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QUALITY POLICY

KEMSA shall ensure and guarantee the quality of health products and technologies
that we procure, warehouse and distributeto our customers by adhering to statutoy
and regulatory requirements and international quality management systems.

We shall consistently meet and endeavour to exceed customer requirement
and expectations in order to support the delivery of quality healthcare to all Kenyans.
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-GLOSSARY OF TERMINOLOGIES

Business Contingency Plan: Pre-defined action plan that is implemented if an identified risk occurs

1. Enterprise Risk Management: Assessment (mapping) of possibility of a specific risk occurring,
analysis of the impact in the event that the specific risk occurs and management of activities to
provide the highest mitigation of in the event of such occurrence to ensure the lowest expenditure
of project resources

2. Issue: This is a risk that has become a reality due to a trigger occurring in real time. Issues must
be resolved before their negative impact get fully realized

3. Order Fill Rate: The percentage of order items that KEMSA manages to supply in full.

4. Order Turn Around Times: This is the time taken from the time a customer order is received by
KEMSA to the time the order is delivered to the customer

5. Risk: An uncertain future event or condition that, if it occurs, has a negative impact on the Au-
thority’s objectives.
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FOREWORD

I am delighted to present to you the KEMSA Strategic Plan 2019-2024 which outlines the vision
and the strategic direction that the Authority has identified to enable it realize its mandate.
The process of formulating this Strategic Plan has provided KEMSA the opportunity to
take stock of achievements and challenges, to determine the strategic direction in light of
opportunities and threats ahead.

The strategic pillars and objectives attest to our commitment to achieve excellence in our core
functions and mandate. We are committed to achieve excellence in procurement, warehousing,
and distribution of quality, affordable Health Products and Technologies (HPTs) to public
health facilities.

In implementing this strategic plan, KEMSA will make a significant contribution towards the
attainment of Universal Health Coverage (UHC). KEMSA'’s role in the success of UHC is the
provision of quality, accessible and affordable HPTs.

Many thanks go to the Government of Kenya, through the Ministry of Health, for its continued
support in the development of this Strategic Plan. I wish to recognize the support accorded
to KEMSA by development partners and USAID in particular for the financial support in the
development of this strategic plan.

I would also like to take this opportunity to offer my sincere gratitude to all who have
contributed towards the formulation of this strategic plan. On behalf of the KEMSA Board
of Directors, I hereby call upon all stakeholders to continue with their support to see this
strategic plan to the end of its successful implementation.

A

Sen. Kembi-Gitura, MGH
Chairman Board of Directors
Kenya Medical Supplies Authority
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EXECUTIVE SUMMARY

Health Products and Technologies distributors and wholesalers in Africa face a complex en-
vironment due to changing consumer demands, stringent government regulations, sub-stan-
dard products and counterfeit medicines. However, HPTs supply chain organizations are
considered a lifeline to the healthcare and life-saving industry since they are required to de-
liver quality products to the right facility at the right time. The changing consumer demands
may likely have an impact on performance of HPTs supply chain organizations and therefore
require strategic and operational responses by these organizations.

This Strategic Plan provides Kenya Medical Supplies Authority as an HPTs supply chain
organization, with a road map of direction towards the delivery of quality services to
the customers. The development of this strategic plan adopted a participatory approach
that ensured the involvement and consultations with the staff of Kenya Medical Supplies
Authority, stakeholders and members of the Board of Directors at different stages. The plan
outlines the vision, mission, core values, strategic objectives as well as targets and action
plan. The strategic plan has six chapters that include an Introduction; Strategic Direction,
Strategic Analysis, Environmental Scanning; Strategic Issues, Objectives and Strategies,
Strategic Implementation Framework and Strategy Control, Monitoring and Evaluation.

Vision Statement
A world class provider of health supply chain solutions that save and transform lives

Mission Statement
To provide reliable, affordable and quality health products, technologies, and supply chain
solutions for improved health care.

Core Values

Customer Focus
Diversity and Inclusivity
Innovation

Integrity
Professionalism

Gl N =

Strategic Objectives

The organization has identified several themes as a guide in its development. To address

these strategic themes, the organization has formulated a number of strategic objectives and

activities:

(i) To ensure a robust financial framework for concrete financial base

(ii) To increase market share from 70% to 90%.

(iii) To have robust physical facilities, internal business processes, systems and infrastrutural
upgrades that support business growth.

(iv) To develop and strengthen strategic alliances and partnerships for improved health sup-
ply chain systems.

(v) To develop a dynamic, transparent and accountable governance structure.

(vi) To ensure intelligent deployment of technologies that will play an important role in
making the healthcare supply chain more effective and efficient.
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Control, Implementation, Monitoring and Evaluation and Reporting

The 2019-2024 Strategic Plan has been designed to facilitate the realization of KEMSA vision
and mission and support accountability in the delivery of the Authority’s mandate. Since
monitoring and evaluation is a critical part of the service delivery process it is necessary to
cascadethe strategic plan to directorates, departments, sections and individuals. This cascading
will then define individual performance targets more sharply. The health sector Monitoring
and Evaluation framework will guide the monitoring and evaluation of the Strategic Plan.
The Finance & Strategy directorate will undertake the monitoring and evaluation through the
Planning and Continuous Improvement department. The monitoring and evaluation reports
will be presented to the Senior Management and the Board through the Chief Executive
Officer quarterly. This will ensure continuous monitoring of progress made by divisions and
departments towards targets.

Budget

Implementation of the report is projected to cost a total of Ksh 20,931,400,000 over the five-
year plan period. Implementation will be within a framework of an Implementation Matrix
(IM) which gives a detailed list of activities deliberately selected to realize strategies that feed
into the key objectives. The IM also gives the Key Performance Indicators, the Output, The
annual targets and responsible office.

The plan further includes Annual Work Plans divided into quarters for the next five years
and an Enterprise Risk Management Matrix that gives an analysis of possible risks and
mitigations.
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“KEMSA is dedicated to provide
reliable, affordable, quality
health products, technologies
and supply chain solutions for
improved health care” =
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CHAPTER 1: INTRODUCTION

1.1 Background Information
The Government of Kenya, through the Vision 2030; Medium Term Plan III, envisions a mid-
dle income industrialized country by the year 2030. The vision states that the role of the health
| sector is to provide “equitable and affordable health care at the highest standards.” The Constitu-
| tion of Kenya, 2010 states that among other rights, every citizen has a right to life, right to the
highest attainable standard of health including reproductive health and emergency treatment.
The Constitution established 47 County Governments and devolved health service delivery
to these governments. County governments manage all aspects of health, including county
health facilities and pharmacies, ambulance services and promotion of primary health care.

Indeed, Sustainable Development Goals No. 3 reads; Ensure healthy lives and promote wellbeing
for all at all ages thereby thrusting the prominence of citizen’s health to the forefront of respon-

As the government agency mandated to procure, warehouse and distribute HPTs to public
health facilities at both levels of government, KEMSA is in a unique position to deliver this
constitutional promise to the people of Kenya even as Kenya strives to meets its obligations
to the global community.

sibilities for all governments.
The health sector policy and strategic direction is guided by the Kenya Health Sector Strategic
and Investment Plan (KHSSP) 2013 - 2018 and the Kenya Health Policy 2014 - 2030. KHSSP
has set “better access to health services” and “improved quality of service delivery” as two desir-
able outputs and has identified the health workforce, infrastructure development and health

‘ products as the critical inputs. Specifically, the Kenya Health Policy has set the following

‘ objectives:
(i) Eliminate communicable diseases.

‘ (i) Reduce and reverse rising burden of NCDs.

| (iii) Reduce the burden of violence and injuries.

(iv) Provide essential health care.

(v) Minimize exposure to health risk factors.

(

vi) Strengthen collaboration with health related sectors.

| The Kenya Health Policy further indicates in its policy framework that HPTs, the mainstay
; of KEMSA’s mandate, is among the high priority policy investment areas (policy orientation)
which will operate to influence outcomes (policy objectives) (Figure 1). KEMSA, therefore,
will play a pivotal role in the health sector.
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Figure 1: Policy Framework for Health: Orientations, Principles, Objectives, and Goal

OUTPUTS

Access to care
Quality of care
Demand for care

Source: The Kenya Health Policy 2014 - 2030

The above objectives have direct implications on KEMSA, as shown in Table 1 below.
Table 1: KHSSP Objectives and their implications on KEMSA

Objective Implication on KEMSA
(i) Eliminate communicable KEMSA must supply the HPTs required to meet this
diseases. objective

(i) Reduce, andreverserising burden | KEMSA must step in to supply the HPTs that may be used
of NCDs. to ease the effects of the NCDs

(iii) Reduce the burden of violence

and injuries KEMSA must be able to supply high quality first aid HPTs

KEMSA must supply the HPTs required to provide

(iv) Provide essential health care. essential health care

Strategic Plan 2019 - 2024



(v) Minimize exposure to health risk | KEMSA required to support facilities by supplying protec-
factors. tive materials such as gloves

(vi) Strengthen collaboration with

health related sectors This is required of KEMSA as a key health sector player

1.2  Situational Analysis: Operating Context

Kenya has made key achievements in Health Products and Technologies (HPTs) during the
life of the KHSSP 2014-2018. Kenya Essential Medicines List (KEML) and Kenya Essential
Medical Supplies List (KEMSL) have been reviewed and updated. The Kenya Essential Med-
ical Laboratory Commodities List (KEMCL) was developed in 2019. The National Medicines
and Therapeutics Committee (NMTC) was reconstituted and the guidelines for medicines
and therapeutics prepared. To strengthen procurement and supply systems in the public
health sector, the following two significant changes that have impact on KEMSA were made:
1. KEMSA was capitalized in 2013 and therefore capacitated to guarantee supply of HPTs

to all county health facilities;
2. The KEMSA Act that establishing it as an Authority was enacted in 2013.

The first change enabled KEMSA to expand its facilities and therefore enhance its operations.
The second change raised the profile of the Authority by granting it semi-autonomy status
from its earlier status of being an agency of the Ministry of Health. It also moved KEMSA
from a push system of supplying health facilities to a more responsive pull system.

