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Summary of the Terminal Evaluation

1. Outline of the Project

Country: Republic of South Sudan Project Title: The Project on Human Resource for Health in
South Sudan.

Issue/Sector : Health Cooperation Scheme : Technical Cooperation

Division in Charge: Health Division 1, | Total Cost: Approx. 480 million yen
Human Development Department

Period of Cooperation: Partner Country’s Executing Organizations:

November 2008-November 2011 Ministry of Health (MOH) , State Ministry of Health

(R/D) December 15, 2008 (SMOH) and training institutions

Related Cooperation: - Supporting Organization in Japan: TA Networking Corp.

1.1 Background

The Government of the Republic of South Sudan (then The Government of Southern Sudan) requested
the Government of Japan technical cooperation for the Project on Human Resources Development for
Health (hereinafter referred to as “the Project”) in September 2007. Both authorities agreed that the
Ministry of Health would implement the Project in cooperation with Japan International Cooperation
Agency (JICA), the implementing agency of Japanese Technical Cooperation under Official
Development Assistance (ODA), and signed on the Record of Discussions on 15 December 2008. Based
on the agreement, the Project started from the end of March 2009.

As the cooperation period agreed upon in the Record of Discussions (R/D) for the Project will come to
an end on March 23, 2012, the terminal evaluation was conducted from November 12 to December 9,

2011.

1.2 Project Overview
(1) Overall Goal:

Health service delivery in South Sudan is improved by human resource development for health.
(2) Project Purpose:

Quality and effective HRD for Health is strengthened by the organizational capacity development

of MOH and State MOHs

(3) Outputs:
1) The organizational capacities of MOH and State MOHs are strengthened to perform effective
implementation of Human Resource Development Policy and Annual Plan.
2) Human Resource Information System (HRIS) is developed and operated in MOH by
harmonized efforts of MOH, State MOHes, training institutions and essential partners.
3) Capacities of training management are strengthened by pilot implementation by MOH and State

MOHs in a self-reliant manner.
(4) Inputs (As of the Terminal Evaluation) :

Japanese side:
Experts: 17person in total Equipment: JPY 14.7 mill.
Training in Japan: - Local costs: JPY 156.3 mill
South Sudanese Side:




Counterpart: 9 persons

Land and facilities: Space and utility cost of the Project office
2. Evaluation Team
Members of [Leader] Mr. Ikuo Takizawa, Director, Health Division 1, Health Group 1
Evaluation Team Human Development Department, JICA
(Japanese side) | [Evaluation Mr. Yuki Matsuyama, Health Division 1, Health Group 1
Planning] Human Development Department, JICA
[Evaluation Ms. Erika Fukushi, MOE Consulting Inc.
Analysis]
[Health Sector Ms. Shigemi Tokeshi, Environmental and Occpational Health
Survey] Institute
Evaluation 12nd November 2011 — 9th December | Type of Evaluation : Terminal Evaluation
Period 2011

3. Results of Evaluation
3.1 Achievement of the Outputs

The achievement of the outputs through the related activities is measured by the indicators of PDM
Ver.2. The summary of the results is as follows.

Output 1: The organizational capacity of MOH and State MOHSs are strengthened to perform
effective implementation of Human Resource Development Policy and Annual Plan.

Achievement of Output 1 is relatively high. It covers broad areas to strengthen the organizational
capacity. One of the major undertakings was a series of management trainings. Total of 10 management
trainings were conducted by December 2011. Training topics such as Leadership and Communication,
Supervision, AOP planning, Human Resource Information System (HRIS) and Training Cycle
Management (TCM) were introduced during those trainings. According to the interviews with the HRD
staff from State MOHs, the training topics were in line with their professional needs and contributed to
the improvement of their managerial capacity.

Output 2: Human Resource Information System (HRIS) is developed and operated in MOH by
harmonized efforts of MOH, State MOHs, training institutions and essential partners.

Achievement of Output 2 is not satisfactory. The human resource information system, which the Project
was expected to take over from the other development partners, was not in expected condition. Asa
result, the Project had to develop the information system from the scratch which was not in the original
design of the Project. It affected overall progress of the Project.

Output 3: Capacities of training management are strengthened by pilot implementation by MOH
and State MOHSs in a self-reliant manner.

Achievement of Output 3 is high at the central level and not satisfactory at the State MOHs level.
Through the operation of three TOTs jointly conducted by MOH, JCONAM, the Project and other
stakeholders, supervisors (trainers) from MOH and JCONAM became more confident in organizing and
providing TOTs in nursing/midwifery. They learned how to improve the quality of trainings through
repeated reviews after the trainings by applying the method of TCM. The impact would be greater in
future if C/Ps could continue practicing TCM and disseminate this concept to other states. At SMOH
level, TOTs were not conducted due to the budgetary restraints and less capacity of training management




of MOH.
3.2 Achievement of Project Purpose: Quality and effective HRD for Health is strengthened by the
organizational capacity development of MOH and SMOHs.

The achievement of the overall project purpose as stated in the PDM is moderate. However, the Team
recognized several outstanding achievements of the Project. While the Project introduced essential
tools for the improvement of organizational capacity of MOH and SMOHs, it will take time and
continued effort for those tools to be integrated and utilized in routine practice of their human resource
management, for the purpose of strengthening quality and effective HRD for health. It should be noted
that the Project was implemented when South Sudan was in transition to an independent country and had
to deal with serious lack of resources and frequent changes in government organizations.

3.3 Evaluation by Five Criteria

Through the evaluation study, the Team assessed the project’s relevance, effectiveness, efficiency,
impact and sustainability.
(1) Relevance

The relevance of the Project is high. The Project Purpose and Overall Goal remain relevant to the
current national policies and priorities in South Sudan. “Human Resources for Health (HRH)” is among
the important issues in South Sudan Development Plan (SSDP 2011-2013) and also one of the six
priority issues in Health Sector Development Plan (HSDP 2011-2015). Particularly, planning of Annual
Operational Plan (AOP) is raised as the first step of the implementation of HSDP, which is consistent
with the Project approach.

