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CONSULTing SerVICES

Development of an implementation plan for rationalization and outsourcing/spin off of nonclinical services in the Republic of Croatia 

DEMSIPP-B1-CS-7
I. THE CONSULTANCY

1.1. BACKGROUND

1. The World Bank approved Loan no. 7598 HR to the Republic of Croatia for the support of Development of Emergency Medical Services (EMS) and Investment Planning Projects (DEMSIPP) The project focuses on EMS reform and on capacity building at the Ministry of Health of Croatia (MOH) for developing and managing strategic plans. Component two of DEMSIPP refers to Institutional Support to the MOH for Strategic Planning. One of its objectives is to strengthen the capacity of the MOH to develop and manage projects (some of which could be financed through EU pre-accession and accession funds). 

II. TERMS OF REFERENCE FOR THE MINISTRY OF HEALTH OF CROATIA FOR PREPARING AN IMPLEMENTATION PLAN ON RATIONALIZATION AND OUTSOURCING/SPIN OFF OF NONCLINICAL PUBLIC HOSPITAL SERVICES 
2.1. OBJECTIVES OF THE TERMS OF REFERENCE 
Public hospitals in Croatia have approximately 48.224 employees, of which about 34.108 are health workers engaged in clinical activities, and 14.116 non-health workers (30%) involved in nonclinical activities. The cost of nonclinical activities absorbs about 30% of hospital expenses (the European average is 16%). Nonclinical services include, for example, nourishment of patients and employees, cleaning, laundry, maintenance, security, garden and landscaping, hospital waste disposal, Information Technology, economic and financial matters, and legal affairs. Initial analyses indicate that there is ample space for improving efficiency and quality of service provision and management. These can be achieved through outsourcing management and provision of services to the private/ government sector – separating them from management and provision of medical services. Two most common organizational models are outsourcing and spin-off.  

Outsourcing is the contracting out of a business process, which an organization may have previously performed internally or has a new need for, to an independent organization from which the process is purchased back as a service. An outsourcing deal may also involve transfer of the employees and assets involved to the outsourcing business partner.

Spin-off refers to a type of corporate action where a company "splits off" sections of itself as a separate business. The common definition of spin-off is when a division of a company or organization becomes an independent business. The "spin-off" company takes assets, human resources, intellectual property, technology, and/or existing products from the parent organization. 

The Ministry of Health of Croatia wishes to design a feasible plan to outsource nonclinical services (NCS), or to spin off NCS from public hospitals into a separate government owned company.  The purpose of these terms of reference is to enable Croatian hospitals and the MOH to implement outsourcing or spin off of NCS from public hospitals. The consultant is expected to develop a detailed, ready to implement national blueprint. 

2.2. SCOPE OF WORK 

The consultant shall develop a plan for outsourcing or spinning-off NCS from public hospital in Croatia that includes transition of all employees providing and managing these services. 

The Plan will include:

· Identification of main governance and managerial issues with provision of NCS in Croatian hospitals.

· Identification of the legal and operational issues involved in creating separate State-owned companies to manage the NCS (supported by a competent legal expert).

· Identification of services for outsourcing or spin-off based on successful examples from European countries (mandatory focus on laundry, cleaning and nourishment of patients, other services should also be considered as proposed by the consultant).

· Identification of advantages and risks of outsourcing or spinning-off NCS for public hospitals.

· For each option (Outsourcing versus Spinning Off), the plan should make an assessment of the value for money, including not only on cost savings but also on quality and promptness in the delivery of the NCS. 

· Analysis of the results of outsourcing various NCS implemented prior to 2013 in 35 Croatian hospitals (list of hospitals and outsourced services in annex).

· Detailed baseline analysis of costs of NCS in 10 state owned hospitals, specified for each service.

· Estimate of the cost of provision of NCS in all other public hospitals, specified for each service (list of all hospitals in annex).

· Detailed analysis of potential cost savings that could be accrued by outsourcing or spinning-off NCS in 10 state owned hospitals, specified for each service and each hospital.

· Estimate of potential cost savings that could be accrued by outsourcing or spinning-off NCS in all other public hospitals, specified for each service and each hospital.

· Based on analyses, European experiences and discussion with the Client – decision on whether outsourcing or spin-off would be the preferred organizational model. 

· Preparation of all relevant legal documents for each suggested outsourced/spin off service in line with the decision on the preferred organizational model, Croatian legislation, including all documents pertaining to actions that will have to be taken to separate NCS from hospitals (organization of hospitals as public institutions and transition of human resources).

· Draft contract templates for each suggested outsourced/spinned-off service.

· Action plan for contract management that will ensure that outsourcing/spin-off is implemented in the best interest of the public hospital.

