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ACTION MEMORANDUM FOR THE ASSISTANT ADMINISTRATOR, FVA
 

FROM: FVA/PVC, I. Austin an, Acting Director
 

Problem: You are asked to approve a three-year $1,200,000
 
Matching Grant to Project Concern International (PCI) to
 
support PCI's primary health care programs in six countries.
 

Discussion:
 

A. Background: Project Concern International (PCI) of San
 
Diego, California is a non-profit, non-sectarian organization
 
established in 1961 with the expressed purpose of providing
 
health services to underserved communities. With the assist
ance of a DPG and the just terminated MG ($1,002,000 LOP), PCI
 
has moved steadily from hospital or clinic oriented curative
 
services to community-centered curative and preventative
 
services, accomplished through training and employing a stra
tegy of primary health care development. PCI has submitted a
 

proposal to continue its on-going programs in five countries
 

plus one new country in the first year and, possibly, an
 
additional country in the second year.
 

B. Track' Record: Despite a number of implementation problems
 
in the first 1 1/2 years, the MG was an unqualified success.
 
In quantifiable terms, the levels of community health workers
 
and supervisors trained and the number of poor receiving health
 

The table of
services were in line or exceeded grant targets. 

accomplishments prepared by PCI (Attachment A) summarizes these 
figures as well as other country by country activities such as 

development of various PHC subsystems (e.g., information, 
educational materials, drug supply).
 

On the qualitative side, site visits to Mexico, Bolivia, and
 
the Gambia by PVC grant managers have confirmed that PCI is 
effectively reaching out to the very poor with improved health 
services. The USAID Missions in the five countries reached 
under the first MG were both laudatory of PCI's work under the 
first MG and supportive of their continuing activities 
in-country (Attached B). 

On the question of impact, PCI feels that: the relatively short 
period of time (2-3 years) that each program has been in opera
tion limits. any significant effect on health status. We agree 
with thL; conclu;ion, particularly since three of the programs 
have been fully operational in the field for only I - 1 1/2 
years, Belize only began eight months ago, and the fifth, 
Guatemala, suffered serious disruption from the on-going 
guerilla war.
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C. Proposed Matching Grant Program: PCI plans to c:arry out
 
PHC programs in the following six countries and, possibly, one
 
other to be identified during year 2.
 

LAC AFRICA ASIA/SOUTH PACIFIC
 

Bolivia * The Gambia * Vanfiau ** 
Guatemala * 
Belize * 
Mexico * 

* Reached also under the first MG. 
Program in Bolivia will not be initiated unless and until
 
620Q waiver is signed.
 

•* New Country under the proposed MG.
 

PCI lists its overall program objectives in each country as
 
follows:
 

1. Bring an affordable system of health care to underserved
 
communities.
 

2. Develop local capability to assure total responsibility for
 
projects.
 

3. Provide financial and tcchnical support within a given time
 
frame.
 

4. Promote local responsibility for the development of future
 
primary health care services.
 

5. Establish hos;t country nationals as Community Health 
Workers (CIIW) trainers. 

6. 'rain CHWs in basic curative health .1nd more important, 
preventive he;,lth educ aLtion. 

7. Demon:;trate to the host country's central government the 
feas ibility of a low-co,;t, effective priraary health care system 
to encourage replication. 

The ul.timate goal of the health care program Is 
self-,,;ufficiency; i.e., the aibtlity of the program to reach a 
point where it can !;ustaln itelf' indefinitely on in-country 
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resources, without the need for personnel, money or equipment
 
from outside the country.
 

PCI's proposal reflects a particularly comprehensive monitoring
 
and evaluation strategy which includes an exceptionally well
 
thought out logical framework replete with both quantitative
 
and qualitative benchmarks.
 

Throughout the proposal and in a separate commentary and chart
 
prepared at our request, PCI has demonstrated a more than ample
 
concern over recurrent costs and their impact un the institu
tionalization of PCI's program. PCI has carefully calculated
 
for each program the costs of program inputs, including those
 
for ope-.ational costs, which are for the purpose of training,
 
developing and establishing a PHC program. Support is main
tained until a program is sufficiently in place and functioning
 
at a level at which it can become an on-going program operated
 
fully by MOH counterparts and local communities. Every effort
 
is made to maintain the actual operational costs of PCI at a
 
level which can be continued by the MOH and/or local commu
nities.
 