In March 2019, the KEMSA Act was amended through the Health Laws (Amendment) Act,
No. 5 of 2019 to make the Authority the only point of call for procurement of HPT's by all pub-
lic health service providers. This amendment states that a national or county public health
facility shall, in the procurement and distribution of drugs and medical supplies, obtain all

such drugs and medical supplies from the Authority subject to: —

(@) the drug being duly registered by the Pharmacy and Poisons Board; and

(b) the drugs and medical supplies meeting the standards of quality and are efficacious as
authorized by the Pharmacy and Poisons Board.

The Government of Kenya (GOK) is committed to implementing Universal Health Coverage
(UHC), as one of her Big Four (4) Agenda, towards socio-economic development that ensures
all individuals and communities in Kenya have access to the quality essential health services
that they need without suffering financial hardship. To achieve UHC, HPTs must reach pa-
tients with their safety and quality guaranteed.

In the long run, UHC is expected to bring health and development efforts together and con-
tribute to poverty reduction as well as building solidarity and trust, aspirations that are also
enshrined in the government development blueprint - the Kenya Vision 2030. A UHC road-
map was developed to guide the implementation of the UHC agenda in the health sector and
the country at large. The pilot phase, being implemented in the year 2018/2019, targets Mach-
akos, Kisumu, Isiolo and Nyeri counties, with a view to draw lessons necessary for scaling it
up to cover the entire country. KEMSA is envisioned to provide a total solution to ensure that
there are no supply gaps during implementation of UHC for the entire country. This strategic
plan aligns strategies, key activities and timelines towards realization of UHC.

KEMSA supply chain activities encompass a range of functions, including product selection,
forecasting, quantification, procurement, warehousing, and distribution, among others. The
Kenya Medical Supplies Authority Act No. 20 of 2013 gives the Authority greater autonomy
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to run its affairs and prescribes the following functions under Section 4 (1):

1. Procure, warehouse and distribute drugs and medical supplies for prescribed pub-
lic health programmes, the national strategic stock reserve, prescribed essential health
packages and national referral hospitals.

2. Establish a network of storage, packaging and distribution facilities for the provision of
drugs and medical supplies to health institutions.

3. Enter into partnership with or establish frameworks with county Governments for pur-
poses of providing services in procurement, warehousing, distribution of drugs and
medical supplies.

4. Collect information and provide regular reports to the national and county governments
on the status and cost-effectiveness of procurement, the distribution and value of pre-
scribed essential medical supplies delivered to health facilities, stock status and on any
other aspects of supply chain system status and performance which may be required by
stakeholders.

5. Support County government to establish and maintain appropriate supply chain system
for drugs and medical supplies.

The Health Laws (Amendment) Act, 2019 No. 5 of 2019 amended the KEMSA Act, 2013 by

introducing Sub-section (3) of Section 4 that states as follows:

“(3) A national or county public health facility shall, in the procurement and distribution of

drugs and medical supplies, obtain all such drugs and medical supplies from the Authority

subject to—

(a) the drug being duly registered by the Board (Pharmacy and Poisons Board); and

(b) the drugs and medical supplies meet the standards of quality and are efficacious as
authorized by the Board (Pharmacy and Poisons Board).

Kenya Medical Supplies Authority Act, 2013 and The Health Laws (Amendment) Act, 2019
serve to grant autonomy and to clarify that the role of KEMSA in the public HPTs supply
chain is significant and critical.

As the standard of living improves, healthcare providers face rising expectations for more
and better quality services. Increased access to information and technology has led to changes
in demand as more customers are using digital solutions to place orders and obtain product
information. Subsequently, for distributors and wholesalers of HPTs to gain a competitive
advantage in Africa, they need to have the ability to innovate and adapt to new regulatory
standards and the distribution requirements of products.

A leading health service provider needs to have efficient processes to deliver affordable and
quality treatment in a cost-effective way. The service provider also needs a deep understand-
ing of the industry and its trends so that the provider can advise its stakeholders, and identify
and collaborate with other strategic players to deliver better solutions to the patients. Addi-
tionally, medicines sold in Africa tend to have a number of quality issues, like ingredients
whose concentrations are either too high or too low, existence of impurities and poor quality
ingredients as well as incorrect labelling in some cases. The presence of these issues jeop-
ardizes the health of a population and, KEMSA is positioned to bridge this quality gap by
ensuring safety HPTs and specifically efficacy of medicines.
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There are several emerging issues relating to health finance that have guided the strategic

outputs for this strategic plan. These include:

i.  Low Health insurance coverage: According to Kenya Household Health Expenditure and
Utilization Survey (KHHEUS) by Ministry of Health (2018), the population with health
insurance cover was 19.9 % (Figure 2). Although there has been improvement in the
health insurance coverage from 9.7% in 2003 to 19.9% in 2018, the reality is that there
remains low penetration of health insurance among the population.

For KEMSA this implies that majority of Kenyans (80%) depend on personal savings, so-
cial support through fundraisings or other forms of borrowing in order to access health
services. These are largely unreliable sources of funds and it therefore means that ma-
jority of Kenyans remain vulnerable in the event of healthcare needs. This majority will
be beneficiaries of the UHC when rolled out throughout the country as a result of which
there will be more pressure on KEMSA to provide timely supplies to the public health
sector.

Figure 2: Trends in medical insurance coverage 2003 to 2018
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Figure 4: Strategic Planning Process: Continuous Monitoring and Evaluation Source: MoH 2018 -
KHHEUS

ii.  No real increases in health expenditure: Government allocation for health is low, thus there
is need for additional mechanisms to increase domestic allocations. According to the
Ministry of Health, the highest combined (County and National Governments) expendi-
ture between was 7.8% in 2012/2013 the lowest was 5.5% in 2013 /2014 (Figure 3). These
allocations to the health sector by both national and county governments were way be-
low the Abuja Declaration of at least 15% of government budgets being directed to the
health sector. This implies that on the overall, funding directed towards the health sector
was only about 50% of the Abuja Declaration.
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Figure 3: Trends in Health Allocations as a Percentage of Government Budget at both Levels of Gov-
ernment Source: National and County Health Budget Analysis FY 2016/17 by the Ministry of Health
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Funding landscape: Even though donor support to the health sector accounts for almost
one third of total current health expenditure, a significant proportion of the financing is
off-budget and targets few major diseases. It is also noted that donor support is declin-
ing in the country.

There has been inefficient management of the multiple funding sources and dependence on donor
and out-of-pocket funding: The current health financing architecture is quite complicated,
with multiple sources of funding contributing to a meshwork of financing agents that are
purchasing services in multiple and overlapping manner.

High inequities in current pooling and management arrangements: Statistics from the Kenya
Household Health Expenditure and Utilization Survey as quoted in Kenya Health Fi-
nancing System Assessment, 2018 (MOH, 2018) revealed that households in the poor-
est wealth quintile predominantly sought healthcare from public health centers (51.4%)
compared to households in the richest quintiles (40%). This could be attributed to de-
liberate government policies to improve the access of the poor to primary healthcare in
public health facilities. Similarly, the dominance of wealthier or employed individuals
among private hospital users is largely due to the factors that facilitate access to private
care, especially access to medical insurance. In Kenya the government has greatly made
strides in correcting this by enabling the general population access to medical insurance
though NHIF.

Reforms in the National Health Insurance Fund: From 2013, the National Health Insurance
Fund (NHIF) has undergone structural changes to make the institution more effective
and responsive to customer needs. In addition to structural changes the following chang-

es have also been instituted; -

(@) Reviewing contributions rates;

(b) Expanding the benefit package to include out-patient cover and new packages re-
lated to addressing non-communicable conditions;

(c) Instituting strategies to enroll more members; and

(d) Implementing the insurance subsidy programme among the poor and vulnerable
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groups. In the FY 2016/17, NHIF provided insurance cover to 160,422 households
under the Health Insurance Subsidy Programme (HISP) and 41,666 Older Persons
and Persons with severe Disabilities (OP & PWSD).

vii. Push for the ring-fencing of health revenues and budgetary allocations: During the Kenya
Health Forum held in March 2018 the health sector stakeholders identified health sector
funding as a priority. The Forum therefore recommended the review the Public Finance
Management Act to ensure the ring-fencing of health revenues and budgetary alloca-
tions at both levels of government.

viii. Enactment of The Health Laws (Amendment) Act, 2019: Grants the Authority leave to be the
official supplier of HPTs to the national and county health facilities.

ix. Existence of a defined benefit package: In 2018 the Ministry of Health released the UHC
Essential Benefits Package (UHC - EBP) which defined the essential benefits package.
The package is the set of health services that all people resident in Kenya are entitled to
receive as part of the road to universal health coverage. Financing its provision has, how-
ever, been left largely to the decisions financing agents. The agents have then supported
the elements of UHC that they prefer to finance. As a result, there is uneven investment
in the capacity to provide the different UHC -EBP services.

x.  High cost of health services: In Kenya, 28% of the people who reported being sick did not
seek care (KHHEUS, 2018). The high cost of services is one of the major barriers that
accounted for up to 19.4% of those who did not seek care in 2018. Further, 4.9% of house-
holds were at risk of impoverishing because of expenditure on health care depleting
household savings and were at risk of falling into poverty (KHHEUS, 2018). According
to WHO, a household faces “catastrophic” health costs if health expenditure is greater
than or equal to 40% of a household’s non-subsistence income.

The 2017 Health Act, Kenya Health Policy (2014-2030) and norms and standards (e.g. HPTs,
HRH, and infrastructure) are offering overall guidance to the health sector in the delivery
of quality care. Counties have established their health service management structures.
Devolution has created an enabling environment for counties to employ more staff & HPTs
which will enhance the health worker population ratio especially in hard to reach areas.

The development and functioning of the LMIS and the use of WhatsApp to follow-up stock
levels have helped to monitor and improve visibility of available stocks. All these have
contributed to increased visibility of essential medicine and supplies at all service delivery
levels.

UHC is one of the Government’s Big Four Agenda and, to achieve it, the security of Health
Products and Technologies is critical because no services can be rendered without the
necessary HPTs. Security of HPTs will require effective and efficient public health supply
chain that can deliver quality HPTs in a reliable and cost-effective way. An increased scope of
commodities is also necessary to support the reviewed KEPH which focuses on responsiveness
to the population needs especially expanding primary care services. Such services include
screening laboratory commodities, as well as coverage for more non-communicable diseases.
In addition, price reduction strategies, prudent commodity management and rational use
will play a greater role in ensuring access to HPTs.
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1.3  Rationale for developing the Strategic Plan

The broad objective of this Strategic Plan is to set overall goals and strategies for the Author-
ity’s business and to develop an implementation plan to execute the strategy. This strategic
plan sets out the direction and ensures that KEMSA works towards a common goal - align-
ing resources for optimal results, prioritizing financial resources and building a competitive
advantage. Since its inception as an authority in 2013, KEMSA has operated with a formal
strategic plan this strategic plan being the second five-year plan.

