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PROJECT AUTBORIZATION

Name of Country: Central America Regional (Guatemala, Panama,

Honduras, Costa Rica, Belize, El Salvador,
Nicaragua).

Name of Project: INCAP Institutional Strengthening Project.
Project Number, 596-0169.
1, Pursuant to Sections 103, 104, 105 and 106 of the Poreign Assistance Act

of 1961, as amended, I hereby authorize the INCAP Institutional
Strengthening Project for Guatemala, Panama, Honduras, Costa Rica,
Belize, El Salvador, and Nicaragua, involving planned obligations not to
exceed Six Million Four Hundred Thousand United States Dollars (US$
6,400,000) in development assistance grant funds over a three year period
from date of authorization subject to the availability of funds in
accordance with the A.I.D. OYB/allotment process, to help in financing
foreign exchange and local costs for the Project. The planned life of
the Project is three years from the date of initial obligation.

The Project will strengthen INCAP s0 that it may be sustainable without
further A.I.D. core financial support through at least the Year 2000. 1In
order to achieve this Purpose, Project resources will be used to fund
three types of institutional strengthening activities. IISP resources
will strengthen INCAP strategic planning and management (SPM) by funding
development ofs (1) an effective SPM systemy (2) an effective financial
management system; and (3) an effective information management system,
They will strengthen INCAP's technical and technology transfer
capabilities by:s (1) upgrading technical capabilities in six specific
areasy (2) improving technology transfer capabilities) (3) upgrading
INCAP laboratory facilities) and (4) expanding INCAP's Vitamin A
program. The Project will strengthen INCAP's financial resource
development (FRD) capacity bys: (1) developing FRD plans and strategies)
(2) improving staff marketing and promotion abilities; and (3) developing
a strategy for establishment of an INCAP endownent fund. In addition to
funding short-term technical assistance, training and limited
commodities, the Project will provide sharply declining levels of salary,
operational and administrative support to INCAP over the three year life
of the Project.

The Project agreements which may be negotiated and executed by the
officers to whom such authority is delegated in accordance with A.I.D.
regulations and Delegations of Authority shall be subject to the
following essential terms and covenants and major conditions, together
with such other terms and conditions as A.I.D. may deem appropriate:



A. Source and Origin of Commodities, Nationality of Services

No local procurements are authorized except as A.I.D. may otherwise
agree in writing, with the following exceptionss (1) Commodities of
U.S. origin, which are otherwise eligible for financing, if the
value of the transaction is estimated not to exceed $100,000
exclusive of transportation costss (2) Commodities of Geographic
Code 899 origin, if the value of the transaction does not exceed
$5,0004 (3) Commodities and services which are available only
locally, including utilitiess communications, rental costs,
petroleum, oils and lubricantsy newspapers, periodicals and books
published locallys and other commodities, services and related
expenses that, by their nature or as a practical matter, can only
be acquired, performed, or incurred locallys, and (4) Technical
services when the value of the transaction is estimated not to
exceed $250,000. Ocean shipping financed by A.I.D. under the Grant
shall be financed only on flag vessels of the United States, except
as A.I.D. may otherwise agree in writing.

B. Conditions Precedent to Disbursement

Prior to the first disbursement under the Grant, or to the issuance
by A.I.D. of documentation pursuant to which disbursement will be
made, the Grantee shall, except as the Parties to the Grant
Agreement may otherwise agree in writing, furnish to A.I.D., in
form and substance satisfactory to A.I.D»

(1) An opinion of counsel acceptable to A.I.D. that the Agreement
has been duly authorized and/or ratified by, and executed on behalf
of , the Grantee, and that it constitutes a valid and legqally
binding obligation of the Grantee in accordance with all of its
terms+ and

(2) A statement of the name of the person holding or acting in the
office of the Director of the Grantee, and of any additional
representatives, together with a specimen signature of each person
specified in such statement.

