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NNT DY TN MNNIN 10 TNIN 2192 DAY XN DY ,MNMI IMPY DPODNN DININ
p%ya (Donabedian 1989; Batchelor 1989 ,5vnb nx9) NMax MNa ©PMPY Pav» Pwpnd
RPN APYN INN MTND DIPN ARIPN Nt VAR DY MTTHINNND NN M) vidy mn»p
DIV DNITD MOUSNN 3PY MOND NDERN MDD ININ NAY ;TN NPHN YN NIDWN
I, TN RN MY PR D OX I DR N Mprnn NOX My (Simon 1959) mamarn 7oA
DD?PN DIARYNI YNNYAY DNI IVONY D9 DY NNY ,DMPYN PO NN XIDNY 771D MDon)
N3 MIIN 9UNI R MY RISNDD N0 ADIWNIRND MINXY NOYNIN IR 90U MY 3
Secretaries of State for Health 1983;) myywmn-ma2) "MLM 7990 ,IYVPR WINPTV

{(Hakansson 1988; Godhino 1990

NN D) NTTIDNN IRV IWOWINNN 75%-10 NOYNOY MR IMPY NPADNN 199D DIIN-NpP
NMOND NIA5 MHNK 90N VNN NNDHNIAY NN MNP TONN NOPA DNNN 1988-a Nt NN DY
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NNVONN 9D NRSINN YVIDIWY YIPNN NODNNN PON NTHYN (4)

mMLYINN NOIP NY2 MNDYI MIVNNN INPT NXAND DPNHBR NINSINY YTNN NPIDRY 1IPNN NRIPN
MY Y VI AWOND NMMOR ARDIMN NIMND NPMDND NONNN ARSI MINKY NPNIDI
TTYIY NROYNDY DOTPIN MIWYND NXAND D) MW MDD MIMYY MDY TIN DXANYNa
ONOINN 95 MRYIND NOONN AR XY NN MIYORN 1NN DTN SY HIM ABten ,)NYIN
Weiner & Ferris 1990; Prowle 1987; Locke &) mya oraxwna wnnwnd qon Y mn minn

* (Schwiger 1979

MIMX 295 DIMPY PO MYIMIN NLYA MNSINY NN DRY ,NNINN Sy DDANH M 1Y
DYNXD INMOYY TI0 72TN R 7MY OO YT MEPN NPINK DAY JN1N DRI ,NMDIYIIND
AT NNIN TINNY YPARR YN 0N ,ONINR INY DM MPNI MPY PODY NNT DY) ,MINYINA
TIONS NXINY ,JUNd 1N NNNNNN NNV IYOUN NN NHIAYY MIWOR NDMP ,ToNn NP

IRIDIN 21DY0N NN AN TR DMPNION DHOWUNI N ,NPNIDN MPPT133 DINNYY XX MNYINI

MNON NYIPS DX TNINN DXRMNM VY N0 DRIV MTDINA YIPN NOII NPOIYY MIODNN
Poliit et al. 1988; Hillman 1987; Reagen) >&197 %19°0 1nn nya D»28pn DXIPPY NUPAN PN
N2Wo DONYN DMRIVIN DXINNN DYDY 15D NMTY Dy Pw Nw Ten (1987; Eisenberg 1986

(Wickings 1987) >nn 21spnd nuvo) 21Na 0¥vapm

YTOY MRIN PO RANDT DIRNIN MHMNN AR ANYY NINDN NTHA MY DRI DIPNN
NOIN DY YIDVN YDIT BY 2IWN 1NN DY T ,MNY NPRIDYT MNP Sy MDY BY YPn NPOUN
TUN) RN RY YIDIWN YDIDTI NPYN DN ,NPDVPON PN 2IWN) YN POV MPIdNN Y9 RY 0NN

(Tell 1982; Schroeder 1987) ot TMNY




915 Man (1980) Donabedian Yv Mma vnnwl DX RIDIN D1DPVN MDN DY NN NYOSYN 22aD
NN ONY MV TONN (DTN-MD NN ,MIAN NPIAR ,TPN) Man DY D*1HNa NPYd DYDY
YOVUNN NP DOIXR (MR NI ,0NN NSITNNAY) NVN NN DY MRIM (19200 MY
LDOMPYY MY PRIDIN D19V DYDY DI 290D NODNY YNINY NNINY 1PNM 1PV ,MN2 ION

