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healthcare, the QIP utilised no single scientific methodology for the
improvement of the quality of healthcare but combination of more than one
methodology that could assist in achieving the best results possible.

The thesis also shows that the Quality Improvement Project Team (QIPT) dealt
with many driving forces during their attempts to implement quality improvement
such as team work, planning, a well defined and a scientific methodology, the
use of a simple quality improvement model, a new management system,
enthusiasm of the team leaders for quality improvement, and strong
coordination. Furthermore, the QIPT faced many obstacles during implementing
quality improvement such as the turbulent external environment, internal
problems and difficulties inside the subject organisations, lack of monitoring and
follow - up systems, resistant to change, centralisation, poor communication,
and the dissatisfaction of health personnel. The QIPT learnt many lessons and
drew many conclusions from their efforts to implement quality management in
the Palestinian healthcare sector; such as the importance of the commitment of
macro level managers to quality improvement. Quality improvement in Palestine
is possible and has the potential to be successfully introduced into the current
professional and technical internal environment. Consumer (internal & external)
views about the health services is very important to consider when seeking any
improvement in the health sector, and of maintaining a cintinous pattern of
consolidation for the gains made in quality provision. In particular, there is a
need to note the importance of conducting improvement processes within the
selected organisations in response to the annual improvement needs plan
within those organisations, of meeting the demand of the MOH and the

importance of providing the financial and staff support that quality improvement



processes needed if they are to be brought to a successful conclusion are

recognised and recommendations offered.
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CHAPTER ONE

Introduction :
Industry today is suffering from a new malaise: that which results from the struggle
of managed or mismanaged change. World-wide competition, increasing product
variety, and shorter lead times are just some of the pressures on senior
management to review the way it does things and to restructure its organisations.
Total Quality Management ( TQM )was implemented by many organisations in the
manufacturing sector and proven to be successful in many of them. TQM is greater
than the sum of the traditional approaches to quality. This is because Quality
Control ( QC ) is the control of quality during an operational process and at the post
process stage. Its characteristics are containment and inspection. Quality
Assurance ( QA ) on the other hand is the achievement of a specified level of
quality by the removal of the root causes of poor quality. lts characteristics are
problem solving and prevention. Total Quality Control (TQC) is finally the
application of the quality assurance to every company activity, so that zero defects
are achieved. It is characterised by the application of good practices.
TQM is different from what went before. The message from the TQM gurus can be
readily seen as a sub-theme of the corporate culture movement. The essential
features of TQM can be summarised as follows:
e Top management is the sponsor because quality is recognised as a strategic

issue.

e There are systematic techniques for problem solving and problem identification.



¢ Quality operation is seen to require a break with traditional organisational
structures and current procedures.
Despite TQM’s optimistic message, there are plenty of 'salutary warnings that the
TQM approach is prone to failure for a host of reasons. The sources of such failure
are usually traced to a lack of demonstrated commitment from management at all
levels, lack of resources allocated to the change programme, deficiences in
managing the process side of change, and , of special importance, a failure to
motivate and involve employees.
Despite these warnings, it has been said that TQM can be successfully introduced
into the service industry! .The assertion made by TQM experts that TQM can be
successfully applied in every organisation is based on two implicit assumptions?
e Hierarchical control dominance of management over the technical core.
¢ Dominance of the rational decision making processes.
This thesis looks at healthcare organisations in particular which, according to
Zabada et al, largely depart from the previous two assumptions®. First, there exist
various powerful subcultures, each of which has its own perspective of what quality
should be and how the work should be done and this has created a situation where
management has little control over the most strategic areas where TQM could yield
greatest results. Second, the heroism of the physicians and those involved in the
provision of healthcare services had put rational decision making in jeopardy. The
existence of many participants with different or even opposing interests in the

healthcare delivery system makes it difficult to define healthcare quality. Despite



these facts attempts were made to implement TQM in the Palestinian healthcare
sector for many reasons.

Rationale

A fragmented structure and uneven distribution of services and human resources
between the various providers characterises the Palestinian healthcare system.
These characteristics are reflected in the low quality and high cost of healthcare, in
inequities in access to healthcare, conflicts among providers and patients, disparity
of care, and moral and ethical dilemmas. This situation has led the Palestinian
Ministry of Health (MOH) to define healthcare quality improvement as one of its
main priorities. It embarked on a serious effort to establish a special body to pursue
healthcare quality improvement on a national scale. $ 1.39M was allocated from
the World Bank Education and Health Rehabilitation Project (WBEHRP) for this’
purpose. The author of this thesis was the first fo be employed by the MOH to
initiate quality improvement in the heath sector. The theoretical knowledge that the
author ha;j about TQM showed that different organisations in different sectors in
different countries are implementing TQM and the level of success that these
organisations reach varies from one sector to another, from one country to another
and even from one organisation to another in the same sector and in the same
country. Furthermore, the literature shows that 70% of TQM initiatives fail in the
USA4 and the British Broadcasting Corporation (BBC) Business Report in 1993
noted that 10 out of 15 quality initiatives fail in Britains. With this unpleasant picture
of the chances of successful TQM implementation in countries where all the
circumstances are relatively in favour of successful implementation when

compared to Palestine. The author of this thesis is member of a team charged



with rescuing the healthcare sector from one of its most chronic problems, namely

the low quality of healthcare. It was important to the author to establish where the

quality improvement efforts were going and the only way seemed to be to conduct

this research for the following reasons:

To assess the implementation process of TQM in the Palestinian healthcare
sector and to ascertain whether the quality improvement efforts led by the
Quality Improvement Project Team (QIPT) were on the right track while trying
to solve the problem of low quality provision.

To identify the difficulties that quality improvement efforts are facing during the
implementation and not after the end of the Project. This was sought to prevent
the occurrence of errors and to facilitate the early use of corrective measures if
and when mistakes arose.

To identify the driving forces facilitating the implementation of TQM in the
Palestinian healthcare sector. This will also help those involved in sustaining
those factors aiming at achieving continuous quality improvement.

To identify the lessons and recommendations for the future development of the

Palestinian quality improvement effort.

Objectives of the Research

This research has the following objectives:

The identification of the different definitions of Quality and TQM as given by

many writers.

The identification of the main models of TQM in health and non-healthcare

sectors.



The identification of the main difficulties and obstacles facing the
implementation of TQM in both health and non-health organisations.

The identification of the process of TQM implementation in the Palestinian

healthcare sector.

e The identification of the main driving and restraining forces faced by the
Palestinian Quality Improvement Project Team (QIPT) while implementing TQM
in the Palestinian healthcare sector.

e The identification of the main lessons and recommendations for the future
development of the Palestinian quality improvement effort.

Overview of the Thesis

This thesis is organised into eleven chapters.The chapters in the thesis include:

Chapter Two

This chapter sets out the methodology employed in this thesis. It shows the

different research methodologies available to researchers and discusses the main

advantages and disadvantages of these methods.

Chapter Three

Reviews the Palestinian healthcare infrastructure and the effect of this structure on

the quality of healthaare provided. The socio-economic and demographic

characteristics of Palestine will be explained and compared with other countries.

The population characteristics such as population density, crude birth rate, fertility

rate, and sex ratio will be also explained. The level of education including the

literacy rate and the enrolment levels will be discussed. Furthermore, this chapter

will focus on the existing health status of Palestinians and will put it in perspective



by comparing it with the health status of populations living in other countries
around the world. Next it will focus on the healthcare infrastructure and personnel
employed in the health care system. The status of healthcare spending and the
extent to which these expenditure are linked to effective outcomes in terms of
improved health or in terms of patient satisfaction will also be explored. Finally, this
chapter will attempt to analyse the effect of the current healthcare structure on the
quality of healthcare in Palestine using the data available up to this point in time. It
- will identify the core factors leading to poor quality of healthcare and will highlight
the need for initiating a quality effort in the Palestinian healthcare sector. The lack
of data to carry out a comprehensive review of the Palestinian health system
implies that this review, with its potential effect on the quality of care provided, is of
an essentially preliminary nature.

Chapter Four

This chapter looks at the goals, objectives, internal and external, and strategies of
the Quality Improvement Project ( QIP ) . An environmental analysis will be carried
out to identify the ways in which changes in the external environment can both
directly and indirectly influence the implementation of TQM. The strengths and
weaknesses of the Palestinian healthcare sector will be presented followed by an
identification of the strategic opportunities and threats confronting the quality
improvement efforts in the Palestinian healthcare sector. After analysing the
resources and the environment, a gap analysis aimed at determining the extent to
which a strategic change is required will be carried out. A field force analysis will
follow aimed at showing that many elements will be moving the quality

improvement efforts either toward or away from the quality improvement goal. To



overcome the obstacles many strategic decisions have to be undertaken. These
decisions will be developed, evaluated in this chapter and alternatives will be
chosen accordingly.

Chapter Five

Provides an overview of the meaning of quality and TQM. A literature review is
undertaken as to the meaning of quality and whether it can be measured in the
context of the healthcare. The principles of quality management as espoused by a
number of quality gurus are offered.

Chapter Six

Provides a description of the implementation of TQM as stated in the literature. The
main models of TQM in both health and non-health organisations will be identified.
Chapter Seven

Provides a literature review of the difficulties and obstacles facing the
implementation of TQM. Coverage is offered of difficulties in both health and non-
healthcare sectors.

Chapter Eight

Shows how TQM was implemented in the Palestinian healthcare sector. Two
improvement projects from the first cycle of improvement and four improvement
projects from the second cycle of improvement will be presented. Lessons and
recommendations from both cycles of improvement will be provided.

Chapter Nine

Provides two types of evaluation. The first is the evaluation study, which is carried
out to study both the driving forces as well as the restraining forces encountered

during the quality initiative. The data for this study will be collected formally and



informally. The most important sources of data will be: Project reports, surveying
the QIPT concerning the previous achievements and the future vision, surveying of
the Quality Improvement Team Leaders (QITLs) concerning their experience in
quality improvement, and surveying the Quality Improvement Teams (QITs) in
different health organisations concerning their experience in quality improvement.
Qualitative data analysis methods will be used to analyse the data and will
concentrate on the main “themes” that will be mentioned for each subject. The
second evaluation was offered by an assessor acting on behalf of the World Bank.
In the interest of a balanced assessment, the observations of the World Bank
assessor are offered in this chapter.

Chapter Ten

This chapter will link the results of the SWOT analysis in Chapter Three and the
theory of TQM in Chapter Five, Six, and Seven with the results achieved by the
Palestinian QIP.

Chapter Eleven

Is the conclusion of the study. The key points of each chapter are offered and
conclusions drawn which generate lessons and recommendations for the future
implementation and development of quality improvement in the Palestinian
healthcare sector. Furthermore, the opinions of the QIPT concerning the second

evaluation by the World Bank assessor are presented in this chapter.
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CHAPTER TWO

RESEARCH METHODOLOGY

SELECTION OF A RESEARCH METHOD

The use of an appropriate research methodology that would serve to meet the

objectives of this research was considered at the outset of the investigation. Gill

and Johnson state that there are four main research methods available to

researchers. These are experimental research, action research, ethnography

and surveys (analytical and descriptive). Table 2.1 describes these research

methods.

Prescriptive
Deductive
Obtrusive
From the
Outside.

Descriptive
Inductive
Unobtrusive
From the
Inside.

Table 2.1 Choosing a Research Strategy!

Analytical survey and experimental
research design( concerned with
precision)

Action research
(Concerned with utilization)

Descriptive survey research
( concerned with generality)

Ethnography
( concerned with character of
context)

General extensive

Particular intensive

Each of these research strategies or approaches has its own strengths and

weaknesses. Table 2.2 presents the main advantages and disadvantages of

these research methods.
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Table 2.2 Advantages and Disadvantages of Research Methods?

Method

Advantages

Disadvantages

*Experimental Research: Attempts to
provide a blueprint that enables the
researcher to structure a research
problem in such a way that the outcome
is the production of valid objective and
replicable answers.

*Action Research: Attempts to take the
design of the ideal experiment out of the
laboratory into the field.

*Ethnography: The key feature of the
ethnographic approach is that it is
based on what are termed naturalist
modes of inquiry such as participant
observation within a predominantly
inductivist framework.

* Survey

High degree of control over
the extraneous variables

High in ecological validity as
the research is undertaken in
relatively natural settings
Low in reliability.

Ecological validity is high as
the research takes place in
the natural setting of the
every day activities of the
subject under investigation.

High population validity and
reliability , the results can be
generalised , structured
questionnaire makes survey
research easily replicable

Low in validity since it
may involve small
numbers of subjects.

Low internal validity
since it is difficult to
control extraneous
variables.

Limited population
validity. Mitchell (1983)
cited in Jonson et al
(1993) disputed this
point3. Reliability is
problematic as an
unstructured method of
data collection is used
which makes
replicability difficult.

Low in validity: Lack of
naturalism.

QUALITATIVE AND QUANTITATIVE RESEARCHES

The two main research approaches, qualitative and quantitative, are also

examined. Quantitative approaches in the human sciences rely on a

hypothetico-deductive form of explanation. Inquiry begins with a theory of the

phenomena to be investigated. From that theory any number of hypotheses are

deduced that in turn are subjected to a test using a predetermined procedure

such as an experimental, casual-comparative, or correctional design. The

ultimate goal of using this hypothetical -deductive mode is to revise and support

theories or law-like statements of social and behavioural phenomena based on

the results of hypothesis testing. Theories are refined and extended ,and

sometimes abandoned, to account for the results of testing their implications or

11




instances. Mark states that quantitative approaches study phenomena using

numerical means. In these approaches, there is an emphasis on counting,

describing, and using standard statistics, such as means and standard

deviations. Quantitative researchers are likely to use complex analysis

procedures such as multiple regression and factor analysis*. In recent years,

social scientists and social work researchers have become dissatisfied with

what they saw as the limitations of the quantitative approaches. These

dissatisfactions can be summarised as follows:

Quantitative research does not provide an accurate view of reality. This type
of research reduces all social phenomena to specific propositions, and it
studies only a limited set of variables. This produces knowledge that may be
useful but that is very limited. It does not explain the truly complex patterns
and reciprocal influences that operate in human interactions.

The knowledge that is derived from quantitative researches is often so
limited that it provides few practical applications in the real world. Much of
the quantitative research is motivated by a desire to discover how variables
influence one another. But this often occurs under such carefully controlled
conditions that it has little relevance to the real world.

The worldviews and perspecti\)es of oppressed groups are often not
reflected in the research questions or in the results. Although quantitative
researches claims to be value-free, researchers often fail to recognise that
they impose their own values, and fail to represent the values of those they
study simply by selecting particular research questions over others. This is
not to say that qualitative researches are better than quantitative researches

in reflecting the perception and values of oppressed groups. Some

12



qualitative researches may actually make it easier for the researcher’s bias
to affect the study. Thus the criticism that quantitative research is insensitive
to oppressed groups hay apply as well to qualitative research. The critical
element in conducting a valid study may not be the particular method used
but rather the researcher’s ability to incorporate the views of those studied.
Social researchers are concerned with how humans interact with their
institutibns, such asr families, schools, and social wélfare agencies.
Quantitative research approaches were first developed in the physical
sciences and are appropriate for the study of physical phenomena. They are
not appropriate for the study of human interactions, which are qualitatively
different from physical phenomena. Human interactions cannot be
quantified.

Quantitative research approaches assume that observing or measuring a
phenomenon does not change it. In reality, any time we observe or measure
something, we change it. For example, when we interview mothers about
their child-rearing practices, it is impossible for our questions about childcare |
not to influence the mother’'s knowledge, beliefs, or attitudes about that
topic.

Quantitative research approaches are not relevant to this thesis as quantitative

research has received criticism for being too static whilst qualitative methods

are better able to identify linkages between events and activities and to explore

people’s interactions with those factors which produce events®. Human

behaviour is always bound to a particular historical, social, temporal, and

cultural context. Therefore, the quantitative approaches are rejected in favour of

a case — and- its interpretation kind of explanation®. Quantitative approaches to

13



the study of human experience seek to isolate human behaviour from its

“7_Certain experiences cannot be

context; they engage in “ context- stripping
meaningfully expressed by numbers®. If humans are studied in a symbolically
reduced , statistically aggregated fashion, there is a danger that conclusions-
although arithmetically precise- may fail to fit reality®. Compared with
quantitative procedures, qualitative procedures provide a means of accessing
unquantifiable facts about the actual people researchers observe and talk to, or
people presented by their personal traces'®.

In response to the previous concerns and limitations of the quantitative research
methods, researchers in the social sciences have developed alternative
research approaches and methods. The qualitative approach began in
sociology in the 1920s and 1930s with the “ Chicago School “ of sociologists
who felt that qualitative methods were best for the study of how people interact
in-groups. At the same time in social anthropology researchers such as
Margaret Mead, developed qualitative methods for the intensive study of the
customs and cultures of primitive societies!.

Qualitative inquiry relies on a different model of explanatibn and argues for a
different goal of inquiry than that found among quantitative inquiries. In general,
it holds that the search for generalisation is misguided. Human behaviour is
always found in a particular historical, social, and cultural context. Qualitative
inquirers seek to interpret human actions, institutions, events, customs, and the
like, and in so doing construct a “ reading “ or portrayal of what is being studied.
The ultimate goal of this kind of inquiry is to portray the complex pattern of what

is being studied in sufficient depth and detail so that one who has not

experienced it can understand it. Mark states that qualitative approaches study

14



phenomena using general description to describe or explain. Qualitative

researchers tend to use narrative description of persons, events, and

relationships. Their findings may be presented in the form of categories or
general statements about the complex nature of persons, groups, or events'2

Qualitative researches have been more creative in devising procedures and

methods. In a sense they have been more concerned with a deep

understanding of their subject matter than with a standard method .The
qualitative researcher uses whatever research tools are best for the situation.

As a result, there are actually a number of qualitative research methods:

grounded theory, ethnography, participant observation, field research, case

study, and action research. Qualitative research has the following
characteristics's.

e Qualitative methods proceed from the specific to the general level. They
begin at a specific level: collecting data about a specific social phenomenon, -
usually by interviews and observation. The qualitative researcher then
moves to a general level: making guesses about what variables are relevant
and how they relate to each other and from this Qreating theory to explain
the data.

¢ In qualitative research, the results are complex and rich. They usually take
the form of narrative or lengthy explanations. Thus more than the
quantitative research, the results of qualitative research closely fit the reality
of the persons of cases studied.

e Qualitative research is flexible and intuitive. Compared with the quantitative

approach, qualitative research does not adhere to a predetermined set of
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research steps. Qualitative researchers use their experience and hunches to
select steps, procedures, and new explanatory concepts.

Theories generated by qualitative research are less generalisable beyond
the particular persons or units studied. Although quantitative researchers
attempt to discover theories that are true in a wide range of situations and
across different places and times, the theories generated by qualitative
researchers are more tentative. The generalisability of the results is
sacrificed in favour of obtaining a rich and complex understanding about the
particular situation under study. i

Qualitative researchers do not assume that there is an objective world that
exists independently of their observations. They recognise that the very act
of observation affects the phenomenon being studied. The researcher’s
subjective perceptions, feelings, and interpretations, and those of the study
participants are all considered legitimate data.

Qualitative researchers may use any method of data collection including
questionnaire and structured interviews. They tend, however, to favour data
collection methods that allow for complex responses and for individual
perspectives: unstructured in-depth interviews, observation, and participant
observation. They may also use subjective sources of data such as personal
diaries, and historical accounts.

The goal of qualitative research is to enhance our general knowledge about
complex events and processes.

The following table describes the differences between qualitative and

quantitative researches.
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Table 2.3 Differences Between Qualitative and Quantitative Research4

Quantitative Qualitative
e Test the hypothesis that the | ¢ Capture and discover meaning once
researcher begins with. the researcher becomes immersed in
the data.
e Concepts are in the form of e Concepts are in the form of themes,
distinct variables. motifs, generalisations, taxonomies.

e Measures are systematically ¢ Measures are created in an ad hoc

created before data collection manner and are often specific to the
and are standardised. individual setting of researcher.

e Data are in the form of e Data are in the form of words from
numbers from precise documents, observations, transcript.
measurement.

e Theory is largely causal andis |e Theory can be causal or noncausal and
deductive. is often inductive.

e Procedures are standard, and |e Research procedures are particular,

replication is assumed. and replication is very rare.

e Analysis proceeds by using ¢ Analysis proceeds by extracting themes
statistics, tables, or charts and or generalisations from evidence and
discussing how they show organising data to present a coherent,
relates to hypothesis. - consistent picture.

The author’s position as a member of the Quality Improvement Project Team‘
(QIPT) facilitated the process of choosing the research methodology. The.
author has a good access to the data concerning the implementation of Total

Quality Management (TQM) in the Palestinian healthcare sector through
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facilitating many quality improvement processes on different hospitals. The

author, therefore, chose case studies as a research methodology.

CASE STUDIES

Case studies as a tool used in ethnographic approach have three types of uses

as stated by Gill and Johnson .These are's

e Exploratory use: researchers in business related subjects traditionally limit
case studies to the exploratory use: a pilot study that can be used as a basis
for formulating more precise questions or testable hypothesis.

¢ Descriptive use: the descriptive case study as an attempt to describe for
example what happened when a new product is developed and launched on
the market. Description, often contrasted with prescription is usually
considered less prestigious in scientific circles.

e Explanatory use: explanatory research is looked upon with scepticism or
some times even horror by mainstream scientists. Despite this, this kind of
research could be a useful strategy for studying processes in institutions and
also for explanatory purposes.

