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Chairman of the Board of the
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the Republic of Bolivia
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DiSCUSS%OH meeting between the Evaluation Team of Japan
International Cooperxation Agéncy (JICA) and the Bolivian
authorities on the evaluation of the Japanese Technical

Cooperation for the Sants Cruz General Hospital Project in

the Republic of Bolivia.

Date June 19, 1992
Place : Santa Cruz General Hospital, Santa Cruz

the Republic of Bolivia

T

Attendants :. JAPANESE PANEL
JAPANESE EVALUATION TEAM

Dr. Tohru Ise Leader
Mr., Masatasi Shiraga Member
Dr. Tamotsu Nakasa Member
Ms. Kunie Saito , Member
Mr. Tatsuo Suzuki Member -
JICA Bolivia Office
Mr. Toyosige Obata Representative
Mr. Fusayasu Kamiya Representative
Japanese Experts
Dr. Minoru Tanabe Team Leader
Mr. Toichiro Iso - Coordinator
Dr. Chiaki Miyoshi ' Japanese Expert
‘Mr. Fumihisa Sakuma Japanese Expert
kt“:%;;jﬂ Mr. Masato Maruyama ' Japanese Expert
vi Ms. Satuki Honda Japanese Expert
l Mr. Shigeaki Jomen Japanese Expert
@ Dr. Takako Yama'da Japanese Expert
: Dr. Makiko Kindshita Japanese Expert'

: %j7 BOLIVIAN PANEL

Dr. Wilson Rodriguez Chairman of the board of the hospital
Dr. Freddy Romero Director of the hospital
Dr. Armando HMorales Vice directoxr of the hospital



Cite N iipmminnnnrntinnerssriasssinaniee

s s = TR

MINISTERIO DE PREVISION SOCIAL ¥ SALUD PUBLICA
Bolivia

Dr. Freddy Gutierrez Head of the Department of Surgery

Dr. Carlos Alberio Suarez Head of the Department o©f Intexnal

Medicine _
Dr. Orlando Jordan Head of the Departﬁent of Pediatrics
Dy. BEdwin Salazar “ Head of the Department of ICU
Dr. Winston Montero Head of the Department of Gynecolbgy &
Obstetrics
Mr. Julio villalobos Head of Administration
Ms. Elsa Olmos Head of the Department of Nursing
Dr. Hector Soliz Head of the Department of Teaching
N and Research '
Or. Bavid Rosado Chief of the laboratory
Dr. Juan Carlos Antelo Chief of Eiectro«diagnosis section
Dr. Ruben Montano Chief of Radiology Section
Dr. Marcos Galafulic Chief of Emergency. Section
Ms. Lilian Melgar de Alba Head of Personnel Department
Mr. Casimiro Cabral Head of Maintenance Department

[ . INTRODUTION

The Japanese Evaluation Team {(hereinafter referred. to as "the
Team")} organized by the Japan International Cooperation Agency
(hereinafter referred to as "JICA") and heaéed by Dbr.Tohrg Ise
visited the Republic of Bolivia from June 13 to June 24, 1992 in
orxder to jointiy evaluate with the Bolivian aut%ofities concerned

the past achievements of the Japanese Technical Cooﬁeration for the
- — Santa Cruz Generél Hospital Project fhereinafter reéerred to as
:;:;;7“the Project”) on” the basis of the Record of Discussions signed on

November 12, 1987, _

During its stay in the Republic of Bolivia,the Team discussed
and studied togethé: with the Bolivian counterpart personnel
concerned é. numher of aspects regarding the progress, performmance

of commitments and achievements of the Project.

Through careful studies and discussions, both sides summarized

their findings and observations as described in the following

chapters.

— 52 -—
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II . METHOD OF EVALUATION

1. Materials used as reference

In aorder to evaluate the past performance and achievements poth

quantitatively and qualitatively, the following materials are used

‘as a basis of reference:

(1} The Record of Discussions

(2) The Tentative Schedule of Implementation

(3) The Official requests made by the Government of the Republic of
Bolivia with reSpect.to dispatch of Japanese experts, Bolivian
pounterpart_ personnel training in Japan and provision of
equipment by means of Technicél Cooperation Forms A-1, A-2, A-3,

and A-4 respectively.
{4} The #Minutes of Discussions agreed by both sides im the process

of the "‘mplementation of the Project.
{5) The gquestionnaire answered by the patients and general public on

the perfbrmance of the hospital.

