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TERMS OF REFERENCE
(TOR)

PUBLIC HOSPITALS DEVELOPMENT STRATEGY GEORGIA 2022
I. BACKGROUND

The overall goal of the new Georgia National Health Strategy 2022-2030 (endorsed 2.05.2022), aligned with the 2030 Agenda for Sustainable Development, is to achieve universal health coverage, ensuring equitable access to affordable and highest attainable level of health services, providing financial risk protection for everyone.
As stipulated in one of the main Goals of the Strategy (the Goal 6th, out of 7), for improving Quality of Health Service Delivery, The GoG needs to strengthen license and permit requirements for health service providers to improve the quality of service delivery, specifically enhancing the capacity of the state holding of strategic public health institutions, as well as increasing the share of public hospital beds in the country from 18% in 2022 to 30% in 2030.
Hence, MoILHSA needs to undertake specific planning and forecasting to eliminate existing geographic inequalities in access to health services, including hospital care.
Since regaining the independence in early 90-s, Georgia has been through the several waves of reformation of the health system, engaging massive capitals in hospital sector – excess quantity of beds and personnel, especially medical doctors with increasingly inadequate salaries driving substantial informal payments fueling out-of-pocket expenditures further
. The soviet legacy has left the country with inevitable consequences that led to equally massive wave of privatization of health assets commenced in a first decade of the new millennium, 2000-s.

Later, in 2013, the introduction of the state-funded Universal Health Programme (UHP), guaranteed an access to a basic package of health service for all, including those who had no insurance previously. - The percentage of population covered by state health insurance was 100% in 2016, and only slightly declined to 99.9% in 2019 after making the UHC programme more targeted to the vulnerable groups (SDG 3.8.1.2)
. 

The move created a new window of opportunity for the private health facilities, including existing and new-established hospitals, to offer diverse package of services reimbursed using a case-based payment method under the State Universal Health Programme. It was only in 2019 when the Government tried to introduce uniform tariffs for selected hospital services in selected areas, to optimize the expenses under the state programme, though without a palpable result.
At a current stage, a major share (over 80%) of the sector is privately owned, and if hospital consolidation with other privately owned health assets (pharmacies, insurance) remains a trend, it might result in continuous cultivation of monopolistic interests already dominating the sector, causing further increase of healthcare costs
. Markedly, COVID-19 pandemic has shown that publicly owned health facilities took the major burden in treatment and handling the patients.
Hence, the need to create a suitable framework for more efficient functioning and regulation of the country’s hospital sector, which shall be the main national counterpart in providing access to healthcare as a basic right for everyone, has been recognized and endorsed in the Georgia National Health Strategy 2022-2030. However, building a strong public sector portfolio in the country, while almost 85% of hospital beds are contracted through private providers, remains a challenge.

In the context above, the GoG critically needs to strengthen the capacity of the state-owned hospitals’ network, including reinforcement of the Georgia Medical Holding (GMH)
, which is a main managing partner of the public hospitals serving the population of Georgia across the regions. – The GMH, established in 2020, governs 26 state medical facilities, with 1660 beds totally, representing 16% of total hospital beds capacity of Georgia
. 
II. MAIN OBJECTIVE AND THE SCOPE OF THE ASSINGMENT

The purpose of the assignment is, to develop a feasible Public Hospitals Development Strategy and Masterplan for Georgia. A set of deliverables outlined below will feed into the vital need of the sector to function and develop further efficiently, in harmony with the country’s declared goals related to the wellbeing of the population, and in compliance with best attainable standard of modern hospital care at public facilities. 
It is proposed to implement the assignment in a phased approach, as follows:  

Phase I: Hospital Sector Situation and Market Analysis with recommendations on strategic directions and concrete options for further development of the Georgia hospital sector (duration 4 months) that include time required for the Client to review and approve the reports (Around ten calendar days for each report).  

Phase II: Public Hospitals’ Masterplan for Georgia, including Organizational development strategy for the Georgia Medical Holding – managing body of public hospitals in the country (duration 4 months) that include time required for the Client to review and approve the reports (Around ten calendar days for each report). 

The Scope of the Phase I/ Hospital Sector Situation and Market analysis, with recommendations on strategic directions and concrete options for further development of the Georgia hospital sector: 
· Conduct Situation and Market Analysis at national and sub-national level, including mapping of the public and private hospitals in the coverage area (both multi-profile and specialized care / narrow profile / disease specific hospitals)

· The situation analysis shall include specific market analysis in selected geographic regions, where the hospital sector needs to be functional at a specific recommended scale. The market analysis shall consider major risk factors, geographic and demographic data for each region, as well as health related risks documented in the region.