Although it is an unwarranted attitude, exploratory and descriptive case studies

are traditionally given low status. They are viewed primarily as being ancillary to

other methods. Gill and Johnson state that the previous distinction is not very
realistic since the different uses of case study research are hard to see in
isolation. As with every research method, case study research has major
advantages. An important advantage with case study research is the
opportunity for holistic view of a process’. The detailed observations entailed in
the case study method should enable the researcher to study many different

aspects, examine them in relation to each other, and view the process within its
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total environment. Consequently, case study research provides us with a
greater opportunity than other available methods to obtain a holistic view of a
specific research project.

Holism may be viewed as the opposite of reductionism. The latter consists of
breaking down the subject of study into small, well-defined parts. This approach
goes all the way back to the seventeenth century and the view of Decartes and
Newton that the whole is the sum of its parts in the belief that they can be fitted
together to form a whole picture. According to the holistic view the whole is not
identical with the sum of its parts. Consequently, the whole can be understood
only by treating it as the central object of the study. In this context, case study
research seeks to obtain a holistic view of a specific phenomenon or series of
events. This is a time consuming job and it is not generally possible to carry out
more than one or a very limited number of in-depth case studies in a research
project.

Case studies can be of a particular value in the applied social sciences where
research often aims to provide practitioners with tools. The case study research
is particularly useful when the audience are managers who must implement
findings. Research addressed to practitioners carries the additional burden of
drawing recommendation from the findings, which are understandable and
implementable. The familiarity of a managerial audience with the language, and
the data in the case study research is alone a major advantage. Further, the
conceptual and descriptive richness of the data gathered enables the
practitioner to assess the applicability of the findings to his/her circumstances.

A frequent criticism of case study research is that it is inferior to methods that

are based on random statistical samples for a large number of observations.
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Case studies irrespective of how well they are planned lack the scientific weight
and general applicability of conventional research methods. However, in certain
areas they present the only possible research strategy. Moreover, if sufficiently
a large number of cases are examined, they can serve as a basis for fruitful
theoretical development and also provide guidelines for therapeutic advice. The
disadvantages of case studies as a research method can be summarised under
the following three headings:

e Case studies lack statistical validity.

¢ Case studies can be used to generate hypothesis but not to test them.

¢ Generalisation cannot be made on the basis of case studies.

The above advantages and disadvantages were taken in to consideration when
the research methodology for this research was selected. A case study
research method was selected because of its advantages over other researc
methods.

The case study method is chosen in this research as it is an extremely useful
technique for researching relationships, behaviours, attitudes, motivations, and
stresses in an organisational setting'” . Other techniques such as experiments
and surveys are inappropriate because experiments are particularly suited to
focussed studies which fail to take into account behavioural events, whilist
surveys have the disadvantage of addressing issues pertaining to who, where,
what, how much, etc'®. A case study has the advantage over other methods,
such as experiments and surveys, because it gives an accurate rendition of
actual events through its unique ability to deal with a full variety of evidence:
documents, artifacts,’ interviews, and observations19. Surveys, on the other

hand, attempt to deal with phenomenon and context but their ability to
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investigate the context is extremely limited®. An experiment has the
disadvantage of divorcing the phenomenon from its context in order to focus on
‘a few variables. Furthermore, a case study affords the researcher enormous
flexibility in that the design process can be altered, changed or developed as
the researcher becomes more acquainted with the phenomenon being
investigated®!. The experiment and survey teéhniques require that the design
format be established at the beginning and then put into practice, with any
deviation being considered a disaster of such magnitude as to necessitate
starting all over again?. The author of this thesis took the previous advantage of
case study methodology over other methodologies into consideration at the
initial stages of the research. A case study methodology is adopted in this
research as it will give an accurate profile of the process of TQM
implementation in the Palestinian healthcare sector.

The scope of this research does not, however, allow the author to cover all the
sites that implemented TQM, which means that the data that will be produced
cannot be generalised. Furthermore, the data that was collected'in this research
using the case s{udy method has been collected through the use of participant
observation.

PARTICIPANT OBSERVATION

Participant observation is the role played by ethnographers when they conduct
fieldwork. The participant observer becomes part of an ongoing social setting
for the purpose of making a qualitative analysis of that setting2®. This involves
living with, or having extensive contact with, the people being studied for
months or years at a time and participating in their lives often as a friend,

associate, or co-worker. Participant observation is sometimes contrasted with
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non-participant observation. In this role, the researcher observes the persons
being studied but does not actually participate in their activities?4. Some
researchers have raised ethical concerns about participant observation. To
avoid changing the behaviour of those observed, participant observers may not
inform the persons being observed of their true identity as researchers. Even in
situations in which researchers have informed their contacts, they may find
themselves interacting with others who are not aware of their role. It may be
difficult to avoid behaviour that would otherwise be seen as ethically wrong.
These concerns must be balanced against the research advantage of playing a
hidden role.
Ethnographers write from a qualitative point of view. That is, the underlying
assumption of ethnography is that reality is not a fixed characteristic of the
world. Rather the observer constructs it. Therefore, the writing of ethnography is
an interpretive act, inevitably coloured by the ethnographer’s point of view,
biases, methods, experiences, and selective attention. These are constraints
that determine how the culture of social group will be presented. VanMaanen
discusses several such constraints2
e Ethnographies are based on what the ethnographer experienced in the
fieldwork. What the ethnographer experienced may or may not reflect the
natives’ own view. For example, natives grant quick access to some aspects
of their culture but are reticent to reveal other aspects — for example scared
rituals. The gender of the researcher may determine how readily the
ethnographer is allowed to observe certain events, such as male initiation
rites or activities engaged in only by women. The setting and the person

affect what is accessible to the ethnographers.
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e The nature of the ethnography is affected by politics. The ethnographer
rather than the natives is the one who determines what is said about the
culture. The ethnographer's choice of subject, group, or method may be
determined by budgetary constraints, the politics of the academic
department, and the preferences of the foundations funding the research.

e Ethnographers are affected by the particular disciplines they are affiliated
with and by the -currently popular practices in those disciplines.
Ethnographers will tend to see what they expect to see. .

TRIANGULATION

To overcome the disadvantages of a case study as a research approach, a

multi- method approach will be used in this research. The combination of

methodologies within a piece of research is referred to as triangulation. This
term is frequently used interchangeably with that of multi-method/ multi-trait or
convergent validation?6. The most obvious reason for adopting a triangulated
approach is to combine the relative strengths of the different research
approaches and to cancel out their weaknesses?’. Ttriangulation will be used in
thié research because some critics of the case study methodology have stated
that the case study has the disadvantage that the data produced are not readily
generalisable®. Triangulation is a term originally more common in surveying
activities , maps making, navigation, and military practices®. It was first used in
the social sciences as a metaphor describing a form of multiple operationalism
or convergent validation®, 3'. Triangulation was used largely to describe
multiple data- collection technologies designed to measure a single concept.
Denzin introduced an additional metaphor, lines of action, which charactérises

the use of multiple data- collection technologies, multiple theories, multiple
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‘researchers, multiple methodologies, or combinations of these categories of
research activities*. Goetz et al describe the use of triangulation as a means of
refining, broadening, and strengthening conceptual linkages®®. Brown et al
similarly stress that triangulation allows researchers to offer perspectives other
than their own®*. Researchers can minimise the degree of specificity of certain
methods to particular bodies of knowledge by using two or more methods of
data collection.®® .Bryman claims that a triangulated approach enhances the
researcher’s claim for validity3®.

Postal questionnaire surveys will be therefore used as this research is
concerned with studying the specific characteristics of a population, health
personnel, at a particular point in time ,the time of introducing quality
improvement into the healthcare sector.

The use of multiple cases and questionnaire surveys will justify the validity and
reliability of the data. The research is based on two perspectives: micro and
macro. At the micro level, the research will explore in depth the implementation
process of TQM in two hospitals in the first cycle of improvement and two
hospitals and one primary care clinic in the second cycle of improvement. At the
macro level, an evaluation study using questionnaires will be carried out to
explore the process of TQM implementation concentrating mainly on the driving
and constraining elements and lessons learned from TQM implementation in
relevant healthcare sites, both primary and secondary.This multiple research
approach provides a scientific opportunity for generalisation. The two sites in
the first cycle of improvement and the three sites in the second cycle of
improvement were chosen from the many quality improvement sites because

the author of this thesis was the Quality Improvement Facilitator on those
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selected sites and this permitted access to the data which showed how a range

of quality improvement activities were implemented.

The distribution of the evaluation surveys was managed directly by the author.

The author’s position as a TQM trainer in the Quality Improvement Project (QIP)

in general and as a facilitator to some of the improvement processes in

particular, ensured a high response rate. The surveys were pre-tested and

minor modifications were made before they were distributed. The distribution

process was carried out in the following way:

Quality Improvement Project Team (QIPT): The QIPT (8 members) were
sent surveys concerning its previous achievements and future vision. The
response rate was 100%. This high response rate can be attributed to the
QIPT'’s desire to learn from its previous achievements and to initiate a future
action plan. A covering letter was not needed as the QIPT was well aware of
the importance of the survey to the research. An introductory paragraph was
,however, included explaining the purpose and the nature of the survey.
Quality Improvement Team Leaders (QITLs): In total, 43 improvement
processes were carried out during the first and second cycle of improvement
in the West bank and Gaza Strip. The leaders of those improvement
processes (43 leaders) were surveyed concerning their experience in quality
improvement. The author’s close contact with those leaders ensured a 100%
response rate. A separate covering letter was not used but an introductory
paragraph to the questionnaire was ,however, included explaining the
purpose and the nature of the survey.

Quality Improvement Teams (QITs): In total, 215 health personnel were

trained in TQM during the first and second cycle of improvement in the West
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Bank and Gaza Strip. Those health personhel were quality improvement
team members who carried out improvement processes in their
organisations. A survey concerning the QITs experience in quality
improvement was sent to the 215 health personnel who were trained and
involved in implementing TQM in their organisations. The response rate for
this survey was 75%. Most of those who did not respond were from Rafidya
Hospital. The pfoblems that the Hospital was facing during the time of the
survey (see Chapter 8) led many of the health personnel to believe that the

questionnaire was a waste of time.

Data analysis

Quantitative data analysis differs from qualitative in four ways?*"

1.

Quantitative analysis is highly developed and built on applied mathematics.
By contrast, qualitative data analysis is less standarised. The wide variety of
possible approaches to qualitative research is matched by the many
approaches to data analysis.

Quantitativé researchers do not begin data analysis until they have collected
all the data and condensed them into numbers. Qualitative researchers, on
the other hand, look for patterns or relationships. They begin analysis early
in the research while they are still collecting data.

Quantitative researchers manipulate numbers that represent empirical facts
in order to test an abstract hypothesis. Qualitative researchers create new
concepts and theory by blending together empirical evidence and abstract
concepts.

Quantitative researchers use the symbolic language of statistical

relationships between variables to discuss causal relations. Qualitative
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analysis does not draw on a large, well- established body of formal
knowledge from mathematics and statistics. The data are in the form of
written words, text, phrases, or symbols describing or presenting people,
action, and events in social life and are relatively imprecise, diffuse, and
context- based.
Furthermore, Nwabueze argues that there is no clear and accepted set of
conventions for the analysis of qualitative data. The central requirement in
qualitative analysis is clear thinking on the part of the analyst®. The analysis of
the qualitative data is a test of the .....ability to think, to process information in a
meaningful and useful manner®. Neuman argues that qualitative data analysis
has moved to a more explicit and step by step approach although no single
qualitative data analysis is widely accepted®. Neuman offers generic methods
for qualitative data analysis. These methods are coding and memo-writing
whicﬁ can be used in most types of researches. Neuman also offered more
specific methods for qualitative data analysis. There are five such methods:
successive approximation, the illustrative method, analytic comparison, domain
analysis, and ideal types®. Yin offered what he called the * Explanation building
theory “ for analysing qualitative data®. This theory entails the development of a
general explanation that fits each case study eveh though the cases vary in
their detail. This research cohtains two types of data, the data that was
collected through participant observation in the five case studies and the data
that was collected from the questionnaire through open- ended questions.
The analysis of the data that was collected through participant observation in
the five case studies will be carried out using Yin’s explanation building theory

as it fits this research best. This research will look at five case studies , two in
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the first cycle of improvement and three in the second cycle of improvement. In
a multiple case study research such as this, the aim of using the explanation
building theory is to develop a general explanation that fits each of the individual
cases even though that the cases vary in their detail®. The cases consist of an
accurate account and rendition of the facts and conclusions are drawn based on
the simple explanation that appears most congruent with the facts*. In this
research, an accurate rendition of the five cases will be carried out to discern
the implementation process of TQM in each of them. This will be followed by
some common conclusions and lessons learned derived from these cases
which will meet the purpose of this study.
The analysis of the data that was collected from the postal questionnaire will be
analysed in a different way. In theory questions can be classified as fixed
response ( structured or o.pen-ended ) or as free response ( unstructured or
open — ended ) ®. Unstructured questions are a useful tool made much use of
by anthropologists and psychiatrists, and may also be useful with a highly
knowledgeable population allowing them the liberty of stating their precise
perception of a situation®. Unstructured or free- response questions are
especially useful under the following circumstances®:
1. When we have limited knowledge about the kinds of answers a quevstion IS
likely to provoke.
2. When we anticipate a great range of responses.
3. When we are trying in the pretest to develop answer categories for
structured questions in the main study.
4. When we are interested in what people will volunteer before specific

prompting about a subject.
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5. When we want to dig deeper into people’s motivations.

6. When we want verbatim responses to add colour to our report statistics.

The open-ended questions will be used in the three questionnaires in this

research as it is believed that they fit the purposes of this research best.

This choice is supported by the critics of the structured questions who feel that

fixing a few response alternatives to complicated issues creates flawed data

since it*

1. Glosses over fmportant details.

2. Smoothes out key nuances distinguishing responses.

3. Manufactures a “ coalition “ or summary position that encompasses different
if not conflicting views.

4. Forces people to make unnatural choices they would not make in the real
world.

The analysis of the data collected from the postal questionnaire in this research

will adhere to the use of a category system by which comments can be grouped

meaningfully®. Attention will be given to the number of categories that will be

devised. This is because too few categories may sacrifice subtle meanings of

the data. The flavour and Intensity of responses may be lost by combining them

too broadly. Too many categories will, on the other hand, introduce artificial

divisions between logically similar responses, and by splitting up the

respondents into too many groups, will prevent the making of safe

generalisation about types of people holding particular views™. One

compromise is to organise most of the free — response data into perhaps a half

- dozen or so basic themes each which is mentioned by enouvgh respondents to

permit meaningful analysis®'.
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It should be noted that the questionnaires of the surveys were designed by the
Quality Improvement Project Team (QIPT) and not by the researcher. The
surveys will be analysed using a qualitative data analysis method concentrating
on the main “themes” that will be mentioned for each subject. The demographic
data were not analysed because of the low response rate to the questionnaire.
Research Questions

This research aims at answering the following questions:

1. What is Total Quality Management?

2. What are the most popular models for implementing Total Quality
Management in the health and non- healthcare sector?

3. Why did the Palestinian Ministry of Health decided to embark on
implementing Total Quality Management in the Palestinian Healthcare
Sector?

4. How did the Palestinian Ministry of Health implement Total Quality
Management in the healthcare sector?

5. What are the main difficulties and obstacles facing the implementation of
Total Quality Management in the Palestinian healthcare sector?

6. What are the main driving and restraining forces faced by the Palestinian
Ministry of Health while implementing Total Quality Management?

7. What are the main lessons emerging from the research programme and
what recommendations can be offered for the future development of the

Palestinian quality improvement effort?
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8. How can the experience of implementing Total Quality Management in the
Palestinian healthcare sector be linked to the theory of Total Quality

Management?
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CHAPTER THREE
STRUCTURE AND QUALITY OF HEALTHCARE IN PALESTINE

Introduction:

This chapter reviews the Palestinian healthcare infrastructure and the effect of
this structure on the quality of healthcare provided. The socio-economic and
demographic characteristics of Palestine will be explained and compared with
other countries. The population chaacteristics such as population density, crude
birth rate, fertility rate, and sex ratio will be also explained. The level of
education including the literacy rate and the enrollment levels will be discussed.
Furthermore, this chapter will focus on the existing health status of Palestinians
and will put it in perspective by comparing it with the health status of
populations living in other countries around the world. Next it will focus on the
healthcare infrastructure and personnel employed in the healthcare system. The
status of healthcare spending and the extent to which that expenditure is
effective in producing measured outcomes in terms of improved health or in
terms of patient satisfaction will also be explored. Finally, this chapter will
attempt to analyse the effect of the current healthcare structure on the quality of
healthcare in Palestine using the data available up to this point in time. It will
identify the core factors leading to poor quality of healthcare and highlight the
need for initiating a quality effort in the Palestinian healthcare sector. The lack
of data to carry out a comprehensive review of the Palestinian health system
implies that this review with its effect on the quality of care provided is of an

essentially preliminary nature.
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Socio-Economic Characteristics

Tables 3.1, 3.2 and 3.3 below summarise some of key demographic and socio-
economic characteristics of Palestine and provide a comparison with other
countries in the region and around the world.

Table 3.1 Demographic and Socio-economic Data for Palestine!

Category Gaza Strip | West Bank
Area( square Km) 371.00 | 5643.00
Demography

Population(millions) 0000.96 1.57
Population density per square Km 2594.00 278.00
Crude birth rate(per 1000 population 45-52.00 35-40
Crude death rate (per 1000 population 6.40 5.60
Total fertility rate 7.40 5.60
Sex-ratio (males per 1000 females) 1037.00 1056.00
Percentage of population less than 15 years 50.30 45.00
Percentage of population greater than 64 years 2.80 3.70
Average household size 7.80 | 6.70
Urban and refugee populations

Percentage of population in urban areas 45.70 34.10
Percentage of population who are refugees 64-74 27-34
Education

Literacy rate in population 15+years (percentage) 84.90 83.40
Primary schooling enroliment (ages 6-11years) 90.50 91.20
Secondary schooling enroliment (ages12-17years) 79.00 78.10
Economy

Per capita GNP 1996( 1995 US$) 1140.00 1900.00
Per capita GDP 1996( 1995 US$) 1070.00 1820.00
Unemployment rate (percentage) 31.40 18.10
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Table 3.2 Selected Population Statistics in Palestine: a comparison with
other countries?

Country Density Rate of growth Fertility Rate Percent
( No per sq km) (average annual) Aged 15-64
Years
Palestine 426 >3.8 6.2 49.7
Egypt 57 2.0 3.5 57.8
Israel 257 3.7 2.4 62.1
Jordan 45 6.0 4.8 54.1
Lebanon 378 2.7 29 60.2
Saudi Arabia 8 3.2 6.3 53.2
Low income 79 1.8 3.3 60.5
Middle income 26 1.5 2.7 61.5
High income 27 0.7 1.7 66.9
World 42 1.5 2.9 61.8

Table 3.3 Socioeconomic Characteristics of Palestine : a comparison with

other countries?
Country Per capita Adult literacy | Secondary Urban population
GNP (US$) Rate (percent) enrolment (percent)
(percent)

Palestine 1,050 83.9 78.4 38.0
Egypt 720 51.0 76.0 44.6
Israel 14,530 100.0 87.0 90.5
Jordan 1,440 87.0 53.0 70.8
Lebanon n.a. 92.0 76.0 86.5
Saudi Arabia 7,050 63.0 29.0 79.6
Low income 380 66.0 50.0 28.0
Middle income 2,520 n.a. 64.0 61.0
High income 23,420 100.0 98.0 77.0
World 4,470 n.a. 61.0 45.0

Population Characteristics

According to the most recent projections available, the total population in

Palestine in mid-1996 was 2.53 million, about 62 percent of it located in the

West Bank. However, the much smaller size of Gaza implies that the province

has a very high population density. As per the 1996 World Development

Report4, only Singapore and Hong Kong are more densely populated than the

Gaza Strip. The population density also varies across districts within the West

Bank and Gaza. For example, in the West Bank, the population density varies
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from a low of about 81 per square kilometre in Jericho to a high of about 672
per square kilometre in Tulkarem. The variations in population density are not
that marked in Gaza, although the central district in Gaza is considerably less
densely populated than say, Gaza City in the north.

Estimates of the crude birth and death rates reported in Table 3.1 suggest that
the rate of growth of population in Palestine in recent years has been in excess
of 3.5 percent per annum, especially if the allowance is made for the significant
immigration in recent years. The rate of growth of population appears to have
been even higher in the Gaza Strip, in excess of 4 percent per annum. One
report suggests a population rate of growth in Palestine of about 5 percent per
years> This puts the rate of growth of population in Palestine among the highest
in the world, although similar to that observed in other countries in the region.
Not surprisingly, the total fertility rate (TFR) in Palestine is also quite high at 6.2,
which is higher than the average for low income economies, and also exceeds
rates observed elsewhere in the region with Saudi Arabia being the notable
exception. For a comparison with other countries, see Table 3.2. As in the
case of population density, the>TFR in the West Bank (5.6) is considerably
lower than in Gaza (7.4). The high rate of natural growth of population suggests
that a large segment of the population would be composed of dependents in the
younger age groups, as observed in Table 3.1. This translates, in turn, into a
high dependency ratio given that only about half of the population in Palestine is
in the working age group of 15-64 years, which is similar to Jordan and Saudi
Arabia, and less than that for Egypt, Israel, Lebanon and the rest‘of the world,
as noted in Table 3.2. The sex ratio is a little skewed in favour of men, being

about 1,050 males per 1,000 females as per Table 3.1, based on a recent
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demographic survey. However, another study by the Bureau of the Census
using projections from the 1967 census puts this ratio at about 1,021 males per
1,000 females®

Urban and Refugee Populations

As per the demographic survey, results of which are reported in Tables 3.1 and
3.3 about 38 percent of the Palestinian population resides in urban areas
(excluding refugee camps). This is similar to Egypt, although much less than
other countries in the region, such as Jordan, Israel, Lebanon and Saudi Arabia.
Moreover, there are differences by region, with Gaza having a much larger
proportion of population residing in urban areas than in the West Bank.

