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MINUTES OF MEETINGS
BETWEEN
JAPANESE ADVISORY TEAM
AND KINGDOM OF CAMBODIA
ON
THE TECHNICAL COOPERATION
FOR THE MATERNAL AND CHILD HEALTH PROJECT

The Japanese Advisory Team organized by the Japan International Cooperation Agency
(hereinafter referred to as “JICA”) and headed by Dr. Shigehiko Kamoshita (hereinafter referred to
as “the Team”) visited the Kingdom of Cambodia for the purpose of reviewing the activities of the
Maternal and Child Health Project (hereinafter referred to as “the Project”) and discussing the
future plan of implementation.

During its stay, the Team exchanged opinions and had a series of discussions with the

authorities concerned of the Kingdom of Cambodia on conduction of the Praoject.

As a result of discussions, both sides agreed upon the matters referred to in the document

attached hereto.

Phnom Penh, March 11, 1999

(I g

Dr. Shigehiko Kamoshita Dr. Mam Bun Heng !
Leader, Advisory Team Secretary of State for Health
Japan International Cooperation Agency Ministry of Health

Kingdom of Cambodia
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I. Achievement of the Project in the fiscal year 1997 and 1998

1. Management Capability

1-1) General
1-1-1) Organization, Structure and System

Management organization was established in the National Maternal and Child Health
Center (hereinafter referred to as “NMCHC”). It includes Nursing Division, Technical Bureau, and
CSSD (Central Sterilization Supply Division) which were newly established. There are meetings in
each level, from upper level to lower; the Steering Committee, Division Committees (Clinical
division, Nursing division), Ward conferences (in Out-Patient Department, Maternity, Gynecology,
Delivery, Anesthesiogy), and Staff meetings (Leader staff meeting, Medical Doctor/Medical
Assistant meeting, Midwife/Nurse meeting). They hold regular meetings, discuss problems, and try
to find out the solutions.

Functional organization was also established; Drug and Material Procurement committee,
Financial and Controller committee. They also hold regular meetings, compile the data, discuss
problems, try to find out the solutions, and report to Steering Committee monthly. Nursing Division
has three working groups (education, nursing care, research), and help Nursing Chief Committee.
With regard to Clinical division, Sub-committees were set up to support Clinical Committee, to

reduce the over-burden of chief level, and to foster and cultivate the capacity of vice-chiefs.

1-1-2) Customer service

Registration system of patients was introduced, to manage the patient data with patient
document and ID card, and to collect the data for patient management. o
Introducing the concept of management cycle (Plan-Do-Check-Action) is tried, based on the
concept of Total Quality Management (Quality Control activity). Having staff name on the lapel is
required for patient service. The Opinion box was introduced to listen to the voice and complaints

from the patients and from the staff, and to improve the quality of NMCHC service.

1-2) Personnel
Personnel Report is presented in the Steering committee, to check the feasibility of
personnel allocation, and to understand the changes of the staff. Personnel evaluation system

was discussed relating to the salary system, but has not been introduced yet.

1-3) Matenial

1-3-1) Drug/Material

Through the Drug and Material Procurement committee, the usage and request from each
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service are checked. Based on the data and needs, drug and materials are purchased regularly by

using User fee income in addition to the regular provision from CMS (Central Medical Store).

1-3-2) Medical equipment

All medical equipment is registered for effective management of equipment. Parts for
medical equipment are also registered. The training for medical equipment maintenance, facility,
and its management was started for counterpart who is not the engineer originally. -The fnformation
of estimated budget for maintenance was presented to the Cambodian side, and the Cambodian side
got the image abouf the cost for it. For the management system of repair and maintenance was

introduced by using Service report form with which the chief nurse of each ward has the

responsibility to order the repair.

1-3-3) Facility
During the one year contract with Japanese construction company, the facility maintenance

staff received some training sessions. After this maintenance contract, further training has started

by Japanese experts. It includes technical skill, and also management capacity.

1-4) Finance

User fee system was introduced, and relatively functions well. Prepaid system was
introduced but sometimes the “run-away” cases happen. Also Exemption system was introduced
for the protection of the poor, and as a kind of staff welfare. Exemption is decided by the
Controller. Around 5 % in user fee income is used for the poor, even though there is some difficulty
to-identify who is the real poor.. Financial (and Controller) committee was formed to discuss the
financial matter, such as the tariff, incentive allocation rate.  Accounting report and Exemption
report are monthly presented and checked in the Steering committee.