(2) Effectiveness

The effectiveness of the Project is moderate, though there are several outstanding achievements as
described in 3-1 and 3-2 above. The Project was effective in providing essential tools for quality and
effective HRD planning (outputl), monitoring (output2) and implementation (output3) and introductory
training was conducted to the core members of MOH and SMOHs. However it will still take time and
continuous effort for those tools to be integrated and utilized in routine practice of their human resource
management. Time may not have been sufficient for MOH and SMOH:s to articulate the decisive
organizational capacity under the environment of frequent restructuring of their organizations.

(3) Efficiency

Overall efficiency of the Project is high as the Team did not find any major inputs which did not
contribute to the Outputs. However, the fact that South Sudan was undergoing a transition to an
independent republic inevitably affected smooth implementation of the Project.

(4) Impact

The impact of the Project, particularly the long-term impact, is potentially high, even though it is
difficult to foresee the impact in a country like South Sudan where political, socio-economic and human
resource environment is rapidly changing.

(5) Sustainability
Policy environment

Political sustainability is high as Human Resources for Health is given high priority in the current
health policy.
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Organizational and financial aspect

There are some challenges in terms of organizational and financial sustainability. Frequent
restructuring still ongoing at MOH and more significantly at SMOHSs is a potential threat to the
organizational sustainability, even though improved management practices may remedy the negative
impact of organizational restructuring to some extent.

Technical aspect

Overall technical sustainability is relatively high. At central level, it was observed that C/Ps have
acquired relatively high skills in AOP planning and training operation with TCM in self-reliant manner,
even though there are variations in technical capability among SMOHs.

There is a major challenge in technical sustainability for HRIS. Currently, there is no technical resource
in South Sudan who can provide services for system maintenance and future customization as need
arises.

3.4 Factors promoting the realization of effects
(1) Planning

Focus on human resources information as public goods. Information on human resources for health is
essential both for the government and for the development partners in effective planning. As the Project
contributed to make such information available as public goods, it raised interest and commitment from
the government and the development partners.

(2) Process

Establishing a good relationship with counterpart. The team kept good communication with counterpart
and that contributed to promoting implementation of the Project.

Establishing functional donor coordination mechanisms. The Project supported MOH in coordinating
activities of relevant development partners through regular working groups and other mechanisms (e.qg,
support for HRIS and JCONAM) and increased effectiveness of investment, which is often difficult
particularly in reconstruction phase. Working group on human resources for health was widely
recognized as one of the best performing such coordination mechanisms in health sector.

3.5 Factors inhibiting the realization of effects
(1) Planning

Planned duration was limited. In order to provide information on human resources for health as public
goods, it was necessary to cover all 10 states and major professional categories. However, it required
more time to fully strengthen organizational capacity of MOH and all 10 State MOHSs due to constraints
in infrastructure and travel restrictions on Japanese experts. Also, the Project needed to start from sorting
professional categories as there existed variety of health cadres trained through humanitarian assistance
and professional licensing was being gradually established. The process required more time than
originally expected.

(2) Process

Lack of mutual understanding among stakeholders and frequent restructuring of MOH and SMOH. Due
partly to multiplicity of development needs in reconstruction period, it took time to establish mutual
understanding of the Project among stakeholders and to make coordination to conduct activities in the
beginning of the Project, which resulted in the delay of implementation. Also, frequent restructuring of

xii




MOH and SMOH in transitional period affected the implementation of activities.
4. Conclusion

The Project was successful in introducing essential management tools for HRD planning, monitoring
and implementation, which can strengthen organizational capacity of MOH and SMOHs. Such
organizational capacity will be a foundation for long-term and sustainable human resource development
for health in South Sudan. The Project played a catalytic role in strengthening communication among
development partners through HRD-TWG, which is critical for coordinated and collaborated partner
investment in HRD. The Project demonstrated a successful model of joint work for the capacity
development of HRH training institutions, working through JCONAM Partners Meeting. Based on such
achievements, early signs of quality and effective HRD were already observed.

5. Recommendation and Lesson Learned
5.1 Recommendations

(1) Recommendation to the Project, before its completion

a) Following materials should be finalized and disseminated.
- AOP guidelines
- Supervisory guidelines
- HTIs supervisory check list
- HRIS operational manual
- TCM manual
- Report on HRD in South Sudan

b) Development of AOPs in SMOHSs, using initial data from HRIS as a reference, should be promoted
where it is yet to be formulated. Budgeting process should be monitored for MOH and SMOHSs
after development of AOPs.

c) Problems regarding development of AOPs particularly at SMOH level and possible solutions should
be identified.

d) Problems regarding maintenance and continued use of HRIS (such as technical specification and
future customization, regular and timely update, analytical use in AOP development and other
purposes, etc.) and possible solutions should be identified.

e) The result of the trial in WBG State should be analyzed and try out of HRIS to County level should
be conducted in one additional State with different capacity.

f) TCM utilization in training programs other than midwifery in-service training should be facilitated.

g) Construction work of JCONAM and DTPD office should be completed as planned.

(2) Recommendations to South Sudan side

a) Staff in charge of HRD-TWG should be appointed in DTPD, MOH as soon as possible, to allow for
gradual capacity development of MOH in managing HRD-TWG.

b) Efforts should be made to continue the application of management tools introduced by the Project,
such as AOPs, HRIS, and TCM, in MOH and SMOHSs even after the completion of the Project.
Linkage with various programs and funding sources, such as Health Pooling Fund, should be
elaborated to ensure continuity of activities at all levels.

c) Efforts should be made as much as possible and as the environment allows to ensure organizational
and personnel stability.

(3) Recommendations to Japanese side

a) Extension of the Project by approximately three-month period should be considered to ensure
completion of the activities recommended in (1) above.

b) Further long-term support should be considered even after the completion of the Project for the
improvement of HRH management and HRD for health, as it is critical building block for sustainable
health systems development in South Sudan and better health of its people. It is in line with
protection of human security and inclusive development which are the principles of JICA’s
operations.
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5.2 Lessons Learned

a)

b)

Strengthening of both intra- and inter- organizational capacity of MOH and SMOHs is essential in
ensuring long-term and sustainable HRD for health in South Sudan. Coordination and
collaboration between MOH and SMOHs even in a decentralized setting of South Sudan, is
indispensable. While organizational capacity development of MOH and SMOHSs can have a
significant impact on the health systems, the Counties need to be brought into the picture in some
areas such as HRIS.

