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1,0 STATUS OF ACTIVIWIES PREVIOUSLY INITT:-TED: COMMISHIONTING
OF SALMANIY. MEDICAL CENTER ‘

Tel

Develqgment of an Intra=Medical Center Eﬁnanciql
System (Budget)

The detailed design of this new gystem was completed
during ecrly August, An Accountant has now been
recruited to implement it and coordinate its oncration,
The iccountant is currently undergoing training by
Arthur .nderson and Co, in the structure and function
of the system, This system is the first of its kind
in the Bohrain Government and promises to be extremely
valuable as an administrative/managcmcnt tool One of
the greatest values to be derived is that its formulam
tion will rcquire comprehensive planning efforts by
all administrotive department hetds; iuplementation
will also rest with them. Briefly stated, the new
budgeting wrocess reprosents o riversal of the custow
nary procedure wherein Ministry stoff prepared the
budget and werc responzible for its implementation,
The entire nrocess hrs novw been brought to the userx
level,

Development of zn Intra~Medical Cen er
Manazement System

The continuing obsence of a Fersonnel Officer at the
hospital 1 -vel Las caused continuing difficulties in
effecting the wniform ond timely exccution of personnel
asctions for onr wore thon 1,500 staff members, Previously
cach member of my stoff implemented personnel actions for
those departments for which he was administratively res-
ponsible, This led to a great decl of variation in
actions token depending uvon the smount of #nformation
available to the administrator initiating the action,

48 o lorse number of rersonnel procedunes are in fact
unwritten practices, the varisation between ond among
various hospital administrative staff wog apt to be
conniderable, Throughout the puast year I have put a
number of these practices into a written proccdure fore-
mati thereby increasing the timliness :nd unifornity of
effecting promotions, the award of pay incr-oments for
exceptioncl service, and car and telephone allowances,
How thnt these activities will be centralized in =
Personnel Officer, I unticipate continuing improvements
in both the timliness and unifornity of the wide-ronge

of pexrnsonnel netions with which we are denling,
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Dyvelopment of an Intra-Mediczl Center Materials
Manarenent Svsten

Heretofore materigls managenent activities, like
personnel ond finonce activities, were centr:ilized

at the Ministry located directorate level,

Requisition renuscts for stock or non~-stock items

would come to members of my staff in precisely the

S nmanner o5 porsonnel ze¢tions, I have recently .
obtained Civil Scrvice Bureau anproval for a Materials
inanagement Officer who will coordinate material act-
ivities on a hospital-wide basis, The Materials
Honogeoment Ofticer will be responsible for pre-nlanning
matericls usecge with hospited depertment heads in the
same manner the Personnel Officer will specify personnel
roquirements, Again, the area of materizls nanagement
ig poorly structured in terms of written procedures;

it con lake 25 Jong to obtain o box of matclies through
existing supply channels as it can 1o obtain a microscope,

Development and Ilaboration of an Intra~Medical Center
Administrative/Menagement Systen

Develooment of new systems plamied for tnis period
included = new position for a Fublic Relations Officer
whose main rctivities included consolidation of the
news relense function, making avoilable patient status
information to relatives, meeting newly crriving staff
and getting them situsted nnd dealing with Ministry of
Henlth guests wvho dcsire to visit the hosnital, This
position was not uppcoved by the Civil Bureau for 1978
but will be op awoved in the 1979 budget,

Likewisc, my request for an ndditional assistant admine
istrotor to coordinate wrofessionul mrttors was delayed
until 1979, I envisazed the incumbent of thig position
attending all nedical-staff comaittees ond implementing
nction Wsced on decisions encnating from these committees,

While I had anticipated implementation of thes: objectives
during the renort period under concideration they wvill,,
of nec®usity, have to be deloyed until the 1979 personnel
budret is approved,
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Medical Center Spoce Alocation

During tre renort period all elinical and adminig-
trative departments were made aware of the details
of space available to them.