2. Discussion and Observation

The Team discussed various aspects of the Praoject and observed

the puildings, machinery, equipment, facilities and utilities made

q‘:;:::>§vallabie for the Project.

r o recognize the impact and efficiency of the training,
5;2§L~ discussions were held with counterparts trained in Japan.

. . OBJECTIVE AND ACTIVITIES OF TECHNICAL COOPERATION OF THE PROJECT
?. Objective of the Project

According to the Record of Discussions signed on November 12.
1987, the objective of the Project 1is firstly, to improve the
hospital's functions to provide the primary medical care services

for all classes of people in Santa Cruz, and secondly, to upgrade
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its functions to meet’ the tertiary medical care needs of the people

in the Republic of Bolivia.

2. Activities of Technical Cooperation

v

1

'*‘s

i} Upgrading the technique of the hospital administration;

2) Establishment of the general policy of the hospital;

3} Improvement of prlmary medical care serV1ces in the fields of
éufgery,=internal medic1ne, PEdlatflCS and gyneco ~obstetrics;

4) Upgrading the specified_ technique in the fields of surgery,
internal medicine, pediatrics, and gyneco—obstetriés;

S) Upgrading the nursing management and education;

6) Upgrading the maintenance system and skills 'for the maintenance
of medical equlpment, and 7

7} Upgrading of the diagnostic services and laboratory technique

PERFORMANCE OF THE PROJECT

Facilities

Bolivian side made great éffo:t to maintain the buildings and
facilities constructed under the Japanese Grant Aid.

In addition to the maintenance, bolivian side carried out at
1ts own expense the reconstruction and improvement works for the
following sections. Emergency, gyneco-obstetrics, pediatrics and CT

scanning .

2. staffing

g

SN

At present, a total of four hundred seventy three (473) personnel
are assigned to the Thospital including contracted personnel.
Technical transfer was performed [for the many of personnel placing
the priority on the main counterpart. There were few personné;
changes, which enabled the effective implementétibn and successful
transfer of technology. The 1list of the n@in Bolivian counterpart

personnel asy of June, 1992 is presented in ANNEX 1.
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3. MANAGEMENT AND ADMINISTRATION
'Through'a variety of meetings such as Saturday meeting, Joint

Committee and Board meeting, formulation of work plan, implementation

and reviewal of the Project have been systematically carried out.
paily activities have been harmoniously performed based on the
effective coordination and smooth communication between the

hospital and the Japanese experts team.

4. JAFPANESE EXPERTS
_ JICA'bas dispatched nine { 9 ) long-term experts and fifty two

{ 52 i short-term experts whose names and fields are listed in ANNEX
2 * :

in spite .of the limited number of long term experts, the
effectiveness of technical transfer could be achieved to a certain
extent by dispatching short term experts repeatedly in some fields.

In the field of internal medicine and gyneco-obstetrics, long
term experts should have been dispatched.

The collaboration between Japanese volunteers and experts

contributed to the effective implemetation of the Project.

5. BOLIVIAN COUNTERPART PERSONNEL TRAINING IN JAPAN

Thus ﬁar, nineteen ( 19 ) Bolivian counterpart personnel have

‘ﬁ/’ been sent to Japan for either observation or technical training,
one (1) c0uterpart personnel participated in the training course
offered by JICA in Chile and six { & ) more counterpart personnel

are to be accepted in Japan in this fiscal year. Their names are

listed in ANNEX 3.
xﬂ%? JICA accepted the Bolivian counterpart personnel in the fields

agreéd in the Record of Discussions. Those technical trainings
Y were very effectxve for obtaining useful information. '
The counterpart personnel ftrained in Japan keep wo:kxng in the
hospital witp very few exceptions and playing important roles in each
"section . The hospital is paying special attention to the personnel

capacitated through the training despite several constraints. It
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should be noted thaf the head of the maintenance department has been_

assigned to the present post according to his ability.