Better coordination and collaboration among the development partners and stakeholders are
essential, particularly in the context of the present South Sudan where reliance on donor fund is
inevitably high. By bringing together the strengths of different partners, impact of the investment
can be maximized as observed in JCONAM.

While the HRD for health requires long-term visions and commitment, frequent organizational
restructuring and personnel turnover may undermine the effort.  To remedy for the negative impact
from the unstable government structure which may be inevitable for South Sudan for the near future,
technical backup may need be sought and placed outside of its structure such as universities.
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MINUTES OF MEETINGS
BETWEEN
THE JAPANESE TERMINAL EVALUATION TEAM
AND
MINISTRY OF HEALTH
OF THE REPUBLIC OF SOUTH SUDAN
ON

JAPANESE TECHNICAL COOPERATION
FOR

THE PROJECT FOR HUMAN RESOURCE

DEVELOPMENT FOR HEALTH
IN SOUTH SUDAN

The Japanese Terminal Evaluation Team (hereinafter referred to as “the Team”) organized by the
Japan International Cooperation Agency (hereinafter referred to as “JICA™), conducted an evaluation
study from 14 November to 7 December, 2011, for the purpose of the final evaluation on the Project for
Human Resource Development for Health in South Sudan(hereinafter referred to as “the Project™).

During its visit to South Sudan, the Team had collected relevant data and information, evaluated the
achievement of the Project and had a series of discussions with the officials concerned of the Project.

As a result, both Japanese and South Sudanese sides agreed upon the issues referred to in the
document attached hereto.

Juba, 5 December, 2011

(o

Mr. Tkyo Aakizawa Vo

Undersecretary Final Evaluation Team Leader
Ministry of Health Japan International Cooperation Agency
The Republic of South Sudan Japan



Terminal Evaluation Report
for
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in South Sudan

Ministry of Health,
Republic of South Sudan
And

Japan International Cooperation Agency (JICA)

December, 2011
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1  Introduction

1-1 Background

The Government of the Republic of South Sudan (then The Government of Southern Sudan)
requested the Government of Japan technical cooperation for the Project on Fuman Resources
Development for Health (hereinafter referred to as “the Project™) in September 2007. Both
authorities agreed that the Ministry of Health would implement the Project in cooperation with Japan
International Cooperation Agency (JICA), the implementing agency of Japanese Technical
Cooperation under Official Development Assistance (ODA), and signed on the Record of
Discussions on 15 December 2008, Based on the agreement, the Project started from the end of
March 2009.

As the cooperation period agreed upon in the Record of Discussions (R/D) for the Project will come
to an end on March 23, 2012, the final evaluation was conducted from November 12 to December 9,
2011.

Overview of the Project

| - Frojsat puipose:
| Quality and effective HRD is strangthenaed bythe organiztional |
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1-2 Final Evaluation Objeetives
The objectives of the final evaluation of the Project are:
(1) to review the achievements and impacts of the Project, making use of available data, reports and
through consuitation with relevant stakeholders;
(2) to produce recommendations in order for the Project to achieve its goal set in the Project Design
Matrix (PDM);
(3} to discuss the future plan after the termination of the Project; and

(4) to draw lessons learned from the Project for the other relévant activities.

1-3 Evaluation Study Team

The members of the final evaluation team (hereinafter referred to as “the Team™) are as follows:

Name Responsibiiity Affiliation
Ikuo TAKIZAWA Team Leader Director, Health Divisionl, Fluman Development Departinent,
Japan International Cooperation Agency (JICA)
Yuki MATSUYAMA |Administration Health Divisionl, Human Developnient Depattment,

Japan International Cooperation Agency (JICA)

Erika FUKUSHI Evaluation Analysis  [Consultant

Shigemi TOKESHI [Health sector survey |Consultant




2. Methodology of Evaluation
In accordance with the JICA Project Evaluation Guidelines of June 2010, the Terminal Evaluation of

the Project was conducted in the following process.

Step I: The latest Project Design Matrix (PDM) Version 2 was adopted as the framewaork for the
evaluation exercise, and the achievements of the Project were assessed based on the benchmarked

levels of respective Objectively Verifiable Indicators.
Step 2: Analysis was conducted on the underlying causes that promoted or inhibited the
achievement levels which are related both to the project design and project implementation

processes.

Step 3: An examination of the Project was conducted based on the five evaluation criteria:

4 e M

“relevance”, “effectiveness”, “efficiency”, “impact” and “sustainability™,

Step 4: Recommendations for the Project were formulated, as well as lessons leained for future

projects to be implemented by both South Sudanese and Japanese Governments.
Five evaluation criteria are summarized as follows.

Definition of the Five Criteria for the Evaluation

Five Evaluation
Definition of the five evaluation criteria
Criteria

1} Relevance Relevance of the Project is reviewed by the validity of the Project Purpose and the Overall Goal in
cotmection with the poticies and needs of the partiter country, as well as with the Japan’s assistance
policy to the pariner country.

2) Effectiveness | Effcctiveness is assessed by examining the extenl to which the Project has achieved its Project
Purpose, and clarilying how the Outputs have contributed fo the achievement of the Project Purpose.

3) Efiiciency Efficiency of the Praject is anafyzed by looking at how the Inputs and Activities have contributed to
the production of the Outputs, analyzing the quality, quantity and timing.

43 Impact Impact of the Projcct is reviewed by fo what extent the Overall Goal is likely ta be achieved, and
assessed through snalyzing intended or unintended, direct or indirect, positive or negative shanges as
a result of the Project.

5} Suslainabifity [ Sustoinabilily of the Project is assessed in terms of organizational, financial and technical aspects by
examining lo what extent the ovtcomes of the Project to be sustained after the Project is completed.

Information was collected by document review, individual questionnaire and inferview with the
stakeholders of MOH, State MOHs, Juba College for Nursing and Midwifery (JCONAM), Juba
Teaching Hospital (JTH), Development Partners and the Project Team,

mlc-




3. Achievement and Implementation Process
3.1 Inputs

(1) Inputs by the Japanese side
Total of 17 Japanese experts were dispatched with the total of 92.14M/M. In addition to them,
two local staff, equipment, expenses for project activities, and construction expenses for the
MOH and JCONAM have been provided. The local cost provided by the Japanese side is shown

in the table below.

