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GUIDELINES FOR INTRODUCING MOTORCYCLES
INTO A PRIMARY HEALTH CARE PROGRAMME

INTRODUCTION

Why consider the motorcycle for a health programme?

= The motorcycle will provide an individual form of transpaort for health workers who might
at present have none.

« |t will give the health warker greater flexibility as there is no need to share ot rely on other
peaple.

+ It can be used on trails or paths to reach relatively inaccessible areas.

» Intermms of cost, it provides mobility for more individuals at any time than a standard
vehicle, For example, one $10,000 4-wheel drive vehicle may be able to transport
5 people but can only visit one location at a time. Alternatively, $10,000 spent on
5 motorcycles (at § 2,000 each) will provide transport for 5 health workers to visit
5 different places at the same time.

Why read this manual?

» It outlines the specitic requirements of a motorcycle project.

= It lists ground rules on which to build an efficient and funational system,

» It provides a framework to help evaluate the usefuiness of motorcycles in a programme,
What toplcs are covered?

The manual includes a section on each of the critical success factors on which the lifetime
of the motoreycles and the safety of the riders depend :

1. Advance preparations

2. Type of motarcycle to choose

3. Budget

4. Supervision

5. Ownership agreements

&. Training for instructors and riders
7. Assembly, servicing and repairs
8. Spare parts

4. Evaluation
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1. ADVANCE PREPARATIONS

To facilitate the implementation of a motorcycle project a careful review should be made of
the type of motarcycle to choose, the budget invelved, supervision required, stocks to be

ordered, training for riders, and servicing and repair arrangements.

There is normally a delay of 3 to 4 months from the time the motorcycles are ordered and
their defivery. During this period advance preparations can be started. The timetable below
lists the major tasks involved and gives an indication of the approximate time to allow for

each.
Table 1: Timetable for implementing motorcycle project
Activities Months
4 6 7
Select supervisor of project
ldentity riders

Selact model type

identify funds

Place the order

ldentify instructors

Request consultant/s from WHO/EPI

Decide training dates & place

Motorcycle arrival dates

Unloading/clearance

Assembly

' Pre-delivery service

Registration/insurance

Training of instructors

Training of riders

It should be noted that the motorcycles can be expected to last between 4 1o 5 years.
Allowances for reinvestment and replacement must therefore be foreseen in future budgets.
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2. TYPE OF MOTORCYCLE TO CHOOSE

«  Who will use the motarcycles?

o Will they be males, females or both?

« For what will the motoreycles be used?
» Will they be used at central level or for outreach sarvices?

« Wil they have o carry vaccine cold boxes and other supplies?
» What kind of terrain will they be used on?

The answers to these questions will determine the type of motorcycle to be selected. See

Tabie 2 below.

Table 2: Guide o selecting a motorcycle

Category 1 Category 2 Category 3
Mopeds 100.150 ec 150-250 ce
How many persons will it carry?
1 person X X X
2 persons X X
Fermnale X X
Male X X X
For what purpose i5 it needed?
Short distance visits:
- on good roads X % X
- on rough temrain X X
Long distance visits:
- on good roads X
- on rough terrain X X
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3. BUDGET

 Who will pay?
« What will the entire project cost?

The cost of purchasing and running a motorcycle can be divided into two categories:
First year: Capital costs for purchase and implementation

Every year: Recurrent costs for unning and mainteénance

Table 3: First year budget for 50 motorcycles

Local Foreign Who pays?
exchange
uss us$
CAPITAL COSTS - FIRST YEAR
= Motorcycles 80,000 Donor
+ Safety equipment (helmets) - 10,000 | Donor
+ Workshop equipment 12,000 Donor
= Training 9.000* 15,000 MOH/Donor
* Reqistration, insurance, clearance 5,000 MOH
Total capital cosis 14,000 87,000
RECURRENT COSTS - EVERY YEAR
» Labour (workshop) 9,000" MOH
« Fuel 15,000" MOH
+  Spare parts 15,000 Donor
Total annual costs 24,000 15,000

Table 3 summarizes the average first year costs (capital and recurrent) for 50 motoreycles in
an African country. Although costs and doner input will vary from country to country, these
figures give a general idea of the overall costs of implementing and running a motorcycle
project.

