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ANC Ante Natal Care/Clinic
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1 Intervention form

Intervention name UBUZIMA BURAMBYE PROGRAM
Intervention Code RWA 1309211

Location RWANDA

Budget C 18 000 000

Partner Institution MINISTRY OF HEALTH

Date intervention start
/Opening steering committee [30 June 2015 (agreement) 3 December 2019 (SCr)

Lnd date Specific Agreement |»g Junc 2020

larget groups Rwandan population, health professionals

strengthening the quality of prinoy hiealth care and
health serviees in Rwanda

A people-centered, integrated and sustainable health care
Outcome system with quality essentinl health care serviees as close
1o the comummity as possible ins been reinforeed

Impact’

? R1. The quality assurance system 1s set up and integrated
and functional at the level of all hospitals

Ra. The mental health services are aceessible at the
community level up to the national level in a sustainable
way

R3. The urban health service coverage is rationalized and
extended in line with the three guiding prineiples of the
National Health Sector Poliey

Outputs R4. The leadership and governance is reinforeed,
speeifically regarding district stewardship, the respective
roles of the MoH and RBC and the public private
partnership
Ra-Butrraregenctated- el yred-andased-dorevidenee-
ed-dedision-makinginmore-correetrintegented;
systemitic-necessibleandeffeotive-war-cancellied

R6. The asset management svstem is designed and
operational in a cost-cffective way

C 18 Mi {(Belginm) plus € 2.4 Mi (Rwanda)

‘Total budget of the
intervention

Period covered hy the report  (Final report

d Inpact s yymonym for global objectlve, Outcome 15 o synonym [or specile aljettive, Gubpuis a synonya for reselt



2 Self-evaluation of performance

2.1 Relevance

Performance
| Relevance A

The Ubuzima Burambve five interventions result areas are highly relevant (except for R6) to the
needs of target groups as they are embedded and in line with local and national policiesas well as
the Belgian Strategy. It was fully aligned to the health Strategic Pans I and IV, Some conceerns
were shared for R6 (asset management = scored 'B') because of the ditficulty to finalize the national
strategic plan, Intervention outputs have contributed much to the health performance indicators.
Following the MTR that observed interference during the implementation of program activitices,
some Result Areas reviewed the intervention logic to suit realities und provide more clarity in vole
and responsibilities of line institwtions (Rg). Thus, activities like mediealization and Kigali Hospital
network (KHN) moved from City of Kigali to Ministry of Health/Clinical Services” responsibility to
ensure ownership and provide elear strategie orientation, Thanks to its institutional anchorage,
the intervention supported alt levels of the health system; and in certain areas, the intervention has
heenable to develop innovative interventions.,

2.2 Effectiveness

Performance
| Effcctivencess m

Program interventions’ outputs significantly contributed to the achievement of program outcome,
though some are still ‘work in progress’. For example, in result one there is still no loeal
acereditition agencey that is fully functional (this objective being overambitious in o short period).

The program had to adjust in context: o cut of 3 Million euro in total budget, lorge bucdgel
renllocations towards the construction and equipment of Nyarugenge District hospital, contractor
not respecting agreed timelines for the construetion works, ete, were challenges that the program
had to tace. Despite these chatlenges, nost of the outcomes have been achieved or are on traek in
the spirit of national exceution, The steering committee and the program management unit worked
i close synergy to etfectively address the above challenges, The End of term Review (E'TR) report
indicated a major strength of the program as having managed to mitigate these challenges,

2.3 Efficiency

Performance
| Efficiency B

The project was well managed with efficient use of resources; efficiency was affected by the NEX
modality which both partners welcomed but whose implementation was complex. There was good
progress in many components, but not all outputs (R1, R2, and R6) were tully achieved due to
budget cuts and reallocations, and other tactors bevond the project’s control, More non-financial
contributions (buv-in and leadership from Mol and City of Kigali (CoK)} would huve helped to
address some of the challenges in innovative activities particularly in R3.



The respect of timeline in implementation of the program became very complicated and
cumulatively affected the efficiency in program performance and budget execution. Delays were
noted in tender processes but also in the implementation of activities across different Result Areas,
for instance, implementation of Acereditation of Health Facilities (HFs) in R1: unplanned
reovientation  of scheduled  activities in R4, Nvarugenge District Hospital  construction,
implementation of medicalization of HCs sustainability plan and Kigali Hospitad Network (KHN)
i Rg: implementation of provineial maintenance workshop business plan and development of
stredegic plan in R6, All vesult arcas tound a need for improvement in teems of pnnnhmlmn
planning and implementation to ensure timely delivery of key program outputs.

2.4 Potential sustainability

Performance
| Potential sustainability B

The economic/financial sustainability is likely to be viable beyond the implementation period of
the intervention. The Program was implemented to support the institution targets and cxisting
policies have been generally supportive. Coneerns on financial viability and ownership for urhan
health (R3) and asset management (RG) will need to be addresscd by the MoH/RBC high-level
Icndushlp for instance, the strategic orientation on the gains made in progressing Kigali hospital
network that is still awaited. We appreciate that financial sustainability has been addressed tfor the
construetion of the Mental Health Day Care Treatment Center (R2) through GoR Budget but
remain with some concerns regarding the budget of Mental Health Division in RBC that was heavily
dependent on UB funding,

The ownership for the intervention at the level of policy and involvement of local structures has
heen very high exeept for some innovative activities in R3 and R4 for which the intervention relied
on ad-hoe arrangements and the steering commitice as well as other relevant local structures to
ensure sustainability, Asset management (R6) faced challenges in August 2018 when 22 of the MTI
Division staff were dismissed and efforts are ongoing to rebuild the Division capacities and
cifectiveness.