Table 3.1 also indicates that large segments of the population in Gaza and the
West Bank are refugees. About two-tﬁirds of the population in Gaza is
composed of registered refugees, as compared to one-third in the West Bank.
There are eight refugee camps in Gaza and nineteen in the West Bank?. Very
high numbers of people living within a small area typically characterises refugee
camps. A case in point is Jabaliya Camp in Gaza with a registered refugee
population of nearly 87000 living in an area of 4 square kmé.

Education

The Palestinian population appears to be relatively well educated. The literacy
rate in the population above 15 years of age is 84 percent, which is higher than
the average of 66 percent among low income countries and similar to rates
reported in countries that lie at a medium level of (human) development®. Within
the region, the literacy rate is much higher than in Egypt and Saudi Arabia, but
similar to Jordan. There is hardly any difference in the literacy rates in Gaza

and the West Bank. However, there is some variation by gender. About 91
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percent of the males and 76 percent of the females aged 15 and above were
literate as per the demographic survey'® Other indicators of the level of
educational attainment are enrolment levels at the primary and secondary level.
Data from demographic survey reported in Tables 3.1 and 3.3 suggest that
these rates are quite high in Palestine. As Table 3.3 indicates, the secondary
enrolment ratio in Palestine of about 78 percent is much higher than rates
reported in low and middle-income economies. It is also much higher than rates
reported for Jordan and Saudi Arabia. There is little difference in schooling
enrolment rates in Palestine by gender. Primary enrolment exceeds 90 percent
for both males and females . The rates of secondary enrolment are also similar
among males and females in Palestine as a whole, with a slight bias in favour of
males in Gaza''.

Economic Situation

Using national income data for 1994 provided by the Palestinian Bureau of
Statistics and projected growth rates from UNSCO (1997), the per capita Gross
Domestic Product ( GDP ) in Palestine is estimated to be of the order of
US$1,320 in 1996 , US$1,060 for Gaza and US$1,480 for the West Bank. Per
capita GDP estimates reported by UNSCO (1997) are somewhat higher --
US$1,820 for the West Bank, and US$1,070 for Gaza (US$1,570 for all
Palestine). By all accounts, however, real per capita income has fallen sharply
in recent years'2This classifies Palestine as a lower-middle income country,
similar to Jordan according to World Bank classifications's.

Health Status

Tables 3.4 presents information on key indicators of the health status of

Palestinians. It suggests that although residents of the West Bank have dohe
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better than those of Gaza (in terms of say, the infant mortality rate or,

malnutrition), the advantage appears not to be significant.

Table 3.4. Health status of the Palestinian population, 199614

Category Gaza Strip West Bank
Life expectancy ( males) 70.0 70.0

Life expectancy ( females) 73.5 73.5

Infants mortality rate 23-32 11-25

(per 1,000 live births)

Maternal mortality rate N.A N.A
(per 1,000 live births)
Causes of infant mortality

Respiratory illnesses 21.6 19.4
Premature birth 22.5 N.A
Congenital anomalies 14.3 18.8
Diarrhea 4.7 22
Causes of mortality in age >5 :

Cerebrovascular disease 17.5 13.8
Ischaemic heart disease 10.7 16.2
Malignant neoplasms 11.6 12.2
Respiratory illnesses 7.6 5.2
Hypertension 3.3 5.8

Other health problems

Disability incidence N.A N.A

( percent of population)

Malnutrition in children 5-15 3.9
under 5 years (weight-for age)

Not indicated in Table 3.4 are differences in health outcomes by socio-
economic status. Although data is sketchy, some conclusions are possible. For
example, infant mortality rates among population groups with less than a
secondary level of education are about 30 per 1,000 live births, compared to 18
per 1,000 live births for populations with more than a secondary level of
education . Similarly, infant mortality rates are higher among residents of
refugee camps in comparison to those residing in cities’s.

Table 3.4 also suggests that a fairly significant portion (about 2 percent) of the
population suffers from some sort of disabling condition (including mental, sight,
hearing, speech, and motor disabilities). Although a breakdown by region is
not, as yet available, earlier work suggests that the incidence of disability is

around 4 percent in Gaza, and 1-2 percent in the West Bank population’s.
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Between one-fifth and one-third of the population with disabilities suffers from
some sort of mental condition”.

As Table 3.4 indicates, the main causes of reported mortality among infants are
respiratory ilinesses of various kinds, conditions related to premature birth,
congenital problems and diarrhea, with little difference between West Bank and
Gaza. The relative importance of the various causes of infant mortality has
remained fairly steady over the last five years. Among adults aged 45 years
and above, the main Killers are cerebrovascular disease, ischaemic heart
disease, cancers of various kinds, repiratory illness‘és, and hypertension.
Diabetes accounted for about 3 percent of the reported mortality among adults
above 45 years of age. The prevalence rate of diabetes mellitus was about
1,299 per 100,000 in the refugee population of Gaza in 1995. Nearly 95
percent of the patients suffered from non-insulin dependént diabetes. There is
some evidence that the rate of complications among diabetes cases is high'®.
Among West Bank refugees, the reported rate of diabetes prevalence was 882
per 100,000 in 1995. 85 percent of the West Bank diabetics were non-insulin
dependent’®. There are about 13,000 registered diabetics in the refugee
population of Gaza and the West Bank — with two-thirds located in Gaza.
Although not indicated in the table, the causal pattern of mortality among
children aged one-to-five years is similar to that of infants with one key
difference -- the important role of various kinds of accidents (especially motor
vehicle accidents) as a major contributor to reported mortality -- accounting for

nearly one-fifth of the cases in Palestine20-21
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Communicable Diseases

Among refugee populations, there was either a zero or a negligible number of
reported cases of polio, cholera, meningitis, tetanus, and pertussis?2. The
World Health Organisation (WHO) has declared the area “polio free”23,

Data for refugee populations suggests that brucellosis incidence is significant in
the West Bank with a reported incidence rate of 41.4 per 100,000 in 1995. It
was negligible in Gaza (0.1 per 100,000). Diarrhea incidence was high among
refugee populations in both provinces with reported rates of incidence ranging
from 1,000-1,500 per 100,000. The incidence of mumps was 14.3 per 100,000
in West Bank, and 38.7 per 100,000 in Gaza. The incidence of typhoid was 9.3
per 100,000 in Gaza, and negligible in the West Bank. Reported TB incidence
is low in the Palestinian refugee population (about 1.7 per 100,000). No cases
of sexually transmitted diseases (syphilis, gonorrhoea, HIV) were reported.
Intestinal parasites are common — giardia lamblia, entamoeba histolytica, and
ascaris lumbricoides24,

The relative importance of communicable diseases among refugee populations
is similar to the population of Palestine as a whole. However, their incidence
appears to be higher for the population as a whole than for the refugees. For
instance, data on reported cases in Gaza in 1996 suggests that the greatest
proportion of cases were accounted for by diarrhea (5,460 per 100,000),
entamoeba histolytica, gardia lamblia, ascaris lumbricoides, hepatitis B, mumps
(49 per 100,000), meningitis (26 per 100,000), typhoid (15 per 100,000), and
whooping cough (7 per 100,000) in decreasing order of magnitude2s. Among the
communicable diseases prevalent in the West Bank population are brucellosis

(59.9 per 100,000 reported), hepatitis A and B, rubella, measles
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and mumps (94 per 100,000)%,
Cross-country Comparisons of Health Outcomes

Table 3.5 provides a comparison of the health status of the Palestinian

population with that of other countries.

Table 3.5 Health Status of the Palestinian Population : a comparison with
other countries?”

Country Life expectancy Infant mortality Maternal Malnutrition (%

at birth(years) rate )per 1,000) mortality rate under 5)
live births) (per 100,000) (weight/age)

Palestine 72 17-28 25-79 4.4-9.5

Egypt 62 52 170 9.4

Israel 77 8 5 neg.

Jordan 70 32 132 9.7

Lebanon 69 32 266 N.A

Saudi Arabia 70 26 108 N.A

Low income 63 58 717 48

Middle income 67 36 65-185 14-19

High income 77 7 22 neg.

World 67 53 N.A N.A

Four indicators of health status were considered, namely life expectancy at
birth, infant mortality rate, maternal mortality rate, and the prevalence of
malnutrition among children aged less than five years under the weight-for-age
criterion. It is immediately apparent that whichever criterion is considered, the
health status of the Palestinians lies well above the countries in the low and
middle-income groups under the World Bank classification, although it lies
below that of high-income countries.

Within the region, the health that Palestinians enjoy closely resembles that of
Jordan, Saudi Arabia, and Lebanon, but somewhat lower than that enjoyed by
the Israeli population. Analysing mortality by cause, it is interesting to note that
in terms of the biggest cause of adult mortality, Palestine currently lies
somewhere in-between the developing and the developed countries. For

example, among the age group greater than five, cerebrovascular disease and
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ischaemic heart disease accounted for 39 percent of all deaths in developed
countries in 1990 compared to about 20 percent in demographically developing
countries?8, In Palestine, this figure was about 29 percent 2° .Only 6.1 percent éf
reported mortality in ages above five in Palestine is due to respiratory illness,
closer to the 8.5 percent figure in developed countries than the 20 percent
figure in developing countries®. In other cases, however, the pattern more
closely resembles that in developing countries. Cancers account for nearly a
quarter of the mortality in this age group in developed countries, but in
Palestine the corresponding figure is only about 12 percent, about the average
for developing countries.

Healthcare Infrastructure and Personnel

There are four groups of healthcare providers in Palestine. The Palestinian
Ministry of Health (MOH) , the United Nations Relief and Works Agency
(UNRWA), the non-governmental sector non-profit agencies (NGO), and the
private-for-profit providers. Table 3.6 summarises key statistics about the
relative importance of each provider in terms of infrastructure as well as
personnel employed.

Healthcare Facilities

e Secondary care

Table 3.6 clearly indicates that the bulk of secondary level of healthcare in
Palestine is provided by the Palestinian MOH and (NGO), about 58 percent and
36 percent of all hospital beds, respectively (or, 94 percent of all beds). Not
indicated in Table 3.6, however, is the fact that nearly 45 percent of the NGO
hospital beds are located in Jerusalem, including the 250-bed Makassad

Hospital. In other words, for Palestinians who do not reside in Jerusalem, or
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who for various reasons (such as closures imposed by Israel, or inability to
obtain permits) cannot enter Jerusalem, the Palestinian MOH is, by far, the
most important provider of secondary care.

UNRWA and the private sector do not, in general, play a significant role in the
provision of secondary care for the Palestinian population. The 42-bed
Qalqiliya Hospital in the West Bank is the only UNRWA secondary care health
facility in Palestine. It caters primarily to registered refugees and to other
economically worse-off groups in the West Bank. A second hospital (EC-
UNRWA) is presently under construction and expected to become operational

soon.
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Table 3.6 Health Infrastructure and Personnel in Palestine by Provider31

Type Gaza West Bank
Ministry of Health

Number of hospitals 5 9
Hospital beds 906 1,028
Primary care centers 31 266
Doctors 518 448
Nurses 938 948
UNRWA

Number of hospitals 0 1
Hospital beds 0 42
Primary care centers 18 34
Doctors 57 52
Nurses 224 159
Non-governmental organizations

Number of hospitals 2 17
Hospital beds 116 1,015
Primary care centers 25 125
Doctors 156 674
Nurses 211 1,065
Private-for-profit sector

Number of hospitals 3 8
Hospital beds 57 107
Primary care centers 450 628
Doctors >43 >152
Nurses

As far as the private sector is concerned, it has focused primarily on maternity
hospitals and beds for surgical patients. Examples are the Al-Salam Hospital in
Khan Younis and the many maternity hospitals in Ramallah and East
Jerusalem32, More recently, ArabCare has begun adding some beds to their
facility in Ramallah . Apart from hospitals in Palestine, referral patients can
obtain advanced healthcare and diagnostic services from hospitals in Egypt,
Jordan, and lIsrael. Overall, Palestine has a population-to-bed ratio of about
810 persons per bed. This is much higher than the ratio in neighbouring
countries and in countries dassified by the World Bank as belonging to the

middle income group (Table 3.7).



Table 3.7 Health Infrastructure and Personnel in Palestine : a Comparison
~ with other Countries33

Country Population/nurse | Population/doctor | Population/hospital bed
Palestine <677 850-895 810

| Egypt 489 1,316 517
Israel 163 345 164
Jordan 481 742 502
Lebanon N.A 754 N.A
Saudi Arabia 451 698 401
Low income N.A 6,760 1,034
Middle income N.A 2,060 402
High income 163 342 145
World N.A 3,980 278

This suggests the possibility that Palestine may have a shortage of hospital
beds in comparison to the international “norm” for countries at its level of
income. Another issue of interest is whether these facilities are distributed in a
more or less uniform manner across Palestine. For example, measured in
terms of population per hospital bed, the aggregate West Bank (at 690 persons
per bed) might be somewhat better endowed with secondary care facilities than
Gaza (with about 890 persons per bed). However, if the hospitals in Jerusalem,
for reasons alluded to above, are ignored the imbalance between Gaza and the
West Bank is reduced -- the population-to-bed ratio for the “remaining” West
Bank jumps to about 788 persons per bed. In fact, if the 320-bed psychiatric
hospital is excluded, the ratio jumps to 975 persons per bed in the “remaining”
West Bank, suggesting that the inequity may be in the opposite direction.

Another approach would be to examine the allocation of hospital beds by
district. Ordinarily, the small distances in Palestine and the consequently low
cost of travel time would render this issue relatively unimportant. However, the
complex rules surrounding authority over areas and roads (and travel) between
the Palestinian Authority and the Israeli Government suggests that such an

analysis would be useful, especially for the West Bank. As noted earlier, there
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is an imbalance of infrastructure between Jerusalem and the remaining West
Bank. Although certain districts such as Ramallah, Hebron, Nablus are better
endowed with hospital facilities than other areas, they are also more heavily
populated. In general, the population-to-bed ratio in Ramallah and Hebron is
high comparedAto the average for the West Bank (over a 1,000 persons per
bed). Tulkarem and Jenin have even higher ratios -- 2,000 and 3,000 persons
per bed, respectively.

e Primary Care

All four sets of providers are involved in primary care as well. Data presented in
Table 3.6 suggests nearly 500 primary centres operated by the MOH,NGOs and
UNRWA. This is in addition to private sector clinics whose number is estimated
to be in excess of one thousand.

Primary care centres are typically not uniform in terms of services offered. This
is true both within each category of provider (whether UNRWA, NGO, and
MOH) as well as Iacross providers3435 . Of the nearly 300 MOH primary care
clinics, about 70 are in the nature of village health rooms (health points). As
another example, of the 18 UNRWA primary care centres in Gaza, six provide
only MCH services, whereas others provide both preventive and curative
services (and dental services), and in some cases diagnostic services as well36
A similar pattern is visible in the West Bank UNRWA clinics and among the
nearly 150 primary healthcare clinics operated by NGOs37.38 . Overall, UNRWA
clinics p'rovide a much broader range of services than the other two categories
of providers. In addition to the above, there are a large number of private sector
clinics. However, no reliable estimates are available. Nearly 628 private clinics

had been registered in the West Bank and 450 in Gaza by the MOH. However,
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underreporting is widespread and so this is most likely an underestimate of the
true number of privately practicing doctors (and their clinics)

Table 3.8: Health Infrastructure and Personnel in Palestine, by District3®

Region/district Population per hospital bed | Population per primary care
center
Palestine 810 5,075
West Bank :
Jenin/Tubas 3,225 3,440
Tulkarem/Qalqiliya/Salfit 1,864 3,440
Nablus 634 3,960
Jerusalem 428 N.A
Ramallah 1,202 3,210
Jericho 562 1,480
Bethlahem 650 3,770
Hebron 1,319 2,700
Total West Bank 693 3,695
Gaza
Total Gaza 892 13,015

UNRWA clinics cater only to the registered refugee population. However, the
average number of persons who can potentially use UNRWA clinics is high —
39,830 refugees per UNRWA clinic in Gaza, and about 15,300 refugees per
UNRWA clinic in the West Bank.
e Other Services
The private sector has been moving into the diagnostic/laboratory test market.
In the West Bank, nearly one hundred laboratories and 33 X-ray clinics were
registered by the Palestinian MOH by the end of 1996 . Assuming that reporting
is accurate, this represents nearly a three-fold increase in labs and a doubling
of X-ray centers between 1994 and 1996 in the West Bank. Recent data for
Gaza are not available. However, in early 1994, 61 labs and three X-Ray
centers were registered in Gaza. There are some 360 private pharmacies
registered in the West Bank#. While data for Gaza are unavailable, it can ' be
assumed that for the purposes of estimation that an average pharmacist in

Gaza would cater to the same number of people as in the West Bank.
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Health Personnel
Tables 3.6, 3.7 and 3.9 present aggregate information about two categories of
healthcare personnel , doctors and nurses , in Palestine.

Table 3.9. Distribution of Health Personnel in Palestine by Level of Care#!

Type Gaza West Bank
Ministry of Health
Doctors
Primary 125 145
Secondary 393 303
Nurses
Primary 274 365
Secondary 664 583
UNRWA
Doctors
Primary 57 44
Secondary 0 8
Nurses
Primary 224 29
Secondary 0 130
Non-governmental
organizations
Doctors
Primary 105 392
Secondary 51 282
Nurses
Primary 98 160
Secondary 113 905

There are an estimated 2,830 to 2,983 doctors in all of Palestine. This
translates into an average of about 850 to 900 persons per doctor, which is
lower than the ratio in Egypt and for middle income countries in general.
However, it is higher than for other countries in the region such as Jordan,
Lebanon, and Saudi Arabia. Moreover, there is some concern that many of the
doctors in Palestine are not properly trained/accredited which might bias the
estimated of the persons per doctor statistic in terms of effectiveness. As far as
nurses are concerned, there are an estimated 3,740 nurses in Palestinian
health institutions. This translates into a population-to-nurse ratio of about 677,

which is relatively higher than all neighbouring countries.
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In terms of distribution by geographic area, Gaza has a population-to-nurse
ratio of about 680, and the West Bank about the same. It appears that the
distribution of doctors is somewhat in favour of Gaza (at about 640 persons per
doctor), somewhat lower than in the West Bank (at about 1,300 persons per
doctor), although these figures possibly are biased owing to generally poor
estimates of the privately practicing doctors.

Of particular significance is the observation from Table 3.9 that the majority of
the medical personnel in Palestine are employed in secondary care -- 54
percent of the doctors and 68 percent of the nurses are employed by either the
MOH, UNRWA, or NGOs and are associated with secondary care. There are
some differences, however, by organisation. For example, the bulk of
UNRWA's doctors and nurses are involved with primary care activities.
Healthcare Utiliéation Patterns

MOH facilities :

Data on utilisation for Gaza and the West Bank are reported in Table 3.10
Including visits for maternal and child health, in 1996 there were on average
235 visits per day per clinic in Gaza, and 23 visits per clinic per day in the West
Bank. However, this last figure disguises the number of visits per physician day
(the number of days a physician is present). Indeed, as Table 3.10 indicates,
the number of visits per physician day are quite similar in the two

regions.
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Table 3.10 Utilisation of Health Facilities in Palestine by Provider:

Selected Indicators42

Provider West Bank Gaza
Ministry of Health

Hospitals (bed occupancy rate, %) 84.20 82.30
Average nights of stay 2.60 3.10
Primary care visits (per doctor /day) | 73.00 79.00
Primary care visits (per clinic/day) 23.00 77.00
UNRWA

Hospitals (bed occupancy rate, %) 111.80 N.A
Average nights of stay 3.60 N.A
Primary care visits (per doctor /day) | 87.00 119.00
Primary care visits (per clinic/day) 110.00 401.00
Non-government organizations

Hospitals (bed occupancy rate, %) 60.30 66.30
Average nights of stay 3.20 3.10
Primary care visits (per doctor /day) | 15.00 12.00
Primary care visits (per clinic/day) 27.00 53.00

The estimates for the West Bank are close to the average of approximately 70
medical consultations per day estimate obtained by Ayad and Cousins (1997)
for four government clinics in rural Ramallah#3. In general, usage of specialised
clinfcs is higher in government operated primary care centres (between 11
percent and 13 percent of all doctor consultations) than in UNRWA clinics
(about 6-8 percent of all consultations)#445. This can be attributed to the fact
that UNRWA clinics have fewer specialised clinics4¢ .As far as secondary care
is concerned, occupancy rates were high in virtually all government hospitals in
Gaza and the West Bank, averaging above 80 percent during 1996. Excluding
the psychiatric hospital, the average length of stay was around 3.1 days in
Gaza, somewhat higher than in the West Bank

UNRWA facilities:

UNRWA provides free outpatient facilities to registered refugees at its Primary
Healthcare centres. It also supports in-patient care for registered refugees. This

is done either via assistance towards hospitalisation of patients at non-

54



governmental hospitals (via contracts), or reimbursement of some of the costs
incurred by patients on inpatient care, subject to a ceiling.