If donors agree to fund a motorcycle project, their commitment will normally cover the
purchase of the motorcycles and spare parts for the first year only. If the project is to survive
beyond the first year, it is essential that requirements for the whole lifetime of the motorcycles
are provided for and commitments are made at the time the decision to purchase is taken.
These commitments can be grouped together to constitute the Whole Lifetime Contract (see
Annex 2 for an example).

* For breakdown of costs see Annex 1.
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4. SUPERVISION

«  Who will supervise and run the project?
« Who can help with the implamentation ?

A senior transport manager in the ministry of health must be identified and made
responsible for the overall operation and supervision of the motorcycle fleet. The health unit
supervisor must be delegated responsibility for the use of the motorcycles within his/her unit.
Each rider will take responsibility for the maintenance of his/her motoreycle, in accordance |
with conditions laid out in the ownership agreement (see below). It will be duty of the health
unit supervisor to ensure that the conditions of this agreement are being carried out

satisfactorily.
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5. OWNERSHIP AGREEMENTS

Concerning maintenance and use of the bike:

« what are the responsibilities of the ministry of health?
= what are the responsibilities of the rider?

s what recompense is due to the rider?

An ownership agreement is a contract drawn up between the rider and the ministry of health
to establish the rider's respansibilities. It will vary from programme to programme but basically
it should cleardy stipulate what the rider can use the motoreycle for, what regular servicing

must be carried out and what records must be kept. See example in Annex 2.

Some countries have established a basic ownership agreement with the riders whereby each
rider is responsible for all maintenance and fuel costs for his/her motorcycle. After three years
the motorcycle becomes the rider's propenty. This approach has proved to be a successful
incentive for the rider's 10 take good care of their motorcycies. it is important to include a
clause which is fair to both parties in the eventuality of the rider moving to a different health
centre during the three years covered by the agreement. Insurance during this period will be
the respansibility of the ministry of health.
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6. TRAINING FOR INSTRUCTORS AND RIDERS

» When and where can a training course he set up for the riders?
» Who to select as instructors?

Once the motorcycles have arrived in the country a firm date must be established for the first
training to take place.

WHO/EPI and Save the Children /United Kingdom (SCF) have developed a training
programme with training materials in English and French to support it. They are prepared to
gend a training team to coordinate the training in any country which has launched a
motorcycle project.

The team will generally include a professional motorcycle instructor and a transport
consultant and will spend up to two weeks in the country. They will start by training 4-6
instructors over an initial 4-day period. Once the training for local instructors is complete, the
WHO/SCF trainers will support and supervise the next phase of the training. This will also
take 4 days and the newly trained instructors will train the riders. The number of riders who
can be trained will be between 16 to 24, that is, 4 riders per instructor.

The persons selected to be trained as instructors should already have good experience in
riding motorcycles. The riders, however, need not have previous motorcycle experience but
should at least be able to ride a bicycle.

For the training it is recommended that each rider learns on the matorcycle he ot she will
eventually be using. The participants are taught the fundamentals of riding and are given

ample practical experience in riding technigues and maintenance and repair procedures.

The training materials consist of a module, Riders for Health, which is given to each
instructor and a set of Rider Cards which is given to each rider.

The Riders for Heaith module provides the basic curricula for training the instructors as well
as the riders. It is to be used in conjunction with the owners manual for each motorcycie and

has clear and precise descriptions of riding techniques, maintenance and simple repairs.

Requirements for the selection and preparation of the training ground, workshop space,
equipment and support for the course are also included, together with a basic draft timetable
to be adapted to suit the local conditions.