The steering committee and other existing structures in MoH, RBC, CoK and decentralized level
were much involved in all stages of implementation and  decision-making. Intervention
management was well embedded in institutional structures and has contributed to capacity
building.

Finally, the anchorage of UB Program in the structure of RBC/MoH as well as the close alignment
to the HSSP 1T/HSSP IV provides strong basis for maximunm institutionad sustainability of the
Intervention.

2.5 Conclusions

e Large infrastructure projects should be stand-alone projects with adequate time and
expertise in both infrastructure planning and contract management scopes. Budget
allocation must be preceded by a thorough situation analysis, needs analysis,
comprehensive business plan and strategic note to guide any new project development. The
appointment of a specific Task Force composed of key decision makers and technical staff
from all involved parties has been extremely valuable for monitoring and decision-making.



A mix of management modalities needs to be available in any program as this allows for
{lexibility when required, particularly when emphasis is on results and budget execution.
The SC should be in a position to revise modalities where relevant and needed keeping in
mind that “not one size fits all™.

Institutional anchorage and support can significantly help the development partner to
achieve its program objectives. When the dialogue is open and both country partner and
Belgium development objectives correspond, there are additional chances for increased
ownership and successful implementation with both parties sharing similar goals.

Innovations er offshoot/new activities require clear vision, strong leadership and
coordination, continuous dialogue and open communication. If seen as ‘pilot projects’, they
can benefil from an carmarked budget in Regie or co-management with high flexibility in
accounting.

Development cooperation is a long-term process and should econsider lessons from lacal
context as well as past and ongoing programs to ensure more effective use of resources.
This has been possible for the Belgian support to Mental Health program in Rwanda that
dates from many years and could have a significant impact. There may have been a missed
opportunity with regards to accreditation support and medical asset mmaintenance domains.

UB program has been a complex program from the onset {structure, ambitious objectives,
numerous stakeholders, etc.) with many challenges. The team spirit was excellent and
managed to face these challenges in a proactive way with strong support from the SC and
both leadership levels (MoH/GoR partner and Enabel Representation).

National execution officer Intervenlion Manager Enabel

De Gilbert BIRARO i Dr Vincenl TIHON




3 Assessment of the intervention strategy

3.1 Evolution of the context

3.1.1 General and institutional background

The political and institutional context have been stable overall during the program intervention
period. While leadership changed (three Ministers of Health and three Permanent Secretaries in
MOH, change in CoK and Nyarugenge District leadership), the focus remained according to
national priorities and strategic plans. This allowed for coherence and continuity in the program
interventions.

Rwanda was one of the few African countries to make significant progress towards achieving the
millennium development goals (MDG) and achieved all the health related MDGs. Prior to the
Covid-19 pandemic it was also on track to achieve several of the current sustainable development
goals (SDGs).

National decentralization policy was further implemented when the Ministry of Health decided that
the construction of Nyarugenge District Hospital and the national Mental health Treatment center
be done by the Districts rather than by RBC/SPIU as originally agreed upon in the TFF. An
institutional analysis was done by Enabel to assess the districts’ capacities and experience in
implementing large infrastructure projects. The conclusions led to the use of co-management
modality instead of NEX for both infrastructure projects in order to mitigate eventual
implementation risks.

The decentralization and the Imihigo concept were an opportunity for good ownership and
leadership by the district authorities: indeed, the infrastructure projects were part of both districts’
Imihigo, meaning that they were included in the management’s performance management and
accountability contracts.

UB was designed in 2014 and began its implementation in 2015, when Rwanda’s third health sector
strategic plan (HSSP III) was current. HSSP III was replaced with the new Health Sector Strategy
Plan (HSSP IV) in 2018. UB aimed specifically to support the Ministry of Health and RBC in
implementation of the strategic plan for each of the intervention result areas. As the new HSSP IV
maintained the same guiding principles and the UB team were involved in technical support for its
development, there was no unexpected impact on the project.

During the project period, there were changes in financial administration with introduction of a
new Integrated Financial Management Information & System (IFMIS) in 2016. Implementation of
the system was a learning process for all parties and did have an impact on UB, which was operating
under the NEX modality, as discussed in chapter 3 of this report.

The Covid-19 pandemic affected Rwanda in the last few months of the program. The Coronavirus
Disease National Preparedness and Response Plan, 2019, was activated and the direct health
impact at the time of writing this report had remained very low in comparison with other countries,
with 1,582 people infected and 5 deaths as of July 2020. Analysis has shown that there was also an
impact on the use of health services whilst the country was in lockdown and people were cautious
about going to health centres for fear of infection. Full analysis of the economic impact of the
lockdown was not available at time of writing, but it may affect people’s capacity to pay for services
in the future. Due to a high level of preparedness and previous experience with pandemics including
the Ebola outbreak in neighbouring countries in 2018-20, up to the time of the evaluation, Rwanda
had managed to limit the direct health impact of Covid-19. The NDH construction contractor
however used the epidemic as an excuse for their extensive delays. While this can be partly
appreciated, the main reasons for the contractor delays were managerial and had been evident even
prior to the onset of Covid-19 epidemic.



3.1.2 Management context

Project implementation was overseen by a Steering Committee with members drawn from the
Rwanda health sector (MOH and RBC) and the Belgian development cooperation office in Kigali.
The Steering Committee took a very active role in overseeing the project decision-making. It was
particularly instrumental to oversee the budget constraints and hospital construction needs.