2.3. ADMINISTRATIVE ARRANGEMENTS

2.3.1. Consultant Required Qualifications and Experience
The consultant contracted will have:

· Professional track record of projects regarding health sector reforms, hospital management in the area of outsourcing/spin off issues; 

· Preferably have experience in working with an EU member state, transition countries or pre accession countries in the area of health care reform

· Demonstrated experience in at least two (2) assignments of similar size and scope in the last five (5) years in the form of written evidence

· Experience in working in Croatia would be an advantage

The consultant team must consist of at least three (3) consultants with defined required professional qualification of each team member regarding his/her function. 

The designated Expert 1: project team leader has to offer following credentials:

· Graduate of long term higher education in medicine, economics, administration or similar fields;

· Knowledge in hospital data analysis, health care financing and payment mechanisms, human resource planning especially in hospitals or similar organizations; 

· Professional experience from countries having a similar health care system as Croatia, experience from Eastern European countries being an advantage;

· The consultant's understanding of the Croatian health care system and reform objectives is an advantage;

· Well-developed oral and written communication skills and text processing skills as well as organization and presentation skills;

· Ability to work in a team and experience from similar projects is an advantage;

· Good command of the English language in oral and written communication, with the ability to present one's results in a clear and succinct manner;

· The team leader must have at least five (5) years of work experience in health sector reform as project team leader in assignments of similar size and scope;

Expert 2: Strategic business adviser has to offer following credentials: 

· Graduate of long term higher education in medicine, economics, law, administration or similar fields;

· Must have at least five (5) years of experience in health sector reform or in assignments of similar size and scope;

· Well-developed oral and written communication skills and text processing skills as well as organization and presentation skills; 

· Ability to work in a team and experience from similar projects is an advantage;

· Good command of the English language in oral and written communication, with the ability to present one's results in a clear and succinct manner.

· Good command of the Croatian language in oral and written communication, with the ability to present one's results in a clear and succinct manner will be considered as advantage

Expert 3:  Strategic business analyst has to offer following credentials: 

· Graduate of long term higher education in medicine, economics, law, administration or similar fields;

· Must have at least five (4) years of experience in health sector reform or in assignments of similar size and scope;

· Well-developed oral and written communication skills and text processing skills as well as organization and presentation skills; 

· Ability to work in a team and experience from similar projects is an advantage;

· Good command of the English language in oral and written communication, with the ability to present one's results in a clear and succinct manner.

Good command of the Croatian language in oral and written communication, with the ability to present one's results in a clear and succinct manner
2.3.2. Contract 

The assignment will be performed under a lump sum contract that will include items such as travel/air tickets, in-out airports, local transport, interpretation, per diem, and consulting fees.  

2.3.3. Level of Effort
This assignment is expected to cover the period of three (3) months and has to be conducted by consultant team with at least three (3) consultants with the required professional qualifications mentioned in chapter 2.3. Administrative  arrangements. Total number of working days (man/days) is 120. The total effective time of work will be spread over the above mentioned timeframe.

2.3.4. Timeframe

The consultancy will take place between July and October 2013.

2.3.5. Collaboration with local experts

Throughout all project stages the consultant is expected to avouch consecutive involvement and close cooperation with local experts working in the respective hospitals (i.e. physicians, medical practitioners, hospital managers and general hospital staff, hospital nurses). 

In order to devise the following assignments, the consultant will – besides the MoH - closely collaborate with other stakeholders of the Croatian health care sector, amongst others the Croatian Institute for Health Insurance (Hrvatski Zavod za Zdravstveno Osiguranje - HZZO) and management of Clinical Hospital Centers and General Hospitals.

2.3.6. Deliverables and Reports

The consultant team will prepare the following reports

· A short inception report confirming the expected deadlines and outputs for each task and specifying any issues that should be brought to the Management's attention in order for the consultants to be able to complete their assignment within 2 (two) weeks upon Contract signing-in English in Croatian. The Inception Report should also include a definition of the methodology to be uses to identify the NCS and to determine in each case the likelihood of Outsourcing versus Spinning Off and when both options are considered, an assessment of pros and con of each, and methodology to assess the current examples of outsource services.

· Draft Final Report with the plan (with all the points included in point 2.2) as requested by the scope of work in English and Croatian within 10 (ten) weeks upon Contract signing-in English in Croatian.

· Final report with the plan (with all the points included in point 2.2) as requested by the scope of work in English and Croatian within 12 (twelve) weeks upon Contract signing-in English in Croatian.

The documents will be review by the Contract Coordinator.

2.3.7. Conditions provided by the Contracting Authority 

The Contracting Authority is obligated to provide all relevant documents to consultants (laws, regulations, reports and studies prepared in the framework of other projects), enable access to the necessary data (in all of the institutions and at all levels responsible for record keeping) and ensure regular communication with all the system stakeholders who can assist the consultant team in completing their contracted assignment. The Contracting Authority is obligated to facilitate access to reports and data from relevant studies conducted for the Croatian government. 

2.3.8. Work Premises

Given the limited availability of office space at the MOH, consultants are expected to arrange their work premises by themselves. Computers and Internet connection are also to be taken care of by the consultant.