Cuidefines for introducing motorcycles into a FHC programme




The four Rider Cards are packed in a protective plastic evenelope and are to be kept by each
rider with his/her motorcycle at all times. They constitute a compact summary of the main
topics covered during the training:

Card 1 has a simple outline of riding techniques.

Card 2 gives safety instructions on what to wear, precautions to take and what to do in an
emergency.

Card 3 is a fault finding card with a char to identify the cause of problems and simple
instructions on repairs.

Card 4 is a maintenance record card. Dates of services, replacement of spare parts and
types of repairs have to be filled in reqularly by the rider.

After the training, each rider who has successfully completed the course should receive:

+ 3 cerificate which confirms successful participation in the Riders for Health Training
Course; and

+ 4 set of Rider Cards.

He/she should do the national driving test to obtain the country's driving license and, finally,
sign an Ownership Agreement before taking charge of his/her motorcycle.
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7. ASSEMBLY, SERVICING AND REPAIRS

- Who will take responsibility for this: a local agent or the government workshop?
- What arrangements to make concerning assembly and pre-service?
- What conditions to stipulate in drawing up a service agreememt?

The local agent in any country is usually the importer for a range of motorcycles from one
manufacturer or more. He will generally keep regular contact with the manufacturer and have

a fully equipped workshop with adequate spare parts to service and repair the models that he
imponts,

The presence of a good local agent can be one of the determining factors in choasing a
particular motorcycle. He can help assemble and maintain the motorcycles and canbe a
useful source of information, particutarly in regard to the spare pans. He will know which
spare parts are used each year and what quantities should be ordered. He will also be well
aware of all the administrative and financial requirements involved in importing equipment.

Before establishing an agreemeant with a local agent the tirst thing is to negotiate a favorable
price for the purchase of the motorcycles as well as for service and repairs, Each agreement
will differ slightly, but it is important to ensure that:

= The agent's workshop is able to cope with the increased workload necessitated by the
additional motarcycles. This will include assembly of the motarcycles when they arrive and
preparation for the pre-delivery service.

» |f the agent is the manufacturer's representative, he will perform the pre-delivery service
on each motorcycle.

» There must be sufficient capacity for storage of spare paris as well as space for
maintenance, including the regular routine servicing and the repair requirements for the

new fleet of motoreycles.

» Mobile servicing units will be sent cut by the workshap to repair motoreycles in remote
areas.

» Training will be given by the agent's workshop to the mechanics at the government
warkshop if requested.

An example of a Service Agresment is included in Annex 2.

The government workshop in some countries may be able to support the project and

provide servicing for the motoreycles. 1t will be necessary to ensure that:
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= [t can provide support at central, regional and district levels.

= |t is equipped to handle the new fleet of motorcycles and can undertake assembly,
storage, servicing and repairs.

» ltis be adequately equipped with tools and support materials, such as owners manuals
etc.

= Mechanics have experience in service and repairs of motorgycles and have completed a
training course given by the local agent.

A sample of a Service Agreement is given in Annex 4.

7.1 Arrival of motorcycles

When the matorcycles arrive they will have 1o be assembled undergo a pre-delivery service
before they can be used. This pre-delivery service is very important as the manufacturer's
warranty (normally for & menths) is only valid if it has been carried out by the manufacturer's
representative -- in most cases, the local agent. If a service agreement has been drawn up
with the local agent a clause to ensure the performance of the pre-delivery service should be
included. If the government workshop will be responsible for service and repairs, a special
agreement with the local agent should be drawn up for this purpose.