Implementation was carried out by a project team of 201 staff. A core unit for project direction,
management and financial administration was located in the Rwanda Biomedical Centre’s (RBC)
Single Project Implementation Unit (SPIU) with international and national technical assistance
(ITA, NTA) personnel distributed in the health departments responsible for each result area. The
directorates of the Ministry of Health and RBC divisions had counterparts to each result area as
follows:

Result Counterpart Institution
R1 Quality Directorate General of | Ministry of
assurance Clinical Services Health
R2 Mental health Mental Health Division Rwanda
Biomedical
Centre
Rz Urban health Directorate  General of | Ministry of | Involvement of CoK
Clinical Services Health in certain activities
R4 Governance Director General of | Ministry of
Planning Financing, and | Health
Information System
R6 Asset Medical Technology and [ Rwanda
management Infrastructure (MTI) | Biomedical
Division Centre

The institutional anchorage was complex but was designed to ensure that the project team was fully
integrated in the Rwandan health sector.

Other important Rwandan partners were decentralised institutions involved in each project
component. These included the City of Kigali (CoK), and the Nyarugenge, Kicukiro, Gasabo
districts’ administrative and district health management teams. UB was not designed to work with
targeted districts, with the exception of the CoK for R3 and the 4 provincial hospitals for the
maintenance workshops of R6 (Rwamagana, Bushenge, Ruhango and Kinihira).

The main change included the implementation modality for the infrastructure projects that were
decentralized, as described above. This put more pressure on the program team that did not have
the anticipated required expertise in infrastructure. The program recruited an ITA civil engineer
who could not stay for the full project duration and was replaced by a part-time architect. A local
engineer was recruited to ensure day to day monitoring.

Task forces were appointed by the steering committee to oversee the infrastructure projects
implementation in both Gasabo and Nyarugenge districts. This approach facitilated effective
coordination and active leadership on both sides and was a very useful tool to be recommended for
other similar experiences, provided there is strong leadership.



3.1.2.1 Partnership modalities

Two framework agreements were signed for the infrastructure projects: one with Nyarugenge
district for the hospital construction project and one with Gasabo District for the National Mental
Health Treatment Center.

The agreement with Gasabo District could not reach completion following the SC decision of
September 2017 “to accept the reallocation of the budget dedicated to the construction and
equipment of the Mental Health Day Care Center to the Construction of the Nyarugenge District
Hospital” (Decision 6.1 or 71). The responsibility of UB programme was to provide technical
support to the finalization of the center final design.

The agreement with Nyarugenge District went through the whole period until construction and
equipment completion. It was effectively implemented in particular with the creation of the Task
Force to oversee the hospital construction.

Both agreements were developed following the districts Organizational Assessments (OA) that were
done following MOH decision to decentralize the large infrastructure projects.

3.1.2.2 Operational modalities

TFF document identified National Execution (NEX) as the preferred modality. While this
facilitated full alignment to the national system and was appreciated at strategic level, it required a
learning process for both sides, UB to adjust to calendar and reallocation modalities and GoR to
ensure adjustments for international funding sources. UB onset in June 2015 did not allow budget
inclusion in IFMIS until January 2016 leading to first year low implementation and budget
execution. The system was found much less flexible than other modalities such as Regie and the
program had to adjust to that.

Overall, procedures and modalities were followed as per agreement except the change of
implementation modality for the infrastructure projects. This also meant that a large part of the
budget moved from NEX to co-management modality. There was however a mix as the District
transfer payments were agreed upon through NEX but the contractor and suppliers payment were
done under co-management. These added layers proved to slow down the payment delays though
they remained within agreed upon timelines.

There was a major discontinuity in the project counterpart for result area 6 (asset management)in
2018, when the personnel of MTI Division were dismissed through a Cabinet Meeting Decision. In
order to continue with project work, the UB staff team took on additional responsibilities normally
handled by the national partner, which increased their workload very significantly.

With the exception of counterparts for result area 6 (R6), there were only a few changes of key staff
in the national partner organisations. Significant staff changes were a new national Director of
Intervention of the project in 2017, when the previous director left RBC. However, continuity was
maintained under the new national director even though he was in acting position for many
months.

The project also responded swiftly to the Covid-19 pandemic, providing technical assistance to the
Government of Rwanda. Two of the medicalized health centres supported by the project as well as
the nearly completed Nyarugenge District Hospital were urgently transformed into reception,
quarantine and treatment centres for Covid-19 patients, showing the project outputs had sufficient
flexibility to respond to unexpected changes.

3.2 Significant changes to the intervention strategy

The major changes were due to budget changes. The overall budget was cut from 21 Million Euros
to 18 Million euros in April 2016 by the Belgium Development Cooperation Ministry because of



Budget priorities in the Belgium Government. This led to the cancellation of oneTesultarea:Resuit
area 5: “Data are generated, analyzed and used for evidence-based decision-making in a more
correct, integrated, systematic, accessible and effective way”. R1, R4, Rs and R6 were most
affected (>15% cuts).

Secondly, the construction budget had not been well estimated during the formulation period. This
was due to the lack of agreed upon design at the time of formulation and unclear information of
cost per square meter. In addition, the equipment budget had also been severely underestimated.
This led to extreme budget reallocation across the result areas: cancellation of 1 Mi Euro for the
mental health treatment center, reallocations of 2.5 Mi Euros from R1 and R6 that had to cancel
activities such as Quality Improvement (QI) projects. A number of hospitals that should have
received funding for quality improvement and accreditation could no longer benefit from funding
support hence this innovative QI approach could not be fully implemented and measured to assess
its effectiveness.

Lastly, it was decided for R6 to decentralize medical equipment maintenance to provincial levels
rather than strengthening 15 district hospital maintenance workshops. While this would ensure
long term institutional strengthening, it delayed the original intention of strengthening medical
maintenance in remote or hard-to-reach district hospitals.
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5.1 With other interventions of the Portfolio

There was a elear synergy within the health portfolia with the other intervention of Joint health
Sector Support (JHSS) that worked at strategic level with MOH as well as the end of the Capaeity
Development Pool Fund {CDPF). This allowed for an exchange of perspeetives between the projeet
fram cither strategic or more operational perspectives. This was facilitated by regular coordination
meeting of all ITAs and representation staft involved.