6. EOUIPMENT

Between 1987 and 1991, the equipment worth approximately two

hundred eleven million (211 million) yen was donated by the Government

of Japan. In addition to this, each Japanese expert has brought

emall amount oOf equipment (approximately 0.5 million yen each} for

his/her activities of technical transfer. The main eguipment and

machinery are listed in ANNEX 4.
The above mentioned eguipment for the Project provided by

the Government of Japan have been used fully and efficiently for

the activities of the Project. The maintenace of the equipment is

satisfactory.-
The equipment supply for the Japanese fiscal year 1992 is now

under way.

7. BUDGET

A summary of the Project cost spent by Japanese and. Bolivian

sides is shown in ANNEX 5. It should  be noted that the. figure of

Bolivian side is the total expenditure of the hospital due to the
difficulty in classifying the Project cost from the total cost.

Both sides made the Dbest effort to secure the budget necessary

for the implementation of the Project. Belivian side, however, does

not have encugh budget for the renovation of the equipment.

— 56 ~

it N iciinecedtociamiditniaasisissnees

F N P



Cire N¥, ... trigasasarceserancen cesaruuae

MINISTERIQ DE PRE\'iSION SOCIAL Y 5ALUD PURLICA
Bolivia

§. ACCOMPLISHMENT OF TECHNICAL COOPERATION

As a result of the activities mentioned in III1.2 “Activities of

Japanese Technical Cooperation®, the folleowing points  were

accomplished.

[HoSpital Administration]
(l}Personnel Management
The critexia for the establlshment of the organlzatxon are
1jthe existance of the organxzatlon s goal,
2)the existance of staff's effort towards the goal and
3)the existance of smooth commun1cat10n among the organlzatlon
According to these criteria, the hospital’'s organization is
still “under formulatioﬁ._ Although the goal was alreédy clearly
definred, some of staff don‘t seem to realize it. In spite of a
variety'ofhmeetings, déciéions are nat completely conveyed to each
staff. wdrking hburs are not strictly kept, wh;ch was already pointed

out by JICA mission in Aug., 1988. To overcome this kind of problems,

it is needed to educate the staff repeatedly on the principle of
behavior by using manuals until they can realize and serve the

patient with full attention.

[Equipmént Maintenance and Control]
The above mentioned mission in 1988 recommended the hospital

to make properly designed register baok for equipment and to vpgrade
echnique for maintenance. The hospital has established maintenace
<P:;:;7:nd register system and upgraded the maintenace technique as high
(// as a professional level in Japan.

In future, eguipment control should be centralized. It is also

expected to have profit from the maintenace services outside the

hospital.

h}d{ky [Financial Management] _
77 Financial status of (he hospital has been vemarkably improved.
_ Enormous amount of the debt which EXISted at the inicial stage of
‘the pra;ect was re1mbursed completely. The concept of depreciation

has been introduced in the accountlng sysfem
Slnce the study mission was dispatthed in June 1987, Japanese
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side pointed ont repeatedly the importance of precise statistics on
management. Some kinds of statistics existed, but could not be used

for the planning of management. After Feb.1991, :the project fox

improvement was started. From July 1991, a <charging systemlhas baen

develaped by using computer. The succgssful result is expected,

Without precise statistics, decision making on the ﬁanagement

is imppssible. The director realizes it completely, but he lacks
supporting staff (section) to promote ;mprovement in this field. a

long term éxpert' should have been dispatched in 'the earlier stage

of the Project.

[Establishment of the General Policy of the Hospitall
At the inicial stage of the Project, most of the staff didn't

understand the hospital's policy whith is to provide the primary

medical care services for all classes of people in Santa Cruz and

secondly' to offer specialized medical services as a leading
hospital in the area. Since most of the.staff have now reaiizgd the
poliéy, the basis for the developﬁent of the hospital is established.

The board . of the hospital {"Directorio de Unidad
Descentralizada®) did not function properly ~at the time of the
iniciation of the hospital dué to its charscter of being a first
trial of descentralization. But with the progress of the Project,
the board was reinforced by the minis;erial decree and begén ta
make active planning according to iha established poiicy through

the collaboration hetween the hospital and Japanese experts team.

QT:;;7r The board has wmany tasks to  tackle mainly because of

—,
\

insufficient financial support and its objective to provide medical
care to low income people. In this sense, the board should place

priority on securing Einancial resgurces and improving

administration.