WY DMANN NPYNNA

NNSINI DMOSN DXONNN PAY M2 PAY WPN 237 MPVINN YN DMP ROV VYHND DY ,NNND
a5 MYV DINTNP HY NIPDIN R MDY NN YIN2D NI MIXWN ¥ 100 INWMND IRNIND
DRV DY TPHRNN YNNI IRIDY ,0O0NTNNPA MRS NI DY NOWHN PNHD MRS
DNNNY DMMININ DIONN NN MDY DMINTNNP MIROINI MNYPHN NHAN NMPDN TN (1)
MRSN YY NMAN NYawn MN® (2) .DDWON Y MINND WON AMONN DY PDVPOIR DWMD
5Y PNINTMIAY NI DY ,DYTAW DY PRDVINM NYINTMYP AV MBI DY ,NTIAY 0NN DY ,ANSINN

290 MON YV DTN DV ,DNVIANN

200 VNN DNRN — NDIAN HYM DAY MNI PNV DY PRIyd NN DY Doann \pnnn Twn
AVOND DTN DAY DMITH NNPYA AR ANRMN NDN RO 53V UKD ,0DWIP NN POV
TT2Y WORND NI TN 125NN IMNIAN 297 MTTN WX NNPXAN MRS IPNNN MNSINI
MTIHN 0N NP NY NMNI YNINND DMWYV DD DNV NYSYNN NN NYOVN NX NPoN
YWIN DY PRIY MIVPRIY NIRY ,D7TAYN MNY NORY ,0°NVINT NORY IPNN 20D 700N NIty wy»

DMNDN MMM PONPH YT NN DD 191 ,HINHN NOMNAY MR NNON

DPNION DIV M YNAY DMIIONNN IR N IDDNNA DIRNNIN DINIRD YMOY NN 1t NTIAY
MRY VIV ,MNMIAN NIIWNI DY DNNONHN DNPIN TAR N I DONN DITP JNDIWNI GN)
NPTIDNIN AR ARIN MNMAN NN DY MDY NTIPON NPPTAY MNIDNNN NPPNAN NTYI MDD
MNIN DINNND MMM ANTPN IR N AN NPTID NYNND TI7 NDWHN SV NPMTOINN NPYIN NNND
DVPAN NTYY) 7D2AVINN SV DYMPNN DY MY NYVIND 113 ,ALYI MDD MOMND NN
L0793 TNVWRIN NN K23 MKXMIN NN M2 DY PO NTYNN (115 DY ,1990 N*I90NHN
PAYAN  L(MNOIM DHNNA DY) DVMINY DMMPHN DNAITA PPN YN PIYNY" NNONN

(229 'y ,0V) "NPNIYRIN MNRDINBN NN NINPN NPINN

DXT NN VIO NN NIVYN PV ,MRIIBN M2 MIDNY YPIN MR INM N"1TN DY NURIN P93
MWD DM PORNI APIPY MTPI Oy TInY) OOUN P92 ,20N HINKNI MNDINIA DYNNN NMIN
DT D7D NOYNN NION NN NN YN P9



MO0 DIIN-NNIPI M NNINY DPNIN DIIINN el

75%-1n NOYNY DY DWIN DM 35-0H) MNMA MMMV NPIDM NNVAND MYYD DIN-NP
APPTION VIV DON NYP  NPPTH NIAVYHN DM AN NNPY  IHNIWA NNDIININ
MRIIN MPIEPD THYOD NN MXON YIIRD NI NOWA NOMAN NN 5y nNpom

DY9IRD NPSIND NIP0N Y21 (GNP’ AN D90

JOTODN NONINN DY MYSINN MINN 1NV ,NTY MTN MYSHRI MUY 0NVIANY NPYH NPON
2y MYT) VATID O NR WPID ,mOImN NN DYAPIY D¥9YIM NINN 29D 1YaY MInK 10
3,070 DNTNI 8 ,MNOIM 1,300 DY DINIM MHNND 14 v N NOPa MY
' DYDIPY DINTINA 3-) DMIVRIIDY DPININA