The ending strategic plan (2014-2019) paves way for another five-year Strategic Plan that will

guide the Authority’s operations from 1 July 2019 to 30" June 2024. The Strategic Plan is

aimed at aligning KEMSA with the devolved system of government in light of the country’s

health sector context and the imminent roll out of the UHC. The overall goal is to ensure that

public health facilities optimally receive adequate health products and technologies. KEMSA

has to re-configure its business model by putting systems and structures in place to ensure

it had the requisite capacity and versatility to operate in a vastly different consignment

distribution model. The role of KEMSA’s national and regional depots is to ensure availability

of reliable, quality, and affordable health products & Technologies as per the national essential

commodities lists for pooling by the counties and public health facilities and institutions.

The rationale for this document includes, but not limited to, helping KEMSA to:

- Build stronger relationships with county governments and the wide variety of stakehold-
ers through participatory engagement.

- Have a strategic direction with a clear road map.

- Build teamwork, cohesion, and expertise amongst its staff.

- Bring coherence to different parts of the organization, ensuring that the operations of
KEMSA are pulling in the same direction.

- Mobilize and prioritize resources to achieve the Authority’s mission.

- Have sustainable growth and increase stakeholders” value for money.

- Have firm presence and guarantee competitiveness in the market.

- Ensure stakeholders know where KEMSA wants to be in the next 5 years.

- Create a responsive and commercial culture throughout the organization.

1.4  Strategic Planning Process

The success of any organization does not come by chance; itis a result of consistent and focused

hard work by Board members, management and the entire staff. Strategic planning involves

stepping back from the day-to-day operations and asking where the business is headed and

what its priorities should be. Strategy is essential in providing corporate direction and focus

through specifying how the Authority moves from its present position to its desired future.

It is clear that KEMSA seeks to create a Strategic Plan that meets its stakeholders” needs and

expectations in light of the market realities and trends. The development of the strategic plan

was highly participatory. The following terms of reference provided responsibilities for the

consultant in the development of this strategic plan: -

(i) Critically analyze its current performance through evaluation of its governance, institu-
tional, relational, business approach and processes.

(ii) Describe and document its desired future performance to meet the demands of the
county governments and other stakeholders under the devolved system of governance.
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(iif) Coordinate development of clear strategic objectives and investment areas for the stra-
tegic period based on the description of the desired future.

(iv) Determine resource requirements to implement the plan: costed by objective and invest-
ment areas.

(v) Organize and facilitate subsequent workshops for further elaboration of the strategy (re-
lating to identification of priorities, developing the results chain, and theory of change).

(vi) Coordinate development of annual implementation matrix (plan) to execute the stra-
tegic plan in phases with clear milestones and timelines. The plan will include key activ-
ities that mitigate against strategic risks identified.

(vii) Coordinate development of and review the current risk statement and risk appetite

(viii) Coordinate development of a Monitoring & Evaluation framework.

In order to achieve these objectives, a robust interactive methodology was used with set
milestones to be achieved against corresponding timelines. This was made possible through
analyzing and understanding of the mandate, functions, and policies of KEMSA; analyzing
the current organizational structure in order to give a snapshot of how KEMSA departments
interface. In conducting this assignment, the consultant used systems thinking approach to
planning which has been proven to deliver results in sustainable ways. The approach raised
key systems thinking questions like; Where are we today? Where do we want to be? How do
we get where we want to be? How will we know when we get there? What will/may change
in the environment during our journey of getting where we want to be? What risks do we
foresee? For the identification of the Authority’s priority areas and to determine its strategic
objectives, some steps were followed, as summarized below.

(a) The first step of the strategic planning process was to conduct desk review and to collect
information from key stakeholders. Data collection tools (questionnaires and interview
guides) were developed and used to thoroughly review various aspects of KEMSA as an
organization. This step helped in creating the vision and mission statements as well as
core values. This phase of the process allowed KEMSA Board and Management to clarify
what the Authority is trying to achieve (vision) and articulate why it exists (mission).
Throughout the planning processes, the context within which KEMSA operates and how
the future is likely to unfold under the changing environment were taken into consider-
ation.

(b) The second step involved environmental scanning and intensive strategic analysis,
touching on political, economic, socio-cultural, technological, ecological and legal (PES-
TEL) factors. It also included identification of strengths, weaknesses, opportunities and
threats (SWOT), and both internal and external stakeholder analysis. Careful stakeholder
mapping was undertaken to determine the stakeholders’ roles in the strategic planning
process for early buy-in and successful implementation. This was an intensive exercise
which identified the key areas of KEMSA operations that may need targeted resources
as well as opportunities or opposing environmental factors that could affect strategy
implementation.

(c) The third step focused on strategic gap analysis to answer the question: “Where are we
compared to where we want to be?” This part of the process looked at KEMSA vision
which was guided by the analysis of where the Authority wants to be by June 2024, com-
paring this with where the Authority currently is. The analysis was done in light of the
strategic issues evident in KEMSA. All areas were identified and targeted for strategy
through the gap analysis process. The fourth step was grouping the strategic issues into
thematic areas and developing both strategic objectives and corresponding strategies.
The planning process adopted offers KEMSA an opportunity for periodic reviews.

Strategic Plan 2019 - 2024 n



This Strategic Plan is expected to be inspirational and valuable to all KEMSA stakeholders.
Strategy implementation process is continuous and adopts constant monitoring and taking
corrective actions. In addition, as KEMSA grows and changes, so will the various strategies.
Existing strategic issues will change and new ones will emerge during the plan period. Figure
4 constitutes part of the continuous process of improving the Authority’s operations in an
effort to attain and exceed organizational strategic objectives and strategies.

ENVIRONMENT STRATEGY STRATEGY STRATEGY
SCANNING FORMULATION IMPLEMENTATION MONITORING &

EVALUATION

A

Y Y

1.5 Review of KEMSA 2014-2019 Strategic Plan

In 2014, KEMSA released the five-year KEMSA Strategic plan 2014 -2019. The expiring Stra-
tegic Plan laid out the vision, mission, goals and priorities of KEMSA for the five years of
its operations. This was the first strategic plan after devolution of the country’s governance
structure. After three years of implementation of the plan, the Authority carried out a mid-
term review of the plan to assess the progress made in the implementation of the plan and
document whether the Authority was achieving the set objectives. Key focus areas of the
review were the systematic analysis of operation data for various outputs and outcomes;
analysis of the budgets and finances and analysis of the implementation arrangements.

The Midterm review noted that major progress was made in the area of warehousing con-
struction, procurement and sales. Although progress was made in strengthening the Medi-
cal Commodity Program (USAID-MCP) through provision of critical inputs, there remained
need to strengthen intra-sectoral collaboration. The review also noted areas in which KEMSA
was lagging behind and these were: debt collection; procurement of brands and specialty
products; development of regional distribution centers; preparation of accurate demand fore-
casting; and decline of profits from core business.

In the 2014-2019 Strategic Plan, KEMSA had identified four strategic outcomes as the critical
success factors in achieving its corporate mission. They incorporate all of KEMSA’s opera-
tions, from supply chain to financial management and human resources. The Plan comprised
strategic objectives are logically organized and aligned with these four strategic outcomes as
summarized below:
Overall Goal: Expand market share, enhance customer satisfaction and strengthen KEMSA's
financial performance and sustainability
Outcome 1.0: Demand for KEMSA commodities and services increased

SO 1.1: Develop and strengthen strategic alliances and partnerships

SO 1.2: Increase market share in existing markets

SO 1.3: Develop new markets for existing products

SO 1.4: Broaden product range

SO 1.5: Enhance commercial performance

SO 1.6: Improve marketing communication

SO 1.7: Strengthen the supply chain management capacity for county and facilities

SO 1.8: Improve customer retention

SO 1.9: Reposition SSD as an SBU and build its capacity

SO 1.10: Strengthen debt management
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Outcome 2.0: KEMSA maintains optimal stock levels
SO 2.1: Strengthen selection, demand forecasting and quantification
SO 2.2: Align procurement plans, processes and systems to customer demand
SO 2.3: Strengthen QA processes and systems throughout the supply chain
SO 2.4: Strengthen inventory management processes and systems

Outcome 3.0: Customer needs are met efficiently
SO 3.1: Strengthen customer service capacity
SO 3.2: Improve order processing and delivery
SO 3.3: Enhance inter-departmental collaboration and communication
SO 3.4: Improve operational performance management
SO 3.5: Improve customer relationship management
SO 3.6: Enhance national and regional presence

Outcome 4: KEMSA has in place a dynamic, efficient and sustainable institutional gover-
nance and management system

SO 4.1: Enhance KEMSA governance

SO 4.2: Enhance KEMSA human capital management

SO 4.3: Enhance KEMSA capitalization and financial management

SO 4.4: Strengthen enterprise risk management

SO 4.5: Develop capital and operational infrastructure to support KEMSA business

S0 4.6: Support KEMSA management systems, processes via automation and innova-

tion
SO 4.7: Strengthen corporate security management

KEMSA'’s Performance Management framework revolved around the Authority’s strategy to

achieve its core strategic objectives. The Authority continued to use this framework as a plan-

ning, communication, and management tool. KEMSA’s goal feeds into the broader health

sector strategic objectives as stated in the Kenya Health Sector Strategic and Investment Plan

(KHSSP) that focuses on implementation of a broad base of health and related services which

will impact on health of persons in Kenya. KEMSA activities were defined at the impact,

outcome, output and input levels to assure a logical link across the sector. During Strategic

Plan Revision in May 2017 the following major changes that had taken place since the devel-

opment of the strategic plan were identified:

(i) Drought and prolonged health workers’ strikes leading to lower sales and higher stock

levels

(ii) Enactment of the Public Procurement and Asset Disposal (PPAD) Act 2015. Some of the
consequences of this Act include: faster awarding due to discontinuation of tender com-
mittees; additional inflexibility as prices could not be varied within 12 months; more re-
sponsibility to head of procurement and CEO; and implications on organizational struc-
ture

iii) Awarding of the USAID/KEMSA MCP

iv) Purchase of Embakasi Supply Chain Centre site

v) Construction of Both Warehouse and Office Block at the Purchased site

(
(
(
(vi) Government Big 4 Agenda: UHC rollout
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An initial review was carried out on the implementation of Year 1 and 2 strategic plan and a
final review was carried out as part of preparation of this plan. The activities were grouped
into three categories - “Fully Implemented”, “Partially Implemented” and “Not Implement-
ed”. These terms were equated to the following grades:

“Fully Implemented” = Good (70 to 100%), Very Good (>100 but <130%) or Excellent
(>130%)

“Partially Implemented” = Fair (50 but <70%)

“Not Implemented” = Poor (<50%)

The general implementation of activities was high, with 97% of the activities categorized as
either “Fully Implemented” at (69%) or “Partially Implemented” at (28%) (Figure 5).
Figure 5: Performance of KEMSA 2014-2019 Strategic Plan

chi
%
B Achieved
m Partly achieved
Not achieved

Source: Internal Analysis of Performance of KEMSA 2014-2019 Strategic Plan
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CHAPTER 2: STRATEGIC DIRECTION

21 Establishment of KEMSA
KEMSA transitioned from its previous status as the Kenya Medical Supplies Agency through

the KEMSA Act of 2013. The Act gave KEMSA greater autonomy to run its affairs with clearly
defined functions. The Act also ensured the Authority’s functions were in tandem with the
functions of devolved governments established under Article 176 of the Constitution and
Section 67 of the Health Act, 2017. The Act further provided a framework through which
KEMSA can collaborate and work with county governments. The Act mandates KEMSA to
plan, procure and distribute drugs and other medical supplies to public health facilities.

The Health Laws (Amendment) Act, No. 5 of 2019 amended the 2013 Act to provide
for collaboration between the KEMSA and County Governments. The Health Laws
(Amendment) Act further provides that national and county health facilities would refer to
KEMSA for their drug and medical supplies needs.

2.2 Vision

KEMSA intends to continue pursuing its current dream of “being a leader in innovative health

supply chain solutions that support better health service delivery”. The revised vision of the
Authority is :

“A world class provider of health supply chain
solutions that save and transform lives”.

2.3 Mission Statement

This statement of purpose expresses Authority’s reason for existence. The statement herein
below sets out KEMSA mission:

“To provide reliable, affordable and quality health
products, technologies, and supply chain solutions for
improved health care”.
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2.4 Core Values

1.

2.

3.

4.

5.
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The Authority is committed to nurturing the following core values: -

Customer Focus: We pay attention to our customer needs. We value our customers and
treat them with dignity. We are passionate about customer delight.

Diversity and Inclusivity: We respect different views and cultures. We treat people fairly
and equally.

Innovation: We continuously look for and adopt creative ways of working to serve our
clients and sustainably improve KEMSA’s overall performance.

Integrity: We maintain high ethical standards, value honesty, accountability, transparen-
cy, and operate in ways that build trust within and outside KEMSA.

Professionalism: Our staff have the requisite knowledge skills and attitudes to maintain
highest levels of performance. We are committed to empowerment of our staff.

2.5 Core Functions (Goals of Operation)
Overall Goal: “Innovation and excellence for expanded market share, enhanced customer satisfac-
tion, strengthened financial performance & sustainability”

.. Your partner of choice..........

KEMSA's areas of operation have been built on the thrust and experiences of the expiring
Strategic Plan. These areas of focus are actualized through key pillars (goals) that include:

1.
2.
3.
4.
5.

6.

Financial Stewardship: Strengthened financial and risk management.

Customer Focus: Efficiently meet Customer needs for enhanced customer satisfaction.
Internal Business Processes and Systems: Improved internal systems through digital
solutions.

Strategic Partnerships: Selection and cooperation with strategic partners for attainment
of mutually beneficial goals.

Leadership and Governance: Dynamic and efficient leadership, governance and manage-
ment.

Innovation and technology: Intelligent deployment of technologies that will play an im-

portant role in making the healthcare supply chain more effective and efficient.
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2.6 KEMSA Organogram to Deliver the Strategy
The organization structure at the time of preparing the Plan was as shown in Figure 6. KEMSA will continuously carry out its staffing
needs during the plan period to determine adjustments, if any, needed for optimal performance and growth.
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CHAPTER 3: STRATEGIC ANALYSIS/ENVIRONMENTAL SCANNING

Organizations that do not adequately adjust to meet their environmental challenges easily
experience problems posed by environmental changes. The need to chart out a path for the
future requires a critical evaluation of the key factors, both internal and external, that will
impact on the operations of the organization. Strategic analysis and environmental scanning
is critical in the strategic planning process as it clarifies the context within which an organi-
zation operates. This analysis was achieved through the process of identifying the organiza-
tion’s strengths, weaknesses, opportunities and threats (SWOT).

The SWOT analysis discussed in this chapter is presented under the following sub-head-
ings; best practice in pharmaceutical supply chain; internal analysis, external analysis and
stakeholder analysis. While the external and competitive environments have implications for
the organization in the form of opportunities and threats, the internal environment anchors
the organization’s strengths and weaknesses. The external environment comprises of devel-
opments in both the organization’s macro (remote) environment and the micro (immediate
operating) environment. The competitive environment describes the industry dynamics in
which the organization is competing.

3.1  Best Practices in Health Supply Chain

The HPTs sector plays a crucial role in economic growth and social welfare of any country.
In the present context of a health-conscious society, management of HPTs supply chains has
become more complex and requires the participation of different stakeholders. Examples
of such stakeholders are; HPTs manufacturers, wholesalers, distributors, service providers,
customers, information service providers, and regulatory agencies. Over the last decades,
increasing globalization and supply chain complexity have posed risks to pharmaceutical
safety. Ultimately, this safety concern has negatively affected businesses and, most
importantly, patients. Limited research is available in the area of HPTs supply chains, yet it
involves life-saving interest of human beings. In order to succeed in the global and volatile
market, strategic planning is very important. This plan aims to find the gaps in strategic
issues of supply chain management in the HPTs sector in Kenya.

Effective health supply chain management involves the procurement of raw materials,
conversion of these materials into finished products, inventory management, and the
distribution of those products. Like for any other industry, the effective supply-chain
management is particularly important for the pharmaceutical industry. The industry must
seek ways to reduce costs and maintain regulatory compliance and quality and safety
standards in addition to normal supply chain challenges.

The goal of the Kenya Health Policy 2012-2030 is to attain the highest possible standard of health

in a responsive manner. The overall objective the same Health Policy is to attain universal

coverage of critical services that positively contribute to the realization of the policy goal. The overall

objective of Kenya Health Policy 2012-2030 is in tandem with the third goal of the Sustainable

Development Goals which seeks to Ensure healthy lives and promote wellbeing for all at all ages.

The goal and overall objective of the Kenya Health Policy 2012-2030 therefore thrusts KEMSA

right into the centre of the Ministry’s efforts to realize the health sector policy.

The following common gaps are relevant to health supply chain organizations: -

(i) Global quality standards -possible counterfeit and substandard products from the
chain
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Inventory management
Development of new product portfolio
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iv) Process development
v)  Healthcare reforms and capacity planning
i) Network and plant designs

Throughput and development management

Outsourcing logistics activities - including reverse logistics
ix) Implementation of e-business processes

x)  Performance management

i) Others include; -

(a) insufficient funding,

(b) lack of incentives for maintaining stocks,

(c) inability to forecast accurately,
(
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d) inefficient distribution systems and

e) pilferage of medicines and other products from the health facilities for private
use, leading to the low availability of quality and affordable medicines that are
required especially in primary healthcare.

The effectiveness of KEMSA strategy depends mainly on the identified strategic issues.
Sustainable competitive advantage requires capabilities that provide enduring benefits
and are not easily copied by competitors. The health supply chain sector players should
benchmark their performance against other sectors and adopt similar best practices for
improved performance.

It is important to mention that health supply chain decisions are subject to considerable risks.
Health supply chain and its effective utilization under uncertain and dynamic environment,
is a major challenge for the HPTs sector. For KEMSA to successfully protect itself against
these risks, proactive supply chain security must deliver actionable intelligence to mitigate
those risks. In pharmaceuticals, the most serious consequences of risks are those that affect
patient safety. Adverse patient reactions can range from minor to as severe as death. Other
consequences include drug recalls, and stolen drugs can compromise accuracy of volumes of
the actual drugs consumed. In general, KEMSA operations can incur daunting costs, such as
revenue loss, recall costs, legal costs for damage to health or life and regulatory fines.

3.2  Internal Analysis

Key highlights per department/function:

Major achievements between 2013 and 2019 against the set targets.

Annex 3 gives a summary of achievements of the targets throughout the five years of the

completed Strategic Plan. The column headed Best Ever performance during the period gives

the achievement during the fourth quarter of the fifth year of the retired SP or the best ever

performance if fourth quarter of the fifth year is unavailable. The column headed Achievement

rating as a %age indicates the average achievement for each targets over the plan period for

zero-based targets or the maximum achieved over the plan period for cumulative targets.

The comments are grades based on the Performance Contracting Guidelines for the FY 2018/2019

for Semi-Autonomous Government Agencies (SAGA) (2017);

1. Excellent: Achievement ranging from 130% to 200% of the performance target;

2.  Very Good: Achievement ranging from 100% to less than 130% of the performance
target;

3. Good: Achievement ranging from 70% to less than 100% of performance target;

4. Fair: Achievement ranging from 50% to less than 70% of the performance the target; and
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5. Poor: Achievement ranging from 0% to less than 50% of the performance target.
Overall KEMSA achieved 88% of the retired plan. This was good performance.

3.3  External Analysis

KEMSA is operating in a highly dynamic environment that has the potential to impact on
its effectiveness and efficiency. These include political, economic trends, socio-political
dimensions, technological, ecological and legal (PESTEL) changes. KEMSA strategy provides
direction for the next five years to achieve the desired output against a changing environment.
A summary of some of the major developments in the external environment that impacts on
the Authority is provided below.

