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Evaluation Summary

1. Outline of the Project

Country: Republic of Paraguay Project title: Project for Strengthening Continuing Education in
Nursing and Midwifery

Issue/Sector: Health (human resource | Cooperation scheme: Technical Cooperation Project
development)

Division in charge: Total cost (as of July 2010): 150,000,000 yen
Human Development Department

Period of January 2008 —|Partner Country’s Implementing Organisation: National Institute
Cooperation January 2011 of Continuing Education in Nursing and Midwifery (INEPEO),
Ministry of Public Health and Social Welfare (MSPyBS)

Supporting Organisation in Japan: none

1-1.Background of the Project

This project aims to strengthen the foundation for sustainable continuing education for nursing and
midwifery service providers and has been in implementation since January 2008 for the planned project
period of three years (until January 2011) with the National Institute of Continuing Education in Nursing
and Midwifery (INEPEO), the Ministry of Public Health and Social Welfare as the counterpart
organisation. The project builds upon the foundation created by the 5-year project “Strengthening
Continuing Education in Nursing and Midwifery in the Southern Regions of the Republic of Paraguay”
(2001-2006), of which outputs paved the way for INEPEO to expand its coverage to another two regions
prior to the commencement of this project.

The project initially planned to cover 16 regions including the six in which INEPEO had established
its programme before 2008 (Caazapa, Itapia, Misiones, Neembuct, Paraguari and Caaguazil).
However, the “new” target regions were reduced from 10 to 6 (Concepcion, San Pedro, Guaird, Alto
Parand, Amambay, Canindeyll) in November 2008 based on the findings of the Administrative
Orientation Mission Study. Some more minor adjustments on the project design were made at the time
of the Mid-Term Review in September 2009.

1-2. Project Overview

(1) Overall Goal
Nation-wide improvement of the health services provided by nursing and midwifery service providers

(2) Project Purpose

The foundation for sustainable provision of continuing education in nursing and midwifery in the 12
targeted health regions is strengthened.

(3) Outputs

1) The process of in-service training in maternal and child health for nursing and midwifery service
providers is established and the training carried out.

2) The method of monitoring and evaluation of in-service training in maternal and child health for
nursing and midwifery service providers is established and monitoring and evaluation carried out.




3) Human resources, budget, organizational development and administrative support for better
sustainability are secured.

4) A foundation for in-service training in Fundamental Nursing and Community Health Nursing in the
continuing nursing and midwifery education curriculum is established.

1-3 Inputs (as of July 2010)

By Japan
Long-term technical experts 3 persons (58.23 M/M)
Short-term technical experts 3 persons (7.27 M/M)
Third-country technical experts 1 person (1.27 M/M)
Overseas training in Japan 2 persons (0.67 M/M)
Overseas training in a third 6 persons (2.01 M/M)
country
Provision of equipment Equivalent to 18,878,000 yen (by the JICA standard
exchange rate of July 2010)
Local cost support Equivalent to 9,874,000 yen (by the JICA standard

exchange rate of July 2010)

By the Republic of Paraguay

Counterpart personnel 10 persons (including those resigned)

Administrative personnel

Local operational cost Equivalent to 29,857,000 yen (by the JICA standard
exchange rate of July 2010)

2. Evaluation Team

Team leader Kyo Hanada  Senior Advisor in Public Health, JICA
Composition Cooperatio  Keizo Uno Health Division 4, Human Development Department,
of . the| Planning JICA
Evaluation )
Team Evaluation ~ Naomi Imani  Researcher, Global Link Management, Inc.

Analysis
Evaluation 20 July — 13 August, 2010 Type of Terminal Evaluation
Period Evaluation

3. Results of Evaluation

3-1 Achievements

(1) Achievements of the outputs

Output 1: The process of in-service training in maternal and child health for nursing and
midwifery service providers is established and the training carried out.

“The process of in-service training” here refers to training up and keeping at least 8 trainers (referred
as “facilitators” in this project) each for maternal health and infant & child health in every region and
conducting in-service training that are modified to meet the needs of the trainees. Most of the activities
under this Output have been completed. The project has produced 57 facilitators in infant and child
health and 48 in maternal health from the 6 “new” regions, who have then conducted 22 and 14 training

sessions in the respective field. Another session in maternal health is to be conducted in Amambay in
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August 2010. Even though some of the facilitators have dropped out, 11 regions have more than 8§
facilitators registered according to the list of facilitators issued by the MSPyBS in June 2010.
Canindeyu has only 6 facilitators but has been managing within the available human resources. Given

those accomplishments, the output 1 is considered to have been achieved.