Local costs provided by Japanese side (Unit; Yen)

1™ Year (20093~ | 2™ Year (20102~ | 3™ Year* (201 1.6~
TOTAL
2010.1) 2011.3) 2012.3)

Operational costs 10,349,000 14,611,000 21,356,000 46,310,000
Equipment purchase 2,450,000 7.028,000 5,216,000 14,694.000
expenses {oversees)

Construction 0 52,567,000 42,313,000 94,880,000
Qthers 0 438,000 0 458,000
TQTAL 12,799.000 74,664,000 68.885.000 | 156,348,000

%37 Year: Estimated as of 27 Nov, 2011 (1,000 yen or less is rounded down. 1 S§P=28.55 yen)

(2) Inputs by South Sudanese side
Nine counterpart (C/P) personnel under the MOH and utility (electricity) expenses have been
provided. The Project was commenced in March 2009 with the Undersecretary as the Project
Director, and the Director General (DG) of Human Resource Development (HRD) as the
Project Manager. Organizational reforms of the MOH, including the Project's main
counterpart organizations have been carried out twice since then. Currently, the Project
Director is the Undersecretary and the Project Manager is the DG of Training and
Professional Development. The transition of C/P organizations is described as the diagrams
below.
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3. 2 Activities Implemented

Some activities were delayed due to several reasons. Although most of the activities are likely to
be completed by the end of the Project, some activities need follow up in order to consolidate
achievement of the project purpose. Main activities and the progress are shown in Annex 2.

3.3 Achievement of the Quiputs
The achievement of the outputs through the related activities is measured by the indicators of PDM
Ver.2, The summary of the results is as follows,

3.3.1 Outputl
“The organizational capacity of MOH and State MOHs are strengthened to perform effective

implementation of Human Resource Development Policy and Annual Plan,”

Indicators Achievement
1.1 Annual Plans of MCH and s  MOH
State MOHs are put on Directorate of Training and Professional Development {DTPD)
budget proposal for 2012. and Division of Human Resource Management (HRM) have

developed Annual Operational Plan (AOP) respectively. Budget
for year 2011/2012 is shown in the AOPs and submitted to the
Undersectetary of MOH,

o State MOHs
Six States MOHs (SMOHSs) out of 10 have developed the AOP
af HRD. Budgeting status will be ensured during the 10"
Workshap (WS) starting on the Lst December 2011,

1.2 Standard Operation* for s AOP Guidelines (draft 1) were introduced to the C/Ps during the
HRD is utilized. 5" WS conducted in July 2010, by which the effective utilization

*Standard Operation includes of HR Strategic Plan was enhanced in planning AOPs.
Policy for HRH, Strategic Plan |  Policy for HRH and Strategic Plan for HRH were disseminated
for HRH, AOP Guidelines, - with support from the Project
Supervisory Guidelines, HTIs ¢ AOP guidelines (1* draft) and Supervision Guidelines were
Supervisory Check List, HRIS disseminated during trainings and utilized to improve managerial
Operational Manual, and TCM performance.
Manual

Achievement of Qutput 1 is relatively high. It covers broad areas to strengthen the organizational
capacity. One of the major undertakings was a series of management trainings. Tota! of 10
management trainings were conducted by December 2011, Training topics such as Leadership and
Communication, Supervision, AOP planning, Human Resource Information System (HRIS) and
Training Cycle Management (TCM) were introduced during those trainings. According to the
interviews with the HRD staff fromn State MOHs, the training topics were in line with their
professional needs and contributed to improve their managerial capacity.
7




After the 2™ year of project implementation, the training topics were focused on three areas
according to the PDM. It is highly evaluated that DTPD and Division of HRM of MOH have
developed respective AOPs as a major output from the training. More importantly, they implement
and monitor the progress according to the plan. In addition, six SMOHs hav.e also developed their
AOPs and demonstrated the progress during the 10™ Workshop of the Project.

The remaining four states have not yet developed their AOPs due to several reasons. Through
interviews with the officials from SMOI—IS, it was implied that the reasons for not developing AOP
were not necessarily inadequate knowledge/skills of the C/Ps, but other reasons such as repeated
restructuring of SMOHs and shortage of staff. One of the respondents pointed out that because of
ongoihg organizational restructuring in their SMOH it is not appropriate time for them to apply their
AOP. Another official mentioned, "I am only one officer in charge of four different departments. If
AOP is developed, I am afraid that it may bring me overload.” Many officials mentioned that there
was shortage of fund in their states that critically hindered implementation of planned activities. One
officer mentioned: “He were capacitated, but theve was nowhere we could use owr acquired
fnowledge and skills”. Therefore, understanding different situation among states, ways of
facilitating organizational capacity development need to be considered.

Other undertakings for improving organizationai capacity included the regular weekly meetings
conducted in the Project office, organization of Human Resource Development Technical Working
Group (HRD-TWG), development of contact list of MOH and all ten SMOHs, and construction of
office building of DTPD in the premises of MOH. Through these activities, the DTPD developed
organizational capacity. DTPD started conducting the team meeting once a week, which didn’t exist
at the beginning of the Project, It was reported that delegation from the DG to the staff increased and
the teamwork of the directorate was enhanced through the collaborative work through  the Project.
Communication between MOH and SMOHSs, and among SMOHs was facilitated.

33.2 Output?
“Human Resource Information System (HRIS) is developed and operated in MOH by harmonized
efforis of MOH, State MOHs, training institutions and essential partners.”

Indicators ' Achievement
2-1, Data on human resotrce e Records of 19,560 personnel were entered in the data base,
development is collected in HRIS. including the initial information from: Health Facility Mapping

and government payroll. Other 124 data were entered in HRIS
through Project’s Pilot training on a trial basis.

e Update of 349 personnel was done through update trial and
project workshops.

2.2.Collected data in HRIS s e HRIS data were distributed as reference when AOPs were
analyzed by MOH and shared with developed.
8
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the State MOHs and other

stakeholders.

o HRIS was introduced to all SMOHs through trainings. The
Project conducted the HRIS training for the HRD staff from
SMOH and County MOHs in Western Bahr El Ghazal State
(WBGS) in November 2011 as a pilot to test operation at the

County level.