Synergies with other sector portfolio were limited either because of geographie distribution, either
hecause of scope or beeause of expertise being too distant, It is only late in the program that we
had synergies with the new wrban development program in terms of sharing expertise on
architectural design for some extension to the hospital construction works (rehabilitation of
existing chureh building o provide for additional mecting rooms, storage, canteen and
lnundry/kitehen area for patients relatives’/helpers).

5.2 With third-party assignments

Nat applicable for UB program

5.3 Other synergies and complementarities

There were some initial but limited synergies in the area of mental health with Broeders van Liefde
who operate the psyehiatric hospital of Ndera and with Humanity and Inclusion that has a project
on epilepsy. Some contaets took place with Johnson & Johnson on the management of epilepsy
and on the mental health survey in 2018.

Close collaboration with other development partners took place either through the TWG (planning,
quality and standards, knowledge management, maternal and child health, mental health, asset
management were some of the TWG where UB staftf participated). Two particular examples must
e noted:

1. Knowledge management and ereation of Distriet Operational Research Challenge Fund: o
joint basket was ereated with Swiss Cooperation and Enabel through UB; teehnical support
wis provided by USAID through MSH. This led to making available funding to promote
research by the actors, at district or tacility level

1=

Quality assurance and standards TWG: close eollaboration with USAID via MSH health
system strengthening projeet whereby MSH brought acereditation expertise to develop
policies, standards and guidelines and UB provided tacilitation as well as tunding tor
acereditation assessments and quality improvement initiatives.

Finad report af thy intenvenlinn i



6 Priority themes

Specific transversal themes were identified during the formulation and included the following:
gender and environmental protection. Digitalization was not a cross-cutting, theme in the TFF hil
was included in particular for the Nyarugenge hospital and for the hospital network.

6.1 The environment and climate change

There were no speeific activities oriented towards the environment cither in the TEF or during
implementation. Only some environment friendly focus was included in the design of the hospital:
preen watls, use of rainwater for cleaning and bathrooms, green external works, ete. Had budget
constraints not been there, UB would have ineluded solar electricity supply and new technologies
for waste treatment. There was an opportunity for private investment in the solar installation witl
cost recovery over twenty years which would have been highly teasible but it was not endorsed by
MOH at the time.

There were no planned interventions with regards to elimate change though the health sector is
likely 10 be greathy atfected by elimate change transformations and impact on health.

it is recommended that this arca be better developed with clear activities and budget with the
formulation and TFF to ensure better chances of implementation

6.2 Gender

The project TFE included gender as a cross cutling them and a gender budgel analysis had
estimated that up to 85% of the activities could be gender-sensitive or potentially genden
transformative. There were however no speeific activity nor carmarked budget tor gender theme.
This was identified in previous annual reports but not well addressed either due to lack of expertise
in the feld o Tack of time and no identified gender foeal person in the program, Furthermore, the
pender aspeet was not seen as a priovity both at MOH and RBC level.

Gender was rather intuitively assumed o be taken care of through quality improvement initiatives
aiming al reducing maternal and neonatal mortatity and morbidity, through increased aceessibility
to mental health services, through NCD mass screening, through the provision of Ultrasound
machines at health center levels for pregnant mothers monitoring, ele.

As for environmental thane, it is recomniended to identify at formulation level and in the TFE
specific gender-oriented activities and to identify gender based focal person in the program team.

6.3 Digitisation

Digitisation was not inchuded in the formulation and TFF. However, during the hospital design
phase, UB program saw an opportunity to innovate and promote a paperless hospital as
premicie’ in Rwanda. UB used the e-health framework eontract to recruit a firm to design, install,
train and provide one year on site support for the management of all medical records at the
hospital. Workstations have been installed at reception, consultations, laboratory, pharmaey,
radiology, emergeney as well as in all wards, including operation theatre.  Patients will have a
unique identifier number and all investigations results will be uploaded as soon as available.
Imaging will be available at the bedside or in consultation rooms, preseriptions will be at pharmacy
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hefore the patients comes foe drug collection, revenues and bills will be automated. The whole
system is provided with backup system and uninterrupted power supply.

Picture Archiving and Communication System (PACS) has been developed 1o facilitate the
confidential transfer of patients imaging particularly when patients are referred from one hospital
to another. A dashboard is under development to allow immediate aceess to bed vceupaney,
specialist appointment, ambulance services and equipment availability,

7 Sustainability

Sustainability of an institutional support program has the potential to be highly
sustainable it well aligned to the partner priorities and objectives. High level of
ownership is expected as well as project steering. "This process has generally been
well implemented during UB program implementation overall though it was less in
innovative interventions like hospital networking and medicalization, or in
interventions that were challenged by the context such as the dismantlement of the
MTI Division on 2018. However, the sustainability cannot be seen as a whole for
such a complex program as there are differences between or within result areas

- What is the economic and financial viability of the results of the intervention? What
potential risks are involved? Which measures have been taken?

Eeonomic and financial sustainability for R1,R2,R6 will highlv depend on GoR
funding and other partners’ support. This appears more for R1 in terms of pursuing
the acereditation process and setting up an accereditation agency; and for R6 for the
provincial workshops' effective full operations. Rz financial sustainability has
received commitment from GoR for the construction on the Mental Health Day
Treatment Center but it is less clear for other operational activities such as
addressing high prevalence of mental health disorders, drug and substanee abuse,
ule,

Ry sustainability is high for the hospital and likely for NCD management that have
now received high level attention. Time will tell Tor medicahzabion and hospital
networking

Measures included advocaey through best practice documents, commitment request
from MOH and RBC management, continuous support within the sector at strategic
level (RBF) and operational level (Barame), securing budget for hospital network
through EU funding and handover of the activity to the ITA RBVF, continued support
to Nvarugenge district that will include aspects on acereditation, quality of care and
support to 2 medicalized health centers. Advocacy to other partners for support to
mental health (P1H), accreditation (USALD)

- What is the extent of ownership of the intervention by the target groups and will it last

after the external assistance ends? What potential risks are involved? Which measures
have been taken?