At the time the shipments of motorcycles and spare parts arrive, the supervisor of the
motoreycle project, together with the agent and/or workshop manager who is responsible for
assembly and/or storage of stocks should be ready to:

+ Receive the shipment. Once the motorcycles arrive, the documentation will have to be
cleared through customs, As soon as this has been dong and the motorcycles have been
unioaded, the containers can be 1aken to the assembly area. The mechanics can then
unpack them and start to assemble the motorcycles.

s Unpack, catalogue and store spare parts and other equipment. Where applicable,
distribution of spare parts must be arranged 1o coincide with despatch of the motorcycles

to regional or district levels.

= Prepare the motorcycles and submit them for the pre-delivery inspection.

DON'T RUSH!
It essential during this stage that nothing is rushed. A desperate need to get
the motorcycles built and distributed to the riders as quickly as possible will
cause the mechanics to assemble them too fast and make careless mistakes.

10 WHO/EPINLHIS/S4.10




7.2 Servicing

When a motorcycle is imported into a country the service requirements are well documented
by the manufacturer, The rules for servicing in the Owners Manual should be consulted in
conjunction with the maintenance guidelines given in the Aiders for Health module and Rider
Card No. 3.

It the motorcycle is to be used in difficult terrain or under unusual circumstances, it has 1o be
maintained in good condition and will need thorough servicing on & regular basis. The
intervals between services as recommended by the manufacturer may have to be shortened.
One way to do this is {0 base this interval on hours operated rather than on distance covered
(miles/km). A motorcycle in the bush can run for several hours at high revolutions but,
because of muddy or sandy conditions, will only travel a short distance. The wear on the
miotoreycle relative 1o the distance travelled will consequently be high, and there will be a
need for earlier servicing.

In addition to more frequent servicing, off-road motorcycles also have special servicing needs
because of the rough conditions they work under. For example, nuts and boits begin to shake
loose and have to be tightened regularly. If they are not, parts - such as the muffler -- may
fall off during a journey. If conditions are very dusty, the air fitters will have to be changed or
cleaned more frequently. Very wet journeys with a lot of water on the roads or riding through
streams might result in moisture getting into the carburetor. This could cause poor starting

and the motorcycles would have to be stripped and cleaned.

A possible arrangement to ensure that motorcycles are serviced on a regular basis is to
arrange for mobile machanics to visit the health centres. There are several advantages 10
this:

The motorcycles can be serviced regularly.

The user is at his/her place of work so can be occupied with other tasks while the
motorcycle is being serviced.

Motorcycles which require major work can be replaced by the mobile mechanics and taken
for repair at the main workshop, to be returned on the following centre visit.

The health unit manager can monitor the work carried out by the mechanics.

The health centre can maintain a more recording procedure on the use of the motorcycles

Guidalines for introducing moforeydles inta a PHE programme




7.3 Records

For each motorcycle it is important to keep a record of servicing, repairs, distance covered
and hours worked. The maintenance card (No. 4) is provided specifically for this purpose. It
should be filled in regularly by the rider and kept at all times with the motoreycle. It will show
the following information:

+ date of each service;

hours of usa;

distance covered (miles or km);

¢ parts replaced;

= repairs and maintenance performed.

It is advisable to also keep a backup record card on gach motorcycle at central level. This can
be updated by supervisors when they make their periodic inspections of the motorcycles and
when they check the riders’ individual maintenance cards.
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8. SPARE PARTS

Spare parts must be available whenever they are needed during the lifetime of the
motorcycle. To ensure availability, two actions are essential;

+ First, at the time of purchase, a one year supply of spare pars (as recommended by the
local agent) must be supplied so that spares are immediately available after the
rmotarcycles are distributed; and

« Second, financing for spare parts needed for the rest of the life of the motorcycle must be
sacured at the time of purchase and appropriate arrangements made for the

reimbursement of the manufacturer or the manufacturer's agent.

Regarding the spare pans which are imported at the time of purchase:
« Where will stocks be stored?

» How will they be distributed?

= What zort of record system will be established?