D. Issues:
 

1. Mexico: PCI has provided four justifications for including 
this non-A.I.D. country in the MG proposal which are as 
follows: (a) the strong family planning component of the 
program - John Donnelley, a population specialist and the lone 
A.I.D. officer stationed in Mexico, visited PVC last year and
 
strongly endorsed PCI's program in Tijuana; (b) demonstration
 
model of PUC and learning laboratory on an urban/semi-urban 
area with the potential replicability of the program; (c) 
Mexico's current economic crisis and strategic location in 
Central America and the Caribbean; (d) strong local support and 
good prospects for local institutionalization. 

Beyond these irguments, PCI has proposed a phase-over plan 
which provide,; for no USAID fLTmding after 1985. In addition, 
the program in Mexico is limited to Tijuana, across the border 
from their headquarters in San Diego. We are in r ,,reement with 
PCI's position and recommend inclusion of Mexico in the MG 
pror,,ram. 

2. Staff Changes : Over the 111.;t twelve months, PCI has under
gone ia arge number of changes in key personnel, including the 
replacement of their Executiye Director and the Director of 
their Iealth Service,; t)epartment. rhe mG proposal discussed 
these changes and those, whi Th have been made in PCI's modun 
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operandi. We are convinced that on both accounts PCI has
 
emerged a considerably strengthened organization operationally
 
with new leadership of high quality.
 

3. Financial Situation: While PCI's cash income declined from
 
$2,965,838 in 1981 to $2,721,000 in 1982, their overall finan
cial situation improved. An operating deficit of $108,000 in
 
1981 was turned into an estimated surplus of $250,000 for
 
1982. However, PCI requested that we allow $80,000 of their
 
contribution in 1982 to be in-kind rather than cash. For 1983,
 
PCI is projecting an increase in their cash income to
 
$3,453,300 and an overall operating surplus of $254,450. This
 
is in large part owing to the efforts of Henry Sjaardema, PCI's
 
new Executive Director, to stabilize PCI's financial situation.
 

4. Funding Level: The level requested we3 cut back from
 
$5127000 to $350,000 for the first year and from $1,576,000 to
 
$1,200,000 for the three years for the following reasons: (1)
 
the lower levels more accurately reflect PCI's ability to
 
provide matching funds without drawing resources from their
 
non-MG program; (2) overall budgetary constraints within PVC;
 
(3) the bulk of the first year cuts were from funding for new
 
project development which was intended entirely for Indonesia,
 
whose participation in the MG program is opposed by the USAID
 
Mission.
 

Recommendation: That you approve the above described Matching
 
Grant program with Project Concern International (PCI), and the
 
provision of $1,200,000 to cover A.I.D.'s share of its costs
 
for three years, subject to the availability of funds.
 

Attachments:
 

A. Table of accomplishments
 

B. Mission comments
 

Approved: 15l 

Disapproved:'
 

Date:
 

Clearances:
 

DAAIFVA, C. Oladson , _ Date
 

FVA/PPE, L. Stpberg' Da te -
FVA/PVC, S.W. BergenI1 (,1 1) 3
 
I,AC/DP, K. Zumwalt (Dra;il7late 3/7783
 
ASIA/IWP, B. George Thra-fFT-at T-78-783
 
AFR/I)P', Ht. Smith (1)raDtt) Date 3/B-1-

FVA/I'VC: RUIICIt: cad: 3/16/83: X58420: W 0017J 



PiOGRAM ELEMENTS ACCOMPL I SHMENTS 

Mexico Guatwnala Bolivia 
P'indo Orliro 

The 
G, i 

Indonesia Beiize 

Country Agreement/Letter ofIntent _____ 
(1) 

_ _ 
(2) 