20N 13902 MRNN) PAIND NDW 2235 NOVINNN NPIDND ,MINND 1PV 711277 RIN NININD MIANN
DTRTMD YIRYNI YIDWN J9IR AR YAIP ,0°POD DY NMIWPNN DY yap NN »1y° IR o0
DWN NTUN MTN OTDY PNV DXMPYN N0 AR DMPYN 9PN IR YIP R 1) TN
N2) 0SY NINIAN DY IPYa MITPOM NTUN MTN IR JINAY D2 09NN DY nn
2230 1M DXARYNN N MMN0N MNIRD 22D 1N PRNDYY YT NPY Yond Tada nuym mIven
(Simon 1959; Kaufman 1960) 1p>m m~wn 19

NN PIPN M DY NPNIPY MOVONN WAPNN L1985 2NN NIWIVY VPN MITNDNN NNYINI
NOWNN M DY DDUIN PN DNINTNNPA NN D NVWNN NSYIHN YYD DINTnopa
PN MTAN ,MHND ,0°3NIN) ,NO55N DINN"NNPA NN Y MY N¥anD NN NPONPNHN
J0Y TN MPYON MM MIPN NNON NP 2P MPPND NYSRN TIN (D*NNa P
DDIPN-TPONN AT DTN NOYON — NMYNRYNY MPY AT DDNPN PHMOVIR PN

PR MAITRDNN DNYIN MOVLONN) "NIRNDNY

PI DTV TNPNIY ,NPN TIPON NPTV PNV NNMY MTY DY JPIIPoN IR NNRRN DOONIN
,NOIPN NPYAZ DIYHNN TARD NN AR ANRI N AT 1983-1 DXNOIN NN*AY INRY NNPINY
¥ 2% D0NAY DY TNND MO MYTIN ITYN ,DXARYN DINNIA MY 901N N MNPV

(1984 ) NTYY) .ATN INNY ATYN TN ORI MDY NV 71PNV YN DY

NP MIAN RV NPXTAY ATYY PN DY DINNNP DY 1PRIDIN NNINN NVONN 1987 o1l
NOMIN NYAP N MY TONNIY MPDNON NA3 DANND DXDINTNNP M VINN 1988 ¥INa 0N
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2N ANY  NPINR N0 DY IROIDD NN DY TIPONH NV )




IR POYN IR I 1988 93NVIDI MY NMATA YNNI MVNN MY 1IN,k NVINN NNONI
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WHAT IS THE JDC-BROOKDALE INSTITUTE?

A national center for research on aging, health policy and human development in
Israel.

An independent non-profit organization that operates under the auspices of the
American Jewish Joint Distribution Committee (AJJDC) and the Government of
Israel.

A team of professionals devoted to identifying relevant issues and using an
interdisciplinary approach to solving problems in the health and human service
systems.

A meeting ground for researchers, policymakers, and professionals, facilitating
the linkage of research findings to the implementation of changes in the field.

A center for collaboration between Israel and the international community.

THE HEALTH POLICY RESEARCH PROGAM

In response to the growing national crisis in health care and a request from the
Government of Israel, the JDC-Brookdale Institute, in cooperation with JDC-Israel,
has developed a program devoted to health policy research in Israel. The
objective of the JDC-Brookdale Health Policy Research Program is to contribute
to efforts to improve the financing and delivery of health services in Israel
through the analysis of selected policy issues. The program has three major
thrusts:

- To assist the Government of Israel in the process of planning, implementing
and evaluating the government’s efforts to reform and better manage the
health system.

- To assist health care providers and insurers in israel in their efforts to improve
efficiency and effectiveness.

- To undertake applied research projects which are designed to make a long-
term contribution to the Israeli health care system.
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SELECTED PUBLICATIONS
of the
Health Policy Research Program

H - publication in Hebrew E - publication in English

Cohen, M. and Barnea, T. 1991. The Rise of Supplemental, Commercial Health and Long-term Care
Insurance in Israel: Market Description and Implications for the Health Care System and
Government Policy. Summary Report RR-22-91 (H), RR-23-91 (E).