3.3.1 Political Factors
Kenya has two governance levels; National and County governments. Over the years, the
country has enjoyed political stability and goodwill, with support from national political

leadership. Table 2 provides a summary of significant political factors that will influence
KEMSA operations.

Table 2: Key political factors and their implication on KEMSA

Political Factor Implication on KEMSA

1. That Kenya has a stable political outlook, | KEMSA services will continue being required
making expectations higher

2. Universal Health Coverage (UHC) as one of | Will put pressure on KEMSA to raise speed of

the current government’s Big 4 Agenda response to customer orders and will increase
demand for HPTs and therefore revenue for
KEMSA

3. There is competitiveness and occasional | May adversely affect health services delivery
power struggles at different political organs
- County versus National level; Senators
versus Governors, Members of National
Assembly versus Senators Members of
County Assembly Vs Governors.

4. Population movement to county headquar- | Will create higher demand for health services

ters - seeking employment opportunities at the county headquarters which is easier to
deliver while reducing demand at the rural
facilities

o1

Civil rights organizations - an increase in | KEMSA to be more accountable and responsive
clamor for more space not only to be heard,
but also direct involvement in some of the
national affairs

6. Occasional heightened tension or politically | KEMSA will be prepared to use security forces
motivated violence driven by the political | and vehicles/crafts for delivery of HPTs during
class based on negative ethnicity - leading | such times.

to insecurity in some counties
Pressure on KEMSA to respond to emergency

situations
7. Political instability in some neighboring| May increase number of refugees and raise de-
counties mand for KEMSA services
8. Support to local manufacturing Procurement turnaround time may be reduced
9. Support to local suppliers through AGPO May affect quality of service and lead time

Strategic Plan 2019 - 2024



3.3.2 Economic Factors

Health care financing is a critical element of the social and economic development of a country.
An appropriate health financing mechanism will enable the health sector to ensure access
to quality and affordable health care. Kenya has been faced with the challenge of raising
adequate resources to finance its health system.

According to the National and County Health Budget Analysis FY 2016/17 by the Ministry
of Health, the total National Government budget allocation to health, has been an average of
3.87% over the three-year period between 2014/2015 and 2016/2017. During the same period
the total County Government budget allocation to the same sector has been an average of
23.37%. The average budget allocation, that is, the proportion of the combined discretionary
public budget allocated to health by national and county governments during FY 2016/17
was 7.6%. This was below the pre-devolution level of 7.8 percent and way below the Abuja
declaration target of 15% (Figure 2 under Situational Analysis: Operating Context).

Table 3: Trends in budget allocation to health by National and County governments
2014/15 2014/15 2014/15 2015/16 2016/17

Year

% of National Budget going to the Health Sector
from both National and County governments

Source: National and County Health Budget Analysis FY 2016/17 by the Ministry of Health

7.8 55 7.5 7.7 7.6

Table 4: Key economic factors and their implication on KEMSA
Implication on KEMSA
Wider pool of suppliers through AGPO

Economic Factors

1. Government’'s move towards supporting
youth entrepreneurship to spur invest-
ment

N

The middle class GDP has been improv-
ing and is expected to move even higher

(@) More of the population will seek services
from faith based and private service pro-
viders which may increase demand for
KEMSA services.

(b) Contributions for NHIF will increase
creating a bigger pool of funds for re-
imbursement of facilities in the health
sector and therefore payment for KEMSA
services

The country has experienced improved
infrastructure

Some of these improvements include roads, stan-
dard gauge railway, fiber optics, facilities etc.
These make distribution, communication and lo-
gistics easier for KEMSA

Inflation rate has fluctuated between
5.72% in 2014 and 4.69% in 2018 peaking
at7.7% in 2017.

While there have been fluctuations it has been
below 8% over the last six years indicating stabil-
ity in the business environment for KEMSA

Occasional strikes by health sector em-
ployees clamoring for higher pay and
better working conditions

Disruption of service which may lead to expiry
of HPTs

Fluctuation of the Kenya Shilling result-
ing in fluctuations in exchange rates

Unpredictable cost of supplies and, therefore, in-
come for KEMSA

GDP grew from 4.9% in 2017 to 6.3% in
2018

Implies better availability of funds for the health
sector and, therefore, KEMSA
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Economic Factors Implication on KEMSA

8. National Health Insurance Fund (NHIF) Impacts on KEMSA funding since service pro-
challenges in healthcare financing viders that depend on NHIF may not clear their
debts

9. Inequitable distribution of resources and a | Pressure on KEMSA to deliver HPTs
rising Gini coefficient (index or ratio).

10. Favorable economic environment to grow | KEMSA business also depends on business envi-
business ronment hence opportunity for growth

11. Increased health budget expenditure due Increased demand for KEMSA services
to UHC.

3.3.3 Social-Cultural Factors

In 2017, The Kenya National Bureau of Statistics indicated the total population of Kenya
stood at 46.7 million people up from 36.8 million in 2007 and 8.1 million in 1960, changing
462% during the last 50 years. According to KNBS, the population of Kenya represents 0.60%
of the world’s total population which arguably means that one person in every 168 people on
the planet is a resident of Kenya. The increasing population growth rate, currently at 2.7%,
impacts on both the supply and demand for resources and KEMSA’s operations.

Key socio-cultural factors and their impact on KEMSA are shown in Table 3 below.

Table 5: Key socio-cultural factors and their implication on KEMSA

Socio-cultural factors Implication on KEMSA

1. Effects of HIV/AIDS, Malaria, KEMSA must source for relevant and effective HPTs
Tuberculosis and occasional outbreak | for existing diseases and be ready to respond effectively
of communicable diseases upon an outbreak

2. Effects of non-communicable chronic | High and increasing burden on KEMSA to respond to
conditions the management requirements of these conditions

3. High poverty levels High burden of diseases associated with low income
areas resulting in high demand for KEMSA HPTs

4. Literacy levels improving 1. Improved health seeking behavior

2. Better utilization of HPTs

5. Effects of globalization and a liberal | Democratization brought about by liberalism catalyzed
society with a myriad of moral issues | by alternative media (social media) will call for KEMSA
and extremisms to be vigilant of any negative information that may end

up in social media

3.34 Technological Factors

The rapid and continuing growth and development of technology, especially information
and communication technologies (ICT), is beginning to have a major impact globally. This
provides KEMSA with great opportunities. The effective use of new technologies offers ways
in which the quality, effectiveness, and in particular, the flexibility of services can be im-
proved. It also provides for major improvements in organizational administration by using
intranet technologies to capture data, simplify processes and deliver support materials to
clients. The factors and their effects on KEMSA are captured in Table 4 below.
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Table 6: Key technological factors and their implication on KEMSA

Technological characteristics Implication on KEMSA

1. Digital era with the opportuni- KEMSA may use this to ease payment process.
ties related to money transfer.

2. Use of enterprise resources plan- | KEMSA already has an ERP among other management
ning (ERP) systems which needs revamping

3. Use of social media as a tool for KEMSA can use its social media accounts for informa-
communication and publicity tion, campaigns, or to “set the record straight” in the
event of negative publicity

4. The obsolescence of print media | KEMSA to take this chance to manage its costs through

and literature policies that support to use of electronic media
5. Functioning of e-commerce KEMSA may need to embrace internet-based transac-
tions

3.3.5 Ecological Factors
The following are factors related to the environment that may affect KEMSA operations.

Table 7: Key ecological factors and their implication on KEMSA

Ecological Factors Implication on KEMSA

1. Laws on disposal of expired com- | KEMSA must invest in compliant disposal methods
modities and the environment

2. Need for good corporate social | Improve brand image through positive contribution to
responsibility undertakings society

3. Statutory requirements of renew- | KEMSA may need to invest in renewable/sustainable en-
able energy ergy and other resources such as water

4. Climate change May hinder access to facilities during heavy rains

3.3.6 Legal/Regulatory Factors
Table 8: Key legal (Including regulatory and policy) factors and their implication on KEMSA

Legal/Regulatory Factors Impact on KEMSA

1. Impact of Constitution of Issues of health as a human right brings pressure to bear on
Kenya (2010) public health service providers and, therefore, to KEMSA

2. Provision of KEMSA Act, 2013 | Grants KEMSA an expanded mandate and an opportunity
and Health Amendment Act | to streamline its operations in terms of efficiency

of 2019
3. Compliance with labour laws | KEMSA must ensure compliance with all the labour laws

4. Product regulations as pre- KEMSA must ensure compliance with the PPB Act Cap.
scribed by the Pharmacy and | 244
Poisons Board

34  SWOT Analysis

KEMSA internal and external analyses revealed several strengths, opportunities and strategic
gaps. After interrogating the Authority’s internal and external environments, a list of the
main Strengths, Weaknesses, Opportunities and Threats was generated as follows:
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Table 9: Strengths and weaknesses

Strengths Weaknesses

1.  Effective leadership and good corporate 1. Stock outs of some HPTs

governance o o .
2. Strong collaboration with Strategic part- 2. Centralization of distribution leading to
ners. slow response rate.

3. Efficient ICT Systems 3. Debt management

4. Efficient distribution network and pres- 4. Long Turn Around Times of HPTs deliv-
ence across the country eries
5. Strong capital base 5. Sub-optimal performance in some inter-
6. Availability of quality, reliable & Afford- nal processes
able HPTs at KEMSA
7. Strong corporate brand 6. Limited product range.

8. Scalable business model

Table 10: Opportunities and Threats
Opportunities Threats

1. Universal Health Coverage (UHC) increas- | 1. Political interference
ing demand for KEMSA goods and ser-

vices 2. Reducing support in the country from de-

velopment partners

2. Partnerships with development partners Negative media publicity
3. Un-met market needs - .
Competition from industry players.

4. Enabling legal f k
nabling legal trameworks Change in laws and regulations;

A

Delayed payments by some stakeholders
affecting service delivery

3.5 Stakeholder Analysis

Stakeholders are an integral part of the day-to-day operations of KEMSA. An understanding
of who the stakeholders are and what relationships exist between them and KEMSA is im-
portant because the satisfaction of their interests is key to the success of the Authority in the
achievement of strategic objectives. Tables 11 and 12 show the list of stakeholders and their
relationship with KEMSA.
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CHAPTER 4: STRATEGIC ISSUES, OBJECTIVES AND STRATEGIES

This part of the Strategic Plan identifies Strategic Issues that KEMSA has to address in order
to realize and experience its vision and mission respectively.