Financial management of the NMCHC is relatively appropriate. The total amount of the
inéoine is more than the expenditure, even though JICA is reducing the expenditure for continuous
operations. The percentage of personnel cost is less than 50% 1n totai income (around 42-47%).
Also the percentage of drug/material, and of running are relatively appropriate (around 25-28%).
However, there are some difﬁculties, such as reduced value of Riel to US dollar, and introduction of
10% VAT, therefore the appropriateness of the price of service as well as the incentive salary for

staff should be discussed several times.

1-5) Information
Health Information, such as patient data of out-patient and in-patient, activity data, is

collected through the routine daily report work. In addition, information from Financial/Controller
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committee, Drug/Material committee, Personal data are reported to the Steering Committee

monthly to improve the management.

2. Training Activities

2-1) Health Center (HC) level MW training

Health center level midwife training courses were conducted in October, December, 1997,
and February, October, December 1998, and February 1999. In the first three courses, the trainees
were selected from all provinces, 2 trainees from each province. But from the fourth course, the
number of trainees was decided in proportion to the population of the province. And the total
number of trainees in one training course was increased from 16 to 20 attendants. Training course

includes practical training (including experience of at least three times of normal delivery), lecture,

group discussion, night duty, evaluation, and so on.

2-2) Doppler training
Doppler training course was held in August, 1997. The course included handy Doppler

provision, Doppler training, and newborn resuscitation training. A total of 150 physicians and

midwives attended.

2-3) Oxygen concentrator training workshop

The training course was held in January 26-28, 1999. The course included oxygen
concentrator provision, how to use and maintain the machine, care of obstetric shock, newborn
resuscitation, and presentation/discussion of reduction of maternal mortality rate and infant

mortality rate. In total 37 physicians (obstetrician, anesthesiologist) were trained.

2-4) Internal Trainer’s training

The first internal training session was held in September, 1998. A total of 40 midwives

were trained as the trainers for midwife training course.

2-5).Pre—training training

. Before going to Japan for the training, trainees should attend. This training was designed
to give them an opportunity to understand Japanese customs, life and health system, to understand
the Cambodian health situation, to get familiar with the presentation, and to clarify the otjectives of

the training in Japan. After coming back to Cambodia, they should report their achievement and

experience in NMCHC. /L“
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3. Clinical Activities

3-1) General
3-1-1) Team care

The team was formed for medical and nursing care. Team is formed by one senior
physician (one team leader in Nursing division) and two or three junior physicians (staff midwives
or nurses in Nursing division). Through this structure, senior can supervise and instruct the juniors

in clinical and in management. And Service chief (Ward chief in Nursing division) can manage and

supervise whole of the service (or ward).

3-1-2) Rotation system

In Clinical division as well as Nursing division, the staff rotation system was introduced.
The chief level has longer duration to rotate, therefore, the staff or junior level is rotated several
times. This system is for avoiding the stagnant, giving an opportunity to experience many different
specialties, and improving their skill and knowledge. The duration of midwife rotation is three to

four months, and six months of physicians.

3-1-3) Ordinary and Emergency patient flow
Ordinary patient flow was decided at the beginning of the new center. Also the emergency

patient flow was formed to avoid the confusion of the patient transfer.

3-2) Physician
Patient visit (round) by team was introduced, but not ideally yet. After the patient visit,
service conference was held in every ward regularly (daily - weekly), to discuss the treatment and

examination schedule for severe cases. Anesthetic chart for operation case care was re-introduced

in Operation theater.

3-3) Midwife/Nurse
Nursing division is more advanced than the others, not only formation of sub-committees

and training session, but also the introduction of the concept of customer service. New patient chart

was introduced in ICU.

3-4) Para-clinic
3-4-1) Laboratory

New reception and registration system for patients were introduced. Also re-training for
the present labo activities for hematology, urine-test, and some serological test were performed. In

addition, routine examination of hematocrit and urine protein for Ante natal care (ANC) first visit

- 25
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cases was introduced to check anemia and toxemia, and to detect the high risk case for delivery.

3-4-2) Echo (Ultrasonography)
Internal training session was performed under the initiative by the Cambodian side to
secure at least one physician in one duty team can perform Echo for emergency case. One

Echo was installed in OPD. Review session for abdominal organs by Echo was performed.