· The situation analysis shall include the following aspects: 

· Governance structures (organizational and management structure, relationship with the public sector, oversight, quality management, procurement);

· Purchasing and payment systems (public purchasing principles, payment methods, financing, capital investments); Integration and relationship with other providers (primary health care facilities, long-term care facilities/rehabilitation centers, private providers, other patient pathways); 

· Needs and Demand evaluation: analysis against existing market, especially private hospitals, in order to fill in the gaps and ensure harmonious development of the entire sector; 

· Assessment of the public hospitals’ infrastructure (equipment, building, transportation network and accessibility), including consideration of environmental aspects; 

· Analysis of the economical scope of the operating the hospitals within the Georgia Medical Holding.

· Develop Recommendations on strategic directions and options for development of the public hospitals’ network, including compilation of two-three options for development of hospital services, linking and matching with existing models in the countries of the region (Europe and Asia) with similar geographic and demographic compositions. Out of above mentioned 2-3 options at least one of the options shall be taken from Germany’s experience, which is deemed specifically interesting and relevant to Georgian Government’s interest in this exercise.   

The Scope of the Phase II/ Public Hospitals’ Masterplan for Georgia, including Organizational development strategy for the Georgia Medical Holding – managing body of public hospitals in the country: 
· Propose a methodology for, and further, transparently develop and prepare a Hospital Masterplan for public hospitals in Georgia, with feasibility study on options chosen as a result of the 1st phase (above);

· Based on the Consultant’s experience and expertise from selected countries in the Region, through building trust and acceptance among stakeholders on the ground from the beginning of the process, provide a comprehensive Hospitals’ Masterplan for enhancement of the public health facilities - members of the Georgia Medical Holding.

· Provide detailed data, including organizational and physical structure, to agree on locations, functions, and capacities of the hospitals; Inclusion of a hospital in the hospital masterplan shall serve the purpose to be considered as a prerequisite to receive funding for operations and future investments.

· Provide compelling cases / aspects about the legal, operational, financial and technical feasibility of needed investments, so that the Study equips the promoter with clear comparative perspective with similar experience in countries with similar dimensions (demographic, economic, and geographic landscapes). 

· Develop a strategy of Organizational Development of the Georgia Medical Holding, in line with the Georgia National Health Strategy 2022-2030’s “Task 6.2. Strengthening of state medical services through developing the state holding of the strategic health facilities (aiming at increasing share of public hospital beds at 30% (by 2030)”.

III. DELIVERABLES OF THE ASSIGNMENT: 
For Phase I:

· Report(s) on Situation and Market Analysis with recommendations on strategic directions and concrete options for further development of the Georgia hospital sector 
For Phase II:
· Public Hospitals’ Masterplan for Georgia, including Organizational development strategy for the Georgia Medical Holding – managing body of public hospitals in the country. 
	· Deliverables
	Language
	Submission Deadline
	Payment Percentage

	1. Report(s) on Situation and Market Analysis with recommendations on strategic directions and concrete options for further development of the Georgia hospital sector
	English
	At the end of 4th month from the commencement of services
	40%

	
	Georgian
	
	

	
	Electronic ENG+GEO (CD/USB)
	
	

	2. Public Hospitals’ Masterplan for Georgia, including Organizational development strategy for the Georgia Medical Holding – managing body of public hospitals in the country.
	English
	At the end of 8th month from the commencement of services
	60%

	
	Georgian
	
	

	
	Electronic ENG+GEO (CD)
	
	


The work will take into consideration national health sector development strategy and available national knowledge and guidance on improving service provision and health financing and budgeting, to safeguard optimal costs’ reimbursement to both private and public hospitals engaged in the UHP.  Financial and other work-streams minimizing revenue shortfalls and guaranteeing future investments to upgrade the system in the face of any future threats to the public health need to consider lessons learned from COVID-19 pandemic.

The Assignment is expected to be undertaken through a broad stakeholders’ consultative process, building consensus around recommendations made by the key decision-makers at the MoILHSA, GoG, also, members of the national multi-sector committee, and other major contributors – development partners, professional think-tank, academia and private/non-state sector.

For implementing the Assignment, the Ministry is looking for:
The Service Provider (Consultant(s)/Consultancy Firm) specialized and experienced to provide adequate service and staff (in terms of skills, expertise and time / availability), in order to complete efficiently all the activities required under the described scope of the assignment, to achieve the milestones and provide deliverables above, effectively in terms of time, cost and quality.

