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THE MINUTES OF MEETINGS
BETWEEN THE JAPANESE ADVISORY TEAM AND
THE AUTHORITIES CONCERNED OF THE GOVERNMENT OF
THE REPUBLIC OF BOLIVIA
ON THE JAPANESE TECHNICAL COOPERATION FOR THE PROJECT
" HEALTH AND MEDICAL CARE DELIVERY SYSTEM IN SANTA CRUZ"

The Japanese Advisory Team (hereinafter referred to as “the Team") crganized by the Japan
International Cooperation Agency (hereinafter referred to as “JICA") and headed by Dr. Noritsugu
Umeda, visited the Republic of Bolivia from August 8 to August 16, 1998. The purpose of the visit
was to review and evaluate the progress of the Project "Health and Medical Care Delivery System in
Santa Cruz" (hereinafter referred to as “the Project”), and discuss the cooperation policies for the rest

of the period.

During its stay in the Republic of Bolivia, the Team was informed of the activities carried out
in the Project and the results obtained up to this moment. Also the Team exchanged views and had a
series of discussians with the respective Bolivian authorities concerned to analyze and make decisions (/ L
for the successful implementation of the Project. '

As a result of the discussions, both parties agreed upon the maiters summarized in the
document attached hereto.
1
Santa Cruz, Bolivia
August 12th, 1998
La Paz, Bolivia

August 13th, 1998
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Dr. Noritsugu Umﬂ:la

Leader,

Japanese Advisory Team

Japan Internarional Cooperarion Agency
Japan

>

Lic. %Jbeno \}aidez
Vice Minister of
Public Investment and
External Finance,
Ministry of Finance
Republic of Bolivia

“«
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Dr. Tomﬁy Marincovic Uzqueda
Mimster,

Ministcy of Health and

Social Welfare

Republic of Bolivia

Dr. E. Aroldo Cuellar Roca
Director, Dapartmental service

of Health, Santa Cruz,
Prefecture of Department
Direction of Social Development
Republic of Bolivia

@&Zv/wg

Dr. Carlos Dabdaub Arrien
Director of Hospital Japones
Republic of Bolivia




ATTACHED DOCUMENT

The executive organization, the operational plan and the progress of the Project were analyzed
and evaluated taking into account the revised Record of Discussion (R/D) and Minutes of Meetings
(M/M) signed on Seprember 20th, [996.

Along with the enforcement of the Law of Popular Participation as well as the Law of
Administrative Decenrralization, the start of the project activity had been delayed. However, thanks
to the effort of both Japanese and Bolivian sides, most of the objectives of the original Master Plan
(atached document of R/D) are being accomplished rationally. '

This tme, both Japanese and Bolivian sides were in agreement regarding the following
present situarion, later policies, obligations and the activities for the rest of the duration of
cooperation.

It was concluded that if the project activities were continued during the rest of the period, y
most of the objectives will be accomplished. (/</

1. Progress of the Project Activity

i
1-1. Improvemen: of health and medical care service system Lﬁ
Inside the hospital, the emergency medicine and outpatienc committees have been establish
and started activities to improve each section. On the other hand, SISME, the comminee aimed for the
improvement of the emergency system in Santa Cruz city, has been established to analyze and
suggest solutions to problems. The equipment maintepance committee has been established and the
maintenance system is being arranged for contnuous improvement. Also “"Saata Cruz City
Maintenance Center Plan” was framed. |

1-2. Improvement of the hospital administration
Inside the hospital, curreat hospital organization has been reviewed, additionally the policy of
<" the hospital was clarified and the state of its financial management will be reported to the executive
committee which meets periodically. Financial matters have been improved to the point where alack
of necessities has considerably diminished. Also the new financial management computer system
has been introduced to the Hospital Japones, as a model public hospital of the Santa Cruz dity.

1-3. Improvement of the human resources

A lot of training and seminars such as the workshop on emergency, a seminar ofl emergency
and critical care, has been hetd for the medical personnel working at inside and outside of hospital,
including local residents and interns.The publication, CD-ROM and video were purchased and the
arrangement of the library has been improved.

" ' =

)\
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2. Record of provisions by Japanese side

2-1. Dispatch of the Japanese Experts

The Japanese side has sent twelve (12) long-term experts and twenty-eight (28) short-term
experts in the following specific fields since the beginning of the Project up to August, 1998.