Bed distribution throughout the Medical Center has
now been finalized,

A controversy over including o psychiatric in-patient
sexrvice in the center has been settled by the Minister:
Psychiatric patients, as originrlly proposcd, will be
provided for in the new Medical Center,

Lquipment Installation

Approximately 95% of all eovipment items have now

been installed and are undergoing testing. Hospital

departments heads are now receiving this cquipment in
conjunction with Medical Equivment Center specinlists
who are simultaneously testing the equipment and ine

structing in its proper usnge,

Training in Use of New Pquinment Items

Subsequent to the installotion of the new equipment
items @« number of technicianc have been sent to ine
structional coursces conducted by the equipment nonue
focturcrs, These wctivities will continue during the
upconing report period,

Theme appears to be a very gray area surrounding the
availability of consummnble supplies required for the
operation of & nmuab:ir of picces of medicnl cquipment,
In some erces conswmables were purchased with o picce
of apporatus and in other casco only @ start--up supply
vas arranged for, This arca requirces considcerably nore
clarificntion, Until the technicisns return from their
troining courses ve awe not in o position to know pre-
cisely what conswanables are required ~nd in vhat guan-
tities,

Unavailability of consumm:bl.s for new cguinnent items
in the cxisting hospital, BXG eluctrodes ~nd pressure
cups and fluids for a renal dialysie machine, has al-
recdy erused near eritical patient outcomes, Ifforts to
speciiy thesce reauirments will continue thioughout the
upconing report period,
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Staff Training

Resulting from the civil steffe in Beirut, the American
University of Buirut has become wnavailable as a train-
ing center for hospital staff, is a resvlt of this the
new four-bed cardiac care unit cannot be opiéned; only

four of the vight intensive core unit beds n:y be operated,
and the hospitnl is without 2 resuscitation team (crash-
cart),

Electronic Sccurity System

Due to continuing efforts of the Civil Service to
contain personnel cxpansion throughout the government,
the llinister has requested thot I obtain nroposals for
on electronic security systen throughout the Medical
Center, e is particularly intercsted in using cloced
cirowit T,V, to monitor cccess~cgross points, pharnacy,
operating rooms and business office. Hhur far I have
obtnincd bids frou both Motrola «nd L0y At this
point in time I nced a neutral cxpert to advise me ro-
£ording which systen is the most vicble ~nd will require
the least cintcenance,

Telephone System

Existing suvitchtoard equipment is not capable of necting
the new demmnds which will soon be placed or it, Plang
call for the exisiting hospital tc be renovated and
brousut bick into opercation durin;: mid-1980, The existe
ing switchhoard capability will mect cperating regubre~
ments for the cexisiting hospital but not the new one and
certainly not both, I am currently working with two
advisors to the Governmont of Balirain brought here from
Southern Bell Telephone Comnany, V¥e crc currently
plaaning & linistry-wide tcelephone system, Ve houve to
have budget approvrl for purchase of the cquinment during
the fiwst half of 19860,

Movement of Patients to the Hedienl Center

December 16, 1978 is Stutc Day in Bzhrain and the
Minister has sclected this dete to hold the Jrand
opening of the New Medical Center, The finir will
be invite: to incugurate the center,

iffictive mid-November limitations on clective notient
odimissions will commence in order to reduce ptient
census from 431 to 250, thereby enabling a one-lay shift
of patients from the cxisting hospital to the new center,
This move ic gcheduled to take place during the first
week of December,
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2,0 DROBLIMS ENCOUNTERED DURING THG LuPORT PERIOD

2,1

Cholera BEpidemic

During the night of Friday, August 11, 1978, I was
notified by Accident & Emergency Room staff that what
appearcd 1o be two probable cholera patients hud pre-
sented taemselves for treatment; that guidance wag
required regarding their hospitalizatior,

I initiated the plar reforenced in a previous report
(Report for the Guarter Ending December 31, 1977).

We are nov 61 days into this epideiric =nd a total

of 722 patients have been hospitolized for an average
length of stay of three days, Peak aduissions for

a one-day peviod reached 42:; average number of daily
admiassions tihroughout the period hos heen 11. Ve are
now ot this average fijure and it has been holding
for well over tiuo wecks,

The plan, desisned during Octeber 1977, wmroved viable,
Beco'se of the large number of presenting sestro-enter-
itis cmes however, I estnblished a separate gustroe
enteritio recention center ecpart from the Accident and
Enersency Depuviment, Separating oll gostro.-cnteritis
cages simplified effeccting an immedicte treatment
capability for the scriously ill and reduced contamine
ation and infection of routine, non-guastrowenteritis
cry:8 in the tcciden® & Bmexsency Department, The neak
nwiber ol gostro~enteritis ciases seen in this specially
arring d reception exea in a trenty-four hour period
wor 2103 the leasgt, to date 113,

At the peak of the epidemic Dr, Robert Gunn, WHO
epidemiologist nxirived in Balirain, The Minister of
ifzalth had requersited WHO cssistance several days
earlier :nd VIG rcsponded by serding Dr., Gunn who is a
fulltime Public lienlth Service physician who serves
with Wi as o consultint on an as needed basisn,