The Consultants must at a minimum, but not limited to, provide the expertise described below and submit Curriculum Vitae for each Key Staff / Expert. It is desirable that the proposed team (including Key as well as non-key experts) possess joint working experience.
IV. QUALIFICATION REQUIREMENTS OF  SERVICE PROVIDER 

The selection of consulting service provider will follow the international market approach, in accordance with World Bank’s Procurement Regulations (Fourth Edition, November 2020).

The following are the minimum requirements and essential experience to qualify for a Consulting Firm:
· At least 10 (ten) years’ experiences in implementing large technical assistance projects in the development cooperation sector, among them in collaboration with leading development agencies, governments and intergovernmental bodies.  
· Proven track record of successfully implementing healthcare consulting services, by providing high level technical expertise with extensive global and regional experience in various areas of health policy, infrastructure and service provision, including relevant project planning, implementation and M&E, aiming at strengthening health systems and improving population health.
· At least 5 (five) contracts (projects) of similar nature and complexity (hospital sector & master plan development), implemented during last five years, demonstrating successful results in recipient countries / organizations.
· Experience of conducting similar projects in Europe (53 countries of WHO Europe Region
) is essential.
· Capacity of recruiting suitable professional staff locally in Georgia, to contribute as National Experts, ensuring close coordination with all stakeholders on the ground must show in the expression of interest. 
V. TEAM COMPOSITION AND QUALIFICATION REQUIREMENTS:  
The service provider should submit a chart of the team with description of tasks, along with the following information and documents:

· Names and CVs demonstrating qualifications of the key personnel;

· Written confirmation from each personnel on their availability for the entire duration of the contract. 

KEY EXPERTS

	Key staff
	Qualifications Requirements

	1. Team Leader / health programme manager, with specific expertise in Hospital sector [international]


	· At least 15 years of extensive experience in managing and leading complex health programmes with specific focus on developing hospital sector, preferably in the countries of WHO Europe Region; 
· Advance university degree in health policy management; 

· Direct services experience and previous work as a Team Leader in Health programming & hospital management preferred;

· Strong leadership, management, planning, analytical, interpersonal, and communication skills;

· Proven track record in closely working with national authorities and providing high-level advisory and technical support to governments & line ministers, institutions and regional/local managers;

· Broad experience in project management, with very good technical skills in drafting reports and complex policy and technical documents as well as good practice in management of multidisciplinary team;

· Experience in leading health reform related hospital development projects in the countries of WHO Europe Region ;

	2. Public Health expert /in Health policy & Planning (with specific experience in Hospital sector). (international)

	-
At least 10 years of extensive experience in leading public health policy and planning aspects of complex health programmes, with specific focus on hospital sector, preferably in European countries;

-
Advance university degree in Public Health, 

-
Direct services experience and previous work as a key senior expert in public health policy and & hospital management;

-
Strong analytical, interpersonal, and communication skills;

-
Proven track record in closely working with national authorities and providing high-level advisory and technical support to governments & line ministries, institutions and regional/local managers;

-
Broad senior level experience in international health consultancies / projects, with very good technical skills in drafting reports and complex policy and technical documents as well as in working within multidisciplinary team;

-
Experience in leading public health policy and hospital sector related aspects in complex international health projects in the countries of WHO Europe Region. 

	3. Health / Hospital Financing Expert (international)

	-
At least 10 years of extensive experience in health financing and leading related aspects of complex health programmes, with specific focus on hospital sector, preferably in European countries;

-
Advance university degree in health policy and management/Health Financing;  

-
Direct services experience and previous work as a key senior expert in health and hospital financing;

-
Strong analytical, interpersonal, and communication skills;

-
Proven track record in closely working with national authorities and providing high-level advisory and technical support to government, health institutions and regional/local authorities;

-
Broad senior level experience in international health consultancies / projects, with very good technical skills in drafting reports and complex policy and technical documents as well as in working within multidisciplinary team;

-
Experience in leading health financing and hospital sector financial planning in complex international health projects in the countries of WHO Europe Region.

	4. Health expert in needs assessment and strategy development (hospital sector)


	
At least 10 years of extensive experience in health strategy development and health service management aspects of complex health programmes, with specific focus on hospital master-planning and functional (re)design, reconstruction and technology assessment of health facilities, including patient workflows, service planning and staffing requirements, preferably in European countries;

-
Advance university degree in Medical and Health Sciences, 

-
Direct services experience and previous work as a key senior expert in health service management and hospital assessment & planning;

-
Strong analytical, interpersonal, and communication skills;

-
Proven track record in closely working with national authorities and providing high-level advisory and technical support to government, health institutions and regional/local authorities;

-
Broad senior level experience in international health consultancies / projects, with very good technical skills in drafting reports and complex strategic technical documents as well as in working within multidisciplinary team;

-
Experience in leading health strategic planning specifically for hospital sector and related aspects in complex international health projects in the countries of WHO Europe Region.

