forward move-
ment towards meeting national health priori-
ties.

FPast projects have tended to a direct focus on meeting national
priorities rather than on meeting health priorities through
strengthening members by meeting their often desperate needs, who
will then be in better position to shift their own focus to natio-
nal health priorities. Thus, to the maximum extent poesible, pro-
jects should be those which meet member needs. Other projects
which meet national health priorities are still potentially appro-
priate, but with a five-year goal of having total project activity
directly meeting members’' felt priorities.

RESPONSIBILITIES
To be a member of the Management Team.

To spend at least one-third time on "“core" activities (coordina-
tion; liaisoni and working to meet member-perceived neede).

To formulate and develop, in close collaboration with MT members,
Association members, and donor agencies, appropriate projects
which are of benefit to the members, and thus to the people of
Kenya.

As the unite are strengthened (through projects and normal ‘“core"
activity), to formulate projects which are appropriate to their
capabilities and consistent with national health priorities for
members to carry out.

To assure that Asscciation members who are carrying out projects
receive ample assistance in project development, funding, imple-
mentation and marnagement.

To develop and write proposals for consideration of the Management

Team and ExCo which will meet the aforesaid objectives.

k14



To assizt the MT members in developing cimple and cost-effective
measures of project performeance and evaluation.

To assist .and advise other MT members in project oversight,
including the writing of reports if needed, and in monitcring to
assure compliance with project requirements.

As an ongoing process, to develop the art of cost-effective
project evaluation, and to build this into project proposals.

To seek funding for projects, and work with donors to develop
these to fruition as projects consistent with aforesaid
objectives.

In close collaboration with the Executive Director, to conduct all
negotiatigns with donors.

To advise other MT members on project management and formulation,
It is likely that the job of project development will demand such
time a= to preclude actual oversight of multiple projects. In any
case, it will be the recsponsibility of the Executive Director, who
will actually =sign contracts.

To assure excellence in carrying out appropriate analyses of the
relative effectiveness of various approaches to health service
delivery, including cost—-effectiveness- analyses (in collaboration
with the Finance/Admin Manager). To carry out such analyses in
order to understand, and enable members to understand, the most
effective ways in which they can respond to the health care needs
of the people of Kenya, so as to design increasingly useful
projects.

To assure that the Management Team establiches project cstrategies
which will both meet member needs for effective and stable opera-
tion of their own units and enable them to move forward to more
effective strategies in meeting...and defining...national health
priorities.

RELATIONSHIPS

In addition to relationships a= a MT member, the Project Develop-
ment Coordinator is responsible for assuring, in close collabora-
tion with the Executive Director and other MT members, appr=-oriate
contact with donor agencies, both church-related and other.

QUALIFICATIONS
Mature Chricstian faith. Demonstrated integrity. Fost-graduate
degree desirable. Extensive project development and proposal

development ®lfarience. Experience in church-related health ser-
vice delivetry.
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SENIDR PROJECTS OFEICER

PURPOSE

During the mid-1980s CHAK Secretariat has grown at a very fast
rate, in terms of quantity and competence apd variety of staff;
and in terms of quantity and variety of types of financial +flows.
During that time,- growth was almost exclusively in the form of
projects. The scale of present projects, and the growth of
individual projects or groups of projects may call for more senior
project management staff to manage such larger projects or groups
of projects. The post is i1ntended to require someone of equivalent
capability and responsibility as, say, a coordinator. The
difference 1is that the responeibility exists because of the size
and/or number of projects.

If &and acs CHAK Secretariat projects grow,
there will be the need for management of
cignificant numbers of Project Officers. Some
of this can be donme by the Medical and Nurse
Conrdinator, but at least one other senior
projects officer is needed whose sole respon-
gibility is Management Team level oversight of
a number of projects, or a large, multi-
faceted project,

RESPONSIBILITIES
To be a member of the Management Team.

To spend at least one-third time on "core" activities (coordina-
tion; liaison; and working to meet member-perceived needs).

To assure excellence in implementation and management of the
projects for which he has oversight.

To assist in formulation and development, in close collaboration
vwith MT members, Ascscciation member=s, and Project Development
Coordinator, appropriate projects which are of benefit to the
memberes, and thus to the people of Kenya.

As the units are strengthened (through projecte and normal ‘core"
activity), to work with the Froject Development Coordinator to
formulate projects which are appropriate to their capabilities and
consistent with national health priorities for members to carry
out.

To work with Association members who are carrying out projectes,
and assicst them in project development, implementation and manage-
ment.

To assist in the development and writing of proposale for con-
sideration of the Management Team and ExCo, particularly those
which represent lateral or longitudinal extension of the projects
for which he is now accountable.

To acsist the MT members in developing simple and cost-effective
measures of project performance and evaluation.
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To assizt and advise other MT members in project oversight,
including the writing of reports.

As an ongoing procees, to develop the art of cost-effective
project evaluation, and to build this into project proposales.

To assist the Mapagement Team in establishing project strategies
which will both meet member needs for effective and stable opera-
tion of their own units and enable them to move forward to more

effective strategies in meeting...and defining...national health
priorities.

RELATIONSHIPS

As a member of the Management Team.

QUALIFICATIONS

Mature Christian faith. Demonstrated integrity. Post-graduate
degree desirable. Extensive project management experience.
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APPENDIX C:

DRAFT CHECKLIST FOR INTERVIEWS WITH

The following 1licst ie a starting point for modification by the
Search Committee. Final choice of candidate* should be based on
reflection orn rankings, and not simply the highest total.

NAME OF INTERVIEWEE:

1. Mature Christian Faith

Volunteer and leadercship experience in church

Current membership? Member of Eible study group?

What kind of family devotione?

Are children active Christian youth?

Ability/willingness to assure appropriate devotions at CHAK

Ranlk: Q 1 2 3 4 S
Thie category is decicive.

2. Management Experience

Management Team leadercship experience

Administrative experience

Organizational strategy development experience

What, as an executive, was his/her greatest accomplishment? Why?

Rank: ¢] 1 2 3 4 S
This category has a weight of 5.

A

Integrity

If 1 had a son (daughter), would I want him (her) to work for
this per=zon?
What is his/her approach to the use of alcochol?

Rank: o 1 2 3 4 S
This category i= decisive.

4, Planning Capabilities
Frogram development/design
Training program development/design
Abi1li1ty to think s:rategically
Conceptual Ability ’

Rank: O 1 2 3 4 S
This category has a weight of 4.
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Personality

Initiative
Decisiveness
Fersistence

[

1 = 3 4

Rank: Q] & S
This category has a weight of 4.
Health-Connected Experience
Hospital?

Government?

Froject?

Other?

Rank: o 1 2 3 4 S

This category has a rank of 2.

Relating to More than One Organization

Has he/she had inter-—agency experience?
What kind of work with agencies outside of

-

Rank: 0] 1 2 3 4
This category has a rank of 3.

5

workplace?

Leadership
Ability to communicate
Ability to accept suggestions
Able to give credit for euccess and accept it for failure
Able to delegate effectively
Fank: o 1 2 3 4 S
This category has a rank of 4.
SUMMARY :
QUESTIONS 1 AMD 3: FULLY ACCEPTAELE?
QUESTIDN |RANK TIMES | INTERVIEWER'S COMMENTS:
i WEIGHT [
2 ! . !
i |
4 ] — !
! H
S : . !
] !
6 ! — !
! !
7 ! . !
|
TOTAL: ]
|
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