Finab report of the inten ention it



All results areas were aligned to national priorities included in the HSSP 1V,
Ownership on acereditation, mental health quality and accessible services, urban
health governance and asset management is verv high. It was in fact reassuring lo
note the appointment of MTI Division Manager who has been in close working
relationship with UB program in the last two vears.

Risks are rather financial except on the hospital networking whereby MOH
ownership has been weaker all along and where the institutional framework is not
vet very established as this activity was rather a bottom up activity, coming from the
users who were facing long patient waiting time in referral hospitals.

- What level of policy support has been delivered and what is the degree of interaction

between the intervention and the policy level? What potential risks are involved? Which
mieasures have been taken?

R1 now has acereditation policy, acereditation standards defined, and guidelines
established. Training modules for assessors, guidelines for supervision and
assessment are all in place

Ra has o five-year strategic plan developed with the UB support; guidelines for
supportive supervision, training modules and MMED PSY were also developed and
validated

R3: package of care for medicalized health centers has been approved:; NCD
guidelines are in place; CoK has a health strategic plan in place

Rq: mapping of all health facilities is now available, and each district has a health
strategic plan

R6 guidelines for donations and for equipment scrapping are validated. A draft MTI
strategie plan is due for finalization and validation

There was always direct involvement between UB and policy makers in a continuous
dual communication way, policy informing the field operations and field operations
guiding the policies.
- To what degree has the intervention positively contributed to institutional and
management capacity? What potential risks are involved? Which measures have been

taken?
As showed above, numerous policy documents and guidelines were developed with

the support of UB. This includes the HSSP IV as well as HRH plans, and health
policy docttment. Number of staff (11) received training in various areas including
Masters in Public Health, Masters in epidemiology, Masters in Biomedical Sciences.
environment engineering Masters, quality of care short courses and of course 6
completed MMED Psychiatry program, with 3 additional ones pending completion.
Such trainings are long lasting as there is staff commitment to stay in service after
completion of the training. {retention policy)
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8 Lessons learned

WSE—S;

Many suecess or achievements have been seen in each of the result areas:

Result 1: Acereditation guidelines, policies, tacilitation and assessment guidelines ave allin place,
A local NGO has been identified and has the potential to hecome an seereditation agencey prov ulvcl
yesources and support is given,  Quality improvement initiatives have helped hospitals &1
addressing quality of care issues and should be further extended as a tool for improving health care
SUVICESs

Result 2: following vears of Enabel support, the National Division is now well structured, stafted,
established and has a budget.  Mental health services have been decentralized down to the
community level and all levels receive training and supportive supervision. The MMED Psychiatry
training done in collaboration with Belgian and Swiss universities has suceesstully seen the
araduation of 6 candidates, 3 more are in the cursus, It can be self-sustained and should continue
to fulfill the needs of the country. Long term institutional support has here proven very effective,

Result 3:

o Your health conters hinve benefited from mediealized services that significantly responded
to a population need particularly for NCD manugement, maternal care and dental care.
"The package hos now been validated

«  NCD mass campaigns and sereening have been suceesstul and CoK now has the budget to
continue them on regular basis, The initiative has been extended to all secondary eities i
Ruwianda

o The hospital network now has imaging transfer capacity (PACS) and a dashboard that will
help patents’ referral in in the making.  All stakeholders have been very active

o Lessons of the three points above include the need for consensus of stakeholders about
supporting innovations and the need for specific expertise at punctual moments.

o Nyarugenge now has a district hospitat that is effective and will respond to the area
population needs 1t has been fully equipped and both MOH and the districet have taken

over the management. [t will still be part of the new project (Barame) and may henelit
further from Enabel support in maternal and child health, See best practice document for
lessons learnt.

o Result 42 the mapping of health faeilities gives a full picture of infrastructure, equipient
and stalfing as well as services provided in all hospitals and health centers of the country,
it should be continuously updated to ensure refevant use for planning purposes.

o Result 6: the in-depth assessment of all public hospitals has given a picture of the extend
of the available infrastructures and medical equipment in the country. Tt has been an
advocaey tool for improving preventive and curative medical maintenance.  MEMMS
ditabase now allows the central level to know the status of hospital equipment in the
country and its usage. It is also a monitoring and planning tools to identiiy priority needs
in terms of equipment in the country. Provincial workshops are now set and re: wly to
aperate, nllowing for decentralization and transter of capacity to a mid-level and provide
more effective support to the districts. A dratt MTI strategice plan is ready for validation.
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The miain fesson is that the above are institutional changes that requive support beyond the
tifespan of one program. There should be continuity in the development support of such
extend.

*  Program management Unit: there has been an effective approach towards the complexities
and challenges of the program. Despite 3 Mi Euros budget cuts and budget reatlocation
{or the hospitat construction & number of achievements have been successfully reached.
Team building and staff training and empowerment have been among the positive lessons
of UB experience,

8.2 Failures

The project has faced numerous challenges as mentioned ahove. There were no striet Tailures
recorded as such but rather incomplete achievements due to either budget, time. overambitious
ohjectives or ownership issues.

Result 1: the acereditation agencey is not fully established: this objective was overambitious as there
was no identified organization at the onset of the program and MOH was still working on options.
Further, an acereditation ageney requires to be aceredited prior to he defined as an acereditation
ageney, That in itself can take 5 years to achieve.