_ _ 
X X X X 

Surveys/Baseline Information X X Inade-
quate 

In pro-
cess 

(6) 
Redoing X P 

Implementation Plan X Revising X X X X X 

Curricula/Curricula Revisiuf, X X X X X X P 

Training Manuals/Aids X x X S S S 

Orientation of Health arid 
;Ot h e r-onnel X X_...... XX XXP 
Community Orientation X X( ) X X X X7) P 

Training Trainers 4 8 4 39 9 38 P 

Training Supervisors 4 8 4 39 12 61 P 

Training CHWs 176 22 --5) 60 38 140 P 

Training TBAs n/a X n/a P 4o 76 P 

In-Service Training X X X X X X P 

Task List for CHWs X X X X X n/a P 

Provision cf Preventive/ 
Promotive ![ealth Services 351/mo. 640/mo. 540/mo. X 135/mo. 

1,236/ 
Mo. P 

Provision of Easic Curative 338/mo. 761/mo. 525/mo. X 
Service-; 3381_._7 5/_e. MO ..X P 
Treatment Protocol/Referral 
Criteria X X X X X X P 
Drug List/Protocol X X X X X X P 

Drug Supply System X X X X X X P 
Equipment Supply System _ _ X X x n/a P 

Information/Reporting System X X X X X X P 

Supervisory System _ X X X X n/a P 

Developnent of PHC Planning 
Unit/MOH X X X n/a P 

Integration with 
Health Plan 

tational 
a 

-
l 

CorXsi
nt, 

Village Development or Heal th X(76-0 
D . 6 (3) (5) 6o 37 

Establishment of Local Board X (14) n/a n/a n/a n//a n/a 

- inancirp Cf r..s, Increase in 
Local ri.n.ncn ____n_ X X X P X X P 

Replication in Country X X X 

Phase over to counterparts 
or Ltoca Autoriiese r, X 

Periodic Evaluation X X X X x P 

'r i.. 'Trv.(v opiu]tati, n 12, 1 ' 7,000 11 ,) 0 :'5,o0 16,600 ", 8,000 

X 
 Activity carried oJt by PCI/Countcroarts 



Explanation of Footnotes
 

Program Elements in PCI PHC Programs
 

(1) 	 A country agreement or letter of intent has been set aside for 

the time being on the advice of our North Baja California State 

Health counterparts (SSA). PCI does have an excellent 

Informal working relationship with SSA and they are k~pt fully 

informed of developments in the program. 

(2) 	 This has been delayed because of the political instability 

in Guatemala and frequent changes of MOH and other GOG per

sonnel. One of the principal tasks of the new Program Admin

istrator is to finalize a formal understanding with the Gov

ernment. Both the MOH and the Government in general are 

behind the program. 

(3) 	 Orientation of communities in PHC and the establishment of 

village health committees in the Guatemala program have been 

suspended due to the political situation and the climate 

of violence. Mectins of more than two or three people are 

banned by the Government. 

(j) Work on the establishment of a local board in Santiago 

Atitlan to oversee the program and assume eventual full 

responsibility has been suspended for the same reasons as 

(3) above. Con.iderable work was done, however. A number 

of leading citizens were identified and discustions were 

held with some of them. 

(5) 	 Rural Nurse Auxi Iarle (RNA.) wrerc trained as primaliy health 

care deliverers rather than CItWs becau5,e Pando lacks di-,tinct 



dispersed. Also, for

Cr.rnunities and the population is widel' 


not established.
village health committees were
this reason, 


(only roughly equivalent
Orientation of population locations 


carried out.
to communities) in PHC were 


a Crossroads Africa Team
 (6) Baseline surveys carried out by 


were found to be inadequate. New surveys are being done In
 

three divisions.
 