Achievement of Output 2 is not satisfactory. The human resource information system, which the
Project was expected to take over fiom the other development partners, was not in expected
condition. As a result, the Project had fo develop the information system from the beginning which

was not in the original design of the Project, It affected overall progress of the Project.

No availability of the C/P in charge of HRIS for two years also hindered the progress of this Output.
A HRIS staff from MOH returned to the MOH after studying abroad in August 2011and visited
Tanzania in September 2011 with a support from the Project to learn the contents and operation of
HRIS applied in Tanzania. It was reported that the visit was very useful to capacitate the said official
in learning overall operation of HRIS, managing data collection from county level and conducting
trainings on HRIS dissemination, Importance of networking with supporting agencies was also

learned through the visit, e.g. University of Dar es Salaam in case of Tanzania.

Data entered as initial information are considered as not in the best quality because they were
collected from existing information sources available at the central level. In order to address this
issue, the Project requeéted each SMOH to update the HRIS data during the project training
conducted in August 2011, but the updated information has not yet been provided by SMOHs. The
latest HRIS is the version 1.8, Operating manuals for the respective versions were distributed to all
the States. “HRIS Operating Manual” is expected to be developed and distributed to all the States.

3.3.3 Quiput3
“Capacities of training management are strengthened by pilot implementation by MOH and State
MOHs in a self-reliant manner.”

Indicators Achievement

3-1.Knowledge and skills of | o According to the pre-post test conducted in the 1* TOT on Midwifery
the trainees of the pilot

frainings are improved,

(Oct.2010), improvemeilt in knowledge level of trainees was not
clearly shown due to too many topics given in the 4-day training.
However, in the 2" Training of Trainers (TOT) conducted in
Sep.2011, knowledge level of trainees was increased in average from
56.1points to 71.lpoints (Maximum score was 89points). This
increase was recognized as a result of efforts made by supervisors and
organizers in continuous improvement using TCM method.

e In the 3™ TOT conducted in Qctober 2011, levels of “knowledge”,

“skills” and “attitude™ of the trainees were reported as improved




according 1o the evaluation by the course supervisors and

self-evaluation by the trainees.

3-2Number of monitoring [ No monitoring was conducted for the 1* TOT on Midwifery.

for trainees is increasing, e Monitoring of 6 trainees out of 14 participated in the 2™ TOT was
conducted during the 3" TOT, The level of internalization of
knowledge/skills was 6.8 points in average of 6 participants
(Maximuin score was {0points).

¢ Tools like “Lecture Check Sheet” and “Exercise Check Sheet” were
developed for the 3% TOT, with which, levels of “knowledge®,
“skills” and “attitude” were monitored for the same six trainees
participated in the 3™ TOT. Immediate feedback on the results of

monitoring was given to the trainees so that they could improve the

skilis as a trainer,

Achievement of Output 3 is high at the central fevel. Through the operation of three TOTs jointly
conducted by MOH, JCONAM, the Project and other stakeholders, supervisors (trainers) from MOH
and JCONAM became miore confident in organizing and providing TOTs in nursing/midwifery. They
learned how to improve the quality of trainings through repeated reviews after the trainings by
applying the method of TCM. The impact would be greater in future if C/Ps could continue
practicing TCM and disseminate this concept to other states.

Methods for evaluating the performance of frainees such as pre-post test were improved through
trials during the three TOTs, Effective and consistent ways of monitoring for the trainees after

trainings are expected to be developed by the joint efforts of supervisor team and stakeholders.

Knowledge levels of trainees were increased every day during the 2" TOT on Midywifery as shown

in the table below.

Results of Pre-Post Test on the knowledge levels of trainees in the 2 TOT on Midwifery

Day 2 Day 3 Day 4 Day 5
Pre Post | Ire Post Pre Post Pre Post
Maximum Score 13 50 16 10
Average (N=14) 6.4 11.7 35 40.2 9.5 117 52 7.5

(Source: Project Report)

The table below demonstrates the results of monitoring of the 2* TOT, conducted during the 3" TOT.
Leve! of internalization of knowledge/skills was measured as 6.8 out of 10 maximum score, In the
3" TOT, one trainee in the 2™ TOT (Registered Midwife) was promoted as one of the supervisors in
the 3" TOT for her excellent performance in the previous TOT. According to interviews, several
officials responded that TCM was very useful and applicable to their work. One of the respondents
commented that “TCM teaches you to be aware of what you are planning to do. It makes my plan

A W] /(, —47—



realistic and measurable”.

Results of Monitoring of the 2™ TOT

The 2" TOT Level of internalization of
Pre Post learned knowledge/skills

Maximum Score 10 10 10

Participant A 5 6 6

Participant B 7 9 (Absent)

Participant C 5 10 7

Patticipant D 7 8 9

Patticipant E 5 5.6 6

Participant F 5 9 6

(Source: Project Report)

JCONAM was renovated, and teaching equipment was provided by the JICA Project. This

undertaking was highly appreciated by most of the stakehoiders including MOH, JCONAM and
development partners such as UNFPA.

3.4 Achievement of Project Purpose

Project Purpose :

“Quality and effective HRD for Health is strengthened by the organizational capacity development

of MOH and SMOHs>

Indicators

Achievement

1. Organizational capacity for
HRD of MOH and SMOHs is

improved,

Report on HRD for Health for the verification of this indicator
is yet to be produced.

Improvements in organizational capacity are observed in areas
of HRD planning (output!), HRD monitoring {(output2), and
HRD implementation {output 3).

Improvements in  interorganizational coordination and
collaboration are observed in designation of HRD in charge in

each SMOHs, HRD-TWG and JCONAM Partners Meeting,

2. Utilization of Standard

Operation® for HRD is increased.