Result 21 the MH eenter is not vel constructed but alternative funding has been secured and
constructions will take place in 2021

Result 32 the Hospital Network not fully functional as expertise was not available in UB and the
vision not fully endorsed by MO as it was rather a bottom=up initintive,  Further support,
technical and finaneinl will be necessary to achieve its objeetives. Health centers mediealization
faced the challenge of lack of medical doctors in the country as doetors are also in shortage in the
hospitals. R is probably a medium to long term innovation that has the benefit of being now
recogiized with a validated package of cue. The hospital construction took much longer than
anticipated. Lesson include the need for initial business plan, well defined budget, availability of
futl-time expertise to accompany such large project

Result 6: lack of biomedical engineers and technicians in the country has stopped the provineial
workshops from being fully effective. Solutions include provineial hospital full take over, Public
Private Partnership (PPP), external gap funding until self-sustainability, cte.

8.3 Strategic learning questions

The following learning questions have been developed and discussed along UB program
implementation:

¢ Does acereditation improve quality of health serviees?

o Can medicalization improve aceess to health care?

»  Does the hospital network improve patient's referral?

o Tlow lo construel a district hospital; the do's and the don'ts

*  Can NCD mass sereening assist in sensitization at community and individual level

» Health facility mapping can be a tool for planning usce of resourees in health sector

e« How to decentralize medical asset maintenance in Rwanda: lesson from provincial
workshops

¢ Doces alignment to country priorities brings better ownership
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Inventory of | Documentation (Scientific) | Communication
documented | products publications | (sharing moments at
experiences | (available national and
= s G —— i i 5 =l
experience) the course & at the end
of the intervention)
Accreditation | Best Practice ECTMIH Liverpool
and quality of | document presentation, posters
care
Quality Abstract, posters,
improvement | individual reports
initiatives
Lessons from | Best Practice
hospital document
construction
Medicalization | Best Practice Poster presentation
of HC document
Hospital Best Practice
networking document
NCD screening | Abstracts and posters Oral and poster
and mass presentations
campaigns
HF mapping Best Practice
document
Provincial Best Practice ECTMIH presentation
workshops document
Radiation Best Practice
protection document

8.4 Summary of lessons learned

Lessons learned

Target group

Institutional strengthening takes time (i.e. mental health
long term support was extremely beneficial; it should have

EST und OPS Enabel, DGD, Partuer
country, representation,

heen the same for medical asset and for acereditation)

interventions

One size does not it all. There must be a mix of modalities
within one intervention to allow the SC to shift from one to
another it proven more etfective or efficient. There should
he a comprehensive appreciation during formulation before
decision making

DGD, Formulation teams (Enubel
and partner), representation

UB program was complex in terms of large scope (5 results
arcas), large number of stakeholders, different institutions
involvement, technical expertise required, budget
constraints, ete. Ensure balanee between complexity,
innovations and simplicity.

DGD, Formuiation teams (Enabel
and partuer}), representation
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Expeetations on projeet priorities may be ditferent between
partners, GoR had UB expectations on hospital construction
and infrastructure as well as mentad health and institutional
strengthening: Enabel had expectations on system
strengthening through some innovations rather than focus
on infrastructure; and in the tollowing portfolio (RBF and
Barame) Belgium took a unilateral stand on maternal and
child health rather than the country need analysis. Consider
well both parties priorities and expectations

DGD, Formulation teams (Enabel
and partner), represeatation

NDH construction project was underestimated in terms of
expertise and budget requirements,  Large infrastructure
prajeets, if to be considered in the future, must be stand-
alone than integrated in a program to avoid siphoning the
program other activities and budget: it requires specific long-
termi expertise ininfrastructare and in contract management

Formukition teams (Enabel and
partner), Enabet HQ. DGD,
representation

The appointiment of a task Foree to oversee the large
infrastructure projects has been etfective to ensure
ownership and buv-in of key stakeholders

Intervention, representation,
formulation team

Transversal themes did not receive adequate attention unhke
indicated in the TFF. They must have specific activities and
budget identified during formulation and may require
punctual expertise support

Formulation teams (Enabel and
partner), Enabel HQ, representation

Digitisation requires expertise in three specitic moments:
need identification (activity), implementation and follow up
suppart (up to one year). There is room to be more creative
in the ficld of digitization for better results:

o For the project activities: NDH TT system s likely to
be very effective provided the continued IT support
{rom the firm; any digitization project must include a
follow up support system by the provider

o Forthe project management: MONOP, Pilot, UBW,
ete. many tools have been proposed but no real
solution so far and parallel reports are systematically
required: there is need for a pragmatie projeet
monitoring tool that is user friendly, action oriented,
informative and light

Enabel HQ IT logistics, OPS,
representation

Experience with framework contract varies according to
expected level of expertise required vs expertise available:
the Tractehel infrastructure contract did not work and the
project lost over one vear; the BXL 1735 eHealth has been
very sueeessiul,

Enabel HQ IT logisties. OPS,
representation

Finad report of the intenention



UB program structure was complex, under MOH PS with
anchorages in MOH, RBC, CoK and Nyarugenge Distriet that
wits sometime stretehing resources too far or that made lines

Formulation

- iy Dy 4 [1 . =

SC leadership was strong and therefore significantly
contributed to effeetive decision-making in challenging
issues such as budget reallocations

Formulation, OPS, EST,
representation

Strong leadership however had to take diffieult decisions
sueh as cutting one full cesult area that weakened the
architecture of the prograny and made M&E and action
research less effective. 1t led to some results less resourced
to fully implement their objectives: fewer QI nitiatives, no
construction of MU center, lower support to asset
maintenance division