In general, utilisation of UNRWA outpatient facilities is heavy, especially in
Gaza. Table 3.10 shows 119 visits per doctor per day in Gaza, and 87 in the
West Bank in 1996. However, the average number of visits to UNRWA primary
care clinics amounted to 400 per clinic per day during 1996 in Gaza, and about
110 per clinic per day in the West Bank.

NGOs’ Facilities:

The number of visits per clinic per day was approximately 53 in Gaza, higher
than in the West Bank. The number of visits per physician day was quite low
suggesting a possible underutilisation of doctors in this sector.

Occupancy rates at NGO hospitals vary. The Ahli Hospital in Gaza had an
occupancy rate of 66 during 1996. In the West Bank, NGO hospitals saw
varying ocbupancy rates — from around 80 percent in the Caritas Baby and Al-
Ahli (Hebron) Hospitals, to 41 percent in Red Crescent (Hebron), and 63
percent in lttihad Hospital (Nablus) during the first three quarters of 199647
However, occupancy rates for Jerusalem based hospitals were dramatically
lower than in earlier years, averaging at about 50 percent, owing to closures
imposed by Israel*8. Bed occupancy rates in NGO maternity hospitals were
generally quite low.

Healthcare Spending in Palestine

The World Bank Report, Developing the Occupied Territories: An Investment in
Peace, stated that: "These estimates of healthcare expenditures suggest that
per capita spending is about US $ 110 a year. (The population figures on which

estimates of per capita spending must be based are themselves subject to a
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wide range of error.). If these estimates are roughly correct, then the Occupied
Territories would be spending an amount equal to about 7 percent of GDP, or
about 9 percent of GNP, on healthcare"0. The National Health Plan for the
Palestinian People, Objectives and Strategies, April 1994, (NHP), stated that:
"The estimated National Health Expenditure in 1991 was around 173.6-206.6
million US $. The per capita expenditure on health was 95 dollars, which in total
represents 10.5% to 12.6% of the 1991 Gross Domestic Product (GDP) of
about 1.7 billion dollars"s!. Other similar studies yielded results within the same
range. National expenditures on healthcare appear to be very high relative to
National Product. Comparisons with national expenditures on healthcare in
other countries also indicate that the Palestinian people is spending a relatively
higher proportion of the national product on healthcare than countries of similar
national products. For the purpose of comparison, per capita expenditures on
healthcare for neighboring countries in 1990 were: Jordan $48, Egypt $18, and
Syria $2352,

At a macro-level one can ask the question: To what extent are the expenditures
on health in Palestine effective in producing desired outcomes, whether
measured in terms of improved health, or in terms of patient satisfaction?

One approach would be to examine the relationship between health
expenditures and health outcomes such as infant mortality and life expectancy
over time. Unfortunately, the absence of reliable data on both variables and
especially on health expenditures for any length of time rules this out as a
method of analysis. Another approach would be to focus on the relationship
between health expenditures and outcomes across countries and evaluate

Palestine’s performance in a cross-country setting. It is apparent that at about
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US$100 per capita, health expenditure in Palestine is much higher than in
Jordan, and nearly three times as high as in Egypt, when measured in per
capita terms.

When compared to some of the health indicators in these countries, it does
appear that the additional advantage of the Palestinians, measured in terms of
life expectancy, infant mortality and maternal mortality is small in comparison to
the additional amounts spent on healthcare. Some of these differences may
simply reflect diminishing returns to additional healthcare spending in terms of
outcomes attained. Moreover, such cross-country comparisons are often
confounded by the fact that income and educational levels are also correlated
with both health expenditures and health outcomes. However, there are strong
reasons to suspect the existence of inefficiency in the provision of healthcare in

Palestine.

Alternatively, it may be asked whether the relatively high health expenditures in
Palestine are associated with a correspondingly high level of patient satisfaction
as well. Unfortunately, few studies of patient satisfaction have been carried out
thus far in Palestine. There are, to be sure, studies of patients visiting individual
primary care clinics (or sets of clinics) and maternal and child health
departments at hospitals but these are far too limited in scope to be of use in

making inferences at an aggregate level.

Quality of Healthcare in Palestine

The first planned effort to improve healthcare quality in Palestine was
undertaken by the Central Unit for Quality of Healthcare at the Palestine Council
of Health in 1994. The objective was to define a plan of action in healthcare

quality improvement for the Palestine Health Authority. Thus the strategic Plan
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for Quality of Healthcare in Palestine 1994 edition and the Operational
Programme were produced. These were reviewed and formalised at the six
National Workshops for Advocacy and Promotion for Quality Improvement in
May 1995. The workshops involved over 150 policy makers and key health
professionals . Other work conducted at the time-emphasised sensitisation for
quality. The challenge at the time was to introduce the concept of improvemeht
in healthcare as a national strategy. The Palestinian MOH has designated
healthcare quality improvement as one of its priorities. It embarked on a serious
effort to establish a special body to pursue healthcare quality improvement on a
national scale. $ 1.39M was allocated by the World Bank Education and Health
Rehabilitation Project ( EHRP ) for this purpose. The Quality Improvement
Project / Ministry of Health was thus established.

The Quality Improvement Project (QIP) started in April 1996. The initial period
was used in developing the Institutional Framework ,defining the staffing
requirements and the roles and responsibilities of each staff position A total of
eight professional staff and six support staff were recruited. Setting up and
equipping the project offices was also achieved. Organisationally, the QIP is a
special MOH organ. It is given administrative and financial flexibility to ensure
that is not subject to the rules and regulations it is created to change, thereby
avoiding the conflict this may have created. Simultaneously, it is directly linked
to the MOH and the Deputy Minister of Health, thereby giving it maximum
leverage to implement change in the system. The design stressed the formation
of one core Palestinian team. The team was recruited from all over the country
and located in two sites: one in the West Bank and the other in Gaza. The team

as a whole functions all over the country . In recruiting the team,
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multidisciplinarity was sought. Among the team recruited the following
specialties areas are included: medicine, public health, health policy and
management, health promotion, nursing, nursing education, systems analysis,
business administration, human resource management, microbiology, education
and evaluation of research. With the exception of one member of the team, all
the recruited professional staff had practically no knowledge of Total Quality
Management (TQM) . The first challenge was to train them as quickly and as
effectively possible. The first task the team had to undertake lay in
understanding how the previous structure affected the quality of healthcare
provided.

Factors Affecting Healthcare Quality in Palestine

Several factors affect the quality of healthcare®3. These can be categorised into
three main groups: First, inputs into healthcare: investment in healthcare,
human resources in the healthcare sector, facilities, equipment and supplies.
Second, resource allocation: into relatively cost-effective programmes or the
contrary. Third, the efficiency of the system of delivery of healthcare: the degree
to which there exists, or does not exist, duplication of effort, re-work,
unnecessary work and spending, and other different forms of waste in the

system.

First, poor investment of inputs into healthcare: In Palestine, there does not
appear to be a problem of poor investment of inputs into healthcare. Quite the
contrary, inputs are relatively high. If anything, national expenditure on
healthcare, are in excess of what would be expected from an economy of such
as that of Palestine. Deficiency in inputs cannot be the answer to the poor

quality of healthcare in Palestine.
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Second, improper allocation of health resources: This is difficult to assess
with the available data. However, given the relatively large number of
community based practices and their staffing (particularly UNRWA and NGO
services) together with the high immunisation coverage as an example, it does
not appear that the effective primary care measures are neglected. Any
assessment of the health services in Palestine leaves no doubt that there is
room for more effective resource allocation. For example, allocating resources
for health promotion among the public combined with effective measures
directed at reducing injuries from road traffic accidents, which are a relatively
high proportion of hospital admissions, can prove to be much more cost-
effective than increasing the same investment only on the curative side of this
major public health problem. This in turn lead to better health outcomes, and |
higher quality of healthcare. However, in spite of this, it appears unlikely that
ineffective resource allocation is the major contributor to the poor quality of

healthcare in Palestine.

Third, efficiency: Efficiency is a measure of the inputs invested in a system to
the outputs obtained from that system. It is clearly not possible to quantify this
on a national scale. However, the issue of efficiency may be approached in a
conceptual sense. One way of doing so is through asking the questions: for the
given investment are these the best possible outputs? and, for the given
investment what proportion of wasted outputs are possibly avoidable? There
appears to be general consensus among health professionals and the public
that the answers to these two questions are: "no, and in reality, far from so",
and "seemingly a large proportion". The fact that for the given inputs, low

outputs are obtained and that the degree of waste in the system of delivery of
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healthcare is large, are highly indicative of inefficiency in the system. When
health professionals and the public including patients and their families are
asked to identify the quality of healthcare problem in Palestine they invariably

point to process-related issues.

In the healthcare sector in Palestine, the investment in inputs is higher than
what would be expected for the outcomes obtained. Furthermore, given the high
percentage of GDP spent on healthcare, increased inputs, per se, cannot
possibly be suggested as a solution to improving healthcare quality.
Redistribution of resources cannot be expected to bring about thé required

improvements in the quality of healthcare either.

It is uncommon for either the health professionals or the public to identify quality
in relation to outcomes. This appears to be quite rightly so, in the healthcare
sector in Palestine, where there is little suffering from killer diseases or mass

disability due to specific health related conditions.

In other words, there appears to be an over-investment leading to outcomes,
that are normally, obtainable with less investment. The answer to which
appears to lie in the process of delivery of healthcare. This forms the basic
premise for the assumption that the "quality defect" in the healthcare system in
Palestine revolves around an inefficient system of delivery. Inefficiency in the
system of delivery seems to dominate the big picture of the issue of quality of

healthcare in Palestine

Factors Contributing To Poor Efficiency Many factors in the healthcare
system contribute to poor quality. At the top of the list among these factors are

the mechanisms of financing and the management of the system54.
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The Mechanisms of Financing: the mechanisms, by which the healthcare
provider organisations are financed, appear to be adversely affecting the quality
of healthcare. The providers of healthcare may be classified into four sectors:
MOH, NGOs, UNRWA, and the private sector. The NGO sector has grown over
the past few years and consists of several organisations. The picture gives a
deceptive impression of a decentralised system of delivery of healthcare, in
which patients have a choice of healthcare provider. Though several healthcare
provider organisations are in existence, they do not represent a real diversity of
choice of providers for the patients. In reality, each one of the different provider
organisations represents a centralised, provider-driven, and supply side
regulated system in its own right. The exception is the private sector, which is
demand driven, market-priced, and patients’ access to it is determined by the
ability to afford the market price. This set-up has its implications. From the
perspective of the patient and the provider the picture is as follows: a patient
who has access to one system of healthcare delivery is eligible for the services
and benefits of that system at either substantially reduced prices or no charges
at all. However, the services usually can only be obtained at predetermined
points Qf service delivery. The patient either recéives whatever services are
available there, irrespective of how content he is with the service, or does not
receive it in this given system of healthcare delivery. In reality, this means two
things: minimal choice of provider for the patient, and little incentive for the
provider to satisfy his patient. In addition, if for example a drug is not available,
and this is quite often an essential drug that the patient may be taking regularly,
there is little that can be done abouit it. T‘he patient simply does not get it. This is

just to give one simple example, the same applies to many other aspects of the
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provision of healthcare. In any case, the health providers at that point cannot
really be held responsible for the shortage, as they usually have little say in
what they have in terms of services, staff, equipment, drugs, and supplies.
These are usually centrally decided upon and provided. To make the picture
‘worse, the healthcare professionals are neither rewarded nor penalised for any
shortages or poor quality of service. Their earnings are completely unrelated to
the quantity or quality of services they provide. In effect, within the same system
of healthcare provision, competition is, for all practical purposes, non-existent.
The same set-up can be generalised to most provider organisations. The
interesting thing is that, in the case where the same patient has access to two
provider organisations for example, then he only has a choice between two
providers each subject to its own systems constrains. Moreover, since different
shortages exist in practically all provider organisations, the phenomenon of
doctor hopping or doctor shopping has become widespread. Patients will go to
one provider or provider organisation for one aspect of the service and present
to another for a different aspect of the service or even to double check. For
example, the patient may receive consultation at a place where he perceives
the physician to be better, then go to another place to dispense the prescription
since the treatment may be available there. The amount of waste created by
this duplicaﬁon and repetition is perceived by many professionals to be great.
The net effect of the existing mechanism of financing is not a scenario where
the patient will choose the healthcare provider he is most content with and that
provider is then rewarded for meeting the demands of that patient, but a culture
of worker demotivation, apathy, and patient dissatisfactionss. The mechanisms

by which the system of delivery of healthcare is financed are acting as
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disincentives for quality healthcare. At the core of the financing issue leading to
poor quality is the link between financing and provision of health services. The
way out of this vicious circle, is some arrangement whereby the same financing
mechanism would offer the patient a real choice of providers whilst building into
the financing of the system a mechanism whereby providers are rewarded to

some degree or another for the extent to which they meet consumer demand.

The Management of the Provider Organisations: Many management factors

are affecting the quality of healthcare in Palestine. At the top of the list of these
factors are leadership and organizational culture.

Leadership in Health

This is probably the single most important management issue leading to poor
quality. It is the exception, not the rule, when healthcare delivery is led by a
strong and visionary leader who is fully devoted to leading the organisation and
who has the relevant skills and authority to do so. The notion of "what should
we be doing, how can we do it best, and how can workers be empowered to
exercise their responsibilities to the fullest" is unfortunately not the dominant line
of thought. Up-front leadership is probably one of the main management factors

that can contribute to improving the quality of healthcare.

Another important management aspect of the system is that concerning
regulation of the system. There are few instances where clear regulations are

present. Even in such cases, they are not implemented mainly due to lack of

executive body to do so.

Senior physician-practitioners overwhelmingly manage the healthcare

organisations. Managers are generally chosen on account of being highly

64



qualified in a clinical field, and proven to be skilfull in clinical practice, combined
with a high level of "seniority", which is seen to be an essential credential. Upon
taking up such leadership positions, they generally do not undertake any special
training in management. In addition, they remain in full time clinical practice.
Being the Director of a healthcare organisation is seen as a prestigious reward
for the skilled senior clinician. Managing the healthcare organisation usually
takes up only a fraction of the Director’s time and effort and, in any case, comes
second to his clinical practice. Assisting managers are usually administrative
assistants, who for a large part are poorly qualified and end up attending to the

procedural activities of the daily life of the organisation.
Organisational Culture

Healthcare delivery organisations are generally managed in the customary
fashion. Decision-making is usually by best judgment as opposed to being
databased. The systems institutionalised in most organisations are mainly
command and control systems. There is little alignment of authority with
responsibility beneath the level of the top man in the organisation. Loops in
decision-making have to go through the top person in the healthcare delivery
organisation. There is little worker involvement in the life of the organisation.
Information sharing and communications are usually very much at fault.
Appointment, promotion and reward is one of the factors which affects quality.
The culture of appointments, promotion or reward by connections or as
personal favours has grave consequences on quality. Seniority as opposed to
professional ability in appointments likewise lowers quality. Unfortunately, this

culture exists and is adversely affecting quality.
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of quality healthcare. For improvement to take place attitudes, and behaviours

need to be changed.
How Can Quality Improvement Be Approached?

Quality can be attributed to the interaction of many factors which together have
led to the current position. The likely solution appears to lie in a two pronged
approach to improving quality: tackling the micro picture of inefficiency at the
level of the provider organisations and tackling the macro picture of systems

reforms on a national scale.

First, the micro picture of quality, which is manifested primarily by inefficiency in
the delivery of healthcare, needs to be addressed. Quality management offers
the cutting edge culture and methodology that stands some of the highest
chances of tackling the problem of inefficiency. One of the greatest strengths of
quality management is inherent in its very nature as a system of continuous
quality improvement which becomes part of the culture and life of the provider
organisation. Another strength lies in that this is a "top-led, bottom-fed"
approach to improving quality. It is fed by the so called "internal and external
customers", the workers involved in the delivery of healthcare together with the
patients and their families, who are on the receiving side of the equation.
Implementing quality improvement in this way leads to higher chances of worker
commitment and thus the sustainability of the quality management process over
time. In effect, it is a slow but enduring process of change management that
minimizes resistance to the required organisational re-structuring and
decentralisation. Last, but not least, implementing quality management as the
means to improving quality of healthcare, challenges the traditional concepfs of

improving quality: it tackles quality improvement through increasing the internal
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efficiency of the system of delivery of healthcare as opposed to merely
increasing the inputs into the healthcare system in the expectation that more

inputs will translate into higher quality outputs.

Second, the factors that led to inefficiency in the first instance also need to be
addressed. This is essentially a process of health systems reforms which touch
upon just about all aspects of the healthcare delivery system in an attempt to
gear it towards providing incentives for improving quality and efficiency. There is
no ready formula for quality in healthcare. Determinants of good quality in one
system may affect another system in an adverse way. For example, introducing
elements of market competition in the Palestinian system may bring about
improvements to it, which may not necessarily be true for other countries. In
addition, what may one day be a determinant of good quality in a system at a
certain time and stage of development may well become a determinant of poor
quality for the very same system at a different time and stage of development.
For example, user charges may reduce unnecessary demand one day, but may
act as barriers to access to essential healthcare another. Thus reform must be
viewed as a dynamic continuously evolving process directed at enduring gains

in effectiveness, efficiency and quality improvement.

In view of the enormous effort required in managing the micro picture of quality,
is there a real need to manage the macro picture as well? Systems factors
leading to poor quality of healthcare can be seen to act as "killing factors" to
improving quality. Though not quality improvement activities in themselves, they
are essential inputs into the quality process. The very same quality
management improvements can be greatly enhanced if the system reforms are

also being conducted in congruence with them. The art lies in setting up a
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strategy for improvement that is capable of continuously managing both the
micro picture of inefficiency and the macro picture of systems management of
quality of healthcare. Despite its importance, the macro picture of quality was
not managed. The management of the macro level picture was supposed to be
carried out by the Harvard Project. This project was however terminated for
political reasons. This does not however, deny the importance of managing this

level as well as the micro level.
Conclusion

This chapter reviewed the Palestinian healthcare infrastructure and the effect of
this structure on the quality of healthcare provided. It show that the following
appear to be the main features of the healthcare infrastructure and financing
system; both of which are affecting the quality of healthcare provided. With a
per capita income ranging from US$1,320 to US$1,630 , Palestine is a low -
middle-income country as per World Bank classifications. Literacy and
schooling enroliment generally exceed those in neighbouring countries with the
exception of Israel.The health status of Palestinians appears to lie above
countries listed as low- middle - income under the World Bank criterian. In many
respects mortality data in Palestine more closely resembles the situation in the
developed than in the not developing countries. There are four major groups of
providers in Palestine: Ministry of Health, United Nations Relief and Works
Agency, Non Government Organizations, and the Private Sector.The bulk of
secondary care facilities in Palestine are provided for by the MOH and the
NGOs. However, a significant quantity of NGO bed capacity is located in
Jerusalem which makes it difficult to access during times of closure. The

private sector has concentrated mainly on maternity hospitals and beds for
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surgical patients. Overall, Palestine has a population - to - bed ratio of 810 per
bed . This is higher than in the neighbouring countries and in countries
classified by the World Bank as belonging to the middle income group.
Ordinarily, the small travel distances in Palestine would render the travel
distance to hospitals unimportant. However, the complex rules surrounding
authority over areas and roads between the Palestinian Authority and Israel
make such an analyses useful, especially in the West Bank. The West Bank is
worse-off than Gaza in terms of secondary care beds, once allowance is made
for the fact that many of the 'hospital beds are located in Jerusalem. Tulkarem
and Jenin appear to be particularly poorly served in this regard , with
population -to-bed ratios of 2,000 to 3,000. Primary health centres are typically
not uniform in terms of type and quality of service . Some provide a broad range
of preventive and curative services, others are in the nature of village health
rooms . This is true across the different providers as well as among facilitjes
operated by a single provider group (MOH, NGOs, UNRWA). There are also a
large number of private clinics , possiblly in excess of 1,000, although no
reliable estimates are available. The population-to-PHC ratio is much lower in
the West Bank (3,700) than in Gaza (13,000). However , this may not imply that
the West Bank population is better-off than Gaza in this regard since it may be
faced with comparatively larger travel distances, and clinics with a narrower
range of services. In comparison to secondary care, the distribution of primary
health centres appears to be more balanced across the different West Bank
districts. However , variation in services provided may still be a cause for
concern.The population-to-dobtor ratio in Palestine appears to be lower than in

developing countries in general, and than in Egypt. However, it is higher than
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for other neighbouring countries such as Jordan, Lebanon, and Saudi Arabia.
There is some concern about the variation in the training level of doctors and
the lack of a proper system for their accreditation. The population-to-nurses
ratio is high as well , although that may be the result of incomplete reporting of

data on nurses.