(7) The development of village health development committees is
 

the responsibility of the Provincial Health Service, 	the
 

PCI has
civil authorities, and othur technical departnents. 

in PilCbeen invited to participate in orientation sessions 

for comnunity leaders and other personnel. It has not worked 

directly with village health developnment committees. 

n/a Not all program elements or activitles are planned in each 

country. For example, the establisnrimnt of local boards 

or soclaior organizations to oversee and Iupprt health 

the cor;nmu'ity is a com;on organizadeveloprrnt activities in 

some Latin Arr-rican cc'Untrie:. It ;,
tional pattern in 

in Africa or A-ia v,.,erc gow'rnment plays a farless likely 

more dominant role. 

gove rnrrit or lor.al organiza-Note: Replication ard pha-eovtr to host 

PCI prlmary health care programstions are objective% of all 


as are evaluations.
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2, PROJECT CONUERNS ACTIVITIES ARE FULLY INTEGRATED
 
INvO AND SUPPORTED MY THE  ; 7+++,'C+,+++
MINISTRY OF HEALTH IOH) ++, 7+++ +++::,+:

4e++o'! 


REGIONAL. OFFICE IN ORURO, THE" ,AINCONSTRAINT TO PROJECT
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. .. 	 ++?

4<>4 4< 
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P 03203 Z JAN 83 

FM. AMEMBASSY MEX ICO 

10 SFCSTATE V,'ASHDC PRIORITY 5949 

U1NCLAS MEX CO 00027
 

AI DAC
 

E.0. 12356 : N/A
 

TAGS; 
SUBJECT: PROJECT CONCE[;,N INTERNATIONAL (PCI): MATCHING 

GFA, JT PROPOSAL 

REF. STATE .1f793
 

CONCUP. AND SUPPORT CONTI'NUATION OF THIS VALUABLE PROJECT. 

GAV IN 

UNCLASSIFIED
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TAGS 

SUBJECTi PROJECT CONCERN 
PROPOSAL 

INRNATr DNA P MATCHING GRANT 

REF1 (A) STATE 0143531 3) 82 STATE 357930 

1, REGRET DELAY IN RESPONDING TO REPTEL (81 REDUIST 
WHICH WAS OCCASIONED BY NEED TO MAKE USAID/B9IZ9 OPERATIONAL 
AND NECESSITY TO REV3EW PCI PROJECT ACCOMPLISHMENTS TO DATE 
UNDER THE EXISTING MO. 

2, EVEN THOUGOH THE PROJECT WA9 STARTED ONLY SIX MONTHS 
AGO,A NIJMSEP Ow TRAININ4G ACTIVITIES ARE NOWAFULLY UNDERWAY 
UNDER THE AB1LE D:RKCTORSHIP OF DR. DANIEL OOMIZIO. IN9EALTH 
OPFFICIALS AND OR. WILLIAM HAWLEY (A RETIRED USPHI DOCTOR, 
WORKING IN TrHI TOLEDO D:STR:CT ON A 00OI'PAHO PROJECT) WERE, 
EOUALLY ENTMUSIASTIC ABOUT THE PROJECT'SPROGRESS AND ITS, 
NEW INNOVATIVE APPROACHES TO PRIMARY HEALTh CARE IN BELIZE., 

3. TWO MINOR PRONLEMS SURPACED URING THIS PE9RIOD OF TIME. 
ORIGINAL 5ELECTION OF HEALTH WORKER$ WAS DELAYEDJIN A NUMBER 
OF COMUN:T:I5 SINCE~THE PARTICIPATING VIL.LAGES 'WERE HESITANT 
TO ENTER THE PROGRAM, 'THESE VILLAGES NOW WISH TO 55 INCLUDED 
WHICH WILL RECUIRE AN ADDITIONAL SML. GROUP OP HEALTH WORKERS 
94-SI TO 5E TRAINED STARTING JULY 1113. ALSO RIGINAL PROJECT 

TIME FRAME 0f 11 MO0NTHS PROVED TOO OPTIMITIC. ADDITIONAL TIME-
IS NEEDED TO CHANGE OL'TLOOK.OP THESE COMMUNITESS TOWARD PRIMARY 
HEALTH CAKE AtID TO FIRMLY ESTABLISH INTERMINISTERIAL. RELATION-
SHIPS IN THEl TOLEDO DISTRICT, THU$ THE REOU:RE#ICNT TO EXTEND 
PROJECT lY AN EXTRA SIX MONTHS. TH9S CHA'jGES WILL NOT INCREASE 
OVERALL PACJ9CT COST OISPROPORTIONATELY.
4. ZN VIEW OF THESE FACTORS, USAZD,'IELIZg SUPPORTS iN'CLUSION Of 
SEL:Z UNDER NEW Mg TO PCX, 
BARNtUEY 
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SUBJECt 