SC. intervention,

UB program management worked by consensus and high
motivation. While this approach sometimes takes time, it
has proven very eifective here to overcome obstacles, identify
local solutions and ensure everyone’s ownership

Intervention, representation
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9 Recommendations

Recommendations Actor Deadline
Infrastructure projects must be stand-alone with specific expertise and
Ludget. A business plan is required prior to budget decision-making.
4 . P B - B ) g DGD Identification
Overali, there is need to ensure that adequate technical and financial
resources are in the TFF
Appointment of specific task force to oversee construction project is
very useful to ensure buy-in, close progress monitoring and prompt SC 5C1-2
decision making
Institutional support programs reguire long term commitment beyond Minister e
one program/project lifespan cooperation BE
Transversal themes must have specific activities and budget .
. . . . . . Formulation .
identified during formulation and may require punctual expertise - formulation
support if 1o be considered
Flexibility in the use of modalities is needed to ensure best effectiveness
SC MTR or before
and efficiency. 5C should not be afraid of taking bold informed decisions
Need for more eflective, user friendly, action oriented, informative and
light project monitoring toal; web-based can be cumbersome if internet oS afigd
cannection is not fast or alternative uploading methods should be o
provided
. . . : Formulation )
Need to identify strong leadership to chair the SC - formulation
iNeed to batance budget cuts and carefully consider consequences in )
: L B SC SC meetings
some result areas
Continue ar develop further framework contracts for “horizontal
support” that provide a pool of expertise in various domain {IT, internal HQ
and external communication, digitization, etc.) and that have excellent
and proven level of expertise (strong selection criteria required)
Reconsider project management structure if too complex or too heav
brol . ) . P / SC MTR or before
and consider splitting management unit across main actors
Formulation

Innovations require buy-in for the stakeholders and policy makers

team

formutation
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10.1 Quality criteria

1. RELEVANCE: extent to which the intervention is in line with local and national policies and
priorities as well as with the expectations of the beneficiaries.

Calculate the total score for this quality criterion as follows: at least one ‘A’ no ‘Cor ‘D’ = A; two ‘B's = B;
at least one 'C’, no ‘D’ = C; at least one 'D’=D

Assessment of RELEVANCE: B li C
total score X

1.1 What is the current degree of relevance of the intervention?

Clearly still embedded in national policies and Belgian strategy, responds to aid effectiveness

b commitments, highly relevant to needs of target group.

still fits well in national policies and Belgian strategy (without always being explicit), reasonably
compatible with aid effectiveness commitments, relevant to target group's needs.

Some issues regarding consistency with national policies and Belgian strategy, aid effectiveness
or relevance.

Contradictions with national policies and Belgian strategy, aid efficiency commitments; relevance
to needs is questionable. Major adaptations needed.

1.2 As presently designed, is the intervention logic still holding true?

Clear and well-structured intervention logic; feasible and consistent vertical logic of objectives;
adequate indicators; Risks and Assumptions clearly identified and managed; exit strategy in
place (if applicable).

Adequate intervention logic although it might need some improvements regarding hierarchy of
objectives, indicators, Risk and Assumptions,

Problems with intervention logic may affect performance of intervention and capacity to monitor
and evaluate progress; improvements necessary.

Intervention logic is faulty and requires major revision for the intervention to have a chance of
SUCCESS,

“2. EFFICIENCY OF IMPLEMENTATION TO DATE: extent to which the resources of the
intervention (funds, expertise, time, etc.) have been economically converted in results.

Cuiculate the total score for this quality criterion as follows: at least o 'A's, no " Clor 1 = A; o 'Hs = 1
ne Clor Y = Bz at least one O no D = Cat least one ' = D

Assessment of EFFICIENCY: B - (o -

total score X IL

2,1 How well are inputs (financial, HR, goods & equipment) managed?

All inputs are available on time and within budget.

B Most inputs are available in reasonable time and do not require substantial budget adjustments.
However there is room for improvement.

Availability and usage of inputs face problems, which need to be addressed; otherwise results
may be at risk.

Availability and management of inputs have serious deficiencies, which threaten the achievement
of results. Substantial change is needed.




2.2 How well is the implementation of activities managed?

Activities implemented on schedule.

X | B | Most activities are on schedule. Delays exist, but do not harm the delivery of outputs.

Activities are delayed. Corrections are necessary to deliver without too much delay.

Serious delay. Outputs will not be delivered unless major changes in planning,

2.3 How well are outputs achicved?

All outputs have been and most likely will be delivered as scheduled with good quality
contributing to outcomes as planned.

Output delivery is and will most likely be according to plan, but there is room for improvement in
terms of quality, coverage and timing.

| Some outputs are/will be not delivered on time or with good quality. Adjustments are necessary.

Quality and delivery of outputs has and most likely will have serious deficiencies. Major
adjustments are needed to ensure that at least the key outputs are delivered on time.

3. EFFECTIVENESS TO DATE: extent to which the outcome (specific objective) is achieved as
planned at the end of year N

Calculate the total score for this quality criterion as follows: at least one ‘A’, no ‘C’ or ‘D’ = A; two ‘B’s = B;
at least one 'C', no ‘D’ = C; at least one ‘D'= D

Assessment of EFFECTIVENESS: B @
total score l X

3.1 As presently implemented what is the likelihood of the outcome to be achieved?

Full achievement of the outcome is likely in terms of quality and coverage. Negative effects (if
any) have been mitigated.

Outcome will be achieved with minor limitations; negative effects (if any) have not caused much
harm.

Outcome will be achieved only partially among others because of negative effects to which
management was not able to fully adapt. Corrective measures have to be taken to improve ability
to achieve outcome.

The intervention will not achieve its outcome unless major, fundamental measures are taken.