There is a significant bias in the allocation of health personnel by various levels
of care. Nearly 54 percent of the doctors and 68 percent of the nurses
employed by the MOH, UNRWA, and NGOs are employed in secondary care.
However, there are variations by organisation. For example , the bulk of
UNRWA'’s doctors and nurses are involved in primary care activities. The
pattern is the opposite in the MOH, where nearly 70 percent of the doctors are
employed in hospitals. The primary health centres are heavily utilised . The
average number of visits per physician per day in MOH clinics was estimated to
range between 70 and 80 in both the West Bank and Gaza . This suggests
heavy pressure on doctors resulting in very low patient-physician contact times.
A similar pattern is noticeable in UNRWA clinics. In contrast, NGOs appear to
be under less pressure. This may point to an inefficiency, although it may also
result from the fact that NGO clinics charge a small fee for their services and
whilst offering a narrower offer a narrower range of services. Secondary care
services are heavily utilised. The occupancy rate in most, but not all,
governmental hospitals was 80 percent or higher. Jericho Hospital was one of _
the hospitals with a low occupancy rate. Days of stay averaged around 3 :1.
Occupancy rates in NGOs vary from 40 percent to 80 percent. Bed occupancy
rates are especially low in maternity hospitals Occupancy rates in Jerusalem

based hospitals in 1996 appear to have been dramatically lower than in earlier
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years, wing to the closures. It appears that healthcare expenditure in Palestine
amounted to at least NIS915 million in 1996. This constituted about between 7
and 8.5 percent of the GDP in 1996 . Although this proportion is lower than
previously reported estimates, it is higher that most countries in the region. This
structure for the healthcare sector is affecting the quality of healthcare. Several
other factors also affect the quality of healthcare. These can be categorised into
three main groups: First, inputs into healthcare: investment in healthcare,
human resources in the healthcare sector, facilities, equipment and supplies.
Second, resource allocation: into relatively cost-effective programmes or the
contrary. Third, the efficiency of the system of delivery of healthcare: the degree
to Which there exists, or does not exist, duplication of efforts, re-work,
unnecessary work and spending, and other different forms of waste in the
system. The likely solution appears to lie in a two pronged approach to
improving quality: tackling the micro picture of inefficiency at the level of the
provider organisations and tackling the macro picture of systems reforms on a

national scale.
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CHAPTER FOUR

FORMULATION OF A QUALITY IMPROVEMENT STRATEGY

Introduction:

The previous chapter showed that a fragmented structure and uneven distribution
of services and human resources between the various providers characterises the
Palestinian healthcare system. These characteristics are causing low quality and
high cost healthcare, generating inequities in access to healthcare, causing
conflicts among providers and patients, occasioning a disparity of care, and
promoting moral and ethical dilemmas. To resolve those issues, the Ministry of
Health (MOH) established “ The Quality of Healthcare Unit “ in 1994. This Unit
was one of ten central units created by the MOH to develop plans for the purpose
of sustaining and improving the existing healthcare system. During 1994 - 1995,
the Quality of Healthcare Unit drafted its strategic and operational plans which
were then discussed in six national sensitisation workshops. Recommendations
and suggestions were gained from 150 health professionals who actively
participated in the workshops. Following that, the MOH established the Quality
Improvement Project (QIP). Funding for the QIP was received from the World
Bank Education, Health and Research Project (WBEHRP). The professional
capacity of the QIP comprises eight professionals who act as managers to six
operational programmes. The professional responsibility of this team is to
implement the quality improvement strategies developed by the Quality of

Healthcare Unit.
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Research Approach

In order to analyse the activities of the QIP, a strategic plan framework will be
employed. The strategic plan framework will be one derived from Stoner’s model
which he called “Steps in the formulation and implementation of strategy!. Stoner’s
model draws heavily upon the concepts of Andrews in the “ Concepts of Corporate
Strategy ” as interpreted by Hofer and Schendel in “ Strategy Formulation2. Hofer
and Schendel's model has been modified by Stoner. Diagram 4.1 describes
Stoner’s model. Stoner’'s model will be employed in this research but will be
adapted to suit the Palestinian situation. The model will be adopted by adding new
steps, see diagram 4.2, which are seen as crucial to fit the Palestinian healthcare
situation. The adapted model identifies and describes the steps in the strategic
planning approach. A strategic planning approach is used because of its growing
importance in recent years. Strategic planning, by defining the mission of the
organisation in specific terms, helps to give direction and purpose and
organisations function better as a result because they become more responsive to
a changing environment. This chapter will analyse the activities of the QIP by
employing a strategic plan framework which is derived from Stoner’'s model. This
will be done by looking at the goals, objectives, (internal and external), and
strategies of the QIP. An environmental analysis will be carried out to identify the
ways in which changes in the external environment can indirectly influence the
implementation of quality improvement. The strengths and weaknesses of the
Palestinian healthcare sector will be presented followed by identifying the strategic

opportunities and threats confronting the quality improvement efforts. After
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analysing the resources and the environment, a gap analysis aiming at
determining the extent to which a strategic change is required will be carried out. A
field force analysis will follow aimed at showing that many elements will be moving
the efforts of quality improvement either towards or away from the quality
improvement goal. To overcome the obstacles many strategic decisions have to
be undertaken. These decisions will be developed, evaluated and alternatives will

be chosen accordingly.
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Goal Formulation
Setting the goals of the organisation is the most essential step in the strategic
planning process. The key step in goal formulation is defining the mission of the
organisation. This is because before deciding on the objectives of any
organisation, its purpose and mission must have been determined. Taking this into
consideration, the Quality Improvement Project Team (QIPT) has developed the
following mission “ We, the Palestinian Healthcare Improvement team under the
leadership of the Ministry of Health, believe in the right of the Palestinian citizen to
receive the highest possible level of healthcare. We also, believe in the right of
the personnel in the health sector to work in the best possible environment within
the available resources. As a result of this belief, the Ministry of Health has
founded this team to lead, enhance and activate the improvement effort for the
benefit of the Palestinian people “.

Following the mission, the QIPT in the MOH has defined its overall goal “ Attain

the highest possible level of quality of healthcare in Palestine”. Achieving this goal

encompasses two distinct parts.

e Part One: Health system reforms: “ Reform the Palestinian health system in
ways that stimulate and facilitate quality improvement”. The goal of the health
system reform is not of itself to directly impact upon activities designed to
improve the quality of healthcare, but relates to the inputs from the MOH which

are essential to promote quality improvement in the Palestinian healthcare

provision.
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Part Two: The quality of healthcare programme: This relates to the activities
necessary to improve the efficiency of the provider organisations. It comprises
six functions: Leadership, Institution Building, Training, Social Marketing,
Information System, and Productivity:

Leadership goal: “Develop the “Leadership for quality » model within the
Palestinian healthcare System”. |

Institution building goal: “Develop the national capacity to manage quality
improvement”.

Training goal: “ Develop the national training programme in quality
improvement *.

Social marketing goal: “ Develop the “ quality culture” in the health sector on a
national scale’.

Information system goal: “ Develop the national quality improvement
information system ”.

Productivity goal: “ Develop a system to monitor and evaluate the quality

improvement effort in Palestine”.

Identification of current objectives and strategy

Despite the identification of the quality issue as an important area, no efforts have

been made before the foundation of the QIPT to identify certain objectives and

strategies for improving the quality of healthcare in Palestine. The QIPT therefore

identified the following objectives for improving the quality of healthcare in

Palestine. These objectives are related to the overall quality improvement goal

and mission and relate to Part Two of the overall goal, the quality of healthcare
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programme, as the Harvard Institute for International Development is supposed to
tackle Part One of the overall goal, namely, health system reform. Each function
or goal of Part Two includes internal and external objectives. The term external
applies to the concerns of all health providers and related environmental factors.
While the term internal applies to the concerns of the MOH. The following tables
present the quality improvement goals, external and internal objectives, and
strategies. It is critical to mention that the six functional areas are not completely
integrated which makes it even more difficult for their internal and external
objectives to be integrated. This lack of holism was to negatively influence the

results achieved by implementing TQM in the Palestinian healthcare sector.
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Environmental analysis

The purpose of this environmental analysis is to identify the ways in which
changes in the external environment can indirectly influence the implementation of
the QIP. The external environment has both direct- action and indirect- action
elements. Examples of direct- action elements are: competitors, Iabdr supply,
financial institutions, and customers. Indirect- action elements include: economic
variables, socio-cultural variables, political, legal, and international variables.
Indirect- action elements can however move to become direct- action elements.
Direct - Action Aspects of the External Environment

The major direct - action components of the external environment that has a
chance to affect the QIP are:

* Competitors: The external competitors for providing health services are Israeli
hospitals and those in neighboring Arab countries. The available data shows that
better services are being provided by those competitors taking into consideration
that those competitors are investing a significantly lesser proportion of their
product in healthcare than are the Palestinian people. In other words, the
competitors who have similar economic status appear to be investing less in total
and a smaller proportion of their national produce into health whilst obtaining
comparable or better health outcomes. The Palestinian population has therefore
access to other health providers which are providing a quality service at a
competitive price. This puts a pressure on the Quality Improvement Project as this

project has to build on and learn from the strengths of the competitors.
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Furthermore, to be appreciated by the population, this project has to result in a
quality service at competitive prices.

* Labor supply: This component of the direct- action environment may prove to
have two expected effects. On the one hand, the current high level of
unemployment ,especially in the health sector, and the current government policy
to recruit as many health personnel as possible, may have a negative impact on
implementing the QIP. The current health personnel are suffering from bad
working conditions such as lack of job security, lack of job description, low income,
and an unstructured working environment. This condition ’has led to a low level of
satisfaction and motivation among health personnel. The Mother and Child Health
Study, which is currently undertaken by Gaza Health Services Research Center
revealed that more than 90 % of the health personnel interviewed using the focus
group technique were not satisfied with their work. When the QIP will be
implemented, those health personnel might see it as an unneeded luxury and an
unrealistic effort that will therefore be resisted. On the other hand, this over
availability of labour supply may have a positive effect on the implementation of
the QIP. The current health personnel may see this project as the only way
forward and the vehicle which will improve their working conditions and therefore
increase the level of their satisfaction and motivation. Furthermore, the newly
recruited health personnel will accept the introduction of the QIP easily as they will
not have been negatively influenced by the existing system.

* Financial institution: The occupied territories have been for many years a focus

for humanitarian aid much of which is directed to the health sector. An active non-
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government health provider sector developed in the 1980s providing services at
either nominal charges or none at all. The United Nations Relief and Works
Agency provides mostly free of charge services funded by international sources.
The availability of such services has had a positive impact on the health sector but
has not been without effect on the demand for health services and this in turn has
consequence for the quality of service offered. These services drove the demand
for services up with little consumer sensitivity for the cost incurred. They also
drove downward the efficiency and quality of the services provided. This low
efficiency and quality was compounded by the lack of competition in the public
sector leading to minimal customer expectations. Since the peace process the
situation has changed. Most of the financial institutions have directed their funding
to the government sector. An example is the Quality Improvement Project which as
mentioned before is funded by the World Bank with the objective of improving the
quality of healthcare in the government sector. This change in the external
environment means that if the government sector uses this fund effectively and
efficiently, the quality of the services provided by this sector will be improved.
Furthermore, the current lack of competition for quality and efficiency in the
government sector will be replaced by a competitive service provided at
competitive prices. This expectation is highly dependent on the stability of funding
from these institutions which puts many projects in the MOH including the QIP
under pressure and pushes them towards finding alternative ways in the event that

such institution stop or limit their financial aid to the health sector.
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* Customers: A central tenet of quality improvement is that improvements should
be based on the audit of the customer’s or user's needs and requirements. The
current structure of the health sector, especially its mechanism of financing, calls
for quality improvement. The existing four providers of healthcare do in reality
represent a centralised, provider- driven and supply side regulated system in its
own right, although the private sector provides an exception. This means that a
patient with access to one system of healthcare delivery is eligible for the services
and benefits of that system but the service can only be obtained at a
predetermined point of service delivery. In reality this means minimal choice of
provider for the patient. The QIP will therefore need to find a way by which the
customers would have a real choice of service providers. This means changing the
current financing mechanism which is acting as a disincentives for improvements
in the quality of healthcare. This will not be an easy task because it means
changing the current centralised system of delivery of health into a decentralised
system in which patients have a choice of healthcare provider. Despite the fact
that implementing such a decision may go beyond the ability of the QIP to resolve,
this issue in the external environment needs to be seriously addressed.

Indirect - Action Aspects of the External Environment

The indirect - action aspects of the external environment can be grouped into
broad factors that influence the implementation of quality improvement in the
Palestinian health sector. These factors are the economic variables, socio-cultural

variables, and political, legal, and international variables.
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e Economic variables: The 25 years of occupation has inevitably resulted in
significant structural changes in the Palestinian economy. The traditional
sector has gradually given way to modern sector, which generally enjoys
higher rates of productivity. The agriculture sector has lost its predominant role
in terms of its major contribution to total output and employment, largely in
favour of services which have gradually emerged as areas linked to the Israeli
sector has virtually stagnated under occupation. In fact, the composition and
pattern of output of the commodity- producing sectors themselves has slowly
undergone changes largely geared to meeting the requirements of the Israeli
market. Development in these and other sectors indicates an increasing
alignment of the Palestinian economic performance with the economic interests
of Israeli rather than the creation of structures for an independent and self -
sustaining economy. The economic environment of the Palestinian sector can
be defined as a curious combination of individual prosperity and communal
stagnation, an auxiliary and subservient sector of the Israeli economy, a source
of cheap, unskilled labour and agricultural surpluses. In recent years individual
prosperity, resulting mainly from employment in the Israeli sector, has
decreased as per capita income has dropped in real terms. The average
income per capita in 1990 was estimated at $ US 780 in the Gaza Strip while
the Gross National Product (GNP) reached $ US 1738 in 19874,

The stagnating or declining levels of income however reflect serious structural

imbalances in the Palestinian economy which have emerged over time and which,

if not addressed, will seriously handicap future economic prospects. The structural
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imbalances and distortions of the Palestinian economy are noticeable in the
following areas®:

- Heavy dependence on outside sources of employment for the Palestinian labour
force. Wage income from Israel as a percentage of the GNP amounted to 28% in
1987 and 24% in 1991. After the Gulf War, many Palestinian skilled workers lost
employment in the Gulf countries leading to a significant decline in remittances
from abroad which negatively affected economic activity. In addition, a sharp
downturn in wage income from Israel occurred as a result of the continuous
security closures of Israel to the Palestinian economy.

- A trade structure heavily dominated by trading links with Israel and with a large
trade deficit. Palestinian exports as a percentage of the GNP has declined from
23% in 1980 to 10 % in 1991 while imports continue to run at 40% of the GNP.

- Inadequacies in the provision of public infrastructure and 6ther public services.
The Palestinian economy is at present characterised by a degree of fragmentation
reflecting increasing distortion in the structure of output and income. A widening
gap between domestic and national output and a high rate of unemployment is
leading to a lack of internal cohesion of the economy as a whole and its increasing
subservience to the Israeli economy.

*Socio- cultural variables: The values and customers of the Palestinian society
establish guidelines that determine how the QIP will operate. Mahal argues that at
the present time the Palestinian society is not satisfied with the current health
services and that there is a great demand to improve the quality of healthcare®.

This lack of societal satisfaction is accompanied by lack of faith on the part of
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many health professionals in the possibility of improving the quality of healthcare.
This lack of faith is due to inadequate legislation, lack of public awareness of
quality improvement and chronic wrong practices. This means that cultural
transformation will be essential to the success of any quality improvement efforts.
At the present time, healthcare institutions are managed in a traditonal fashion
where systems institutionalised in most organisations are mainly command and
control systems. There is little alignment of authority with responsibility beneath
the level of the top manager in the institution. There is little worker involvement
and information sharing and communication are usually much underdeveloped .
Promotion and appointment result from personal connections which is having a
great negative impact on quality. The blame culture is a widespread phenomenon
which is quite compatible with the dominant culture. The common response to any
problem is not to look at the possibility of a passive failure in the system. The
issue of questioning policy, regulation and practice as perhaps contributing to the
problem is practically non- existent. Management being at fault is unheard of. The
usual understanding is that someone did not do something or did so incorrectly.
Such a culture is hardly supportive of quality healthcare. For improvement to take
place, current attitudes and behaviours need to be addressed and changed.

* Political, legal, and international variables: The success or failure of any quality
improvement effort depends largely on the political and legal climate in the
country as a whole and in the MOH in particluar. This political and Iégal
environment is largely linked with the existence or non- existence of international

support to the Palestinian Authority. The signing of the Declaration of Principles by
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the Palestine Liberation Organisation and Israel in September 1993 marked the
creation of a Palestine Authority in the Palestinian Territories. This new
Palestinian Authority is facing a difficult situation where the Palestinians are
experiencing several transitions. The majority of which have implications for
health. The country is in a transition period with frequent border closures
hampering access to health resources and work. A high number of women and
children needing healthcare geared to their needs and at the same time there is a
growing number of elderly people needing costly care for life style illnesses. The
development of the health sector in the Palestinian Territories as a result of the
occupation has been fragmented and uncoordinated. The MOH has therefore to
embark on a comprehensive task of establishing a coherent healthcare system
through work related to planning; co- ordination, manpower development,
regulation and re—securing of a minimum number of services of adequate quality
which are fairly distributed. The QIP was therefore founded and funded to secure
this quality of service. The sustainability of the MOH’s effort depends largely on
the stability of the political and legal environment. International donors’ support to
the Palestinian health sector is presently weak and fragmented and donor are
reducing their support to the sector. As a consequence of this change in donor
response, which is often away from the health sector, many providers, especially
voluntary providers, are experiencing severe economic constraints and in some
primary healthcare areas there is a fear of service reduction below a critical level.
These continuous changes and shifts in the political environment will continue to

affect the implementation of the QIP since this project is funded by an international
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body (World Bank); which means that if the donor shifts its interest to another
area, the project will experience severe financial constraints especially in a period
when the MOH is not able to finance this project.
Resource Analysis: Strengths and Weaknesses
The previous goals and strategies for quality improvement in Palestine provide a
framework for analysing the health sectors resources. This analysis is necessary
to identify the strengths and weaknesses of the governmental healthcare sector
relative to its present and likely future competitors. It should be stated that the
strengths and weaknesses of the governmental healthcare sector are internally
derived factors.

Strengths

e Quality Improvement effort is led by a qualified and determined quality
improvement team. This team intends to implement a well-planned quality
improvement programme that in a period of three years will make qualified
local human resources available.

e Quality improvement efforts are financially covered through a grant from the
World Bank, which will cover the project for three years, after which the
MOH intends to finance this effort. During the three years, the expenses are
controllable. The programme will invest (medium - term) mainly in training
leaders and in institution building.

e The technical assistance that might be needed to implement quality
improvement effort is adequate and available at a high standard. This

assistance can be obtained from many sources like Harvard Institute for
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International Development, which considers quality improvement to be one
of its seven areas of interest. The quality improvement effort in Palestine is
unique and expected to attract international expertise.

The new Palestinian MOH is a new leader with nationally stated commitment
to improve the quality of healthcare. This commitment to quality is evident
from the inclusion of quality improvement as one of the ten guiding
principles in the National Health Plan.

The current state of health infrastructure supports the quality improvement
effort. The health infrastructure is in a phase of structural redesign which
makes the quality improvement effort easier to accept as part of the overall
change in the national health system.

The current state of tension in service provider organisations arising from
the changing environment provides an opportunity for the quality
improvement effort. This opportunity lies in proper management of this

tension, and in channeling it in a positive direction.

Weaknesses.

Quality improvement effort is led by a small group of professionals who have
unique skills. This small group faces, and will continue to face many
difficulties in the implementation phase where it is planned that only one
hospital will be used as a pilot site in the West Bank but two hospitals will
be chosen as pilot sites in Gaza. This inequity of distribution of human
resources could prove to be a weakness that should be always remembered

and monitored.
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The financial support for quality improvement efforts in the Palestinian
health sector may be unstable. The current fund is only for 3 years after
which the Ministry is promising to finance this effort. This promise will be of
no value if after 3 years a new Ministry of Health with a different vision has
emerged. This instability is compounded by other financial difficulties for the
QIP is not going to generate revenue. On the contrary, the first stages of the
QIP will require some investment. Furthermore, it is difficult at this stage to
estimate the value and magnitude of any savings that will result from this
project.

The technical assistance that is of great value to this project is not stable.
This instability is mainly due to political reasons, whereby political interests
or changes permit or forbid using such assistance.

The emergent MOH is young and inexperienced organisation. There exists
the need to develop the interest of its leadership in the quality improvement
effort. Furthermore, this Ministry has a fragmented structure, which means
that the quality improvement effort will need to tackle chronic operational
problems inherited from the past on a daily basis.

The current state of the health infrastructure does not seem to provide a
support structure to monitor and implement quality improvement activities.
This structure is being redesigned with all of the inefficiencies associated
with such change.

Tension in service provider organisations generated by the changing

environment is leading to anxiety and insecurity.
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Identification of Strategic Opportunities & Threats

Identifying strategy, analysing the environment and analysing the organsation’s

resource come together in determining the opportunities available to the QIP and

the threats it faces. These opportunities and threats are externally derived factors.

Opportunities:

e The contribution of international and national agencies to the MOH is an
opportunity that QIPT needs to cease to implement the QIP

e The Palestinian public has high expectations at this period of change. The
quality of healthcare is a major area where the public is expecting to witness
rapid improvement. This is a favourable opportunity offering the prospect
and utilising public goodwill and enthusiasm that the QIPT should take.

e The present cultures both the general Palestinian culture and the specific
health sector culture are in favour of implementing quality improvement.
The Palestinian public and the health professionals are not satisfied with the
present health service. There is a great demand to improve the quality of
healthcare combined with a great public and professional enthusiasm for
positive change. Furthermore, QIPT needs to seize this opportunity to
develop awareness of quality issues.

e The present instability in the existing health system represents a greater
opportunity for the implementation of quality improvement than would have
been the case if the same level of quality were present in a stable éystem.

This opportunity needs to be seized before stabilisation proceeds too far.
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The QIP is a planned and proactive effort to improve quality of healthcare.
This will make change easier if this project is carefully managed and
gradually introduced.