[Surgery}
the tolal number of the out-patient, in-patient, and

emergency-patient, as well as the humber of the operation, has
increased steadily in these years. It is also recbgnized that the
appropriate health serﬁice have Leen given Eo the people in Santa
Cruz. The staff of the surgery department, inciuding-_general
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otorhiolaryngology., urology. anesthesiology, and orihopedics

saurgery,
as well

have improved their technigue of the primary medical care,

as their own speciality. The manuals for the special fields in the

surgery, such as trauma, have been made by the staff, which improved
the medical ability of all of the staff in the surgery, combined

with the efficient education for the residents.
cne of the problems is the éctivity of the ophthalmology. The

number of the operation in the ophthalmology did not increase at

all, despite ofthe donation of the surgical instruments in 1989.

[Internal medicine)
The total number of the patients in out~patient, in-patient and

emergency-patient - has increased steadily in these years. It is

recognized. that appropriate primary medical care has been given to
the people in Santa {ruz. The technigue of the gastroendoscope and

echography, which were introduvced through the technical cooperation
of JICA are playing an impoxtant role in the improvement of the

quality of the medical service.
One of the problems is the dis-organizations of the specialists,

especially in the diagnosis and treatment of the in-patient.

[Pediatrics]
Growing number of out-patient, in-patient and emergency-patient
and the improvement of bed ocupancy can be deemed as the result of
onEidence of the people and other medical institutions. The
<—;;:;7/fmprovement of medical service is noted , as shown in the increase
(’/' pf the patients in a serious condition and the reduced mortality in

diarrhea.
Academic activities, such as disease oriented research,

attendance to the seminars and congresses, has been progressed.
)

£f7 The properly divided ward by the disease enabled better

treatment and nursing.
The medical equipments are sufficiently installed. and the
quality of the medical service in the ward has been improved.
Technical trainning is needed for some of the doctors and nurses
who are not fully familiarized with the usége of medical equipment.
In spite of the sufficient number of doctors, patients are not

propérly attended by the doctors due to the unsuccessful personnel
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{Obstetrics and Gynecology]
after the opening in 1990, the ackivity of the gynecology has a

tendeﬁcy to increase, although not satisfactory, as shown in the
éteady but slow increase of the number of out-patient and in-patient.

The activity'of the'gynecology is uvnder the requested level.

{Intensiﬁe care unit)

The ocupation rate of the bed is fairly high and guality of the
medical service is satisfactory. Special technologies such as the
monitor of the arterial pressure and Swan-Gantxz catheterization, are
efficiently applied in daily activity. Cooperation with the nurse
is excellent. Further cooperation with other sections are necessary.
Diagnostic sections

[Central laboratoryl}

The pumber of the available laboratory examinations has been
increased, as with the increase of the number of exahinated samples.
Quality of the examination of the bacteriology and the pathology,
which had been performed irregularly before, has been improved.
Problems are the delay of the reports partly due to the irregularity
of the working hours of the laboratory staff and the low quality of

the examination due to the insufficient basic technigue.

<f‘F:;7r[Electro-diagnosis section)
1.

v
l /

4

The variety of the examinations has increased. The namber of the
examination of electrocardicgraph , electroencephalograph and
ultrasonograph have been fincreased. The number of the examinations
using gastroendoscope and broﬁchoécope, however, decreased probably

due to the break down of the endoscope for six months.

[Radioclogy] -
Number of the case not oﬁly of plain radiography but also of
angiography has remarkably increased. The problem is the lack of the

cooperation with the other sections.
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[Emergency +section])
The number of patients coming &this hospital

jncreased,whrich way mean that this hospital is. now functioning for

However, insufficient improvements still have been

has remarkably

the . people.
observed in the emergency section.
The problems are followings;

1) There is no inter-sectorial coordination among staff.

2) The services for the patients are sufficient.

3) There are no manuals for the diagnosis and treatment for emergency
care except the manual for trauma.

4} Because the electro diagnosis section is not available at night,
the basic Qiagnostic instruments such as endoscope and ultrasonic
apparatus are rarely able to be used fdr urgent patients.

5) The 1a¢k of the appropriate on-call system for specialists made it
difficult to give the immediate treatment to the patients who need

a consultation in specialists.