The entire epinode indicnted to ©ll of us who participated,
and are continuing to participate in the munagement of
this epidemic, the fundamental importince of having an
articulate »nlan of action, shared by cognizrat levels of
Loapital stnaff, which can be expanded to mect operating
requirements, We oluo learned to respect the need to
invoke txrcatment strategiesn which mey appear somewha
unoxrthodox.
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The Principal Nursing Officor (PNO)

The doy thet the Minister of Henlth hed scheduled a
meeting bo resolve the matter of the ~NO's reporting
relationship (The Minioter wng prepared to instruct
Lker to follow the llinistry approved hospital ~dmine
istrative organization.-or dceept her rcsignation)
cholera alarm had reached the Aniry Court ond the
news nedia was exacerbating the situation Turther,
Accordingly, we ngreed to hold the matter in Abe Y-
ance until the epidenic was undep control,

Vhile my relntionship vis—-a=vis the PNO hig aefinibely
improved during the period covercd by the report, she

has effectively alienated the nevly avpointed Bohreini
Chief of Medicnl Stutf, The Chief of Staff informs me

she provides only vogue onswers to his questions and
provides assurances for action but feils to follow
through, She has clso recently engnged in open argu-
ment in the Medicnl Board with the Chairman of the
Depnrtment of Medicine, Dr. Hassen Falkhro (The Minister's
brother), In this lntter instance she adan-ntly refused
to ~llow or to counsider treining of qualified staff nurses
to stort I,V,'s on patients requiring resuscitation,

The nmajority of the members of the iledical Board cxpressad
their opposition to her on this matter nrimarily becausé
of her rcfus:l to even consider or discuss their training,
Whether or not she is right or wrong is not at issueg

that she mishandled the notter by refusing to discuss it
2ppears to be the central issue in the doctor's minds at
this time, A number of the boawd nmeitbers ave clso pre-
pared to forece the issuce to the doint vhere she will
either train the nurse nembers of the rasuscitation team
or they refuse to develope o resuscitation teonm regponse
capability for the new medical center, This situation

is bad ~nd can be cxpected to worsen within the near

term future,

Commissioning of the New Medical Center

Wherens the tnerican Univewsity of Beirut Services
Compony (LUDSCO) previously had the consultancy contract
to the Minister of Health their lick of results caused
the Hinister to bring in IiDGE, hended by Dr. Nadim
Haddod, n previous AUBSCO bourd rembor,

MADGS hos brought on a new group of consultants, These
consultints becume familiar with the new building through-
out the present renort period and are row endetvoring,
through the Governing Body, to effect necded changes/
nodifications, The single nost inportint physical prob-
lem is the lack of sufficient air-conditionin: and aix .
movement equipnent, There are a numbor of areas through=-
out the new hospital vhere there is virtually no air
movenent, ) ' ) . o

)
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This problem %8 going to be quadrupled in magnitude when
heat emitting equipment gete turned on and hospital stoff,
patients cnd visitors enter thesc arens of low or no air
nmovement, Jdditionsl nir conditioning equipment and air
novement equipiment is on order hut will not wench Bahrain
until February or March of 1979, Therc scens to ve no
imnrediate solution to this and if cquipnent orders arc de-
layed or lost on whatever, the consequences could be criti..
cnl,

Continuecd un.wwailability of o sufficient cuantity of desal~
inized witer also continues as a problen area, While the
consequences are not immediate, the problems could start
about twelve months from opening as the existing pipes
commence to huild up a scale lining, At best, this build-
up could take eishteen nonths, but its effect will be that
of heving to re-pipe the entive medicnl center, Ministry
of Henlth Ingineering Services and the Public Vlorks Direc~
forate stote the desulinization cquipment is on order ond
should be hexe¢ at nhout the time the Medical Conter is
opened,

24341 Supplies Situation

48 noted ~bove (1.7) supplics of consummables to

operate the new cquipment may not cxist in sufficient

nunber to pernit sustained hospital operation, All

nev apparctus apnears to be in starte—up condition

but ther: does not apnear to be any significant

amount of back-up supplies, At the writing of this

report I have learncd that the ladiologzy Department

has just rccently submitted its film requirements

to the Dircctor of Materials Hanagenent, The Director

of Maturials Management informs noe however, that it

will be Junc 1978 before theze supplies are in Bahrain,
26342 Buff Preining

Resulting from the continucd csenlation of confliot

in Beirut the American University of Beirut has been

unavailable as a troining center for hoapital staff

for purposes of speciclized training,

4t this tine we have insufficient trained atoff to
operiate our four bed cardine coare unit and can operate
only four of cigzht bed intensive care unit, 'The hoag-
pitel is without a resuacitation toom (crash—cart).
Unless the Minister opts in fovour of the short torm
intensive training course ovailable through the Fort-
San Ilonston Medical Training Center, we will continue
to go without these neceusary patient care capoabilities,
The continuing lack of dircciion at Hinistry level
regarding +hese problems constitutes a continuing
concern for those of us with operational reppongibe.
ilitica,
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New Chief of Stafr