An opportunity exists to develop local trainers because the QIP emphasises
the importance of continuous training. Furthermore, the project will utilise all
local training opportunities and consultants will be used to design and
develop the training curricula.

The present economic situation highlights the need to secure maximal
utilisation of the existing resources to improve the quality of healthcare.

Implementing the QIP will lead to reduction in waste in the health system.

Threats.

The instability of the political environment affects the sustainability of the
national and international contributions to the MOH. This is due to the fact
that an independent financing body, which may change its policy towards
the MOH for political reasons, controls both national and international
agencies.

The ability of the MOH to enforce regulations. This ability is vital if
improving the quality of healthcare is to be brought to fruition. It will entail
the MOH intervening with the active implementation of a national project in
quality of healthcare. Furthermore, the “Patient’s Bill of Rights “ and “Codes
of Ethical Practice in Healthcare “ will need to be developed. Implementing

the two documents depends on the Ministry’s ability to enforce regulations.
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The current MOH is supporting the quality improvement effort and considers
this area as a priority. Any changes in the current Ministry represent a threat
to the quality improvement effort.

The demand of a vociferous public to improve the quality of healthcare lacks
awareness of issues relating to quality. This lack of awareness may threaten
the quality improvement effort if a focus is selected on issues that do not
interest the public simply because it is unaware of its relative importance.
The instability of the existing health system threats the quality improvement
effort as it lacks a systematic assessment of quality improvement; it has both
a poor information system and a poor management system.

The availability and adequacy of trainers could prove to be a serious threat
to the quality improvement effort. Local trainers are not available and
developing them will need time (1-2 years). International trainers are
expensive. The quality improvement effort will partially depend on external
consultants whose services may not be available except on a sporadic
basis.

The present poor economic situation (instability and low income) threatens the

implementation of the QIP and result in other projects receiving priority.

Gap Analysis

After analysing the resources and the environment, it is possible to carry out a gap

analysis, which aims at determining the extent to which a strategic change is

required. This strategic change, if required will be a result of differences between
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the current MOH’s strategy and the new proposed quality improvement goals and

objectives.

Ministry of Health’s Strategy:

The Palestinian National Health Plan stated that the MOH has the following

strategies concerning the quality of healthcare?:

Health system development and management

Health system development and management is a top priority for all Palestinians.

Fragmentation of health providers and the absence of a national health authority

due to the occupation are believed to have had a negative impact on the

availability, accessibility, cost and quality of healthcare. A national health authority

capable of managing the health system efficiently and effectively is urgently

needed. It should be capable of performing the following functions:

a. Planning and policy making.

b. Management and information.

c. Health protection.

d. Regulation and coordination of healthcare provision

e. Promoting intersectional coordination between the health and education,
environment and other sectors.

Development of human resources for health:

The increased availability and quality of healthcare human resources - the most

precious and important of all resources - is vital to the achievement of “Health For

All” (HFA). Health development strategies must include increased investments in
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human resources including planning, education and training as well as improved

management and better utilisation of health personnel.

This implies the need for capacity building of the national health authority and

institutions for the organisation of human resource development. A coordinated

and comprehensive approach should be followed to achieve human resource

development.

Furthermore, the following priorities concerning the quality of healthcare have

been identified by the Palestinian Red Crescent Society at the Rome Conference

in January 19948:

The current health system should be rehabilitated without disruption. The
process of rehabilitation must be a slow and systematic one.

Rehabilitation of the health system has to be a joint and collaborative effort
between the MOH, UNRWA , NGO's and the community. The team approach
should be utilised at all policy and service levels.

Quality of care will be stressed at all levels. The quality of services can not be
over - emphasised; the increasing numbers of clinics and programmes at the
expense of quality must be controlled.

Regulations and standards should govern the delivery of all aspects of care.
Setting national policies and standards for personnel facilities and material is a
top priority.

Human resource development must proceed carefully with national parallel
programmes aimed at the establishment of national standards and proficiency

testing; stressing quality and continuing health education.
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If a comparison is to be made between the MOH'’s strategy on quality of healthcare

and the new proposed quality improvement goals and objectives, much similarity

will be found between the two leading to a small gap. Both focus on the following

issues concerning the quality of healthcare in Palestine:

1.

The QIP overall goal is to “ attain the highest possible level of quality of
healthcare in Palestine “. This overall goal strongly matches that which was
stressed at the Rome Conference where it was clearly stated that “ quality of
care will be stressed at all levels and the quality of services cannot be over -
emphasised”s.

Achieving the overall goal of the QIP encompasses two distinct parts; one of
them is health system reform. The health system reform goal does not imply
direct quality of healthcare activities but requires essential inputs from the
MOH to promote quality improvement in Palestine. In addition, the Palestinian
National Health Plan expresses concerns about health system development
and management; at the Rome Conference the need for the rehabilitation of
the health system was stressed. There is an agreement that the current
fragmentation in the healthcare system is having a negative impact on the
provision of healthcare in terms of availability, accessibility, cost and quality.
The National Health Plan stressed the need for developing human resources
for health which requires investment in planning, education, and training. At the
Rome conference, it was explicitly stated that human resource development
must proceed carefully with national parallel programmes aimed at the

establishment of national standards and proficiency testing, stressing quality
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and continuing education. As stated earlier, achieving the overall goal of the
QIP encompasses two distinct parts, the second part is the quality of health
care programme. This relates to the required activities necessary to improve
the efficiency of the healthcare providers by developing health human
resources. This development concentrates on general disciplines such as
policy making, health management, quality planning, group process and
dynamics and so on, and quality related disciplines such as developing a
national programme in quality improvement, developing a quality culture in the
provider organisation, developing a national managerial capacity in quality
improvement, and developing a quality improvement monitoring and evaluation
system. It is clear that developing health human resources is a top priority for
all.
The above gap analysis shows that there is not much of a gap between the MOH’s
current strategy on quality of healthcare and the QIP goals and objectives. The
MOH has not been able to achieve results for many reasons such as: lack of
human resources qualified in the area of quality improvement, lack of financial
resources, lack of time as the Ministry is newly established and the attention
during the current period is on building an infrastructure capable of overcoming
the weaknesses in the health system that was inherited from Israel during the
period of military occupation. When the MOH had the opportunity to initiate quality
improvement efforts in Palestine, strong support and commitment was forthcoming

for the establishment of the Quality of Health Care Unit in 1994, and the
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establishment of the QIP in 1996. In conclusion, the QIP is going to work with the
MOH to achieve shared quality improvement objectives.

Field Force Analysis

The previous gap analysis revealed that there is not an actual gap between the
MOH strategy on quality improvement and the QIP goals and objectives. Despite
this, a field force analysis is needed aimed at showing that in the journey from
where we are now in terms of the status of quality of healthcare to where we want
to be in terms of achieving the QIP’s overall goal, many elements will be moving
the efforts either towards or away from the identified goal “ to attain the highest
possible level of quality of healthcare in Palestine”. Diagram 4.3 summarises the
field force analysis. It should be noticed that in an ideal field force analysis
different quantitative weighting is given to each factor. The author of this thesis is
not in a position to do that nor does believe that it is essential for this thesis. At
the present time there is a general agreement among healthcare professionals
and patients that healthcare quality in Palestine is poor, with dissatisfaction from
both patients and health workers alike. Health outcomes are comparable to those
of other countries of middle income economies and similar socio- cultural settings.
‘The issue of quality of healthcare in Palestine seems to centre around inefficiency
and includes the strong provider- financier link which exists in the governmental,
UNRWA and each of the major NGOs. This is both limiting the choice of provider
for the patient and creating disincentives for meeting patient demand from the
provider side. Other major factors include the management of the system and the

prevalent organisational culture. The Palestinian MOH is aiming to improve this
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situation, hence, the creation of the QIP. This project is concerned to improve the
quality of healthcare within the existing resources. Quality improvement is seen as
a function of increased efficiency, reduced waste and system complexity. It relies
on the belief that a middle income economy, such as that of Palestine, is unlikely
to be able to afford investment beyond what it is currently being paid for
healthcare. Therefore, quality improvement cannot be pursued through increased
investment in healthcare. It also relies on the belief that irrespective of any further
investment in resources, much improvement can be obtained from improving the
efficiency of the system of delivery of healthcare. The QIP is not methodology
bound. Knowledge of modern quality improvement methodology points to the fact
that to reach where we want to be, we need to: tackle the micro picture of
inefficiency at the level of the provider organisations by implementing Total Quality
Management (TQM), and tackle the macro picture of systems reform on a national
scale. TQM will be used because it tackles improvement at the level of individual
processes. Work is viewed as a multitude of processes all interacting together to
shape the total system. TQM is a customer-oriented approach to quality. Aims for
improvement are defined from the point of view of the customers. These are
defined as internal (health workers) and external (patients and their families)
customers. TQM takes one process at a time, and organises a team that knows
this process. This team comprises representatives of the functions involved in the
process. It utilises scientific methodology to make the improvement. This is the
PDCA cycle “ Plan- Do-Check-Act’. It starts by understanding the existing process,

quantifying the indicators of the quality for this process, re-engineering the
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process, re-quantifying the indicators of quali‘ty after the changes have been made
in order to check that the change has led to an improvement. Following which,
positive changes are maintained as part of the new system and further
opportunities are sought for further changes, thereby repeating the cycle.

The implementation of this quality improvement methodology in order to reach
where we want to be is not going to be an easy task. Many elements will be driving
the effort towards the stated goal but others will hold back that effort . The SWOT
analysis revealed many of these factors. The major driving forces are:

the present poor economic situation combined with high expenditures on
healthcare is a strong driving force towards trying to achieve the stated quality
goal. There is a great chance to minimise these expenditures and improve the
' ‘quality of healthcare if the issues of poor efficiency, poor investment of inputs in
healthcare and improper allocation of health resources is resolved. The
availability of the financial coverage, and the technical assistance to implement
the QIP is a another driving force. This is further facilitated by the availability of a
Palestinian QIPT. This team is recruited from all over the country to carry out the
QIP. It is located in two sites: one is in the West Bank and the other in Gaza. The
team as a whole will be functioning all over the country. Among the team recruited
the following specialist competencies are present. medicine, public health, health
policy and management, health promotion, nursing, nursing education, village
health work, systems analysis, business administration, human resource
management, microbiology, education and evaluation of research. The current

stage of change in the MOH’s leadership and change in the structure of the
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healthcare system are other driving forces towards implementing the stated quality

goal. The current leadership in the MOH is a great supporter of the quality

improvement efforts. This support is manifested in the formation of the QIP. This
project was established as a special MOH organ. It was given administrative and
financial flexibility through its unique position and role. This also insures that the

QIP is not subject to the rules and regulations it is created to change.

Simultaneously, it is linked directly to the Minister of Health and the Deputy

Minister of Health, thereby given it maximum leverage to implement change in the

system.

On the other hand, the following constraining elements in the current healthcare

system stand in the way of achieving the quality goal and developing the

Palestinian healthcare system:

e The overall health situation is very poor by international standards. Life
expectancy is low (62) years, and the infant mortality rate is high (40-50) per
1000 births.

e Selective rather than comprehensive services are provided which translates
into inequality in the distribution of healthcare services.

e The cost of healthcare services to consumers is high.

e Lack of coordination among major health providers impedes the process of
developing efficient health services capable of rapidly satisfying the needs of
the Palestinians.

e Lack of integration between health and social services and within the health

sector, between primary healthcare and hospital care is apparent.
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The patient’s choice of facilities is limited.

There are insufficient incentives for health personnel to improve their
productivity and efficiency.

Public awareness of health hazards, disease protection, health facilities and
methods for an effective use of available health services is low.

There is a lack of reliable and proper data on health and health related
conditions.

Poor management of existing facilities is leading to low efficiency as well as

low quality of care and patient satisfaction.
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Diagram 3.4 : Field force Analysis
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Strategic Decision-Making

The previous analysis showed that despite the chances of success, achieving the
quality goal is going to face many obstacles. To overcome these obstacles, many

strategic decisions have to be considered and evaluated. The answers to these
questions will determine the manner in which the quality improvement will be
implemented. This chapter develops these strategic decisions, evaluates them,

and selects the alternatives accordingly.
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Strategic decision 1 :Should the Quality Improvement Project be implemented in
the first place?

The range of available answers are: First, to say no and view the problem of poor
quality of healthcare as "practically impossible" to resolve and, hence, to decide to
do nothing. This will not yield progress, if anything, the danger of further
deterioration becomes much more realistic. Second, to say “yes” and try to
improve the quality of healthcare by dismissing the existing system of healthcare
delivery and consider setting up an alternative system starting from scratch. This
is practically a non-viable option and the costs of doing so would probably be
prohibitive. In any case, the success of a new system will be highly dependant on
its ability to overcome the problems of the previous one, which will necessitate the
implementation of more or less‘the same quality improvement in the new system
anyway. Third, to take the existing system and pursue a plan of action directed at
improving it. The QIP is working towards this option. It is readily acknowledged
that the task involved in doing so is, beyond any doubt, an enormous one.
However, the attainment of good quality healthcare is not an impossible goal to

aim for and to achieve.

Strategic decision 2: If the answer to the previous question is “ the third option ”,
should the Quality Improvement project be implemented nationally or be piloted in

a local healthcare facility?

The second strategic decision facing implementing the QIP is whether to go
nationally or to pilot the project first in a healthcare facility. A national
implementation means large financial and human resources that are not available
at this stage. Furthermore, the philosophy and methodology of quality
improvement has never been addressed before in either the Palestinian health
sector or other areas of the public sector. This situation calls for a pilot
implementation of the QIP aimed at the following objectives:
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e To obtain the commitment of top management in the provider pilot

organisations to quality improvement.

e To improve the quality of healthcare through teams that are created to

identify, analyse, and solve specific chronic quality problems.

e To conduct "on time training" for teams working on quality improvement

projects.

e To review the reward system in the pilot organisations to include

recognition of team work.

e To develop the quality improvement information system in the pilot

organisations.

e To evaluate the quality improvement pilot and integrate the Ilessons

learnt into the QIP.

e To measure the basic set of quality improvement indicators before and

after the implementation of the pilot.
At the end of the pilot, certain outputs should be accomplished

e The QIP should maintain effective communication channels with senior
managers in the pilot organisations. This should be accomplished by
forming a joint committee made up of top management in the pilot
organisations, the QIPT, and consultants if needed. The meetings of

this committee should concentrate on enhancing leadership for quality.

¢ Pilot organisations work in a way that meets consumer demand, which
means, “ on time training” for teams working in the quality improvement

projects will be implemented.
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e The entire workforce is involved in the quality improvement activities
which necessitate conducting a sensitisation workshop for the pilot

organisations’ workforces.

e Pilot organisations formulate their mission statements. This calls for

implementing training for top management in “Planning®.

e Teamwork is valued and rewarded. This means that top management
will need a training course in “ reward and recognition ‘ and “ inherent
variation “. Furthermore, senior management will be asked to review its

reward system and to add recognition for successful teamwork.

e Top management initiate development programme for all employees.
This can be achieved by discussing with top management the
importance of training in clinical and non-clinical procedures to improve

quality.

e Provider organisations develop a quality improvement information
system. Developing such a system means that indicators of quality of
healthcare should be measured and analysed before and after any
quality improvement effort. This also means that the process of data
collection and formation of process specific databases needs to be
undertaken.

e Finally the pilot programme will be evaluated and the lessons learned will

be taken into consideration before any generalisation is countenanced by

the QIPT.

Strategic decision 3: Should the Quality Improvement Project be piloted at the

primary or secondary healthcare level?
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Another strategic decision is whether to initiate the quality improvement efforts in
the primary or in the secondary healthcare organisations. The primary healthcare
sector in Palestine has a complicated structure. The choice of the pilot
organisations in the secondary healthcare has to be carried out. This choice is
affected to a large extent by the local demands and the political circumstances of
the country. The MOH recommended one pilot site in the Gaza Strip and one pilot
site in the West Bank.The QIPT discussed the issue of choosing the site with the
MOH and it was agreed that the site should present a typical Palestinian health

organisation where a quality improvement intervention is needed.

Strategic decision 4: What areas of improvement should be tackled first?

This strategic decision was guided by one clear principle of quality improvement,
i.e. “customer focus”. This meant carrying out a need assessment survey or an
aim survey in the pilot sites. The objective of this survey was to find out from the
hospitals’ customers point of view (both internal and external customers) the most
important areas (clinical and non-clinical) for improvement. The survey consisted
of two forms; one to be completed by the health personnel. (internal customers
from different ranks, doctors, nurses, administrators, technicians, and clerical staff)
and the other is to be completed by the patients and their families (external

customers). The results of this survey are discussed later in the research.

Strategic decision 5:Whether to emphasise improvements in selected processes or
to induce cultural change for improvement?

A major challenge is whether to emphasise improvements in selected processes or
alternatively to induce a cultural change for improvement. The former requires the

implementation of rapid process improvements but the latter requires heavier
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investment in training and motivation at the provider level. This is naturally slower
and runs the risk of not demonstrating short- term benefits from pursuing quality
improvements. A middle of the way compromise to this challenge is adopted as

will be shown throughout this study

Strategic decision 6: Which Quality Improvement methodology should be used?

The QIP has set out not to be methodology bound. It is, therefore, open to the use
of any methodology which may serve this purpose. Knowledge of modern quality
improvement methodology is pointing to the need to firstly pursue system reforms
aimed at creating incentives for quality and efficiency in the system. Secondly, to
implement TQM in order to improve the quality and efficiency at the level of the
processes in healthcare delivery. It is believed that this two pronged approach to
improving healthcare quality in Palestine addresses the quality improvement
needs of the Palestinian healthcare system.

CONCLUSION

The QIP in the MOH has defined its overall goal as being “to attain the highest
possible level of quality of healthcare in Palestine “. Achieving this goal
encompasses two distinct part’s. Part one is the health system reforms which are
aimed at reforming the Palestinian health system in ways that stimulate and
facilitate quality improvement and part two is the quality of healthcare programme
which relates to the required activities necessary to improve the efficiency of the
provider organisations. It comprises of six functions: leadership, institution

building, training, social marketing, information system, and productivity. Despite

124



the identification of the quality issue as an important area, no efforts had been
made before the foundation of the QIPT to identify objectives and strategies for
improving the quality of healthcare in Palestine, The QIPT has, therefore,
identified those objectives and strategie. The most important conclusion
concerning these objectives (internal and external) and strategies is the fact that
they are not integrated. This is a serious issue to notice as it is expected to
negatively influence the implementation and the results of quality improvement.
This eXpectation is based on the fact that TQM is supposed to be holistic. The lack
of holism in the QIPT's objectives and strategies is therefore expected to influence
the results of its work. This chapter also looked at the changes in the external
environment that can indirectly influence the implementation of quality
improvement. It first looked at the direct action elements of the external
environment such as competitors, customers, labour supply, and financial
institutions. It also looked at the indirect action elements of the external
environment such as economic, socio - cultural, political - legal, and the
international variables. Following that a resource analysis was carried out showing
the strengths and weaknesses of the Palestinian healthcare sector The most
important strengths are the availability of the financial coverage to implement
quality management, quality improvement effort led by a qualified and determined
staff, the availability of techniéal assistance, a new and supportive leadership in
the MOH, and the current state of infrastructure and tension in the provider
organisation. The most important weaknesses are the limited number of

professionals who are engaged in quality improvement, the instability of the
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financial support and technical assistance, and the current structure which does
not seem to support the monitoring and implementation of quality improvement.
This chapter also presented the opportunities available to the QIP and the threats
it faces. Among the opportunities are the high expectations of the Palestinian
public, the present Palestinian culture, the instability in the existing health system,
the opportunity to develop local trainees, and the present economic situation
which highlights the needs of quality improvement. Among the threats are
instability of the political environment, the degree to which the MOH is able to
enforce regulations, the dissatisfied and demanding public , the instability of the
current health system, and the degree to which trainers are available and
adequate. After analysing the resources and the environment, a gap analysis was
carried out aiming at determining the extent to which a strategic change is
required. It could be concluded that there is not much of a gap between the MOH
quality improvement objectives and the QIP’s objectives. Both concentrate on
similar goals and talks about health system development and management.
Furthermore, both of them highlight the need for developing human resources,
which requires investment in planning, education and training. This chapter also
presents a field force analysis aimed at showing that in the journey from where we
are now in terms of the status of quality of healthcare to where we want to be in
terms of achieving the QIP’s overall goal, many elements will be moving the efforts
either towards or away from the identified goal. The most important driving forces
are the availability of financial coverage, of technical assistance, of qualified staff,

of national and international contributions, of a new leadership, of recognition of
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the need for structural redesign, and of a supportive culture. The most important
restraining forces are a lack of coordination and integration, lack of public
awareness, lack of reliable data, unstable financial coverage and technical
assistance, changing environment and non-availability of trainers. Finally, this
chapter developed, evaluated, and selected the strategic decisions facing the
QIPT. The most important decisions were should the quality improvement project
be implemented in the first place? Should the quality improvement project be
implemented nationally or piloted in a healthcare facility? Should the quality
improvement project be piloted at the primary or secondary healthcare level?
What areas of improvement should be tackled first? Whether to emphasise
improvements in selected processes or to induce cultural change for

improvement? And what quality improvement methodology should be used?
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CHAPTER FIVE

WHAT IS TOTAL QUALITY MANAGEMENT?

Introduction:

This chapter provides an overview of the meaning of quality and Total Quality

Management (TQM). A literature review is undertaken as to the meaning of quality

and whether it can be measured in the context of healthcare. Furthermore, a

historical account of the evolution of TQM is offered. Furthermore the principles of

quality management as provided by many quality gurus are offered.