*Standard Operation includes
Policy for HRH, Strategic Plan
for HRH, AOP Guidelines,
Supervisory Guidelines, HT]s

' Policy for HRH and Strategic Plan for HRH are currently being
revised for the better alignment with SSDP and HSDP.
MOH and SMOHs were trained on essential skills such as AQOP
formulation, HRIS utilization, and application of TCM.
AQOP guidelines (final version), HTIs Supervisory Check List,
HRIS Operational Manual, and TCM Manual are being

finalized for further standardization of operation,
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Supervisory Check List, HRIS
Operational Manual, and TCM

Manual

The achievement of the overall project purpose as stated in the PDM is moderate. However, the
Team recognized several outstanding achievements of the Project. While the Project introduced
essential tools for the improvement of organizational capacity of MOH and SMOHs, it wilf take time
and continued effort for those tools to be integrated and uiilized in routine practice of their human
resource management, for the purpose of strengthening quality and effective HRD for health. it
should be noted that the Project was implemented when South Sudan was in transition to an
independent country and had to deal with serious lack of resources and frequent changes in

government organizations,

AQPs are supposed to improve quality and effectiveness of short-term HRD planning in MOH an
SMOHs and help them focus on priority issues, They will improve the accuracy of the plan by
encouraging use of appropriate information, such as HRIS, as much as possible. The sharing of
plan between MOH and SMOHs or among SMOHs will be easier by using standardized process and
format.  Even though DTPD and Division of HRM in MOH and 6 SMOHSs successfully produced
AOPs, the exercise needs to be repeated annually to become routine management practice.

Strengthening finks between AOPs and budget process is another challenge.

HRIS is supposed to imprbve quality and effectiveness of HRD monitoring by MOH and SMOHs by
capturing accurate picture of human resources for health available in entire South Sudan, HRIS can
be a powerful tool to produce essential information needed for better health systems governance and
should be promoted to wider stakeholders within the Government of South Sudan and the
development partmers. Challenge remains with regular updating of by SMOHs which requires
collection of data from the Counties, and also with regular analysis and reporting of the update
information to support policy and planning which requires computer literacy and analytical skills.

Lack of technical backup in the country is a challenge for system sustainability.

TCM is supposed to improve quality and effectiveness of HRD implementation, in the form of
standardized training operation. Systematic approach in training planning, implementation and
evaluation can improve the training output while reducing inefficiency. This skill is critical for
MOH and SMOHs as a wide range of training and capacity development activities are supported by
various development partners and therc is a strong need for standardization and coordipation.
While the Project successtully applied the concept in pilot in-service training for midwives, it nees
to be refined through application in other training programns. The concept needs to be shared with

the development partners who support training activities.

The catalytic role of the Project in supporting communication and coordination between MOH and
SMOHs and between MOH and the developmeni partners needs particular attention. The
HRD-TWG is one of the most regularly meeting TWG among entire TWGs of MOH and technical

12
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and adminisfrative support from the Project was jnstrumental. The HRD-TWG is essential in
bringing together major stakeholders who are involved in HRD in health. The HRD-TWG is
currently used as a platforin to discuss revisions of the Policy for Human Resources for Health
2006-2011 and the Strategic Plan for Human Resources for Health 2007-2017, for the beiter
alignment with HSDP 2011-2015 and SSDP 2011-2013.

The infrastructure support by the Project to JCONAM was provided in partnership with other
development partners who are providing support for school operations as a joint investment, which
wag coordinated through JCONAM Partners Meeting.,  As there is a significant investment need for
HRIH training institutions in South Sudan, this can be a mode! of donor support for HRH training
institutions.

3.5 Achievement of Overall Goal

Overall Goal:
“Health services delivery in South Sudan is improved by human resource development for health”

Indicators Achievement

Number of trained health personnel | o Cwrriculums for pre-service (raining have already been
is increasing. standardized for registered nurse, registered midwife, clinical
(After clarification) officer, and laboratory technician.

*Number of health personnel trained | ¢ Currently, the JCONAM is the only qualified public pre-service

with standardized curricuium is training institution for registered nurse and midwife. However,
increased. MOH has a plan to increase the number of qualified institutions.
*Number includes pre-service and ¢ Standardized curricslum for in-service training of midwives is
in-service trainings for registered nurse, about to be approved.

registered midwife, clinical ofTicerand | e Standardization of in-service training for other cadres is

faboratory techniclan, positively considered by MOH.

Having Overall Goal as an expected efféct by the Project, to be achieved in 2-3 years after the
Project, indicators to measure the Overall Goal of the Project was reviewed and clarified. After the
discussion among the stakeholders, it was decided that the “trained personnel” includes registered
nurse, registered midwife, clinical officer, and laboratory technician, as they represent priority heaith
cadites. In addition, the component of “standardized curriculum® was added since the MOH is
curtently accelerating the standardization of training.

4. Evaluation hy Five Criteria
Through the evaluation study, the Teain assessed the project’s relevance, effectiveness, efficiency,
impact and sustainability.
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4.1 Relevance

The relevance f the Project is high. The Project Purpose and Overall Goal remain relevant to the
current national policies and priorities in South Sudan. “Human Resources for Health (HRH)” is
among the important issues in South Sudan Development Plan (SSDP 2011-2013) and also one of
the six priority issues in Health Sector Development Plan (HSDP 2011-2015). Particularly,
planning of Annuval Operational Plan (AOP) is raised as the first step of the implementation of HSDP,

which is consistent with the Project approach.

In addition, Health Systems Strengthening including HRY, is one of the priotity areas of the
Japanese ODA policy. In particular, the Project approach that focused on organizational capacity
development of the HRD-related offices in MOH as well as SMOHs is quite relevant, Japan’s policy
towards South Sudan includes “Basic Human Needs (BHN)”. As mentioned earlier, the Project has
been assisting in HRD for Registered Nurse/Midwife through investment in JCONAM. It would
contribute to improve basic social services to the people of South Sudan, Therefore, the Project is

assumed to be cansistent with Japanese aid policy.

4.2 Effectiveness

The effectiveness of the Project is moderate, though there are several outstanding achievements as
described in 3.3 and 3.4 above. The Project was effective in providing essential tools for quality
and effective HRD planning (outputl). monitoring {output?) and implementation (output3) and
introductory training was conducted to the core members of MO and SMOHs. However it will
still take time and continuous effort for those tools to be integrated and utilized in routine practice of
their human resource management. Time may not have been sufficient for MOH and SMOHs to
articulate the decisive organizational capacity under the environment of frequent 1'esti'Lt¢tu!'illg of

their organizations.