4.1 KHSSP 2018-2023 Health Products and Technologies Key outputs

The KHSSP 2018-2023 Health Products and Technologies Key outputs form the basis for the
formulation of strategic objectives and strategies for KEMSA. These key outputs are issues
that the Authority needs to deal with expeditiously and effectively in order to have impact,
grow and prosper.

The KHSSP 2018 - 2030 has the following Key Outputs for Health Products and Technologies.
These issues have been analysed and appropriate actions recommended for KEMSA to take; -
1. Increased capacity and access to all health commodities

2. Enhanced quality of all health commodities

3. Prudent management of health commodities.

4. Enhanced support supervision for health commodities

Key output 1: Increased capacity and access to all health commodities:

Key Action area:

(i) Increase budgetary allocation to KEMSA to enhance supply of essential HPTs to meet
Universal Health Coverage needs.

(ii) Expand HPTs list to incorporate new commodities e.g. commodities for chronic diseas-
es such as cancer chemotherapy medicines, protective wear for chemotherapy, dialysis
commodities, laboratory screening commodities, implants etc. in line with reviewed Na-
tional Benefit Package for Health NBPH.

(iii) Enforce compliance to guidelines in terms of purchasing, prescribing and dispensing of
antimicrobials.

(iv) Streamline process of reviewing and releasing marketing authorization for new antibiot-
ics that address priority infectious diseases in the country.

(v) Negotiate medicine prices between the Ministry of Health and the pharmaceutical com-
panies to reduce the cost of medicines and other health commodities.

(vi) Ensure adherence to Section 155 of the PPDA Act 2015 that provides preference for local
manufacturers to reduce cost of commodities.

(vii) Ring-fence health commodity funds at county level through review of the PFM Act 2012
and have counties deposit commodity funds through KEMSA for drawing rights.

(viii)Make use of WHO intellectual property (TRIPS) provisions under the Industrial Proper-
ty Act to increase access to medicines and health commodities.

Key Output 2: Enhanced quality of all health commodities

Key Action Areas

(i) Conduct Good Manufacturing Practices (GMPs) inspections at manufacturing sites both
locally and externally.

(ii) Carry out quality control testing.

(iii) Intensify pharmacovigilance (reporting of poor-quality commodities and adverse reac-
tions enhanced) including antibiotics.

(iv) Post-market surveillance for selected life-saving commodities, including antibiotics on a
regular basis.
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(v) Improve end user storage capacities to support product quality by enhancing storage
infrastructure, e.g. cold chain for vaccines; fridges and storage buildings;

(vi) Establish track and trace mechanisms for HPTs by establishing GS1 standards for HPTs.
This will improve patient safety regarding counterfeits, substandard and falsified med-
icines.

Key Output 3: Prudent management of health commodities
Prudent management of health commodities is required to minimize wastage through
pilferage and expiries.

Key Action Areas

(i) Continuous integrated capacity building for health commodity management for all per-
sonnel handling health commodities.

(i) Minimize percentage stock outs and expiries in health facilities.

(iii) Develop guidelines and training modules for antimicrobial stewardship programmes
(ASP) in hospitals and community settings to support appropriate use of antimicrobial
agents.

(iv) Establishment of antimicrobial stewardship programmes in 47 counties and national re-
ferral hospitals.

(v) Digitalize the commodity supply chain for efficiency.

(vi) Implement end-end visibility of the HPTs supply chains through value added networks
(VAN).

Key Output 4: Enhanced supportive supervision for health commodities

Key Action Areas

(i) Supervision and monitoring on rational commodity use, stock management to enable
redistribution of excess commodities across facilities within a region/county.

(ii) Support commodity security mechanisms at national and county level, e.g. Commodity
Security TWGs and ICCs.

(iii) Perform HPTs supply chain audits.

(iv) Provide mentorship for antimicrobial stewardship and antimicrobial resistance surveil-
lance

4.2 Strategic issues

In order to achieve the above key outputs, KEMSA must initiate innovative strategies to

address the following critical strategic issues:

1. Affordability of Health Products and Technologies: KEMSA will put in place mecha-
nisms that will guarantee affordable HPTs.

2. Universal Health Coverage: KEMSA to ensure consistent availability of quality, afford-
able HPTs in line with the UHC benefit package.

3. Market Development: KEMSA will pursue untapped markets through market segmen-
tation, targeting and positioning.

4. Strategic Partnerships: KEMSA will pursue strategic partnerships with key stakeholders,
especially county governments and development partners. KEMSA will also strengthen
systems (upstream and downstream) as well as have real-time linkage and strengthened
partnerships with counties. In addition KEMSA, will synergize expertise and establish
joint ventures and increase representation at the county level.

5. Innovative Strategies: KEMSA will identify innovative approaches and best practices to
address emerging customer needs.
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10.

11.

12.

13.

14.

15.

16.

4.3
The

SN o A

4.4

Order Management: KEMSA will identify strategies to streamline order processing for
improved order turnaround times and order fill rate.

Strategic Positioning Initiatives: KEMSA will develop strategies to position itself as the
Supplier of choice as well as employer of choice.

Internal Processes/systems & Supply Chain Operational Efficiency: KEMSA will de-
velop strategies to improve the effectiveness and efficiency of its internal processes.
Leadership and Governance: KEMSA will build capacity for growth and expansion; cre-
ate a positive corporate image; create a culture of continuous learning and improvement,
and ensure business continuity.

ICT (ERP) Capacity: KEMSA will invest in new value-adding technologies and innova-
tions available in the market.

Enterprise Risk Management: KEMSA will have a robust risk identification and mitiga-
tion framework as per the relevant standards.

Financial Stewardship and Management: KEMSA will put in place a robust accounting
and financial management system on credit management and resource mobilization.
Human Resource Management: KEMSA must implement strategies to attract and retain
talent to ensure continued business success.

Performance Management: KEMSA will put in place strategies to improve on com-
petitiveness, financial capacity; research & development; focus on organizational per-
formance and develop a mechanism for performance management and promote evi-
dence-based decision-making.

Customer Experience: KEMSA will develop strategies to enhance customer experience
through decentralization, product diversification and expansion.

Corporate Image: KEMSA will develop strategies that enhance the KEMSA brand.

Strategic Pillars
following strategic pillars were derived from the above strategic issues:
Financial Stewardship
Customer Focus
Internal Business Processes and Systems
Strategic Partnerships
Leadership and Governance
Innovation and Technology

Strategic Objectives and Strategies

KEMSA will address each of the strategic pillar identified, in part 4.3 above, by achieving a
number of strategic objectives. The objectives provide a link between the strategic pillars and
the strategies that the Authority will employ in order to attain her mission and vision. Con-
sequently, for the period 2019-2024, KEMSA will work towards achieving the set objectives
through the identified strategies.

1. Financial Stewardship

Financial stewardship is the pillar that represents the care, planning, attention, and manage-
ment of the organizational financial resources and choices.

Strategic Objective 1: To ensure a robust financial framework for concrete financial base.
Strategies:

1.

2
3.
4

Increase demand for KEMSA products.

. Venture into new markets.

Increase revenue from supply chain services.

. Share health supply chain expertise.
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5. Enhance KEMSA capitalization from KES 8 Billion to KES 10 Billion.
6. Develop and implement cost management mechanism.

2. Customer Focus

This pillar aims to orient KEMSA towards satisfying its customer needs.
Strategic Objective 2: To increase Market Share from 70% to 90%.
Strategies:

Increase demand for KEMSA Health Products & Technologies.
Enhance commercial performance.

Improve marketing communication.

Improve customer relationship management.

Strengthen the capacity of SSD.

uhwnN e

3. Internal Business Processes and Systems

This pillar seeks to enhance efficiencies and effectiveness of KEMSA internal business pro-

cesses and systems.

Strategic Objective 3: To have robust physical facilities, internal business processes, systems

and infrastructural upgrades that support business growth.

Strategies:

1. Bi-annual Review of HPTs demand - strengthen selection, forecasting and quantification.

2. Develop and update appropriate products and specifications in collaboration with MOH
guidelines and customers.

3. Advocate for enactment of new regulations for the PPAD Act 2015 to ensure the regula-

tions meet KEMSA’s needs

Strengthen quality assurance processes and systems throughout the supply chain

Improve operational performance management

Improve Order Fill rate

Improve order turnaround time

Improve Staff welfare by provision of amenities and recreational activities

Establish employee assistance programmes

O 0N oG

4. Strategic Partnerships

This pillar aims at establishing, developing and retaining strategic partnerships that will
enable KEMSA meet its goal.

Strategic Objective 4: To develop and strengthen strategic alliances and partnerships for
improved health supply chain systems

Strategies:

1. Develop and sustain transformational relationships with development partners
2. Leverage on the strength of local manufacturers and industry players.

3. Build and sustain partnerships with key stakeholders

4. Strengthen collaboration with Ministry of Health and the National Treasury

5. Leadership and Governance
Leadership and governance pillar is charged with the responsibility of steering the institute
towards its goals in a systematic, supportive way.
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Strategic Objective 5: To develop a dynamic, transparent and accountable governance

structure

Strategies:

1. Provide effective oversight

2. Strengthen management systems for enhanced efficiency

3. Improve public opinion, attitude and behavior of key stakeholders

4. Strengthen Enterprise Risk Management and Strengthen BCM

5. Strengthen corporate security risk and disaster management programmes
6. Review Human Capital Management Systems

7. Strengthen Authority’s Culture

8.  Provide assurance on internal controls, governance and risk management systems
9. Review the KEMSA Act.

6. Innovation and Technology

The pillar aims at intelligent deployment of technologies that will play an important role in
making the healthcare supply chain more effective and efficient, and continuously improve
the way KEMSA does business and serves its customers.

Strategic Objective 6: To develop and maintain highly effective, reliable and secure ICT
solutions that enhance user experience in healthcare Service Delivery.

Strategies:

1. Offer automated online enterprise facing and customer facing services

2. Enhance availability of business systems and ensure continuity of business operations.
3. Improve the efficiency and availability of ICT service delivery.