Output 2: The system of monitoring and evaluation of in-service training in maternal and child
health for nursing and midwifery service providers is established and monitoring and
evaluation carried out.

The two indicators assigned to this output only indicate if one monitoring trip was planned and carried
out in each of the 6 “new” regions. As the last of the planned monitoring activities is to be completed
in August 2010, the output 2 is judged to be achieved to the level envisaged at the time of the planning of
this project. However, a monitoring and evaluation system in a health region is unlikely to be firmly
established by just one monitoring trip. The information collected by the study team also indicates that
the data obtained through the monitoring trips are not always systematically analysed and utilised. The
monitoring tool for maternal health would also benefit from some modifications. As such, INEPEO is
advised to make continuous efforts to further strengthen the monitoring and evaluation system building

upon the achievement so far made under this project.

Output 3: Human resources, budget, organizational development and administrative support for
better sustainability are secured.

In terms of human resources, the numbers of INEPEO staff and facilitators are considered to be just
sufficient to carry out training and monitoring at the moment. As the workload is going to increase
when INEPEO expands its geographical and thematic coverage, the size of the human resources also
needs to keep apace.

Since 2007 the INEPEQO’s budget is on a slight increase but one cannot expect a significant increase in
its regular budget due to the budget ceiling set by the Finance Ministry. The Vice Minster of MSPyBS
and the Head of INEPEO are looking into possibilities of increasing financial resources for INEPEO
through various schemes of budget allocation such as complementary budget and/or budget reallocation,
which is yet to yield concrete results that would allow one to be optimistic. Effective coordination
within the MSPyBS is desired so that INEPEO would not have to spend its own budget when training
personnel from different divisions/departments of the Ministry in future.

Creation and official recognition of CREPEO (the regional groups of facilitators) as an entity within
the MSPyBS, officially announced in June 2010, was a significant achievement with which the regional
training and monitoring activities by CREPEO can now be, by right, conducted with the budget allocated
to the health regions. As the actual allocation of budget to CREPEO largely depends on the regional
directors’ understanding and cooperation, the Vice Minister and the INEPEO director are actively
involved in discussions with the regional directors so that the CREPEO’s needs are appropriately

reflected in the budget preparation for the 2011.
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Output 4: A foundation for in-service training in Fundamental Nursing and Community Health
Nursing in the framework of the continuing education curricula is established.

At the time of this evaluation, training materials for three components of Fundamental Nursing,
namely vital signs, physical assessment and anthropometry are under development. They will be
complete by the end of the project. For Community Health Nursing, a guide for applying nursing
processes in the community health nursing services is going to be produced also before the end of the
project. A number of facilitators have already been trained in these topics and training plans will be
established in each of the target regions once the training materials are ready. Besides these planned
activities, the committee for curricula & textbooks development is developing a module-based
curriculum for continuing education under the guidance of a Japanese short-term expert by revising the

existing one, to make it more suitable for in-service training.

(2) Achievement of the Project Purpose
Project Purpose: The foundation for sustainable provision of continuing education in nursing and

midwifery in the 12 targeted regions is strengthened.

Two of the three indicators for the project purpose were found to be redundant; as such it is difficult to
assess achievement of the project purpose from the indicators. However, the evaluation team concludes
that the project is successfully achieving its purpose, as the following outputs from the project all
contribute to the sustainable provision of the continuing education for nursing and midwifery service
providers:

e Production of a number of new “facilitators” who are capable of modifying the standard training

programme, conducting the training and monitoring in the 12 health regions;

¢ [nitiating development of training programmes and materials in new thematic areas of Fundamental

Nursing and Community Health Nursing;

e Development of a module-based curriculum for in-service training by service levels; and

e Creation and formal recognition of CREPEO by the MSPyBS, which officialises all the training and

monitoring activities at the regional level and signifies the political will of the government for the

nation-wide capacity development of nursing and midwifery service providers.

(3) Prospect for achieving the Overall Goal
Overall Goal: Nation-wide improvement of the health services provided by nursing and midwifery
providers
The overall goal could be achieved subject to the ability of the government to expand the in-service
training to the remaining regions. However, it is not certain if the targets for the assigned indicators
(increase in facility delivery compared to 2006, and 20% reduction of maternal mortality and under-5
mortality rates from those in 2006) could be achieved as they require comprehensive interventions

beyond capacity building of nurses and midwives.
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(4) Implementation Process

The project faced some difficulties by removal and reinstalling of the Director of INEPEO and a
change of Japanese Chief Technical advisors, which affected the project implementation through
communication breakdown. The commitment of the Paraguayan counterpart with no doubt helped the
project complete most of the planned activities without much delay. In addition, the project was
facilitated by the Vice Minister’s strong support, who after a short study tour in Japan in March 2010,
took a number of significant measures to strengthen nursing and midwifery service provision including
organisational arrangement, policy formulation and budget allocation.