Long-term experts

(1)Leaders- - -2 persons

(2)Coardinators- - -2 persons

(3)Nursing administration - - - 3 persons
(4)Medical equipment maintenance- - - | persons

Short-term experts

(1)Medical equipment maintenance- - -2 persons
(2)Clinical laboratory - - - 1 person

(3)Hospital administration- - 5 persons
(4)Pediatrics (ICU) - - - | person

(5)Surgery- - -4 persons

(6)Pediatrics- - - 1 person

(7)Clinical adviser- - - 1 person

(8)Dentistcy public health- - - | person

(5)Climcal laboratory - - * 1 person
(6)Hospital administration- - - 1 person
(7)Radiology- - + 1 person
(8)Emergency medicine- - - 1 person

( 9Pharmacy- - -2 persons

(10)Emergency medicine - - -3 persons

(1 D)Internal medicine (respiratory) ---1 person
(12)Neurosurgery- - * 1 person

(13)Radiology- - - 1 person

(14)Anesthesiology - * - 1 person

(15)Nursing administration- - 2 persons o
(16)Pathology- - - | person ;/

2-2. Participarion of Bolivian Counterpart Persoanel Training in Japan
Thirteen (13) Bolivian counterpart personnel were trained in Japan. Presently, three (3)
persons are now participaring in the training courses. Specialities, in which personnel were received

(1)Nursing administration - - -5 persons
(2)Hospital administration - * *2 persons
(3)Public health- - - | person
(4)Medical educaton- - - 1 person
(5)Surgery- - - 1 person

(6)Neurosurgery - - - 1 person
(7)Neurology- - - 1 person

(8)Pediatrics- - - 1 person

(9)Emergency medical system - - + 1 person
(10)Anesthesiology- - - | person
(11)Obstetrics and gynecology- - - 1 person

All personnel participated in the dissemination of knowledge obtained in the training courses
in Japan to other professionals. Most of them have been working in the same institutions, but two
(2) of them, trained in the field of hospital administration and public health, had left the Japanese

Hospital and related health institution.

2-3. Provision of Machinery and Equipment

During the period from 1994 to 1998, the Japanese side provided machinery and equipment,
mainly for diagnosis, medical reatment, education, hospital administration and medical maintenance,

at the cost of 219,000,000-yen, US$1,542 253,
and urilized.

Most of the machinery and equipment are used well
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3. Later policies of the Project Activity

Taking account of the progress of the project activity mentioned in (1.) above, both sides
agreed the later poficies and the important topics of the project activity were as follows.

3-1. Improvement of Health and Medical care service system

As a public institution, itis necessary to keep up to establish the supply system of medicine
and material to offer constant medical services to indigent people. Also Hospital Japones should
establish a joint committee with the primary level health institution to reinforce the relationship with
them. On the other hand, SISME will emphasis performance of the following actions, compile a
raining course on emergency medicine, establish an emergency communicarion center and disaster
preparedness for health. "Santa Cruz City Maintenance Center Plan” needs to be reinforced to realize

the above.

3-2. Improvement of the hospital administration

The policy of the hospital was informed to the medium level staff of the hospital, and will be
expanded to all the staff. Especially, the supply purchase comunitmee will rationalize the supply
management system (o improve medical services. The information made by the financial affairs
management computer system will be reflected in the decision making of hospital administrative
management. The intrahospital information system needs to improve accuracy and data speed.

3-3. Improvemert of the human resources

Effective as of 1998, the training courses especially regarding to the reformation of the post -
graduate education relating to emergency medicine will be started and reinforced and manual and
textbook will be prepared. Also it is necessary to examine the evaluation process and training methods
to make the textbook more effective.

?
]
%.

-31-



4. Specific Articles

4-1. Project Design Matrix and Evaluation

Project Design Matrix (hereinafter referred to as “PDM’, Appendix 1.) was made through
discussions between the Japanese and Bolivian sides. This PDM is based on the document of the
revised Record of Discussion (R/D) and Minutes. of Meetings { M/M ) signed on September 20th,
1996. After then by the evaluation of the Project, both the Japanese and Bolivian groups will revise
this PDM on the basis of present conditions.

4-2. Local Expenditures for the waining of Middle-Level Manpower
Both the Japanese and Bolivian sides take necessary procedures to frame a more effective and
appropriate program for the middle-level manpower training and carrying it into execution

4-3. The Japanese Proposals to the Bolivian side
The Santa Cruz city government should take necessary measures such as conduct of habilities,
preparation of infrastructure, which are indispensable topics for the accomplishment of the Project.
The Bolivian government should conduct an investigation for the appropriate number of
staff. In the case of shortage, itis expected for the Bolivian government to endeavor the assigrument
of the adequate number of staff. j
All committees established up to this moment are all playing important roles, so all activities z
should be promoted more.

4-4. The Bolivian Proposals to the Japanese side
Further cooperation to the Japanese Hospital responsible for plan on counter pobaty promoted
as a one of the health policies of the Bolivian government is expected.