JDC-Brookdale Health Policy Research Unit. Rosen, B. (ed). 1991. The Netanyahu Commission
Report: Background, Contents and Initial Reactions. RR-24-91 (E).

Boufford, J.I. 1991. Managing Major Changes in Large Health Care Systems. RR-20-91 (E).
Bentur, N. and Rosen, B. 1991. Instruments for Promoting Efficiency in the Israeli Health System (H).

Yuval, D., Rosen, B., Gabbay, U. and Oppenheim, D. 1991. Independent Physicians in Kupat Holim
Clalit: The Historical and Organizational Context. RR-19-91 (E), RR-21-91 (H).

Gross, R., Rosen, B., and Barnea, T. 1991. "Decentralization and Autonomy in Health Service
Systems". Social Security 36:78-91, and Brookdale Reprint R-61-91 (H).

Barnea, T. 1989. Benefits Packages of Sick Funds in Israel. RR-17-89 (H).

Rosen, B. 1989. Physician Reimbursement in Israel: An Analysis of Selected Policy Proposals. RR-11-89
(E) and in The Economic Quarterly 139:556-576 (H).

Rosen, B. 1989. The Public-Private Mix in Israeli Health Care. RR-13-89 (E).

Rosen, B. 1989. "Professional Reimbursement and Professional Behavior: Emerging Issues and
Research Challenges". Soc Sci Med 29(3):455-462 (E).

Barnea, T. 1988. Health Education for Adults in Israel: Overview of Programs and Educational Aids
(H).

Javetz, R, Shye, D. and Shuval, ].T. 1988. Self Care in Health: Attitudes and Approaches of Members
of the Allied Medical Professions. D-152-88 (H).

Rosen, B. and Ellencweig, A. 1988. A Mapping of Health-Care Reimbursement in Israel. RR-5-88 (E);
RR-14-89 (H).

Rosen, B. 1988. Health Services Literature in Israel: A Selected Bibliography. RR-6-88 (H & E).

Shuval, ].T., Javetz, R. and Shye, D. 1988. Self Care in Health: Attitudes and Approaches of
Physicians. D-150-88 (H).

Barnea, T. 1987. Health Planning by Targets: A Review of the Health Targets of Israel, Ireland, United
States and the World Health Organization. Prepared for the Ministry of Health. RR-3-87 (H).

Cohen, M. and Rosen, B. "New Directions in Israeli Health Care". Forthcoming in New Approaches
to Managing Health Services, WHO (E).

Publications may be ordered from the JDC-Brookdale Institute of Gerontology and Adult
Human Development in Israel, P.O.B. 13087, Jerusalem 91130, Israel.
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Abstract

Health-care organizations in Israel and throughout the world are faced with the
need to contain escalating costs while continuing to provide high quality medical
care (Batchelor 1989). Three approaches to meeting this challenge are to allocate
budgets to units delivering health care; to establish internal information systems
in health-care organizations; and to implement decentralization in primary health-
care service systems by delegating decisionmaking authority to the lower levels of
the organizational hierarchy (Simon 1959). These are perceived as giving incentives
to health-care providers, as well as giving them the tools needed to utilize existing
resources more efficiently and improve their responsiveness to the needs of the
population. Though these three approaches can work together harmoniously to
strengthen each other, they are not always employed at the same time. One or
more of these approaches have been attempted in Sweden, England, Ireland, Spain,

Portugal and the Soviet Union (Godinho 1990; Hakansson; Secretaries of State for
Health 1989).

Kupat Holim Clalit (KHC), which supplies health services to over 75% of Israel’s
population, is also attempting to deal with this challenge. In 1988 a process of
decentralization was initiated in KHC. The main objectives of decentralization at
KHC clinics in the Negev district were to:

(1) Improve service for clients in order to increase their satisfaction and attract
more members.

(2) Introduce budgetary control and efficiency, either by cutting expenditures
without detracting from the level of service, or by providing better service
using existing resources.

(3) Upgrade the functioning of the clinic staff: increase motivation, responsibility,
initiative and staff morale.