4. Proactively identifying and mitigating ICT risks, threats and vulnerabilities.

5.  Enhance compliance with best practice frameworks, standards, procedures and

governance policies.
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CHAPTER 5: STRATEGY IMPLEMENTATION FRAMEWORK

KEMSA'’s pursuit of its vision and attainment of its mission is hinged on successful
implementation of this plan. The strategies identified herein were prioritized based on the
magnitude of the underlying issues.

51  Implementation Matrix

KEMSA will continuously refer to the strategic plan as a roadmap because successful

implementation will eventually lead to greater impact and transformation. The strategy

implementation matrix is important as it will ensure that the Authority:

(i) Hasa vision that motivates and draws its stakeholders towards contributing to Universal
Health Coverage, Vision 2030 and SDGs No. 3 (Ensure healthy lives and promote wellbeing
for all at all ages.)

(if) Achieves the set Strategic Objectives hence contributing to improved health outcomes.

(iii) Mobilizes resources and ensures prudent use of the available limited resources.

(iv) Resolves a set of interrelated strategic issues and challenges in an intentional and coor-
dinated manner.

The implementation framework contains defined columns that guide the strategy

implementation namely:

(i) Strategic objectives: These are the proposed clear steps and accomplishments that KEM-
SA will commit to achieve in order to realize its mission.

(ii) Strategies: These are broad approaches that KEMSA will employ in order to achieve the
Strategic objectives.

(iii) Activities: These are the planned actions with set targets selected to realize a given strat-
egy

(iv) Key performance indicators: These are the measurable parameters that are to be used
as measures of the extent to which the strategy has been achieved. These are given in the
form of a particular action completed or the extent the action will be completed. These
have been given in the form of time, number, or percentage when a particular action is
completed.

(v) Expected outputs: These are measure of the immediate results after implementing a par-
ticular strategy/activity. This should be tangible in order to be measurable.

(vi) Time frame: This indicates the time domain within which this strategy has to be com-
pleted.

(vii) Responsibility: The specific office responsible for a given action.
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5.2  Annual Action Planning: Institutionalizing and Operationalizing Strategy

Strategy implementation is about change management and the action stage of the planning

process. To ensure successful implementation of this strategic plan, KEMSA will continually

assess the optimality of its structures and if necessary, undertake culture change management

at all levels, offer the requisite training, recruit adequate competent staff, enhance the internal

systems and processes, and mobilize adequate resources to undertake this critical task. This

involves designing and managing systems to achieve the best integration of people, structure,

processes and resources in achieving institutional objectives. Four broad areas that stand

out include:

(i) Performing the recurring administrative tasks associated with strategy implementation.

(ii) Creating a fit between strategy and the various internal “ways of doing things” to
align the whole institution behind strategy accomplishment.

(iii) Figuring out an agenda and a set of action priorities that matches with the overall
situation and the context within which implementation must take place, and

(iv) Management and leadership style to adapt in inducing the needed institutional changes.

Successful strategy execution depends greatly on good internal environment and competent
personnel. A strategy implementer can opt for an active, visible role or a low-key,
behind the scenes role, remaining aloof from the day-to-day problems. To some extent,
therefore, each strategy implementation is unique enough to push for change in shaping
the character of implementation and moving the process along. Strategy implementers’
challenge in performing these tasks is to bring the Authority’s internal operations into good
alignment with strategy and to unite the total institution behind strategy accomplishment.
Strategy-supportive matches are needed with necessary skills and capabilities, area
activities, structures, incentives, policies and procedures, information systems and control
mechanisms, budgets and programmes, and shared values and norms. The Board’s role in
the implementation process is leading and setting the tone, the pace and style of strategy
implementation.

The structure, culture, policies, staff and leadership style will be driven towards successful
implementation of this strategic plan. Where there are inconsistencies, internal adjustment
will be necessary. The success of implementing the planned strategies would eventually lead
to improved overall performance and sustainable growth. KEMSA will continuously pursue
this Strategic Plan as a roadmap for sustainability and success. The Authority will ensure ef-
fective institutionalization and operationalization during strategy implementation.

The Kenya Health Sector Partnership and Coordination Framework 2018-2030 establishes
structures and mechanisms that bring together all key partners in the health sector at different
levels to work in collaboration to achieve priority sector objectives and results. To improve
the overall partnership and coordination in KEMSA, the following issues will be prioritized:
improving operationalization of agreed coordination structures; strengthening harmoniza-
tion efforts amongst stakeholders; establishing a capacity building process for partnerships;
and establishing a fully functional partnership mechanism. For effective implementation ar-
rangement, a common planning and annual budgeting process will be adopted. The common
planning framework will be defined by the Kenya Health Policy 2014-2030, the Kenya Health
Sector Strategic and Investment Plans (KHSSPs) Annual Work Plans, County Integrated De-
velopment Plans (CIDPs) and National Programme Plans.

There is need to communicate this strategy deliberately in order to attain, strengthen and
preserve a favorable opinion of the Strategic Plan and to ensure buy-in from all relevant part-
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ners and stakeholders. The communication will focus on: ensuring that all stakeholders are
fully informed and understand their roles and responsibilities in implementation of the SP,
enhancing consultation with agencies in achieving set outcomes and ensuring that all stake-
holders understand the SP and ongoing reform process.

5.3  Budgeting, Resource Implications and Mobilization

Effective strategy implementation will require careful attention to resource development,
allocation and utilization. The base of both financial and human resources will require
consolidation to sustain KEMSA operations over the next five years. Putting in place a
sustainable mechanism that ensures optimal utilization of human and financial resources is,
therefore, critical. KEMSA will require funds to finance both recurrent and capital expenditure
budgets. The leadership will need to develop strategies to prioritize and mobilize resources
(tangible, intangible and capabilities) aimed at meeting possible resource gaps.

The five-year Strategic Plan (2019-2023) calls for Annual Operational Plans (AOPs), meaning
that during each year, the various departments will pick out strategies and activities planned
for that particular year and schedule them accordingly. This will be done through assigning
tasks and responsibility to the implementers as well as budgeting. Annual Work Plans will
be completed before developing the budgets. To implement the Plan, the Authority will need
to carry out annual budgeting to ensure resources mobilization and determine the estimated
amount of resources required each year. The budgetary requirements and projections will be
developed and approved by the Board of Directors annually in form of an operational annual
budget. Annual action plans will be extracted by the parties responsible for implementation.
These annual operational plans will then be synchronized with the planned strategic
deliverables. Annex 2 outlines KEMSA Annual Work Plans.

Attracting, maintaining and retaining qualified and competent human capital is one of

the key drivers of successful strategy implementation. Short-term and long-term staff

development programmes should form part of the human resource management that supports

implementation of the planned activities to attain the set goals and objectives. Successful

implementation of the Strategic Plan is therefore, dependent on the Authority’s human

capital management. To reduce undue bureaucracy and enhance efficiency, the following

will be necessary:

(i) Once the annual budget is duly drawn up and approved by the Board, the responsibility
of implementation is decentralized to departments.

(ii) The governance structures should be streamlined to ensure smooth operation of each
department.
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KEMSA will require about KSh. 20,931,400,000 (Approx.) to implement its activities over the
plan period. The areas for which the funds will be required and the estimated amounts are as
given in the Implementation Matrix.

5.3.1 Funding Strategies

KEMSA will need a mix of strategies to raise funds for strategy implementation. In addition
to the various sources of funds, KEMSA will continue to institute annual cost saving strate-
gies to be employed during the plan period. The following will the main strategies:

(@) Income from sales

It is envisaged that the funding for most KEMSA expenditure, particularly on purchases
during the Plan period, will be from existing sources, that is, sale of pharmaceutical and
non-pharmaceuticals products.

(b) Government subvention

KEMSA will continue to draw funds from the National Treasury in the form of Government
subsidy for its recurrent as well as development expenditure. It is noted that KEMSA will
retain its position as a critical player in the UHC. It is also noted, however, that the National
Treasury would like KEMSA to be more autonomous in terms of funding its operations in
the future.

(c) Other sources of funds

Other sources of funds were identified as follows:

(@) Supply chain fees earned from engagement with strategic partners

(b) Short term investments in financial instruments

(c) Disposal of idle assets

(d) Training through the Medical Supply Chain institute.

(e) Donations from stakeholders.

54  Risk Analysis and Critical Assumptions

The envisaged strategic objectives can only be realized if the conditions in the internal and

external environment do not change in ways that shall not be anticipated at the time of its

preparation. Successful implementation of the plan is built on certain prevailing conditions

and assumptions; lack of the same could derail the Authority from the planned course. These

assumptions act as constraints to the achievement of the various strategies, to which the ac-

tion plan should then be sensitive.

Human resource capacity and availability of funds are critical assumptions constraining suc-

cessful implementation of the plan. At the same time there may be potential factors and risks,

which if they occur, will threaten the degree to which the planned objectives may be met.

Whereas these factors and events can happen, it is generally assumed that they will not occur

during the plan period. It is therefore necessary to state that the successful implementation

of the plan will be based on the assumption that the prevailing and anticipated conditions

in the operating environment will not vary significantly from what is already known. It has

been assumed that:

(i)  The Authority’s leadership will remain supportive to the implementation process.

(i) Most resources required for the implementation of the Strategic Plan will be funded
through annual financial/ resource mobilization and allocations.

(iii) Human Resources and capacity gaps identified will be addressed in a timely manner.

(iv) The ICT function will be strengthened to respond to the stakeholders’ needs.

(v) Required revenue targets for various strategies will be achieved.

(vi) The national and county political environments and uncertainties will remain stable.

(vii) The Authority’s model of a learning institution and culture will continue.

(viii) The Authority will consistently and deliberately pursue excellent performance.
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(ix) Policies that allow KEMSA to continue its role of providing quality and affordable HPTs.

It is important to identify risks that would hinder strategy execution or reduce the positive
effect of this plan to allow for their mitigation. Potential risk factors and events which, if
they occurred, would threaten attainment of planned strategic objectives that were identified
through environmental scanning to enable preparation of the Authority’s Business Continuity
Plan: the “IWhat if” scenario. Annex 3 outlines a comprehensive Enterprise Risk Management
Matrix. The following factors could affect the momentum of plan unless mitigated:

(i) Weak internal systems and structures to support the Strategic Plan

(ii) Insufficient resources to support the strategic objectives

(iii) Unplanned and ineffective performance management

(iv) Lengthy administrative bureaucracy

(v) Poor plan implementation and monitoring

(vi) High staff turnover

These are risks that are not easily quantifiable but can be handled by widening of the resource
base and deflection of some activities during implementation. On a continuous basis, depart-
ments are expected to identify and profile potential operational risks to facilitate documen-
tation of the lessons learned. To mitigate these risk factors, KEMSA will develop a practical
Business Continuity Plan so that in the event of a disaster or disruption of the office facilities/
activities, the operations should resume within the shortest period possible based on the
backed-up data in a different location.