The catalytic support of the Project to HRD-TWG is facilitating coordination and collaboration
among various stakeholders in the revision of HRD policy and strategy. Coordination through
HRID-TWG, together with better communication and collaboration between MOH and SMQHs, will
be a foundation for quality and effective HRD for health in South Sudan.

4.3 Efficiency
Overall efficiency of the Project is high as the Team did not find any major inputs which did not
contribute to the Outputs. However, the fact that South Sudan was undergoing a transition to an

independent republic inevitably affected smooth implenientation of the Project,

Firstly, the Project suffered from the frequent restructuring of MOH as shown earlier. Particularly,
the change of most important personne} such as the Project Director and/or Project Manager
hindered the efficiency in organizational development of MOH, This was not an exception with
SMGHs. Due to the frequent change in personnet in cﬁarge of HRD, internalization and application
of leatned knowledge and skills may have been negatively affected,
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Secondly, the 2-year absence of person in charge of HRIS has also affected the Project achievement,

Thirdly, the human resource information system, which the Project was expected to take over from
the other development partners, was not in the expected condition. As a result, the Project had to
develop the information system from the beginning which was not in the original design of the
Project. 1t affected overall progiess of ihe Project,

Fourthly, the movement of Japanese experts was constrained due to security consideration.

Changes in government rules and regulations affected the project logistics.

4.4 Tmpact
The impact of the Project, patticularly the fong-term impact, is potentially high, even though it is
difficult to foresee the impact in a country like South Sudan where political, socio-economic and

hwmarn resource enviromnent is rapidly changing,

The tools introduced by the Project, such as AOPs, HRIS and TCM, can have an impact in changing
HRD management practices in MOH and SMQHs which, in the long~ferm, will contribute to the
improvement of human resource for health endowment in South Sudan. However it is still early for

a solid conclusion,

In terms of number of trained health personnel, in paiticular the registeyed nurses, registered
midwives, clinical officers and laboratory technicians which weve selected as an indicator for
Overall Goal, is likely to increase. Corrently, JCONAM is the only public HRH training institution
which can produce registered nurses and midwives. However, MO has a plan to increase the
number of qualified training institutions. MOH is also accelerating standardization of pre-service
and in-service training for health professionals in general.

4.5 Sustainability

Policy environment

Political sustainability is high as Human Resources for Health is given high priority in the current

health policy,

Organizational and financial aspect
There are some challenges in tetms of organizational and financial sustainability. Frequent

vestructuring still ongoing at MOH and more significantly at SMOHs is a potential threat to the
otganizational sustainability, even though improved management practices may remedy the negative

impact of organizational restructoring (o some extent.

It is not possible to foresee financial autonomy for MOH and SMOHSs at least for the near future,

Therefore, it is 1nore realistic to anticipate continuation of the activities using suppost coming from
15



various development partners.  In this regard, it is crucial to maintain and strengthen the
HRD-TWG, which reinforces the network among supporters and funders. The absence of
personnel in charge of HRD-TWG from MOH side is a threat for both organizational and financial
sustainability. Collaboration with Health Pooled Fund and other resources may be needed in order
to sustain activities at SMOHs.

Technical aspect

Overall technical sustainability is relatively high. At central level, it was observed that C/Ps have
acquired relatively high skills in AOP planning and training operation with TCM in self-reliant
manner, even though there are variations in technical capability among SMOHs.

There is a major challenge in technical sustainability for FHRIS. Currently, there is no technical

resource in South Sudan who can provide services for system maintenance and future custorization

as need arises.



5. Conclusion

The Project was successful in introducing essential management tools for HRD planning, monitoring
and implementation, which can strengthen organizational capacity of MOH and SMOHSs. Such
organizational capacity will be a foundation for long-term and sustainable human resource
development for health in South Sudan. The Project played a catalytic role in strengthening
communication among development partners through HRD-TWG, which is critical for coordinated
and coflaborated partmer investment in HRD.  The Project demonstrated a successful model of joint
work for the capacity development of HRH ftraining institutions, woiking through JCONAM
Pariners Meeting, Based on such achievements, early signs of quality and effective HRD were

already observed.

However, challenges remain and continued effort is required to consolidate the achievements.
Follow up is needed to ensure integration and utilization of the tools introduced by the Project in
routine human resource management practices of MOH and SMOHs, in particular the roll out of
HRIS. Catalytic support is still needed for the management of HRD-TWG to ensure gradual
handover to MOH. '

6. Recommendation and Lesson Learped

6.1 Recommendations

(1) Recommendation to the Project, before its completion

a) Following materials shoutd be finalized and disseminated.

. - AOP guidelines
- Supervisory guidelines
- HTIs supervisory check list
- HRIS operational manual
- TCM manual
- Report on HRD in South Sudan

b) Development of AOPs in SMOHs, using initial data from HRIS as a reference, should be
promoted where it is yet to be formulated. Budgeting process shiould be monijtored for MOH
and SMOHs afier development of AQPs,

¢) Problems regarding development of AOPs particulatly at SMOH level and possible solutions
should be identified,

d) Problems regarding maintenance and continued use of HRIS (such as technical specification and
future customization, regular and timely update, ana!ytiéal use in AQP development and other
purposes, etc.) and possible solutions should be identified,

e) The result of the trial in WBG State should be analyzed and try out of HRIS to County level
should be conducted in one additional State with different capacity.

f) TCM utilization in training programs other than midwifery in-service training should be
facilitated.

g) Construction work of JCONAM and DTPD office should be completed as planned.

{2) Recommendations to South Sudan side
17



a) Staft in charge of HRD-TWG should be appointed in DTPD, MOH as soon as possible, to allow
for gradual capacity development of MOH in managing HRD-TWG.

b) Efforts should be made to continue the application of management tools introduced by the
Project, such as AOPs, HRIS, and TCM, in MOH and SMOHs even after the completion of the
Project. Linkage with various programs and funding sources, such as Health Pooling Fund,
should be elaborated to ensure continuity of activities at all levels.

¢) Efforts should be made as much as possible and as the environment allows to ensure

organizational and personnel stability.