3.2 Are activities and outputs adapted (when needed), in order to achieve the outcome?

The intervention is successful in adapting its strategies / activities and outputs to changing
external conditions in order to achieve the outcome. Risks and assumptions are managed in a
proactive manner.

The intervention is relatively successful in adapting its strategies to changing external conditions

- in order to achieve its outcome. Risks management is rather passive.
[ | The intervention has not entirely succeeded in adapting its strategies to changing external
C conditions in a timely or adequate manner. Risk management has been rather static. An

important change in strategies is necessary in order to ensure the intervention can achieve its
outcome.

The intervention has failed to respond to changing external conditions, risks were insufficiently
managed. Major changes are needed to attain the cutcome.

4. POTENTIAL SUSTAINABILITY: The degree of likelihood to maintain and reproduce the
benefits of an intervention in the long run (beyond the implementation period of the
intervention).




Calculate the total score for this quality criterion as follows: at least three ‘A’s, no ‘C'or ‘D’ = A; maximum
2 ‘C’s, no ‘D’ = B; at least three ‘C’s, no ‘D’ = C; at least one 'D’=D

Assessment of POTENTIAL B C :
SUSTAINABILITY: total score X

4.1 Financial/economic viability?

Financial/economic sustainability is potentially very good: Costs for services and
maintenance are covered or affordable; external factors will not change that.

Financial/economic sustainability is likely to be good, but problems might arise
namely from changing external economic factors.

Problems need to be addressed regarding financial sustainability either in terms of
institutional or target groups costs or changing economic context.

Financial/economic sustainability is very questionable unless major changes are
made.

4.2 What is the extent of ownership of the intervention by the target groups and will it last
after the external assistance ends?

The Steering Committee and other relevant local entities are strongly involved in all stages of
implementation and are committed to continue producing and using results.

Implementation is based in a good part on the Steering Committee and other relevant local
entities, which are also somewhat involved in decision-making,. Likeliness of sustainability is
good, but there is room for improvement.

The intervention uses mainly ad-hoc arrangements and the Steering Committee and other
relevant local entities to ensure sustainability. Continued results are not guaranteed. Corrective
measures are needed.

The intervention depends completely on ad-hoc entities with no prospect of sustainahility.
Fundamental changes are needed to enable sustainability.

4.3 What is the level of policy support provided and the degree of interaction between
intervention and the policy level?

Policy and institutions have been highly supportive of intervention and will continue to be so.

Policy and policy enforcing institutions have been generally supportive, or at least have not
hindered the intervention, and are likely to continue to be so.

| Intervention sustainability is limited due to lack of policy support. Corrective measures are

| needed,

Policies have been and likely will be in contradiction with the intervention. Fundamental changes
needed to make intervention sustainable.

4.4 How well is the intervention contributing to institutional and management capacity?

Intervention is embedded in institutional entities and has contributed to improve the
institutional and management capacity (even if this is not an explicit goal).

Intervention management is well embedded in institutional entities and has somewhat
contributed to capacity building. Additional expertise might be required. Improvements in order
to guarantee sustainability are possible.

| Intervention relies too much on ad-hoc entities instead of institutions; capacity building has not
| been sufficient to fully ensure sustainability. Corrective measures are needed.

Intervention is relying on ad hoc entities and capacity transfer to existing institutions, which
could guarantee sustainability, is unlikely unless fundamental changes are undertaken.
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10.4 Complete monitoring matrix

See above seetion 10.2

10.5 Resources in terms of communication

There was no systematic action research protocol developed but the program identified
topics for cither hest practice of poliey documents or abstracts for publication as

follows (there will be published in a booklet or separately as relevant):

accessibility to quality care in urban settings

Result area | Title Output

i. Ru Quality Improvement Initiatives cttectively help | Abstract,
improve quality of health care and safety in | poster and
Ruwandan hospitals presentation
The Acereditation Program improves quality of | Best practice
care in hospitals in Rwanda

o Ro Situation analysis for trauma cases during the | Report
commemoration period of the genocide against
the Tutsi in Rwanda

3. Ra: Upgrading standard health centers to improve | Best practice

Lessons learned from  Hospital  Information
Network platform implementation with the aimn

Best practice

Iaaraaantant ol
o

L P | i 3 dla s taeaaamaaay
T CUITH TEATOA T O T I ooty
emergencies, referrals and resouree in the city of
KIGAL!

TIIeTee

Hospital construction in Rwanda: lessons learnt

Best pravtice

The City of Kigali Mass Campaigns Are Etfeetive [ Abstract,
tor  Prevention  and  Control  of  Non- | poster
Communicable Discases:  An Action Research

Study in Kigali, Rwanda

NCD Mass Campaigns in the City of Kigali for | Abstract

prevention and detection of hypertension and
diabetes: Evaluation Study

Lt report of the intervention

(131



Result area

Title

Qutput

Mass Campaign On Non-Communicable Diseases
- City Of Kigali 2017: Assessing Utility And
Eftectivencess

Abstract

management

4. Ra Health Facility Mapping contributes to improve | Best practice
health care services by rational redistribution of
health resources

5. R6 Improving quality  of  services  through | Abstract
decentralized medical maintenance workshops
How to strengthen  healtheare  technology | Policy brief

Safety is vital: radiation protection in healtheare
facilities

Best practice

Booklet  on main  achicvements  in assel
management support

Booklet

In summary of the above, 6 best practices, 5 abstracts,2 posters, 1 presentation and
I policy briel were produced as well as one booklet.  Contacts will be taken with

commumication for the best approach to disseminate them

Besides, posters and presentations were aceepted and given during international
conlerences (ECTMIH Liverpool 2019, AHAIC 2019, Be-Cause health 2019, ICFP

Kigali 2018.

A documentary film has been produced for the whole program (15 min) and for each

of the result area (3 minutes each)

Finad vepont of the inlenention
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