In order to achieve the Plan priority areas, there is recognition that key risks are likely to
affect the progress. The sources of risk are predicted in five related areas, which include
political commitment, political and social responsibility, inadequate financial resources, ep-
idemics, community involvement, provision of essential health care services, and quality of
care. KEMSA will ensure a “proactive approach” to ERM by beginning the risk management
activities early, making risk management iterative throughout the operations, ensuring solid
risk management processes, engaging risk owners early, training a team on risk management
processes, providing for multiple forms of risk identification activities, providing feedback
to risk owners and encourage frequent risk discussions. The actions will in turn ensure risk
management aligns with other primary constraints - scope, time, cost and quality.
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CHAPTER 6: STRATEGY CONTROL, MONITORING AND EVALUATION

One of the key elements of strategic planning is understanding why some organizations,
in the same context and with a well-documented Strategic Plan, succeed while others fail.
Strategy control links elements of strategic management and helps an organization to contin-
uously adjust or revise its strategic inputs and actions to achieve the desired goals/outcomes.
These elements provide indicators for strategy control through continuous monitoring and
periodic evaluation. Strategy monitoring, and evaluation involves examining how the strate-
gy is being implemented as well as the outcomes of the strategy. The implementation of this
plan takes into account that the country is under a devolved system of governance. Stake-
holders in the health sector will include state actors (National and County Governments),
health-related sectors, external actors (development partners), non-state actors (implement-
ing partners, private sector) and clients. Chapter 6 highlights how KEMSA ensures its strategy
monitoring and evaluation.

6.1  Control, Responsibility and Accountability

The overall responsibility for successful strategy implementation rests with the Chief Execu-

tive Officer (CEO) under the leadership of the Board of Directors. It is, however, crucial that

all KEMSA stakeholders commit to supporting strategy implementation and actively contrib-

ute to its success. The implementation of the plan requires focus that is concurrent with, but

not necessarily the same as, the day-to-day activities of KEMSA operations. Coordination at

all levels of the plan, and its implementation, is necessary and it is a continuous cycle. PCI

dept through the Directorate of Finance and Strategy will provide periodic reports to the

Board of Directors, through the CEO, and control, monitoring and evaluation is undertaken

against key performance indicators defined in the Implementation Plan. PCI department will

periodically receive reports, provide feedback, co-ordinate and supervise implementation of

recommendations from the other stakeholders. PCI department will also ensure:

(i) Total quality assurance standards and a continuous improvement process.

(ii) Culture of change and effective management of change.

(iii) Maintain good relations with stakeholders, taking stock and sharing success stories.

(iv) Review performance management, monitoring and evaluation mechanism and provide
periodic reports.

(v) Document impact when carrying out various activities.

The 2019-2024 Strategic Plan has been designed to facilitate the realization of KEMSA vision
and mission and support accountability in the delivery of the Authority’s mandate. Since
monitoring and evaluation is a critical part of the service delivery process, the strategic plan
is cascaded to more sharply defined individual performance targets. The CEO will period-
ically monitor progress on the plans to provide briefing for the Board of Directors. In addi-
tion, regular meetings with departments/divisions will assess progress, resolve problems
and identify any support or development needs.

The success of the Strategic Plan significantly depends on how effectively the planned activ-
ities and outputs are monitored and evaluated with a view to ensuring that KEMSA’s devel-
opment over the plan period (2019-2024) remains on the defined road map. Monitoring and
evaluation framework, which works in tandem with the Implementation Matrix, is designed
to ensure the following:

(i) Establishment of an effective information system.
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(if) Establishment of clear reporting schedules, channels, and feedback mechanisms on an
on-going basis, requiring time and commitment from all.

(iii) Candid and documented specifications of the roles of individuals and performance tar-
gets.

(iv) Clear statement and definition of action plans to be taken within specified timeframes;
typically, annually and quarterly.

(v) Linking Monitoring and Evaluation to Performance Management and Staff Appraisal.

6.2  Monitoring and Evaluation Framework

Monitoring and evaluation are essential functions to ensure that priority actions outlined
in the SP are implemented as planned against stated objectives and desired results. The ev-
idence gathered through implementation of the Monitoring and Evaluation framework will
be used to guide decision making by characterizing the implications of progress, or lack of it.
The monitoring and evaluation of the SP is guided by the health sector Monitoring and Eval-
uation framework. The monitoring and evaluation framework defines the responsibilities
of each actor and stakeholder. A transparent system of joint periodic data and performance
reviews that involves key stakeholders will be put in place. All the divisions and departments
will be required to maintain an implementation tracking plan which will keep track of review
and evaluation recommendations, agreed follow-up actions, and status of these actions. A
comprehensive feedback mechanism will ensure inclusiveness to enhance accountability.

Quarterly and annual reports will be prepared and a comprehensive analytical report giv-
ing a snapshot of performance covering the different strategic objectives articulated in the
Strategic Plan (2019-2024) will be produced. A mid-term review and an end evaluation will
be undertaken to determine the extent to which the objectives of this Strategic Plan are met
across the different indicator domains. The principle of joint assessment will be used at all
levels during performance reviews. This will involve all stakeholders, both government and
non-government actors, in review of performance. The purpose of the joint assessment is to
review performance, determine priorities, action plans and spending for the subsequent pe-
riod. KEMSA CEO in conjunction with KEMSA Management, will be responsible for the day
to day implementation and coordination of the monitoring and evaluation this Strategic Plan.

6.2.1 Performance Monitoring

A desk top monitoring framework (dashboard) from the implementation matrix will facili-
tate and check on the status of planned activities, thereby prompting action in case of delays
or gaps. The monitoring framework will include prompts to the management on implemen-
tation progress, detail activities that are behind schedule and those that are complete.

At the beginning of each year, all the units (directorates and departments) will set their

performance targets as part of their Annual Work Plans as derived from their strategic activities.

Insetting these targets, the performance should be monitored ina Special Management Meeting

planned and chaired by the CEO. The milestones of strategy monitoring, and reporting will

be done through bi-annual departmental work-plan implementation (monitoring) report.

Monitoring will help KEMSA to:

(i) Establish if performance targets have been met and deviations explained;

(ii) Act as an early warning sign and detect potential difficulties as well as help to address
them during implementation; and

(iif) Provide feedback to the next phase of implementation, reduce the cost and/or increase
the efficiency of post evaluation studies.
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Table 15 presents a monitoring template, guiding monitoring of strategy implementation.
Table 15: Strategy activities Monitoring Tool

Strategic Objective:
Timeline Output
Strategy Activities
Planned | Actual Status | Expected | Actual Status
Progress Reports

Progress Reports, based on the above monitoring tool, will be prepared by all departments
based on the strategic objectives driven by the departments. The reports will be submitted to
the PCI dept. Reports will be prepared quarterly and annually. The annual reports will coin-
cide with the KEMSA’s budgetary cycles. Reports will be based on the quarterly work plans
drawn from the Implementation Matrix and will describe actions taken by departments to-
ward achieving specific outcomes and strategies of the plan and may include costs, benefits,
performance measures and progress to date.

6.2.2 Performance Evaluation

During implementation, the Strategic Plan
will be evaluated to ensure that it is feasible
and has been executed to produce the
intended results. A mid-term review and a
summative evaluation will be undertaken
to determine the extent to which the
objectives of this strategic plan are met
across the different indicator domains -
inputs/processes, outputs, outcomes and
impact. The mid-term review will coincide
with the annual review of the Strategic
Plan year three. The results will be used to
adjust strategies, priorities and objectives.
The evaluation of the annual plans remains
critical during strategy implementation, to

{ nfmg e find out if the intended results have been
e ‘ ] Ll realized. Performance evaluation shall
v! I s f " be carried out at the end of the year. The
¥ ""55'“,..,. el agreed performance indicators and targets
f "_Jé‘ e : will be used as bench marks for year-end

2 : evaluations.

Evaluation will be undertaken by the PCI department in conjunction with the departmental
Performance Management champions and Heads of Departments. The PCI team will evaluate
all strategies, activities and outputs/outcomes with a view to advising the management on
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any performance gaps as well as offering feasible strategy alternatives. The evaluation will

entail the following:

(i) Measuring actual performance against target levels and establishing size of gap or vari-
ance, if any.

(ii) Identifying the causal factors for the variance.

(iii) Identifying and recommending appropriate remedial measures including a review of the
objectives and/ or strategies.

(iv) Undertaking service delivery surveys.

The outcome of the annual evaluation will form a good basis for the plans for the following

year. An evaluation template for evaluation is presented in Table 16.

Table 16: Strategy Evaluation Tool

Strategic Objective:

Strategy Key Performance Indicator | Planned Output | Actual Status Comments

6.3 Linking M&E to Performance Management and Staff Appraisal

To ensure sustainability, a culture of performance management will cover all staff irrespec-
tive of levels. This will enable staff to appreciate their individual linkage and contributions
to the implementation of the Strategic Plan and the attainment KEMSA objectives. For the
implementation of the Plan to be effective, the M&E will be an integral part of KEMSA'’s per-
formance management system and will be linked to staff appraisal and reward systems. Offi-
cers meeting and exceeding their planned target will be rewarded in line with the Authority’s
reward and recognition policy.

6.4  Conclusion

Monitoring, evaluation and learning (MEAL) provide continuous feedback for plan review
and enhances constant communication, resulting in strategy modification. KEMSA has set
out a goal to improve its performance and to obtain a commitment from stakeholders to work
together towards these goals. Realistic expectations will be established to guide the journey
into the next five years.

The Authority will keep a vigilant eye over existing and emerging competition in order to
assure itself of growth and success in the pharmaceutical industry. Guided by this Strate-
gic Plan, KEMSA will strive to cultivate creativity in service delivery minimize stock outs,
ensure improved order fill rates, improved turnaround and therefore customer satisfaction,
increased market share, and sustainable growth.
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