{3) Recommendations o Japanese side

a) Extension of the Project by approximately three-month period should be considered to ensure
completion of the activiiies reconimended in (1) above,

b) Further Jong-term support should be considered even after the completion of the Project for the
improvement of HRH management and HRD for health, as it is critical building block for
sustainable health systems development in South Sudan and better health of its people. It is in
line with protection of human security and inclusive development which are the principles of
JICA’s operations,

6.2 Lessons Learned

a) Strengthening of both intra- and inter- organizational capacity of MOH and SMOHs is essential
in ensuring long-term and sustainable HRD for health in Sottth Sudan.  Coordination and
collaboration between MOH and SMOHs even in a decentralized setting of South Sudan, is
indispensable. While organizational capacity development of MOH and SMOHs can have a
significant impact on the health systems, the Counties need to be brought into the picture in
some areas such HRIS,

b) Better coordination and collaboration among the development partners and stakeholders are
essential, particularly in the context of the present South Sudan where reliance on donor fund is
inevitably high. By bringing together the strengths of different partners, impact of the
investment can be maximized as observed in JCONAM.

c) While the HRD for heaith requires long-term visions and commitment, frequent organizational
testructuring and personnel turnover may undermine the effort.  To remedy for the negative
hmpact from the unstable government structure which may be inevitable for South Sudan for the
near future, technical backup may need be sought and placed outside of its structure such as

universities,
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3. FEEMAEFEIYA

BA—4& EH

Name

Job title

MoH

+ Dr. Samson Baba

* Dr. Margaret Itto

+ Dr. Samuel Koang

+ Ms. Victoria Abua

+ Mr. Kuol Arop Akor

+ Mr. Samuel Maketh

* Mr. Boum Kubong

* Mr. Chuol Giek Nyuot

+ Mr. Kennedy Kwaje Jaden

« Mr. Lazaro Atem

* Dr. Wani Gindalang Mena
- Ms. Petronella Wawa

+ Ms. Jamelia Sake

Director General, Directorate of Planning & Coordination

Director General, DTPD

Director, Division of Allied Health Cadres, DTPD

Director, Division of Nursing & Midwitery, DTPD

Deputy Director, Division of Curricula & Examinations (DCE), DTPD
Senior Inspector, Institutional Supervision, DCE, DTPD

Senior Inspector, Institutional Supervision, DCE, DTPD

Director, Division of Human Resources Management, Directorate of
Administration and Finance (DAF)

Director, Division of Procurement, DAF

Deputy Director, Division of HRIS, DAF

Chief Executive Officer, JTH
Principal, JCONAM
Registered Nurse/Midwife, JTH

SMoH
Central Equatoria State
+ Dr. Paul Tingwa

* Dr. Hillary Okanyi

* Mr. Andrew Tombe

« Ms, Polly Grace

* Mr. Julivs LK asaja

* Ms. Angela Acheyo
Eastern Equatoria State

* Mr. Oduma Aquilino

* Mr. Rosebud Kisembo
Jonglei State

* Dr, Peter Makol

+ Mr. Philip Akuok

« Mr. Diing Mabil Nhial
Lake State

+ Mr. Ezekiel Muorwel Maker

* Mr. Martn Telar
Northern Bahr El Ghazal State

« Mr. Gabriel Deng Machar

Acting Director General, SMoH

Director of Training & Professional Development, SMoH

Deputy Director of Human Resource Development (HRD), SivioH
Reproductive Health Officer, Reproductive Health Unit, Dept. of
Primary Health Care, SMoH

Clinical Officer, Munuki PHCC

Clinical Officer, Gudele PLICU

Acting Director General, SMcH
Acting Director of HR & Training, SMoH

Director General, SMoH
Establishment Officer, SMoH

HRIS Officer, SivioH

Acting Director General, SMoH
Director of HR & Training, SMoH

Director of ME and Planning, SMoH




*+ Mr. Dominic Athian
Upper Nile State

* Mr. Peter Oganjwok A Ator

* Mr. Otuk Karial Ayik Goj
Unity State

* Mr. Gatjuet Rual Wang

* Mr. Elijah Makury Guol
Western Bahr El Ghazal State

* Dr. Agok Matual Akec

* Mr.Henry Gabriel Sasa

- Mr. Akile Atanasio
Western Equatoria State

* Dr.Raphael T. Rukuriko

* Mr. Vigilio Modi
Warrap State

* M, Justin Mareng

Director of HR & Training/PHC, SMoH

Acting Director General, SMoH
Director of HR & Training, SMoH

Acting Director General, SMoH
Director of HR & Training, SMoH

Director General, SMoH
Director of HRD, SMoH

HR & Planning Officer

Director for Training & Professional Development, SMoH

Deputy Director of HRD, SMoH

Director of HR & Training, SMoH

Others

* Dr, Festo Jambo

Assistant Professor of Obstetrics and Gynaecology, University of Juba

Bt b —

CIDA

+ Ms. Caroline Delany
UNFPA

* Ms. Bilha Achieng
USAID

* Dr. Heather Smith
WHO

* Dr, Josephine Querubin

* Dr. Moses Ongom

Deputy Head of Cooperation

Project Assistant Manager

Health Team Leader

Technical Officer
Medical Officer
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Name

Job title

MoH
* Dr. Gabriel Gatwech

* Mr. Adwok Ajak

* Mr. Kuol Arop Akor

* Mr. Lazaro Atem

* M. Chuol Giek Nyuot

Director General, Directorate of Training and Professional Development
(Dir-TPD)

Director General, Directorate of Administration and Finance (Dir-A&F)
Director for Human Resources Management (HRM) Division, Dir-A&F
Deputy Director for HRIS, HRM Div., Dir-A&F

Former Director for Humau Resource Developmeut; Deputy Director for HRM
Div., Dir-A&F

Others
* Ms. Petronella Wawa
* Dr. Jino David

Principal, JCONAM
Director General of the Collage, Collage of Medicine, Juba University

B S b

WHO

* Dr. Moses Ongom
USAID

* Ms. Leslie MacKeen
World Bank

* Ms. Anne Bakilina

* Ms. Rebecca
DIFID

* Ms. Jay Bagaria
EU

* Ms. Anja Bauer
Joint Donor Team

* Ms. Dia Timmermans
CIDA

* Ms. Carolyn
Health NGO Forum

* Ms. Erine Polich

Health System Development

Deputy Team Leader

Health Project Coordinator
Chief or Party, IMA World Health

Health Advisor

Health Sector Development

NGO Health Forum Coordinator
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