It is more efficient to keep together all the spare parts until they are needed. However, if the
motarcycle project is large and involves several local agents or workshops at regional and
district levels, this will not be possible. Batches of spare parts will have to be distributed to
each of the local agents or workshops. In this case it is best to despatch the spare parts once
the motarcycles have actually been sent to the local regions. |f boxes of spare parts arrive in
advance of the motorcycles they are often lost or stolen and there are problems with storage

and recording,

At district level the local workshop or agent must be able to conduct a full service on the
motoreyele and should carry a basic stock of:

= gpark plugs

» gear box oil

+ chains

= ar filters

» sprockets (front and rear)
» brake shoes or pads

« light bulbs

Guidedings for infreducing motorcydles into a PHC pragramme 13




If the workshop is in a remote area where the motorcycles are operating under extreme
conditions it will need to be equipped to cope with the heavier wear and tear on items such as
tyres and tubes. in addition to the above, it should also stock:

« Tyres and tubes

s Clutch and front brake

» levers - foot brake and gear
» Clutch plates

» Handlebars

« Plug caps and leads

o  Wheel rims and spokes

« Fork seals

At regional or central level the workshop or agent should be fully prepared for any repair a
motorcycle might have, In addition to all the items listed above, it should also carry the

following, especially if the motorcycles are being used under rough conditions:

Piston replacement, (due to abnormal wear)
« Gear box repair
» Front and rear damper repair and replacement
» Crankshaft replacement and bearing renewal
« All electrical repairs
* Wheel rebuilding

14 WHO/EPVLHIS/S4.10




9. EVALUATION

To improve the use and to gauge the effectiveness of motorcycles in a heakh programme, it
is advisable to conduet periodic evaluations.

During an evaluation the relationship between the riders, agents, donors and the ministry of
health should be studied. The records kept by the riders should be checked and the following
data extracted:

« The amount of use
» Distance travelled
The effectiveness of the user whilst using motorcycle
« Regular service, breakdowns, accidents
« Time off the road due to any of the above
+ Supply of spares, time waiting for spares
« Funding for spares and service
+« Effectiveness of ownership agreements

Guidefings for introdudng motoreycles into a PHC programme 15
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ANNEX 1: TING Fi

The breakdowns of the costing figures used in Table 1 are taken from a specific country

where training was conducted in 19891,

TRAINING COSTS

6 instructors for 8 days:
Accommodation at US$15 per day (8x15x6) Us$ 800

Meals at US$15 per day (8x15x6) USE 800
Per diem at US$15 per day (8x15x6) us$ 800
Total for instructors Uss$ 2,400.00

24 riders for 4 days:
Accommodation at US$15 per day (4x15x24)  US$ 1,400

Meals at US$15 per day (4x15x24) US$ 1,400
Per diem at US$15 per day (dx15x24) USE 1,400
Total for riders Uss$ 4,3220.00

Fuel for 25 matorcycles over the training period:
30 litres x US$3 x 25 US$ 2,250.00

Grand total for training US$ 8,970.00

LABOUR COSTS

The following figures are based on the assumption that 21 working days of every year will be

devoted by a mechanic to each motorcycle, either in servicing or repairs:

Daily working hours 8 x 21 per motorcycle 168 hours
Average hourly salary for a mechanic UsS$1.00
Labour costs for 50 motoreycles: 168 x 50 US$ 8,400

FUEL COSTS

Fuel costs can be calculated on the basic assumption that each motorcycle will cover an

average of 10,000 km per year.

Average fuel consumption for a 110 cc motorcycle is 60 km per litre, at a speed of 40 km per
hour. '

Guidalines for introducing motorcycles into a PHC pragramme




ANNEX 2: WHOLE LIFE CONTRACT

The details of the agreements made between the donor, the receiving government and the
manufacturer's agent will vary from country situation to country situation. However, the major
commitments 1o be covered while the motorcycles remain within the service of the health care
programme will remain basically the same. These are listed below, under the suggested
responsible party:

The donor agrees :
» to purchase the motorcycles, the initial stock of spare parts, the necessary protective
clothing and the helmets;

« o finance spare parts supply for the remainder of the working life of the motorcycles;
« tofinance a service agreement with the manufacturer's agent.