The original Project Design Matrix (PDM) had terminologies and indicators of which definitions were
rather ambiguous, allowing different interpretations by different parties. The PDM was modified twice
but the ambiguities were never really clarified. By hindsight it is deemed to have somewhat affected the

efficiency of the project implementation.

3-2 Summary of the evaluation by the 5 criteria
(1) Relevance: HIGH

The project is deemed highly relevant to the policies and needs of Paraguay. Continuing education
for health service providers is one of the priorities in the current health policies of the country. The
project address the crucial needs for capacity building of auxiliary nurses many of who are sole health
care provider in a rural health post.

This project is also in line with the JICA’s priority areas of assistance in Paraguay, that include access
to safe water and health care services. Japan has a comparative advantage in this field with relatively
rich expertise in the field of continuing education for nurses and midwives as well as with the human and

material resources and contacts developed through the previous project in Paraguay.

(2) Effectiveness: HIGH

The design of the project is judged to be effective since all of the four outputs do contribute to
strengthening of the continuing education system for nursing and midwifery service providers. As most
of the output indicators, which are mostly activities or their products, have been fulfilled, we could
conclude that the objective of the project is also fulfilled to the level intended at the last revision of the
PDM. Given that strengthening is a continuous process, INEPEO and MSPyBS are expected to keep
making continuous efforts by address other pertinent issues than those in the PDM in order to build

stronger foundation and functions.

(3) Efficiency: GENERALLY HIGH

The inputs to the project in terms of expertise, equipment, training opportunities were reasonably
efficiently utilised. The medical equipment distributed to the grassroots-level health facilities were
necessary for the trainees to put the skills and knowledge learnt into practice. Provision of training
equipment to the health regions contributes to the efficiency by reducing the cost for transport from

Asuncion every time training is organised. Some training equipment which are currently not in use are
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expected to be utilised when more topics are added on the INEPEQO’s training menu.

All the technical experts dispatched had a high level of commitment and sound technical skills. The
efficiency of technology transfer in the field of Community Health Nursing and Nursing Administration
appears to have been somewhat compromised by the mismatch between the current needs and interest in
Paraguay and the contents offered by the short-term technical experts dispatched.

One of the most effective activities under this project was arguably the Vice Minister’s study visit to
Japan, after which a number of measures to strengthen nursing and midwifery were taken in a very short
time. In addition, facilitators’ participation in the Maternal and Child Health Promotion Based on
Community course organised by the JICA Okinawa also had a complementary effect by improving their

technical ability and motivations.

(4) Impact

Nation-wide improvement of the health services provided by nurses and midwives (the overall goal of
this project) may be possible if MSPyBS could expand the in-service training to the remaining regions.
However, the impact that this project makes on the maternal and under-5 mortality and facility delivery
rates (the indicators for the overall goal) is uncertain as there are many other crucial factors influencing
them.

Other impact of this project reported include: improved motivation of the nursing and midwifery
service providers; and INEPEO/CREPEO bringing together nurses and midwives, the two categories of
health service providers that did not mix previously. The INEPEO’s Council, in particular, is now
serving as a platform for discussing issues pertinent to the both professions, contributing to improvement
of efficiency in the health administration. Similarly, through the efforts of strengthening CREPEO, of
which creation is also an impact created by this project, more frequent communications within the

MSPyBS are reportedly taking place between the central and regional level.

(5) Sustainability: GENERALLY HIGH

Sustainability of the continuing education has been greatly improved by the strengthened technical
resources (expertise, training equipment and materials, etc.) particularly in the field of maternal and child
health. The new in-service training curriculum and training materials currently under development will,
once completed, contribute significantly to the sustainability of the in-service training for nurses and
midwives by enabling INEPEO/CREPEO to meet the demand for their services, which is expected to
increase as more service providers are recruited for the newly established Family Health Units. In terms
of financial sustainability, a great improvement was made by the creation of CREPEO that by right
allocates a part of the regional budget to the training and monitoring activities. A great increase in
budget allocation to INEPEO may not be expected due to the budget ceiling but the efforts being made
by the Vice Minister to increase available fund for INEPEO through such ways as supplemental budget
indicate the political will to sustain the effects of this project, at least for the time being. The same
political will has also brought a level of stability to INEPEO as an organisation that reports directly to the

Vice Minister. The situation could change drastically with a changeover of the government and/or its
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high officials, however. As such, INEPEO needs to make continuous efforts to strengthen its technical
capacity so that it is identified as an indispensable professional body of the MSPyBS specialised in

in-service training of nurses and midwives.