Note: This document has been written in English and Spanish. In case of discrepancies in the
wrerpretation of the document, the English version shall prevail.
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PDM (Resunien)
PROYECTO DE PROVISION DE ATENCION SANITARIA Y MEDICA EN SANTA CRUZ

|'E|.., de Pr

de Atencién
ajos

¥ Médica en Santa Cruz funciona para la
de Santa Cruz

El Hospital leonés puede suministrar una adecuada atanclén médica a la poblacién
( alos

dentro del Sistema Reglonal de la Salud

emergencia

PROYECTO
RESULTADOS ACTIVIDAD
1) Direccidn 1-1) Mej i del Sistema del Haspitat Municipal [+ Elaboracién de un modele para unificar el sistema de los i (Ci para el sistema
Municlpal de Salud |+ Mejoramiento del proceso de elaboracién presupuestaria
= Ejecucion del pl sobre |a pmvvsnén de prestar una adecuada atencién rnédu:a
1-2) Inicia del Sistema Administrativo Municipal de los equipas médicos |» Creacion det Comits de Admint y i de los Equipos i
[+ Organizacién de cursos para los becarios de Ja Ingenierla Electromédica
= Materializacién del proyecto del Centro de i
1-3 Mejoramiento det Sistama de Emergencia médica de la red de - Elaboracion de un proyecto concreta sobre el sistama de emergencia
sarvicio municipal
* Realizacién da estudios sobre la reslidad del sistema de emergencia
+ Inauguracién del Comité de Emergencia
» Creacion de cursos de Emergencia
1-4) Mej; i del Sistema de iay C [« Aumento de la transferencia de pacientes al Hospital Japonés
Médica
|+ Aumento de solicitud de faboratorio al Hospial Japonés
» Mejoramiento de la calidad de atencion en las instituciones hospitalarias def 1er. nivel de atancidn médica
2) Hospltal 2-1) Mejoramiento de fa atencion médica en el Hospital Japonés
Japonés ~ Mejoramiento de la administracién o del manejo de pacientes de [« Establecimierto del Comité de Mejoramienta de Emergencia

« Disminucién de la tasa de tr ia de las paci de

» Disposicisn de una adecuada atencién - servicio incluido a los pacientes indgentes

» Los estudios para los de ia deben sin atrasc durants fas 24 horas
. in: de i para la gencia sin retraso .

+ Mejoramiento de la administracion o del maneja de los pwentzs da la|
consulta externa i de ias y

y
- Formacién del Comitd de Mejoramiento de la Consulta externa

» Aumento de los pacientes de referencia

» Atencidn adecuada a los pacientes referidos de! 1ery 2 A
[+ Aumento del imi a de {Post-alta médica, post-extraccién dental, etc.)
[+ Aumento de los pacientes de contrareferancia

- Ejecucién permanents de los sstudios adecuados y de_alta calidad

« Mejoramiento de la calidad de enfermerla.

+ Desarrollo def proceso de enfermerla
g Reglstm cormecto de nformes y notas de enfermeria
¥ alos y sus familia
técnicas correctas de anfermeria (comprensién de las formas de pensar sobre PCM)

g I dela

- L

I*Mejoramiento de las medidas estratégicas de la infeccién
intrahospitalaria,

lizacién de PCM en la Administracién de Enfermaria
[+ Mejoramiento de las medidas da idn y controt de las i

: 2-2) Mejoramierita def Sistema de Administracién Hospitalaria en el

Hospital Japanés
. Mejoramlenln de los aspectos de: oraamzaclén admlnlstraclén

personal, ydeil
{Organizacién)

{Finanzay

[+ Mejoramisnto de ia reforma orgénica del hospital

= Funcionamiente de comités y comisién def hospital

* Orentacién sabre e sistema computarizado para ef manejo y control financiero

o lizacién de un do manejo p io del Hospital

- Céleulo del costa de la atencién de loa pacientes indigentes relacionados con el célculo de costos del arancel de

fservicios del hospital

de i ios para Ia atencién médica (Emergencia y Consulta Externa)

(Perscnaly

(Estadisticas)

(Comunicacién,|

* Regularidad de las compras de materiales y suministro.

~ Distribucién del personal y adecuandcio a las necesidades realss
[« Mejoramiento da |2 administracién de trabajo

- Mejoramiento def manejo det personai

» Obtencidn répida y oportuna del Historial Clinico.

+ Mejoramiento del sistama inistrativo de

* Mejoramiento dej Sistema de Administracién de los Equipos.

[+ Funcionamiento permanente de los equipos de la Emergencia
- Uso dal cuademo de reglstm de equipos intrahospitalarios.

o ion de
7 + Orientacidn y entrenamiento para el uso de equlpos
2-3) Ejecucién de la formacién personal + Seleccion de los aspectos p alaed ién pre-grado
Ji i de la izacion y prog dela pre- |+ Mejoramientc de los aspectos pi i i ala post-grado
grada.
« Innovacién del sistema de Residencia Médica
* Mej; i dela de la de post- grado « Programacién de cursos de entrenamientos para la emergencia

« Pragramacién de cursos para las becarios de la Ingenieria Electromédica

-+ Programacién de cursos para ser instructores técnicos de radiologia

| Realizacién de seminarias y talleres de educacién

[+ Seminario de practicas de laboratoria

+ Elaboracién de manuales

* Mejoramiento del servicic de Biblioteca

- Introduccién e instruccién de intemnet al Servicio de Docencia e investigacién
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