The government agrees:
« to guarantee a budget for maintenance, fuel and oil;

= 10 supervise the utilisation of motorcycles and any changes of ownership.

The manufacturer's agent agrees:

= to make available the appropriate épare parts;

« to assemble the motorcycles and conduct the first service,
=t assist in the training of riders.

The rider 'agrees:

« to take responsibility for daily maintenance and submit the motorcycle for regular
servicing;

» to keep an up-to-date record;

= o use the motorcycle as stipulated in the ownership agreement.
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ANNEX 3: OWNERGHIP A MENT

UV (FBIME).ovvvveeceie et b b s b s b
Of e (BOAIESS) ..v.ve oottt s
in my capacity of ..o have today ....... (o= =] O

taken posession of the motorcycle wentifiad as follows:
Registration NUMDET. ...

Engine number: ..........cvvemeemisnssasmnnrerennes
Key NUMDEF: ..o

t fully understand that:

1. This motorcycle is the property of ... (the ministry of health) ... and is issuad to me for the
sole purpose of faciftating my activites forthe .......... {programme).

2. 1 have full responsibility for this motorcycle and shall be the sole driver of it, unless specific
written authorisation to the contrary is given to me by ... (the ministry of health).

3. | am responsible for keeping records on the use and servicing of the motorcycle, together
with information on repairs, spare pants, oil and petrol used each month. it is my duty fo
report any damage or mechanical fault in the motorcycle to the supervisor and to report
when the motorcycle is due for service.

4. The motorcycle is not to leave the district (define the limits) ... without written permission
from the transport officer.

5. If 1 misuse the motorcycle or fail to fulfil the above responsiilities the maotorcycle will be
withdrawn,

My signature below confirms that | have read, understood and fully accept these conditions.
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ANNEX 4: SERVICE AGREEMENT

Between:
.............. (Project).......ccoevvvcmssenevsnnnnnnnn. and ....(the contractual pariner).................
Address/ Telephone/Fax numbers Address/ Telephone/Fax numbers
Name of responsible person Name of responsible person

1. (The contractual partner) undenakes to repair/maintain the (project's) motorcycles in
his/her workshop as a priority and with minimum possible deiay.

2. The (contractual partner) will supply all spare pans needed for the repairs.

3. The current rate of labour of charged by (the contractual partner) shall apply to all
standard repairs. Body work and repairs carried out in the contractual pantner's workshop
(engine overhauils etc.) will be charged at an hourly rate of ... Any changes to these
rates should be discussed (project).

4. Labour costs will be calculated on the contractual partner's standard times.
For motorcycle (model ...} the following shall apply:

* minor service (every 5,000 km) .. hours
= imermediate service (every 10,000 km) ... hours
= major service (every 20,000 km} ... hours
« minor repairs (replacing parts, adjustments) ... hours
* major repairs (engine overhauls) ... hours

5. Atthe request of (the project), the contractual partner shall provide mobile service facilities
to (the project). The mobile service teams will travel to outlying health centres where thay
will undertake servicing and complicated repairs.

6. The (project} will pay for the mobile services as follows:

» vehicle milage ... per day
» actual fuel consumed

» daily standing charge ... per day
« travel allowances(per diem for the contractual party's mechanics) ... per day

» normal labour rate for hours worked by the contractual party’s mechanics

7. The contractual partner shall provide on the job training for the (project’s) mechanics. This
training will be free of charge. The (project) will arrange food and accommodation for the
frainees.

8. The contractual party will select and order the spare parts required.

The signature of the underaigned parties confirms their agreement to the terms and
conditions laid out above:

Signature ... (Project) Signature ... (Comtractual partner)
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