{Education}
Growing number of the interns from the medical school and
level

of the hospital.
Educational activities including resident education are
actively performed. Emphasis are hesvily rlaced on theory rather

than practice. Practice using well-furnished medical equipment and

practical training by human resources trained in Japan are warranted.

;;; ‘(Hursing Management and Education]

\“/

0

Basic systems of the nursing management has been established.
Guidelines and job'description exist in written form and a series

of reporting forms and diaries are being used. Improvement is,

however, still reguested on the reporting items, classification and

statistics. _
Educational activities are growing inside and outside the
hospital. The hospital is playing a leading role in terms of the
planning and the guidance on educational activities within the city
of Santa Cruz. Quality of the activities should be upgraded
responding -to the area's expectation.
The level of technique and knowledge on nursing are still
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low, altnough_fthey are upgrading through the technical transfer

done by Japsnese experts and volunteers. It 'is important to

on-the-job practical education and let each nurse to

have eagerness to learn.

A variety of mwanuals have been prepared for nursing
mahagement,‘operation theater, ICU, nursing for operated patient etc,

But their utilization is not satisfactory because of the limited

distribution. Generalized utilizafion is urgently needed.
Planning of nursing based on the evaluation of ‘each patient

is not performed. Case-conference with medical doctors is not held.
importance. On the other hand, sanitary
familiy is actively

Insgfficient

Both avtivities are of
education for the patient and tiis/her

implémented and expected to have successful results,

communication between the aursing department and the aothers

obstructs the solution of problems.
The role of the head of the department is becbming more and
important with the advancement of hospital modernization.

more
pratice of the head of the department-éhould

Responsibilities and
be fulfilled in order to upgrade the quality of nursing staff and

services.

CONCLUSION

As stated above in [V -8, improvement can be seen in each sector

of fthe hospitai, especially in the sectors where the léng term

q,w_,fféxperts were dispatched.

[’
4
“

Judging from the accompl ishment of technical coéﬁeration, it

can be concluded that the objective of the Project have been

achieved to a certain degree.
It remains, however, to consider ways and means Lo produce

further improvement and upgrading of the hospital activities.

Heing insufficientl& financed, it is still _difficult for the
hospital to fulfill its role to provide medical care services from
primary to tertiary tevel for all classes of pecple in Santa Cruz,

although a basis for performing its rtols is now established hy tﬁe

Project.
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LIST OF MAIN BOLIVIAN CUHHTE“PART PERSONNEL

NAME

ANNEX_

:: LIST oF JAPANESE EXPENTS BISPATCHED BY

. Bduardo Saavedra I
. Freddy Romers

. hrmunda Morales

. Freddy Gulicrrez

. Garlos Alberlo Sua

. Orlandy Jopdan

Bdwin Salazar
Winston Monlero

Julio Yiltalohes

5. Elsn Hmns

. Hewlor Soliz

David Rosado

. Jfuon Cdrivs dnlelo
. Rubien Montano '
. Wareos bplafnlic

. Lilian Melgar do A

~. Casimiro Gabral

{LONG TERM ikPlRi)
NAME

Bbr.
DMs.
Cohr,
@Nr.
Ms.
e,
D,
b,
Gh¥r.

Tameisu Nakasa
Yusiko Suguwaran
Tubru Ise
Toichire Iso
Saluki flonda
Ninaru Tanabe
CUiuki Wi voshi
Fumihise Sakuma

Hasato Maruyian

rung

red

rastrion

Chairman of the the liospilal

foard of
Bircelor of Lhe hospilal

Vice dirvclor of the hospitasl

Head of he Deparbmenl ol surgery

Head ol the Deparimenl of Internal Medicine
Head of the Deparlment of Pedialrics

lead of the Beparimenl ol 1CH

flecad o©f Lhe bepatimenl of Gyneeo-obstelries
Nead ol Administration

Hewll ol Lhe Hepaelacnl of Nursing

fead  of the Bepaelment of Teoching and Heseaveh
Lhicl of Lhe laboratory

Ehiel af Etectro-diognosis seclion

Chief of Radintoegy Seation

Tha

PERTOD
§1/12/18

L TAR VAN

857 ¢S4

88/ 1/1)

59712/ 2
90/ 4/1%
ITAR TR
LIRS

Aavs o121

Chivi of Fmurpency Suolion
fead of Persunncel Depariment

fload of Maintennce Beparitmenl

JECA
FIELR
S~ N0/i2/717  Saurgery
/s 1/ 9 Nursiapr Managoment
- /A28 Teaw Lessher/Vediotrics
<9212/ ¢ Projecl condinalion

92/ 4/3h  MNursing Manugemeal
a/Ves 1
ge/tL/ee
12702/ 4
92/ 1720

Team Leader/Pediatrics
Surgerey
Yaintenance

Hospital administralion

uf medicatl cquipment.
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{SHORT TERM EXPERT)
HAME
1.0,
2.0r.
3.Mr.
4.0r.
G. Mr.
5. e
?.Dr:
§.0r.
9. 0.