NA 
PROJECT CCNCERN INTERNATIONAL PCI) MATCHING GRANT PROPOSAL 

REFt STATE 358122 

--- 1, PLEASE EXCUSE THE DELAYED RESPONSKI OAR/BANJUL INTENDED 
TO FORWARD VCOMMENTS ABOUT PROJECT CONCERN INTERNATIONAL (PC )F ROM iB OT H ITHE MS I |ON :A ND : G O T 0!MEIC AL AN D HEAL[TH DE PA RT MENT 

HO) , HOWEEVER, KEY 6070 PERSONNEL WERE NOT AVAILABLE.A 

2. ACCORDING TO WHD PERSONNEL, PC: HAS SEEN AN INVALUABLE 
RESOURCE TO TIO/PRIMARY HEALTH CARE (PHC) PROGRAMi, UNLIIE 
MANY DONOR PROJECTS, PC:'I PROGRAM WAS DESIOND WZTH SUFFI-
C:lNT FLEIBILITY TO ABSORB CONSTANT CHANGE WHILE MAINTINANG 
A HIGH AND CONSISTENT OUTPUT. AS ONE OF THE OLDEST AND MOST 
SUCCESSFUL PROGRAMS IN THE WHD, PCI HAS UECOME A PROMINENT 
INFLUENCE AND FOCAL POINT ZN THE PHO PROGRAM, HOWEVER, MHO 
STAFF STRESS THAT PCI ACTIVITIES ARE COMPONENTS OF A TOTAL 
PHC PROGRAM ,NO SIONLE INSTITUTION WORKS ALONE, TOPHC I: 
AN ZNTEORATD-ACT IVITEZS PROJECT. 

3. PCI REPRESENTATIVI JOHN WANLUND WORKS CLOSELY 
WITH OAR/'IANJUL STAFF, AS STATED IN EAFLIER CAILES, 
THE MISSION :S PLEASED WITH PCI ACHIEVEE&ANTS AND1 
STRONGLY ENDORSES EFFORTS TO KEEP PCI NVOLVlO WITH 
THE IMPLKMNTATION OF IMPROVED RURAL HEALTH SERVICE.I 
TO THE GAMBIA, 
ROBERT& 
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PAGE 01 
 SUVA 09952 140436Z 9722 28673t[ A8 841
 
"
 ACTION AID-0O 


ACTION OFFICE PVC-0 2 
INFO ASEM-O ASDP-02 FVA-01 ASPD-03 ASTR-01 RELO-01 MART-0! 

ASSP-02 /014 A4 814 

INFO OCT-00 COPY-Ol INR- 1 E-O8 EA-12 AMAD-0j /067 W 

-......----------- 0 50225 140437Z /12/26 
P 14031.Z MAR 83 
'FM AMEMBASSY SUVA
 
TO SECSTATE WASHDC PRIORITY 8154
 
INFO AMEMBASSY PORT MCRESBY
 

UNCLAS SUVA 0952
 

-AIDAC
 

EO 12J56: N/A 
"SUBJ: PROJECT CONCERN INTERNATIONAL (PCI) - MATCHING GRANT 

•REF: 
 (A) STATE 062472 (B) 82 PORT MORESBY 2075
 

1. SPRDO CONCURS IN MATCHIN;G GRANT AWARD TO PCI. THERE
 
HAS. IN THE PAST, DEEM EXCELLENT RESULTS BY PCI.
 

'2.WtILC CON CURRING. SPPDO REMI NDS AID/W OF CAVEAT
 
IN REF B. A5 PROJECT PLAN5 ARE D[VELOFED FOR VANUATU
 
AMEMBASSY POPT MORESBY SHOULD CE 
 KEPT INFORMED. IT I
 
WATCIUNG SITUATION DESCRIDED REF 8.
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