The Meaning of Quality

Juran offered two definitions for quality: “ Fitness for use” and “ customer

satisfaction” .The latter definition uses the word “Customer”, Juran identified three

categories of customers.

1. External customers: These are impacted by the product or service but are not
members of the company that produces the product or delivers the service to
the public.

2. Internal customers: They are impacted by the product or service and are also
members of the company that produces the product or delivers the service.

3. Suppliers: Suppliers are viewed as extensions of the internal customers. Their
needs must be understood and addressed during the planning for quality .

Almaraz believes that many organisational behaviour researchers are still

sceptical of the value of research in the quality arena2 One factor inhibiting

research on quality is the fact that the implementation of quality programmes at an
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organisational level represents a paradigmatic shift from the traditional form of
management . This shift is not incremental but rather a framebreaking change in
functioning and organising, making it both difficult to implement and difficult to
study. Another issue responsible for inhibiting research on quality is the multi -
faceted nature of the quality construct. Garvin identifies five separate definitions of
quality. The first two are cognitive, based on the perceptions of individuals
assessing the quality of a product or service. The remaining three are concrete in
terms of operationalising the meaning of quality and the ease of comparison with
other organisations. The first two definitions include the transcendent view of
quality, i.e. an abstract property that is recognized through experience (I know it
when | see it ) .The value based definition of quality is viewed from the
perspective of utility theory in economics and is defined in terms of costs and
prices - the provision of product or service at acceptable cost or price. The
determination of value is a subjective judgment on the part of the customer. This is
the anchor of the majority of research in the service sector, exploring the gaps
between expected value and actual value.

The remaining three definitions of quality are most heavily utilised in the literature
of operations management and the quality “ gurus™

1. User - based definition : Quality is measured by the degree to which the wants

and needs of customers are satisfied.
2. Product - based definition: Quality is measured by the presence of desired

attributes contained in the product.
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3. Manufacturing - based definition: Quality is measured by the percentage of
scrap or rework required during the production process .
Black (1993), cited in Nwabueze, argues that most TQM writers failed to provide
an dequate definition of quality that can be easily related to the philosophy of
TQM. He argues that none of the quality definitions given by Deming, Juran, or
Crosby addresses the management of quality which encompasses the
optimisation of processes that occur both within the organisation and beyond.
According to Black, the meaning of quality should be as relevent to a typing
process as it is to manufacturing, order processing or the performance of a
service®,
Given this variety of definitions, the capacity to generalise on the research findings
in the area of quality is very low. Leonard and Sasser discuss the need to improve
the overall level of quality in organisations, referring to both product and process
quality®. Hauser et al define quality according to how the needs of the customers
are translated and implemented by those on the manufacturing floor. Such variety
has added to the confusion in quality research as various authors discuss different
aspects of quality’ . Collard notes that quality is about attitudes, culture and
commitment within an organisation whether it be in the manufacturing, service or
public sectors. Quality should therefore be all- pervasive, covering not only the
design, performance and reliability of a product or service but the constant
improvement of what is on offer8. Holpp argues that quality nowadays means
making sure that customers needs are identified early in the process of designing

and producing a product or service. Total quality means redesigning the
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organisation itself to keep it responsive to those needs as the product goes from

one department to another®. Pitt argues that in healthcare, quality can be an

illusive issue difficult to define but essential for the satisfaction and well being of

customers and suppliers alike'® . Morris defines quality as the degree of fitness for

purpose or function indicating that quality is a measure of the satisfaction of

customer needs'!. Garvin notes that there is a fundamental need for different

definitions of quality because customer perspectives change overtime. The

diversity of quality definitions can be understood if reference is made back to

Garvin's eight principal quality dimension'2

1. Performance: A product’s primary operating characteristics.

2. Features: The bells and whistles of a product.

3. Reliability: The probability of a product surviving over a specified period of time
under stated conditions of use.

4. Conformance: The degree to which physical and performance characteristics
of a product match pre- established standards.

5. Durability: The amount of use gained from a product before it physically
detoriates or until replacement is preferable.

6. Serviceability: The speed, courtesy and competence of repair

7. Aesthetic: How a product looks, feels, sounds, tastes, or smells.

8. Perceived quality: Subjective assessment resulting from image, advertising as
brand names. |

Shani et al argue that quality has a strategic meaning'3. Schonberger has noted

that the decision to address quality improvement efforts is a strategic choice which
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takes place within changing markets , economic and organisational contexts!4 .
Furthermore Belohlav believes that quality efforts represent a competitive
challenge that requires not only the assessment of companies’ basic operations
but also of their ovérall business strategy’®.

Brooks argues that quality means redefining corporate culture so that everyone
from manager to worker to supervisor is equally committed to producing and
delivering grade A products and services, satisfying customers, never being
satisfied with the current level of quality and constantly seeking innovation .Quality
is not hard to define ; putting it into practice, that is the rub. Some experts maintain
that quality is something that 10% of people understand , 80% are learning and
the other 10% will never learn'® . Berry argues that quality has nothing to do with
how shiny or bright something is , or with how much it costs, or with how many
features and gizmos it has . A customer who buys a product or experiences a
service has certain needs and expectations in mind . If the product or service
meets or exceeds those expectations time and time again, then , in the mind of
that customer, it is a quality product or service'”. Customers compare the actual
performance of the product, or the total service experience, to their own set of
expectations and reach a judgment that is rarely neutral. The product or services
either passes or fails. The basic definition of quality , then , is meeting customers’
needs and expectations on the first and all subsequent occasions.

So, the enhanced definition of quality is meeting customers needs and reasonable
expectations'8, McAlister notes that, stated in very general terms, quality may be

viewed as the ability to achieve desirable objectives using legitimate means. In the
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context of healthcare, the specified objective is usually that of improved health
_ status, narrowly defined in terms of improvements in physical or physiological
function, or more broadly, in terms of improvements in the quality of life. The
definition of quality chosen depends on the perspective of the definer and will
influence the level at which the assessment of quality is being made. For example,
an evaluation of the process of care, using patient records, may be the most
appropriate level if quality is defined in terms of the technical proficiency of
sérvices provided by health professionals. By contrast, if the definition of quality
focuses on the impact of care on a community, which might be the case if the staff
from a public health department were doing the defining, an outcome-oriented
assessment would be called for . The level at which the assessment of quality is
being made is important but does not, in itself, signify merit or demerit. What is
important is to relate the chosen level to the context of the assessment being
made . As the level becomes progressively more comprehensive, moving outward
from the performance of practitioners, to the care received by patients, and to the
care received by communities, the view of quality undergoes a systematic
transformation. McAlister discourages any attempt at a “watertight definition of
quality on the grounds that it is ‘too elusive to merit the time of practical people’®.
However, many National Health Service managers and professionals in the United
Kingdom begin by considering the definitions of service quality offered by those
who have studied quality management elsewhere?0. One definition which is often
regarded as acceptable is that of the British Standards Institute, which defines

product or service quality as the totality of features or characteristics of a product
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or service that bear on its ability to satisfy a given need. Healthcare, however, has
many characteristics that differentiate it from other products or services. In
common with other types of goods and services the consumer, the patient, relies
on the supplier, the doctor, for information on service quality. But the informational
asymmetry in healthcare takes a special form. Consumers of healthcare find it
difficult to judge quality both ex ante and ex post . Unlike many other goods and
services , the consumer of healthcare cannot determine its characteristics with
certainty prior to purchase, nor can the consumer necessarily determine its
characteristics after purchase, Quality may remain uncertain because the
individual consumer has difficulty récognising the causality between the
consumption of healthcare and its effects. The distinction depends on how
effectively consumers can learn about quality through consumption. The
effectiveness of the information gathering strategy generally depends on the
variance in the quality of units of a good (heterogeneity ), and the frequency with
which consumers make purchases. Health status is uncertain in the sense that it is
unpredictable. As a consequence, it is consumed irregularly. It is also
heterogeneous.Thus the patient relies on information from the doctor concerning
both the nature and the outcome of the consumption process, and then for the
provision of treatment itself. The patient, however, derives satisfaction or utility
from heélth per se, not healthcare. He is willing to undergo, for example, surgery
, hot because he enjoys it, but because he hopes that by so doing he will attain a
higher level of health, which itself is desired for the full enjoyment of the other

production and consumption activities . The demand for healthcare is thus a
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derived demand, derived from the demand for health, insofar as the healthcare
system can, as it is perc:eived,‘promote that health . This is important since it adds
weight to the claim that it is the health outcome and not healthcare that should
form the basis for the evaluation of quality. Donabedian, Looking at quality
specifically in a healthcare context, states that the concept of quality is itself in
large measure a social construct: “ It represents our conception and valuations of
health, our expectations of the client provider relationship, and our views of the
legitimate roles of the health care enterprise “. He describes three approaches to
the assessment of quality: structure, process, and outcome, which form a
hierarchically - related model from which to study the quality of care?!. Structure
refers to the relatively stable characteristics of the providers of care, their
resources, and the physical and organisational settings in which they work. The
actual process of care is the primary object of assessment, but the judgment of
quality is based on what is known about the relationship between process and the
consequences of the process for the health and welfare of individuals and society.
The quality of the process of care is defined in terms of the norms of scientific
medicine and the ethics and values of society. Outcome refers to a change in a
patient’s current and future health that can be attributed to antecedent healthcare.
Structure, process, and outcome, under this analysis, are seen as three different
avenues to a judgment on quality, not as the three dimensions or attributes of
quality itself.

McAlister argues that definitions of quality are not all necessarily congruent

with one another. Some definitions take a very narrow perspective of what
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attributes of care determine its quality, whereas others adopt a broad
perspective?2. Wyszewianski argues that few would disagree with Donabedian’s
conclusion that the balance of health benefits and harms is the essential core of
a definition of quality and that achieving and producing health and satisfaction
as defined by individual members of a particular society or subculture is the
ultimate indicator of the quality of care23.
The definition of quality depends not only on values but also on the purpose of
the review . Is the purpose of the review to contain costs, or is it to obtain
information that will be useful in making decisions about improvement of care,
or both ? The definition of quality must address?4
1. Quality from whose perspective ?
2. Based on what values?
3. For what purpose ?
The challenge is to develop approaches to the conceptualisation and
measurement of quality that are both clinically relevant and meaningful for policy
makers, patients and managers. Brooks argues that in attempting to assess the
appropriateness of a TQM approach to the health sector, it is important to define
quality in a way which is relevant to the service : quality is continually meeting
people’s defined healthcare requirements. The key word here is “defined” , which
is intended to describe the process of negotiation and agreement which must
take place between the provider and customer to achieve a deliverable level of

service?s. Gebhardt et al argue that the entire organisation needs to have a
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vocabulary when it comes to quality. Gebbardt et al note that quality can be

defined by looking at the following issues?6

e Quality :the result of having both quality in fact and quality in perception .

¢ Quality in Fact : achieved when an individual or unit meets corporate

specification .

¢ Quality in Perception : achieved when customers believe that their
expectations are met .

e Customer : any recipient of product , service, or information .

e Quality of target values and features : are you doing the right things ? Are
you delighting customers ? Are customers getting exactly the products or
services they need precisely when and how they need them? Only the
customers can answer these questions. A company can make a high -grade
product or offer a superior service, but all that effort is wasted if it is not what
the customer wants. A goal of high quality means choosing target features
based on the needs, wants, and expectations of intended customers .

e Quality of execution

Are you doing things right ? How efficient are the processes used to design .
manufacture, deliver, and provide maintenance for your products ? How well do
you plan and provide services to your customers ? The final things to remember
about quality is that, as Deming says, the responsibility for quality ultimately rests
with management. Only it can establish the organisation’s commitment to quality.
Only it can provide employees with the support needed to deliver quality products

and services to customers.
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To sum up , quality in health services may be defined as “meeting customer

requirements at the lowest cost " and as involving three elements :

1. Customer quality : Which is whether the service gives customers what they
want, as measured by customer satisfaction and complaints .

2. Professional quality : which is whether the service meets customer needs as
defined by professionals , and whether the professional procedures and
standards which are believed to produce the required outcomes are present

3. Process quality : which is the design and operation of the service process to
use resources in the most efficient way to meet customer requirements .

Only once processes and customers are understood is it possible to appreciate

the meaning of quality in the new business world. [f customers are the people who

receive your work, only they can determine what is quality. Only they can tell you
what they want how they want it. That is why a popular slogan of the quality

movement is “ quality begins with the customer .

It is not possible to focus solely on a product coming off the line or a person

delivering a service and still be able to deliver quality to customers. The quality of

what comes out of a process is determined by the quality of what goes in and what
happens at every step along the way. Therefore, quality should be built up into
every step, process, and system in an organisation.

TOTAL QUALITY MANAGEMENT (TQM)

The existing literature on TQM is very largely concerned with the alleged virtues of

the approach and the leading components and techniques embodied in the

concept. As a result the outline history and evolution of TQM are reasonably well
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known . Mckaughlin defines TQM as a conceptual approach different from quality
assurance and quality inspection that runs counter to many underlying
assumptions held by professional bureaucracies. It calls for constant improvement
in the total process that provides care, not simply in the improved actions of
individual professionals. Improvement is thus based upon both outcome and
process?’. Harari argues that TQM is not synonymous with quality. Quality is
essential for organisational success and competitive advantage. TQM is only one
of many possible means to attain quality . In other words , quality is sacred , TQM
is not . Quality is about an unbending focus, passion, iron discipline and a way of
life for all hands. TQM is about statistics, jargon, committees and quality
departments2. Foster et al define quality management as a strategy for ensuring
a process of planned organisational change which arms to anticipate and meet
internal and external customer/ patient requirements as efficiently and effectively
as possible. This definition, in their view, also subsumes other commonly used
terms e.g. TQM, Quality Assurance etc?®. Foster et al note that TQM is widely
recognised as an effective approach for improving managerial and organisational
performance both in the short and long term. In TQM performance is defined as
the quality of service delivered to customers. TQM aims to continuously improve
the quality of service by30

o Setting standards to meet and then surpass service requirements ,

e Measuring the standards of service offered .

¢ Improving accountability and control .

e Lowering operating costs .
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TQM has no single theoretical formulation, nor any definitive shortlist of practices

that are associated with it3!. Zabadi et al reported some definitions from the

literature32,

TQM is a totally integrated effort to gain competitive advantage by continuous
improvement of every fact of organisational culture.

TQM is total ( every person in the firm is involved, and where possible its
customers and suppliers ) quality ( customers’ requirements are met exactly )
management ( senior executives are fully committed ) .

TQM is total quality control’s organisation-wide impact.

For the USA Department of Defense, TQM is both a philosophy and a set of
guiding principles that are the foundation of a continuously improving
organisation. TQM is the application of quantitative methods and human
resources to improve the material services supplied to an organisation, all the
process within the organisation and the degree to which the needs of its
customers are met, now and in the future.

TQM integrates fundamental management techniques, existing improvement
efforts and technical tools in a disciplined approach focused on continuous

improvement.

Hagan argues that TQM involves both the need for sufficient cultural changes and

the need to carry this concept beyond traditional quality assurance applications

into work processes. He further argues that TQM involves the management of four

basic pillars of business33

1. Continuous improvement.
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2. Quality measurement.

3. Customer is king.

4. Everyone participates

Nwabueze argues that a fifth element should be added which is “ aligned
corporate systems “. Together the five elements will work in unison for a quality
transformation to take place34. Macdonald et al argue that quality management is a
revolutionary management philosophy characterised by the following goals3®

- seek quality before profits.

- develop employees’ infinite potential through education, delegation, and positive
support.

- build a long- term consumer orientation both outside and inside the organisation
- communicate throughout the organisation with facts and statistical data and use
management as motivation

- develop a company- wide system focusing all employees on the quality related
implications of every decision and action at all stages of the development of the
product or service, from design to sales.

Boje argues that TQM is an extension of the deregulation mentality into the
workplace such as government agency regulations, union work rules removal of
employee rights with out any resource to improving the employees’ welfare3.
Furthermore, Steingard et al argue that TQM is not about changing the ways
things get done but about the repackaging of a Taylorist agenda which exists as a
conspiracy to de- humanise the worker using self pretentious principles such as

teamworking, empowerment, and motivation3”. Lemmermeger notes that TQM is a
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holistic concept that requires the motivation of all the people within the
organisation towards a common goal. For him, people are the key to TQM and
quality should be in the mind, influencing all activities rather than starting and
ending at a prescribed point38. Jackson notes that the gurus of TQM largely
absorbed and synthesised each other’'s ideas®. The gurus can broadly be split
into two camps, those who concentrate on technical process , and those who
concentrate on management . The confusion lies in the question of just how wise
it is of companies wishing to introduce the total quality principle to follow the
teaching of one particular guru.

The British Quality Association has put forward three definitions of TQM. The first
focuses on the so-called “ qualitative characteristics”4 . This includes customer
orientation, culture of excellence, removal of performance barriers, teamwork,
training, and employee participation. From this perspective, TQM is seen as
consistent with open management styles, delegated responsibility and increased
autonomy to staff. The second definition places emphasis on the production
aspects such as a systematic requirement for the control of work, setting
standards of performance and using statistical procedures to assess quality .This
is the hard production/operations type of view which arguably leads to less
dissection for employees4!.The third definition is a mixture of hard and soft. There
is no single theoretical normalisation of total quality, but the work of the American
quality gurus, Deming and Juran, and the Japanese writer Ishikawa provide a set
of core assumptions and specific principles of management which can be

synthesised into a coherent framework. Hill believes that TQM can be seen as a
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- business discipline and philosophy of management which institutionalises planned
and continuous business improvement. Quality is much the same as “ excellence “
in the recent management jargon, and the test of quality management is its ability
to satisfy customers. TQM assumes that quality is the outcome of all the activities
that take place within an organisation ,that all functions and all employees have to
participate in the improvement process, that organisations need both quality
systems and a quality culture. The following principles of quality management
have been identified*2

e Top management is the main driver for quality.

¢ Cross-functional management.

e The crucial role of business environment lies with management. Most quality
problems are caused by systems controlled by managers rather than being
worker related, and they in turn have the power to resolve them.

e There are rigorous systematic techniques of issue identification and problem -
solving which every employee should be trained to use.

e The improvement process both creates and depends on cultural change within

organisations.

Berwick believes that there has lately arrived a newcomer to healthcare, a
collection of managerial disciplines developed and widely adopted in other
industries and able in those settings to yield products and services of

unprecedented quality, value, and reliability the methods go under many different
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names, one of them is TQM. Berwick believes that no matter what the approach is

called it consists at a minimum of three essential elements43

e Efforts to know the customers even more deeply and to link that knowledge

even more closely to the day-to-day activities of the organisation .

o Efforts to mold the culture of the organisation largely through the deeds of the

leaders to foster pride, joy, collaboration and scientific thinking.

e Finally, efforts to continuously increase knowledge of, and control over,
variation in the process of work through the widespread use of scientific
methods of collection, analysis , and action upon data.

Leebor et al argue that In healthcare, continuous quality improvement represents

a shift when compared to traditional quality assurance (QA). Although healthcare

professionals have always cared about delivering high - quality patient care and

have been intrinsically motivated to achieve it, QA functions have been largely
influenced and shaped by accreditation requirements dictated by regulators.

Healthcare organisations focusing on continuous quality improvement are

motivated to meet regulatory expectations, but they are also driven to meet the

expectation and requirements of all their customers. Their goal is to advance
quality in order to provide high-quality patient care as well as to compete
effectively and to excel; not just to meet regulatory expectations.

In other words, the traditional QA function appears to be defensive and reactive,

whereas the continuous quality improvement approach is proactive and

deliberate4. Snap et al argue that many proponents of TQM define quality in
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terms of customer requirements or “fitness for use”, and the “TQM organisation”

as being committed to continuously improving customer satisfaction4s. Those

employees without direct contact with external customers are encouraged to view

their colleagues as customers, linked via a chain of internal customer relationships

to the final external customer. Organisations are urged to move away from

supervisory approaches to quality control, and all employees are encouraged and

trained to develop a commitment to continuous improvement as an integral part of

their daily work .The problem is that the prescriptive literature on TQM says little

about how to achieve this. Milakovich believes that a typical TQM system has

these key elements#’

Customer satisfaction is the primary goal and ultimate aim of quality in any
public service organisation.

The definition of customer is broadened to include both those internal to the
organisation (for example, employees in other departments) and those external
to the organisation (vendors, taxpayers, regulators, suppliers).

Everyone must share a common vision of the mission of the organisation
based or extended customer requirements.

Senior elected and appointed leaders must communicate a long-term
commitment to all customers , reward teamwork and encourage process
improvement efforts at all levels .

Expanded training and self - improvement opportunities in leadership skills
must be offered to meet or exceed customers’ valid requirements .

Establishing process improvement teams must ensure individual involvement .
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Employee loyalty, and team participation, must be recognised, supported and
acknowledged.

Fear of change must be eliminated and other barriers to the development of
pride in service must be removed.