Narao HJubaro
haoki fnrnta
Shouji Nishikava
Sukue bwbsaki
Tasuke Kobayasi
Masuo Fejimoki

Tetsure Kajiwera
Susumu Nokala

i e Shuzen Malsumoto
P1.0r.

12.0r.

Tsunen  Morishing

Fumiliizsa Sakama

13. Mr.
14, 0r.
15. Mr.
1h.Dr.
1T, hr.
15, br.

Ken Malsumolo
Kyoichi Soga
Masaaki Machino
Minore Toriyama
Masami Ragoasbhimao

Fumiliise Sukuma®®?

Chiuki Miyoshi
ftoh

19.0hr.
20.0r. Kiyoomi
Koichi, Nobutome ”

. Toshio Asano

23.0r. TsuLumu‘Iwuyu

24. e, Kouwicli Nobutomo'®!
2h.Mel Yoshio [ile

26.0r. fokeki Shiina

. Minorn Teriyama™?®'
28 Br.
29, br.
3 D,

Rimio Fujita

Tadashi HNoriuchi
d.0re. Heiko loshiguehi
A2, Mr.

13 Mr.
34D

Yoshia lde®!

Kergi [wayina

Fumimara Takakn

Yoshihiro Yagishita

Yoshilire Yagishita®®

S99/
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rERan
K8/ 1/21
88/ 1724

8/ 1/29

K8/ 87\
887 871

BB/V1/26
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ANNEX IV
PROVISION OF EQUIPUENT

1. Wedical Equipment 7 |
RSpiraLihn apparatus, Electric thermometers, Balance for the patients of

1Cl, Infusion pump for syringes, Emergencj cart for cardio pulmonar
resuscitation, Intracraneal pressure monitor, Endoscopy video equipment,
Panendoscopy, Panoramic X-ray apparatus, Anesthetic machine, [Htrasonic

diagnosis apparatus, CT scanner, Blood cell counter etc.

2.Medical Material

fleactives, Cuntafner.for formaline, Flasks for aspiration equipment,
Sterilization tape, Pediatric surgery instruments, Traumatology and

plastic surgery instruments elc.

3.Educational Material and Equipment

Cardiorespiratory Resuscitation Manikin, Projector, Video etc.

4. Vehicles

4-wheel drive station wagon, Microbus.

5. 0thers

Computers, Word Processors, Tools for maintenace etc.

T



mm ANNEX, V The Project Cost Spent by Japanese and Bolivian Sides
: Calendar Year 1987 1988 1939 1930 1981 Tolal
f Japan  million Yen 219 118.3 82.8 1384 160. 4 531.8
5. txperts U Study Mission . 18 ©48.4 52.8 95.7 104 320.9
Equipment 2.9 1 §8.9 40 42.7 55.4 210.9
mopw<wm.ﬁrocmmzn Boliviano 2,757 3,810 4,882 5,642 7,393 24,480
Personnel L 2,474 3,395 4,058 4,98 16, 084
Materials : 750 515 781 981 1,82 4,331
Administration 357 134 149 T 555 1,686
Equipment 256 _ 121 36 108 0 521
Others _ 223 | 566 541 4 534 1,858

Note. 1. {(JAPAN) a.The cost of counterpart personnel training in Japan and the administratjve cost of JICA are not included in the
above table due to the difficulty in counting.

b.The cost of Experts and Study Mission includes the cost of small-scale gquipment which were brought by the
the experts and the cost of production of manuals ete.

c.The cost of equipment was counted on the basis of Japanese fiscal year.
2. (Bolivia) The cost of Bolivian side doesn't include depreciation of the equipment.
N

N
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