4, Other Activities

4-1) Health promotion
4-1-1) Mother’s class

Mother’s class was upgraded into four sessions, nutrition, ANC and tetanus vaccination,

breast massage, and pre-delivery preparation.

4-1-2) Brochures
Brochures for the NMCHC guide, Admission guide, and Nutrition education were made,

and ANC information is on the way of preparation.

4-2) Supervision

Supervision activities started again in April, 1998. The supervision trips were done for six
provinces (Takeo, Battambang, Prey Veng, Kampong Cham, Kampong Thom, Pursat), focusing on
the supervision for trainees in HC level MW training courses, and on the improvement of

supervision activities.

4-3) Material provision

Traditional Birth Attendant kits were provided through provincial health department, and
Non-Governmental Organizations. MW kits were provided through provincial health department,
and trainees in HC level MW training course. Also motorcycles were provided through provincial
health department for supervising referral hospital and health center by province, and for the

transportation of emergency patients.

II. Future Project Plan of Action

1. Management
1-1) General

In order to prepare the sustainablity, whole of the management structure and system should be run
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by the Cambodian side only.
In order to improve the quality of care, the concept of Quality Control should be implemented by
the Cambodian side only.

In order to manage NMCHC by the Cambodian side themselves, management cycle should be run

by the Cambodian side only.

1-2) Personnel

In order to keep the better working quality, personnel evaluation should be used effectively for

management, such as rewarding system.

1-3) Material

In order to keep appropriate use, Drug/Material monitoring system should be performed completely.
In order to maintain medical equipment appropriately, medical equipment management system
should be established.

In order to maintain the facility in NMCHC appropriately, facility maintenance management system
should be established.

In order to purchase the parts which are not gotten in Cambodia, parts and material obtaining route
should be established and secured.

1-4) Financial

In order to run NMCHC financially appropriately, essential Financial statements, such as Balance
sheet and Statement of income, should be introduced and completed.

In order to secure the financial system, Audit system should be performed precisely.

In order to secure the protection of the poor appropriately, Exemption system should be reviewed
regularly.

In order to reduce the impact of economic change in national level, Ministry of Health should

consider effective financial schemes.

2. Training

2-1) Training (management) committee
In order to organize the training session in NMCHC, such as trainer arrangement, the Training

committee should be established.

2-2) Referral level training

In order to train the staff ( physicians and midwives) in provincial hospital, district hospital, and

W .
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other supervisory staff, the practical training session for them should be set up.:

2-3) Financial scheme

In order to secure the budgetary fundamentals for the training, the financial scheme should be
introduced, such as full support by Ministry of Health, income generation, partial collection from

the trainer’s income.

2-4) Internal training
In order to continue the improvement and internal technical transfer, the internal training session

should be performed routinely, and regularly. Also the daily case discussion should be performed

in each ward

2-5) Student training
In order to make the clinical training for medical students and midwife/nurse students effectively,

the student training curriculum and schedule should be clarified, and implemented appropriately.

3. Clinical

3-1) Physician
In order to improve the clinical skills, the clinical care and the supervision system should be
strengthened in Clinical division. The concept of team care should be strengthened more. Also the

quality of care should be improved more, such as routine and essential works like examination

practice, treatment planning, infection control, and so on.

3-2) MW/Ns
In order to have the self-improvement capacity, the concept of management cycle and quality

control should be disseminated not only to the manager level but also to the staff level.

3-3) Para-clinic
3-3-1) General
In order to manage the Para-clinic section, the regular weekly meeting should be established as soon

as possible.

3-3-2) Laboratory
In order to improve the quality of results of the hematology test, the introduction of basic automatic

hematology analyzer should be considered for this tertiary level of the health facility. 1‘/
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In order to expand the content of the lab test, the limited biochemical and hormonal test should be
introduced in NMCHC.

3-3-3) X-ray
In order to deal with the fundamental Obstetrics/Gynecology needs, X-ray should perform the

fundamental X-ray examination, such as the detection of corpus-pelvic disproportion.

4. Others

4-1) Health Promotion
In order to improve health promotion activities, the opportunity of patients’ visit to health facilities

should be used more effectively.
In order to increase the accessibility to IEC (Information, Education, Communication), more videos

should be translated into Khmer. The capacity of IEC program development should be fostered.

4-2) Supervision
In order to run the supervision activities in the maternal and child health field, appropriate financial

scheme should be introduced.