	5. Hospital Architect/Civil Engineer.


	· Advance university degree in architecture, engineering or equivalent, with a minimum of 10 years’ international experience in designing health, particularly hospital facilities, including functional planning;

· Excellent knowledge of hospital design and functioning principles, specifications, including relevant building, safety and seismic requirements as well as measures to reduce negative environmental impact of health facility operations

· Solid experience in participating international health consultancies, as a key expert specifically focusing on hospital master-planning and functional (re)design, reconstruction and technology assessment of health facilities, including patient workflows, service planning and other international standard requirements, preferably in European countries.


NON-KEY EXPERTS
In addition to the key staff the Consultant will be expected to propose the following non-key experts (the list is  not limited, if necessary, and may include   expertise  in Health Care Law,  Procurement & Supply Chain, and Public Awareness or other suitable experts)
	Non-key staff
	Qualification requirements:

	6. Human Resources expert (Health Workforce Expert) 

	· Advance university degree in Medical, Health Sciences, or related fields. 
· with a minimum of 8 years’ international experience in Human Resources for Health / Health Workforce development, 

· with Excellent knowledge of the areas of HRH Planning and budgeting, HRH Training and Development, and HRH Management

· Solid experience in participating international health consultancies, as a key expert specifically engaged for supporting hospital sector reform and programming - hospital master-planning and functional (re)design

	7. Digital health & data management expert. 

	· Advance university degree in Technology Sciences;

· with a minimum of 8 years’ international experience health data management / health information technology, 

· with Excellent knowledge of artificial intelligence deployment, data ethics and technology-driven health and public health policy through various international development projects;

· Solid experience in global health technology innovation and digitalization, with proven track record of participating in international health consultancies for supporting hospital sector reform and programming - hospital master-planning and functional (re)design, reconstruction and technology assessment, preferably in European countries.


VI. TIMELINE:

The consultant(s) shall be engaged to render the above service(s) for a period of maximum 8 month(s), I & II phases under the Lump-Sum Contract.  Including the time required for the Client to review and approve the reports (from around ten calendar days for each report).
VII. REPORTING OBLIGATIONS AND ADMINISTARTIVE SUPPORT 

The consultant(s) will send brief progress reports on a monthly basis to the Minister and the Deputy Minister of the MoILHSA, and collaborate with relevant committee(s) functional under the auspices of the MoILHSA. 

Administrative support to the consultant team will be provided by the MoILHSA, throughout the assignment.

VIII. GENERAL METHODOLOGY 

The Consultants should agree with the MoILHSA and designated committee/units on the task-specific methodology that would entail prior desk review of the relevant experience of the country in reforming health system and hospital sector in particular, including consultative meetings with key stakeholders. 

The deliverables should be elaborated in close consultations with all stakeholders including relevant subordinate agencies of the MoILHSA (to be specified at a later stage), key public health and health financing experts, also, hospital sector representatives, partner CSOs and related technical and/or advocacy groups.

This Assignment will also take into account already collected information and data regarding health  system & hospital sector development in Georgia, analytical reports, legal documentation that has been accumulated so far. The consultant(s) will also may seek advice and request available data and information from different international organizations (e.g. UN agencies, USAID, US CDC, EU). 

The draft deliverables and related findings / recommendations will be presented and debated at the high-level national consultation meeting(s).  This will ensure validation and ownership of the outcomes, to contribute to achieving high acceptance of the content and political support for the approval.
� � HYPERLINK "http://eprints.iliauni.edu.ge/2182/1/Tengiz%20Verulava%20Health%20Care%20System%20in%20Georgia.pdf" �http://eprints.iliauni.edu.ge/2182/1/Tengiz%20Verulava%20Health%20Care%20System%20in%20Georgia.pdf� 


� � HYPERLINK "https://sustainabledevelopment.un.org/content/documents/26389VNR_2020_Georgia_Report.pdf" �https://sustainabledevelopment.un.org/content/documents/26389VNR_2020_Georgia_Report.pdf� 


� � HYPERLINK "https://pmcg-i.com/publications_file/da245c9104782772f.pdf" �https://pmcg-i.com/publications_file/da245c9104782772f.pdf� 


� � HYPERLINK "https://gmh.moh.gov.ge/ge/main" �https://gmh.moh.gov.ge/ge/main� 


� � HYPERLINK "https://matsne.gov.ge/ka/document/view/5453716?publication=0" �https://matsne.gov.ge/ka/document/view/5453716?publication=0�  


� � HYPERLINK "https://www.who.int/europe/home?v=welcome#" �https://www.who.int/europe/home?v=welcome#� 
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