Subsequent to effecting the reorgenization of
Salnaniya Hospital {sce renort for +the quarter
ending lecember 31, 1977) we now have our {irst
Bahraini sorving os Chief of Stiaff. Previocusly
there was o rotnitional system in which Ancrican
University of Deirut cliniciens sorved for ten

weck periods in the position £6r purposes of getting
the new orgunization started, The A,U,B, rotational
system vos in effect for fifty veeks and was dig-
continued by the Minister upon hig substituting
MADGE for MUBSCO, The new Chiof of Staff, Dr, Ahmad
Abdulle ihmad, was Chairnan of the Departuent of
Optholmology, He, like all his pred :essors in this
position is imerican educated (Moffi. Hospital, Sen
Francisco) and is a board certified snecialist,

Dr, Ahu:d is now in a position of occupying the key
nedicrl adninistzative post in the hospital ond is
having to cope with some expresisions of envy on the
part of other Dahraini Chairmen of Departments who

were pogyed over in the selcetion nrocess, IMany of

us feel, and ny immedinte staff have confirned to me,
that the Brhraini is more viilling to follow =omeone
they perceive w5 neutral, i.esy an outsidor, than
goncone from anong their owm ronks, These diztinctions
regarding percentions of outsider neutrality g¢ right
to the coie of the rnummite/sheite divizion nerireating
the zociety end in torms of which n good deal of
attitude formation and conduct is orgyonized nnd cxecuted,

4 change in Chief of.Staff in o time-consuain:g task in
temis of owientoting Lim on policy und procedural
netters o vell as ths iethod for getting things acc-
onnlished “di:inistratively,

ORJACTIVES DL UAGI TOR I UPCUIING IuIPORT PERIOD

o1

A%

Cormissioning Activiticns
——— ot PYS iy

- s

L11 hospitel staff will be dirccting wttention to
bringing the new center on line as on operating

entity, Soilc of %he more centril natters which
vill be cddresscd connist of the following items:

Stoff Lridning

With the ‘merican University of Beirut uncvailable

&noo training center atowlf troining is at o stand..
atille I am ecurrently vorking with the Minigier

toward his selection of the Fort Sam Houston Medical
Praining Conter so thut we can have a fully trained

and coupetent staff to man our cardiuc caro unit,
intensive enve wnit and resuscitntion teom, Biforts

to obtuin training in theso categories of uapecialinmation
Wwill be corried out throuszhout the upcoming report
period,
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Conoummables Supply Situation

Ag noted cbove (1,7 and 2.3,2) efforts are now

being made to learn what consuamubles are available
and in what quantities, It appears at this time

that the entire supplies manajement area was moorly
handled from the time the cquipment oxders were

nadz during 1976, Efforts to specify cxisting levels
of supnlies and immediate requirements vill continue
durin: the neriod of the upcoming reort,

Hursing adninistration

nEfocts to realign this situation will be made early
in this period in order to head off escalotion of the
conflict taking place botween nursing administration
ond medicnl adieinistration,

Hosnital Pacing System

Currently the meodical center, a vast buvilding of almost
catacomb complerity, is without a ccntrol paging cope-
nbility., Offorts will continue to effect this capobility.
Unfortunately the building was not designed to incor-
porate this coapnbility yet it is cssential foi nurposes
of locating key members of ntaff for emergeicices, clert
ing resuscitation staff for cardice arrasts and mobiliz-
ing staff for fires and mass casunlty sitnations,

s t . Iy I
Hoapited, Signu/Traflic Control/ley Control
Satvisfactory »rogress on oecoh of tiese Jdetailed areas
is progressing smoothly, 'The interncl sigming orogsram
is GU’ - ) n nd deaagn e o e IR

is GV complete; currint road contruction should be
completea within the next six wecks thereby providing
& reascaculce network of interncl rords, Key control
appears vo be satiafactory.

Iesat Nndio snuipinent

A1l Dinistry oi Intexrior forms have been anproved for
bringing this equipment on board to screve an o central
appointuents system betwecn the hsopitol and the out-
lying health certers, It is anticipated that I will
be in a position to place the order for thi:s cyuipment
during the upcoming renort period, On its ariival
development of the system will get underway.
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