Longenecker argues that to institutionalise necessary quality practices , the
organisation as a whole needs to break old habits and adopt new habits
particularly in the management rank. Grant et al argue that major interest in
quality practice has yet to see its match in robust quality theory, which might be
explained by the fact that quality is a rather vague phenomenon4. Jackson
believes that TQM takes on different shades of meaning according to the
organisation in which it is implemented. If quality is conforming to specification
at lowest cost, TQM involves all employees in improving their work process®0.
Holt argues that TQM is a way of managing which seeks to equip and enable
the whole organisation, through training and development, to operate by
focusing on quality and to address continuous quality improvement through
involving people in the management of processes horizontally across the
organisationd!. Burdett notes that regardless of how it is named, TQM invariably
encompasses the following critical building - blooks: a focus on process,
training in statistical techniques, problem solving, customer feedback,
benchmarking, and some form of teamwork. The difficulty in defining TQM is
that it has become something of a catch- all®2. Schofield argues that the

principal elements of TQM can be highlighted as53
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e The need to understand customers’ needs and other requirements when
designing and delivering service.

e The careful planning of processes in order that they address these needs with
the minimum of waste and error.

o The creation of an environment within the organisation which generates the
ownership of these values by everyone

e The need, routinely, to evaluate the performance of the organisation and
review its objectives in order to ensure continuous improvement.

Sashkin et al state that TQM means that the organisation’s culture is defined by,

and supports, the constant attainment of customer satisfaction through an

integrated system of tools, techniques, and training . This involves the continuous

improvement of organisational processes, resulting in high quality products and

servicess,

The criteria selected to assess the quality of care implicitly defines that which was

selected a priori to define quality. The following examples of healthcare definitions

illustratne the evolution of the thinking over the past sixty years. Good medical care

is the kind of medical practice taught by the recognised Ieadérs of the medical

profession at a given time or period of social, cultural, and professional

development in a community or population groupS. Standards of quality of care

should be based on the degree to which care is available , acceptable ,

comprehensive, continuous, and documented, as well as to the extent to

which adequate therapy is based on an accurate diagnosis and on

symptomatology®6. Quality of care is the degree to which health services for
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individuals and populations increase the likelihood of desired outcome and is
consistent with current professional knowledges”. TQM is a process of
continuously striving to exceed customer expectations®. From these examples of
definitions of the quality of care , it should be clear that it is extremely difficult to
arrive at a consensus as to definition . Medical care or healthcare are not unitary
concepts and their multidimensionality partly explains the existence of the many
definitions and the several approaches to measurement. Sidestepping a
conceptual definition of quality through a focus on its functional roles, does not,
however absolve us from addressing the measurability issue. Some aspects of the
science of medicine are directly measurable , e.g. , the efficiency and
effectiveness of a specific technology , the efficacy of a drug , the specificity of a
diagnostic test , the processing of surgical procedure. Other aspects, such as the
decision to use a specific procedure are only indirectly measurable , e.g. the use
of medical versus surgical treatment of certain cardiovascular conditions. Serious
methodological problems exit in the measurement of medical practice. The
management of chronic and degenerative iliness ( heart disease , diabetes ,
cancer , hypertension, arthritis , Parkinson’s , etc. ) requires mostly supportive and
palliative care . How does one quantify and measure the spirit, empathy, trust and
feeling of the physician- patient relationship? It has been estimated that between
50 and 75 percent of non- surgical care belongs in the realm of art rather than the
science of medicine. In practice, however, art and science combine to improve the

quality of healthcare.
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In sum, the response to the question “ Is health care measurable?” cannot be a
simple “yes” or “no”. It requires identification and grouping of elements of care in
terms of their degree of measurability . Important variables that impact on health
status are public policy, genetics, environment, behaviour, the individual health
practitioner, the hospital and the healthcare system._ Measurability is most difficult
in the personal health services and direct patient contact.

TQM is a systemic approach where mistakes are assumed to be made by the
system because problems are built into the system. Thus “real improvement in
quality depends on understanding and revising the production processes on the
basis of data about the processes themselves®. The data would indicate
variations and the elimination of the sources of variation. Tools for understanding
processes and for discovering causes of flaws and variations are borrowed from
industrial quality control and applied to healthcare quality improvement such as
process flow diagrams, cause-and-effect diagrams, histograms, control charts.
Pareto diagrams, and scatter plots.

TQM GURUS

The existing theoretical body of knowledge with regard to TQM and continuous
improvement processes has been shaped over the past decades by a variety of
gurus who have developed a distinctive philosophies on how to manage and
improve quality.

W.E.Deming

Deming sees organisations as systems designed to serve customers. Processes

and tasks are linked together and affect one another . To excel at meeting
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customer needs, an organisation must constantly improve these systems. Over the

years, Deming has developed 14 points that describe what is necessary for a

business to survive and be competitive today. Deming occasionally modified the

wording of these point and he gained new insight0

Create constancy of purpose to improve product and service

Adopt the new philosophy for new economic age by management learning
responsibilities and taking leadership for change

Cease dependence on inspection to achieve quality and eliminate the need for
mass inspection by building quality into the product

End awarding business on price; instead minimise total cost and move towards
single suppliers for items

Improve constantly and forever the system of production and service to
improve quality and productivity and to decrease costs

Institute training on the job

Institute leadership; supervision should be to help do a better job

Drive out fear

Break down the barriers between departments; encourage two way
communication in order to foresee problems and anticipate opportunities
Eliminate slogans, exhortations and numerical targets. Most problems lie within
the system rest with management to solve

Eliminate quotas or work standards, and management by objectives or
numerical goals; substitute leadership

Remove barriers that rob people of their right to pride of workmanship
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¢ [nstitute a vigorous education and self improvement programme

e Put everyone in the company to work to accomplish the transformation

The Deming philosophy challenged traditional business philosophy, which
focused on the efficient use of inputs and implied that quality adds to costs.
According to his philosophy, understanding the causes of variance in the
manufacturing process was the key to achieving quality in production®!. If the
causes of variance were identified and located, they could then be eradicated.
This is in turn would produce greater consistency and an enhanced product
reputation. Deming developed a Quality Centred Model to enable the creation of a
process of continuoué improvement and provided a comparison between the

traditional and the quality model. The following table illustrates this comparison:
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Table 5.1 A comparison of the Traditional Model and Quality Model¢2

The Traditional Model

Deming’s Quality Centred Model

Reduce+input costs

Lower unit costs

Increase profits

Improve return on investment

'

Stay in business

Improve quality
Produitivity Up
Costs Down
Prices Down
Markets Increase
Stay in Business
More Jobs and better return on

investment

Deming distinguished between two types of variation; common causes and
special causes. He believed that special causes were those which prevented a
process from remaining statistically constant and whose causes are easily
assignable. Common causes on the other hand were inherited in a process and

were caused by the design of the process or operation. Deming believes that it

is management’s responsibility to distinguish between the two types of variance

and to recognise that without management action or support, opportunities for

improvement are limited. Deming’s philosophy can be explained by the use of

the Joiner Triangle in the following diagram:
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Diagram 5.1 Deming Philosophy — The Joiner Triangle®?

Obsession
With Quality

All One Team Scientific Approach

Deming also encouraged the systematic approach to problem solving where he
employed what he termed the Shewhart Cycle although it is often referred to as

the PDCA ( Plan, Do, Check, Action ) and later the PDSA (Plan, Do, Study, Act)

Cycle. The following diagram shows the PDSA Cycle:
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Diagram 5.2 The PDSA Cycle%4

Study the results Decide team purposes
What did we learn? Decide desirable changes
What can we predict? A P What data are available
Plan use of data
\

Observe effects of change carry out small
Or test change or test

However, Flood has identified three main weaknesses in Deming’s philosophy®>

e The action plan and methodological principles are too vague, implying that
there is no clear Deming method. Nwabueze agrees with this point and states
that Deming failed to accurately contextualise, in explicit format, the
implementation process of TQM?®S,

¢ Deming failed to show how leadership and motivation could drive and sustain
the TQM programme. He failed to draw on the wider literature available on
leadership and motivation.

e The Deming philosophy is silent about interventions in environments that are
political and coercive.

Nwabueze also believes that the Deming philosophy has no place in the

implementation of TQM as his 14 points fail short of being an implementation

model for TQM and he failed to show the interrelatedness of the 14 points and

how to operationalise his concepts within an organisational contexts?.
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Watkinson argues that many of Deming principles are broad in nature and cannot
be readily implemented®®. This is because Deming did not draw upon established
theories and literature relating to human motivation or leadership such as
Maslow’s theories and Herzberg's theories. The complexities of human motivation
appear far greater than Deming appreciated and similarly, the political nature of
organisations, with its associated conflict and power struggles, is not sufficiently
addressed. McDonell argues that the Deming system of TQM is simple in its
exposition but extraordinarily difficult to implement. It requires management and
workers to stretch themselves to great lengths to improve their productivity®.
Parsons argues that focusing on internal customers and developing a “people
first” approach to quality is an optimal way to establish a successful, complete
path to quality performance and excellence. Satisfying external customer needs
should be the well - defined goal or the end result but satisfying internal
customers’ needs is the means that organisations must take to reach that defined
goal in “Driving Fear Out of the Workplace”’°. Ryan et al state that people are not
objective about their jobs, they take their work very personally. Their feelings
cannot be separated from their productivity and the quality of their work?!. While
companies march on with the quality implementation parade, employees often are,
or feel they are :

e Left in the dark on matters that may concern them;

e Of the belief that they are not treated consistently or fairly;

e Not provided with reasonable and sufficient information about the business,

strategies, and decisions in a uniform or timely manner;
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Left to feel unimportant or devalued;

Unsure how their job fits in the larger business scheme;

Of the belief that developmental opportunities and plans, for the most part,
exclude them;

Concerned about downsizing restructuring and job security issues;

Unclear on the guiding principles (ethics) of the business;

Lacking a clear understanding of the business environment and marketplace;
Finding it difficult to sort out policies that relate to them;

Finding that their work environment lacks an atmosphere of trust, cooperation,
and one which promotes open communications;

Left with the perception that work demands are high and personal support is
low;

Not clear about the risks of the business and their job;

Not provided with adequate information when business needs change;

Left to feel that they are not an equal member of the * team *“.

Not feeling or performing like an empowered contributor; and perhaps angry
that quality implementation focuses solely on customer satisfaction with little

consideration for employee (internal customer) satisfaction and needs.

A framework is needed to clear up these type of negative concerns and quality

performance barriers. The ever - growing quality challenge is to transform

employee skepticism and pessimism to enthusiasm and enlightenment. This

framework involves transforming the organisation into a quality organisation which

in the view of Ryan et al’2
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Produces high-quality goods and services that more than meet the needs of
loyal , satisfied customers,

Is a great place to work, employees at all levels feel proud of their work and
their organisation.

Respects employees for their competence , perspectives and contributions.
Encourages and supports leadership at all levels.

Is characterised by openness , competence, and high ethical standards.
Celebrates a shared purpose and appreciates the interdependence between
levels and functions.

Furthermore, the quality organisation should have “ Individual Quality
Management” as an added dimension to ensure that the employees champion
the cause. ‘“Individual Quality Management” means developing and
implementing a new total quality strategy and culture through a partnership -
empowerment model. The cultural revolution demanded by TQM can only
actively demonstrate the dynamics of quality to employees. Deming sees
organisations as systems designed to serve customers. Processes and tasks
are linked together and affect one another . To excel at meeting customer

needs, an organisation must constantly improve these systems.

Philip B.Crosby

In addition to Deming’s work, Crosby, who is recognised as a “guru of excellence’,

has advanced some of the most profound and revolutionary ideas about quality.

His philosophy of quality management is articulated in the titles of his books,

“Quality is Free “, and “ Quality Without Tears “.
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Crosby believes that his methods will work whether the product is manufacturing

or service oriented. He lists four key principles of quality management?3

Quality denotes conformance to requirements.
Defect prevention , rather than inspection , is the way to attain quality.
A standard of zero defects is the only acceptable quality standard.

The cost of poor quality can amount to 40% of operating costs in a service

agency.

Crosby proposes a quality improvement programme which consists of 14 steps

that would serve as a “how to “ approach to advance through the stages of the

quality journey. These steps are™

Management Commitment.
Quality Improvement Team.
Quality Measurement.

Cost of Quality Evaluation.
Quality Awareness.
Corrective Action.

Establish and Ad Hoc Committee for the Zero Defects Program.
Supervisor Training.

Zero Defects Day.

Goal Setting.

Error Cause Removal.
Recognition.

Quality Councils.
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e Do It Over Again.

In addition, Crosby offered a set of traditional tools to compliment the 14 steps.
These included the “ Quality Maturity Grid “, the “ Make Certain Program “, the *
Management Style Evaluation “ and the “ Quality Vaccine “. Jackson argues that
Crosby’s view of implementing quality management demands perfection and
neglects human factors and possible failures?s. Crosby’s model was seen as an
overlong and complicated process designed to achieve relatively simple ends’. In
addition, Crosby’s approach provides relatively few details about how firms should
address the finer points of quality management”. The focus is on managerial
thinking rather than on organisational systems. Flood states that Crosby’s

philosophy has the following weaknesses’®

¢ The philosophy implies that workers are to blame for quality problems.

e The ideas are based on slogans and platitudes, raising insufficient awareness
of genuine difficulties that will be encountered in implementing TQM.

e The 14 points are strongly management and goal oriented.

e A misconception about zero defects on the part of the workforce.

e An assumption based on a conciliatory workforce which would not be effective

in a political or coercive context.
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Furthermore, Nwabueze has the following observations concerning Crosby’s

philosophy7®

e Crosby's programme is primarily behavioural that does not use statistical
techniques for changing culture and attitude. “Crosby’s model is an overlong
and complicated process designed to achieve relatively simple ends”.

e Crosby’s approach focuses on managerial thinking rather than on
organisational systems.

Joseph M. Juran

Balestracci et al state that Joseph Juran took part in post-war Japanese
industrial education. Juran was an electrical engineer who also obtained a law
degree and established an internationally known quality-consulting corporation
- The Juran Institute . Balestracci et al argue that Juran approach is heavily
based in projects, planning, tools , and implementation that minimise disruption
to current structures. In deference to an organisation’s existing management
structure and a relatively formal approach to identifying, solving, and
implementing improvement efforts. It is an empirically - derived strategy
developed from judicious, keen observation of work cultures for over 50 years.

Juran’s philosophy provides enormous help in understanding the human
psychology of a work environment. Juran always reminds those having difficulty
with implementing “textbook quality improvement “, to ask, “Yes, it didn't work;
but did you think about ...?"8. Nwabueze ( 1995 ) argues that Juran's

philosophy focuses on three major quality processes, the Juran Trilogy8!:
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¢ Quality planning- the process of preparing to meet goals.

e Quality control - the process of meeting quality goals during operations.

¢ Quality improvement- the process of breaking through to unprecedented levels
of performance.

Juran’s Trilogy is a concept that is derived from financial management. Table

5.2 describes Juran’s trilogy in comparison with financial processes. Juran argued

that those organisations which followed the Trilogy would outperform those which

did not, in the same way that those which have used the financial approach had

outperform those that have not.

Furthermore, Juran was more controversial in his belief that there was an

economically optimum point for quality. Juran argued that most organisations are

operating at below the optimal quality level, whilst implying that a trade off exists

between costs and qualitys2,

Table 5.2 Quality and Finance Parallels®

Trilogy processes Financial Processes
Quality Planning Budgeting
Quality Control Cost and expense control
Quality Improvement Cost reduction and profit improvement

Juran’s writings demonstrate the wisdom of someone who has “been around the
block “. He considers the approach to improvement to be two separate
journeys: a Diagnostic Journey from symptom to cause, followed by a

Remedial Journey from cause to remedy (see diagram 5.3 )
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The Remedial Journey’s focus is more specific. The issues surrounding the
Remedial Journey involve more psychology than technology. The new solution
must overcome people’s natural resistance to change. Once thé change is made,
the QI process requires standardisation of the new work process and proof that
the envisaged gains are made and held.

The Diagnostic and Remedial Journeys are different in purpose, skills, and people
involved. Juran deems their sequence a universal, natural progression for proper
quality improvement. It is useful to look at process improvement as this natural
progression for two reasons. First, there can be a tendency to jump from *“
symptom “ directly to “remedy”. This could add complexity to a process if the
remedy does not address the true root causes. Second, most project teams
underestimate, if not totally ignore, the implications of the Remedial Journey.
Planning the Remedial Journey is not trivial, but often minimal consideration is
given to its key aspects. A solution’s impact on the work culture should always be
evaluated prior to its implementation. Data from a well designed pilot is a start for
providing objective proof, but does not necessarily address the sometimes
mysterious reasons for resistance nor does it confront and political issues.
Furthermore, Nwabueze argues that to succeed with TQM, organisations need to
make a conscious effort to realign their culture to adhere to the new investigative
and analytical ethos®. Flood cited in Nwabueze, noted three key weaknesses to
the Juran philosophy?®é:

e The emphasis on management’s responsibility for quality fails to get to grips

with the extensive literature on motivation, leadership and culture change.
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¢ Juran undervalues the contribution a liberated worker can make; thus rejecting
in principle bottom - up initiatives.

e Juran's methods are mainly traditional and old-fashioned, failing to deal
adequately with the human dimension of organisational life; particularly
cultural.

Armand V. Feigenbaum

Nwabueze states that Feigenbaum is known for three primary contributions to

quality: his international promotion of the quality ethic, his development of the

concept of total quality control, and his development of the quality cost
classification®”. Feigenbaum states that “quality is in its essence a way of
managing the organisation”® and that there should be an emphasis throughout
the organisation on quality leadership and top to bottom human commitment to
quality and productivity. Feigenbaum was also the first to advocate using the cost
of quality as a strategic tool to drive the improvement process with the intention of
minimising the total cost of quality. Feigenbaum says that the quality of products
and services is directly influenced by nine basic factors, or what he calls the nine
M's:8°

Markets

e Money

e Management
e Men

e Motivation

¢ Materials
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e Machines and Mechanization

e Modern Information Methods

e Mounting product requirements
In summary, Feigenbaum was dismissive of piecemeal quality management and
placed an emphasis on the total approach where the rble of management was
highlighted and participation encouraged. This approach was supported by Kanter
who believed that change programmes will be more successful if a holistic
approach is used rather than a fragmented approach.
Kaoru Ishikawa
Ishikawa extended Feigenbaum’s view of TQM by emphasising the role of all
employees in the organisation. He believed that TQM can be achieved only if
people work in teams rather than individually. Ishikawa stressed the need to find
the root causes of problems which led him to suggest the seven statistical tools of
quality and in particular the fishbone diagram. Table 5.4 describes Feigenbaum’s
Seven Basic Tools Of Quality Management. Feigenbaum’s approach was faced
with many criticisms. Watkinson argues that the tools, whilst being useful in a
problem saving capacity, did not identify interrelationships between causal factors.
They did not explicitly show how cause and effect can feed back on one another in
an interactive system. The systems view of organisations demonstrated the
importance of understanding the complex inter-relationships which exists within
and between the varous sub-systems. This appeared to be an omission on the
part of Ishikawa. In addition the tools were designed with manufacturing processes

in mind with little indication of how they might be adapted for service operations®.
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Table 5.4 The Seven Basic Tools Of Quality Management®1

1. Process flow charting What is done

2. Tally charts How often it is done

3. Histograms Pictorial view of variation
4. Pareto analysis Rating of problems

5. Cause and effect diagram| What causes problems

6. Scatter diagram Defining relationships
7. Control charts Measuring and controlling variation
Bill Conway

Conway incorporates quality into a brief description of Quality Management ,

“ Developments of manufacture, administration and distribution of consistent low
cost products and services that consumers want and/or need’92. Conway
advocates the use of statistical methods to achieve waste reduction. He identifies
six tools for quality improvement®3

e Human Relation Skills.

e Statistical Surveys.

e Simple Statistical Techniques.

e Statistical Process Control.

e Imagining.

¢ Industrial Engineering.
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Donald Berwick
Taking a more specific focus upon quality in healthcare, Berwick believes that
implementing TQM without the active help of physicians is a formula for waste.
This is because almost all important healthcare processes touch physicians, for
every significant process, it seems that physicians are either customers, suppliers,
or processors Berwich believes that although no systematic, experimental
evidence yet exists about methods to help get physicians involved, the following
methods have shown promise in at least a few organisations tackling the
challenge®4
e Reallocate committee and meeting time.
e Invite volunteers to help.
e Formalise the involvement role.
e Use data.
e  Watch for interested specialists.
¢ Include physician leaders from square one.
e Define involvement specifically.
e Connect quality management to guidelines and critical paths
Berwick believes that TQM should be driven from the top of the healthcare
institutions, or it will not arrive at all. In moving healthcare to a new level of
performance, we are talking about nothing less than a transformation of the
organisations we care about; a transformation planned and managed by
leaders. The scope of the needed changes mirrors the scope of the problems

and those changes will require total organisation commitments®.
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Conclusion

TQM is wid.ely regarded as a major innovation in today’s management practice.
Although many writers see it as merely the latest in a long line of management
fashions, Oakland believes it to be much more fundamental . He argues that after
the industrial revolution of the 19" century, and the computing revolution of the 7
early 1980s “We are now without doubt, in the midst of the quality revolution®.
The origins of TQM is usually ascribed to Japan’s search for quality improvement
in the 1950s and its success in molding ideas on quality into a coherent
operating philosophy . By the 1960s, the challenge to western markets led to the
adoption of Japanese methods of production within the USA. In the 1980s, many
American and worldwide companies including Ford, Hewlett Packard and IBM, IC],
Xerox, Canon and ICL had taken up TQM. One of the problems in the discussion
of TQM is the apparent lack of a generally accepted description of what it actually
is. There is confusion as to what different writers mean when they discuss TQM.
Wilkinson et al argue that some of the buzzwords are now prominent in the
management vocabulary, for example TQM means right first time, Zero defects,
Plan Do Check Act?’.

These different definitions might not be important if Oakland’s view, that while the
quality gurus seem to present different solutions in reality this reflects differences

in dialect rather than the language, is accepted.
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