3-3 Factors that promoted realisation of the effects

e The full support from the Vice Minister of MSPyBS who is also the Project Director(especially after
his study trip to Japan)

e The highly motivated technical staff of INEPEO and the coordinators of the health regions, who are
willing to sacrifice their private time for the work that needs to be done.

e The continuous support from the Plan Paraguay that bears some expenses for conducting training in
four health regions

¢ Financial and/or in-kind support generated from local governments and/or private companies by the

facilitators and Directors of some health regions.

3-4 Factors that impeded realisation of the effects

o The understandings of the project purpose and the expected outputs including their indicators were
not uniform within the project team due to ambiguous terminologies used in the PDM.

e The confusions created by the transfer and reappointment of the INEPEO Director and by the
change of the Japanese Chief Technical Advisor.

e The miscommunications between the Paraguayan and the Japanese teams due to the language
barriers and cultural differences

e The needs of the Paraguayan counterpart, who were not very familiar with such concepts as
community health nursing and nursing administration, were not always appropriately reflected in
the Terms of Reference of some short-term technical experts.

e Involvement of Regional Directors of MSPyBS did not receive enough attention on the PDM, even
though their understanding and cooperation (if not leadership) are crucial in securing financial
resources, etc.

e Securing financial resources for regional training and monitoring trips turned out to be harder than
initially expected, causing some delays in implementation.

e Some facilitators were not allowed by their superiors to take part in training and/or monitoring as

their roles were not officially recognised by the MSPyBS until June 2010.

3-5 Conclusions
The project shall conclude in January 2011 as planned, as most of the expected results are achieved.
It was agreed that the following activities are to be completed by then.
e One regional training in maternal health in Amambay
e One monitoring trip in Alto Parand (for infant and child health) and one in Guaird (for maternal
health)

e Visits to selected health regions (based on necessity) to discuss the regional committee with the
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Regional Directors
e Production of textbooks and/or training materials in Fundamental Nursing and Community Health
Nursing
The relevance of this project remains high. In particular, Community Health Nursing is an important
component in the current Primary Health Care strategy of MSPyBS. As such, INEPEO is expected to
make further efforts to sustain and expand the effects of this project to meet the unmet needs that still

remain.

3-6 Recommendations
[Recommendations to INEPEO]

e To make continuous efforts to strengthen its technical resources in wider areas of nursing and
midwifery, in order to establish itself as the professional institution of the MSPyBS specialised in
in-service training for nursing and midwifery service providers.

e To widen the scope of training by developing modules and materials in various areas and topics in
line with the continuing education curriculum currently being developed and by continuously
training up facilitators in these new topics, in order to meet the future demands in various areas that
are expected to increase.

e To develop training materials in remaining topics in Fundamental Nursing and Community Health
Nursing, both of which are extensive.

o To develop and establish a monitoring and evaluation (M&E) system with appropriate tools for data
analysis for the sake of improvement of the training, including appropriately revised monitoring
formats and a M&E handbook that clearly prescribes the sources of the data that need to be

obtained, steps for data analysis, evaluation methods, etc.

[Recommendations to MSPyBS]

e To continue its efforts in increasing human and financial resources for INEPEO in view of the needs
to expand its operation to the remaining parts of the country.

¢ To sensitise the Regional Directors in order to secure human and financial resources for CREPEO.

e To consider establishing a system at the regional level including provision of appropriate incentives
in order to keep the necessary number of facilitators.

e To consider a systematic cost sharing between INEPEO and other departments/units of MSPyBS
that request INEPEO to train their personnel.

¢ To solicit institutional support and agreement with the relevant organisations so that the members of
the various committees of INEPEO are released on official duties.

e To coordinate the CREPEO’s monitoring with other monitoring activities within a health region so

that the resources are efficiently utilised.

[Recommendations to JICA]

e To consider appropriate involvement of INEPEO in the planned technical cooperation project in
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3-7

primary health care, which should make use of the outputs from this project

Lessons Learnt

The effects of the project were realised by the combination of the top-down approach in institutional
strengthening of INEPEO/CREPEO and the bottom-up interventions in developing facilitators at the
regional level.

As it is extremely important, especially for a short-term project of three years, to have a common
understanding among the parties concerned on what the project is going to achieve and how, the
PDM should be worded as clearly as possible and a forum should be organised at the very beginning
of the project for the Japanese experts and the counterpart to discuss the details and unify the

understanding on the project.
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