III. Matters Discussed and Recommendations

1. In order to secure the quality of services, the followings were discussed and recommended.

1-1) Functioning the regular work in each service/division/level
1-2) Data collection

1-3) Problem findings

1-4) Objective establishment

1-5) Planning

1-6) Evaluation and revision

2. In order to develop human resources, the followings were discussed and recommended.

2-1) Personnel allocation (National plan)
2-2) Personnel evaluation

2-3) Personnel training for staff

3. In order to maintain and utilize medical equipment and facility, the followings were discussed

and recommended.
929 _
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3-1) Engineer allocation for medical equipment, by national

Appropriate personnel should be allocated, or external maintenance arrangement with
NGOs or private sectors should be considered, if not.
3 -2) Engineer allocation for facility maintenance, by national

Appropriate personnel should be allocated, or external mamtenance arrangement W1th
NGOs or private sectors should be considered, if not.
3-3) Revision cost of medical equipment and facility
3-4) CMS policy

4. In order to secure financial conditions, the followings were discussed and recommended.

4-1) Increasing the salary for staff
4-2) Budgetary secure for continuous operations, after the withdrawal of JICA.

4-3) Budgetary support for Exemption
4-4) Staff salary plan, national

S. In order to expand training activities, the followings were discussed and recommended.

5-1) Budget for training
5-2) Student training plan, by national

6. In order to improve the quality of care, the followings were discussed and recommended.

6-1) Routine and daily case discussion

IV. New Projects for the Further Improvement of Maternal and Child Health

The Cambodian side requested a new pragject for the further improvement of maternal and
child health, and the Team just held the request. The Japanese side will examine the contents after

the Government of Cambodia officially submits the project proposal to the Government of Japan.
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ST PERJONALIN ACTION 31 January IR

GOVERNMENT STAFF Temporary
s | 8 5 : | S k B,
N° SERVICES § g § % % 1:— 5 E ‘3 N E urmj l :;’ TOTAL '—E ‘; Grand Total
o £ uw [a} 3 2 z © 2 < (,i; é ES % =
Z
1]{Commillee Director 3 1 3 w
2|Administration Bur. 3 3 1 2 5 7 21| 15 16 w
3|Technic Bureau 2| 2 2 6 1 13 b
4{Accounting Bureau 2 2 5 1 3 13 1
5{Pharmacie 2 4 1 7
6|OPD g 2 Mo 4 2 3 1 49
7|Maternily 8 2l 27 3 40 >
8{Delivery 4 25 2 31
9|Gynecologie 5 2 13 i 1 22 1
10|Neonalal 7 4 14 25
11{Paraclinique 3 3 1 7 9 1 24 -
12|07 7 2 22 18 1 50 2
13lProgram IRA,.CDD,Cholera 5 2 7
14{Program.Nutrilion 1 1 2 4
15|Program.MCH &
16|Holi.Post Partum
Sub-Tola(Recel. Use Fee) | s 0 R )
17|Program.RH/BS/S.H )
18|Polio Eradicallon &
19|EPI 3
20|Study (CES+Japan) =
21iSick 1 1
__22|Disponible 52 g
Sub.Total(NolRe. Use Fee) ) }':‘(b @ﬁ, ?‘gg} ﬁ%ﬁ?{ %‘%ﬁm\ &’m ’108 33 ! e
R Cran o a \ %4.(37,_ TR B W, Bl
Ternporary Staff = Office 3. Cleaner 7 CSSD 1 Securill

Laundry i Engencer2 35

Siatislinue




_89_
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St Lolfus
SLJANNARY 1999 .
I _Gouvernment Staff
Sifuation Dispeonible
Situation{ Action MCI1) '
-December 98 51
-31 December 98 : 321 -Jannary 99
-31 Jannary 99 : 321 -8(Nat.Prog.3S)=313 S
+1-1
+1-1
-2 G [USHJY (15MADisponible GRUAction )
*fyg 69 (GfDisponible) -t g s mbgmqmﬁﬁ Syl Action G Disponible)
%l wnge (Disponible 01-01.99)
11) Holiday
“dt s
ODTemporary Staff

«nuntHinns - mee



Clinical Division Functional Structure

Steering

Commaittee

Clinical

Commitiee

l

Training Clinical care Management

Sub-committee Sub-committee Sub-committee

(7-9 members in each Sub-committee)
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