In 1990 one clinic in the Negev district began functioning as a decentralized clinic.
Additional clinics in the district have since joined the process, and by the end of
1991 12 clinics are expected to have made the transition to decentralization. The
principle components of decentralizing a clinic in the Negev district are:

(1) Allocation of a budget to the clinic: A decentralized clinic in the Negev receives
a budget covering salaries, medicines and medical equipment, hospitalization,
diagnostic and consultation services, and administrative and maintenance
costs. The size of the budget is determined by a formula that reflects the
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average expenditures in the Negev district as well as the number of clients
registered in the clinic and their ages. The clinic is responsible for staying
within the limits of its budget.

(2) Transfer of decisionmaking authority for budget utilization and service
delivery from the district management to the clinic management: The clinic
may redirect funds among budget line items, and sell and purchase services —
even outside of the KHC system. Though some of these activities require the
authorization of the districc management, the clinic is assured prompt
consideration of and attention to its requests.

(3) Establishment of an information system in the clinic: A budgetary
information system that supplies data on how much of the budget was utilized,
and to what purpose, is installed in the clinic. In addition, information is
gathered on the medical care provided in the clinic through a periodic survey.

(4) Allocation of part of the budgetary savings back to the clinic, to be used at its
discretion: Of the savings in budget items which constituted cash expenditures
from the district budget, 60% may be used by the clinic; and of the savings in
budget items which were not actual payments, but which represented credits
transfered among accounts within KHC — such as hospitalization in a KHC
hospital — 20% may be used by the clinic.

The underlying assumption of decentralization is that if clinics are allowed the
flexibility to provide services in accordance with the needs of the population while
being given overall budgetary responsibility and adequate information,
expenditures will be reduced and higher quality services will be delivered. However,
there is little empirical data to support or refute this assumption. It is possible that
decentralization will have adverse effects. For example, the desire to reduce
expenditures could lead to a reduction in the number of essential laboratory tests
or hospitalizations, ultimately reducing the quality of medical care. It was
therefore felt by KHC that the attempt at decentralization should be evaluated.
The JDC-Brookdale Institute was asked to assist in evaluating the decentralization
process. The purpose of the evaluation is to supply information that will help KHC |
; management decide whether to continue to decentralize its clinics, and if so, how to

| most effectively make the transition to decentralized management.

| This report describes the decentralization model developed in the Negev district,
the key questions addressed by the evaluation, and the study design. The main
questions focus on the process of implementing the change and on its effects.
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(1) What are the actual changes in the clinic’s authority and responsibilities? What
are the obstacles to implementation, and how can they be overcome so that the

program can be carried out most effectively? What facilitates implementation
of the program?

(2) How does decentralization affect the level of expenditure? Has there in fact
been an increase in efficiency, ie. a decrease in expenditures that did not
detract from the level of service, or alternatively, an improvement in the level
of service without a decrease in expenditures?

(3) How does decentralization affect the clinic staff? Has there been an
improvement in staff satisfaction, motivation, morale, initiative and

responsibility? Are staff more aware of costs? Are staff more sensitive to client
needs?

(4) How does decentralization affect the number of clients enrolled in the clinic and
their satisfaction with the services it provides?

(5) How does decentralization affect other indicators of quality of care in the
clinic? Have there been improvements in structural criteria: physical structure,
equipment maintenance, and level of training; process criteria: availability,

comprehensiveness, and appropriateness of services; outcome criteria: health
status?

In order to answer these questions, a number of research instruments were
developed, including a questionnaire for in-depth interviews with key personnel at
the clinics and at the district management level; a staff survey; a client survey;
and instruments for the analysis of administrative data.

The study design is based on a comparison of two experimental clinics with two
control clinics pre- and post— decentralization in an attempt to isolate the effects
of decentralization from the effects of other changes taking place simultaneously in
KHC. The study will also monitor six additional clinics involved in the process on

a less in-depth basis to obtain insight into the variation in the decentralization
process.

This paper is the first in a series of reports on decentralization models in KHC
clinic. It is intended to help KHC and other organizations planning
decentralization to implement these changes more effectively.
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