Prior to any subsequent disbursement under the Project, or to the
issuance by A.I1.D. of documentation pursuant to which disbursement will
be made, the Grantee shall, except as the Parties to the Grant Agreement
may otherwise agree in writing, furnish to A.I.D., in form and substance
satigfactory to A.I.D:

(1) Evidence that INCAP has hired a full time institutional
marketing and promotion professional not currently employed by the
Institute.

c. Covenants
The Grantee covenants that it wills

(1) Prepare and present for review by AID, during the first year
of the Project, an institutional plan for marketing/promotion and
financial resource development activities covering the period of

the Projecty



(2) Prior to undertaking Project activities for each year, furnish
to A.I.D. a consolidated workplan and budget for activities for
that year, Work plans and budgets will include individual
wrkplans for strengthening activities related to gpecific
technical areas)

{(3) Agree to consult with bilateral USAID Missions in each
participating country as part of its annual planning process, and
to keep USAIDs informed of country program activities as
appropriate,

(4) Submit a consolidated report of Project activities and
progress for A.I.D. approval, in a format acceptable to A.I.D.,
both semi-annually and annually; and

{5) Provide such goods and services for the Project during the
period from June 28, 1991, to June 28, 1994, as may be agreed upon
bet ween the Grantee and A.1.D., in an amount not less than Two
Million One Hundred and Thirty Four Thousand United States Dollars
{us$ 2,134,000) equivalent.

Irpnemaree Castill
Director
Regional Office\for Central Amefi Programs

b.28-9]

Date
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INCAP INSTITUTIONAL STRENGTHENING PROJECT

(LISP: 596-0169)

The Project. The INCAP Institutional Strengthening Project (IISP) is a
three year, US$ 8.534 million activity (US contribution: $4.4 million plus
US$ 2.0 million in add-ons) designed to strengthen the Institute of Nutrition
of Central America and Panama (INCAP) so that it can sustain itself as a
relevant, effective and viable institution without A.I.D. core financial
support through at least the Year 2000.

Background. The health status of Central Americans has improved

significantly in recent decades, but this trend stalled in the 1980s due to
economic crisis and civil strife. Even as the region approaches an era of
relative harmony, efforts to attain health levels required for sustainable
economic growth are beset by declining donor and national public sector
financing. Health and nutrition is a high but competing development priority,
and making the best use of scarce resources for health and nutrition will be a
major challenge until economic growth permits greater financial allocation to
the sector. Effectively addressing this will require support from a wide
variety of sources in the 1990s. INCAP--whose mission is to apply science and
technology to help solve regional food and nutrition problems--is a key
catalyst in this process throughout Central America.

A.I.D. has been a longtime supporter of INCAP, and in the last five years
ROCAP has funded about 40% of INCAP's program through the Oral Rehydration
Therapy (ORT) and Technical Support for Food Assistance (PROPAG) projects.
The primary intent of these projects was to help INCAP provide technical
services to Central America, however, not to address long-term sustainability
issues. Changing A.I.D. priorities and current financial realities now
dictate that INCAP concentrate on long-term sustainability prospects. This
process, begun in 1988, is well under way. INCAP's mission and objectives
were redefined last year, and articulated in a Strategic Plan for the 1990s.
What is still required is that INCAP focus its service portfolio, diversify
its client base, and reduce staff.

The Problem. With over 40 years experience, INCAP has both an excellent
technical track record and a strong history of client support. INCAP clients
and sponsors since 1979, for example, have included nine goveraments, 15
universities, six private corporations, six UN organizations, the World Bank,
and 21 foundations, NGOs and parastatals. INCAP is faced, however, with two
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major and related problems. The first is overreliance on AID funding. Now
accounting for 34% of INCAP's total budget (down from 42% in 1988), AID core
support will be phased out entirely over the next three years. INCAP's second
major problem is how to complete its transformation into a relevant, effective
and viable institution without further A.I.D. core funding. This will require
attitudinal, administrative, structural and financial change. The major
improvements which must be made over the next three years are related to: (1)
strategic planning and management; (2) techmnical arnd technology transfer; and
(3) financial resource development.

Project Approach. The purpose of IISP is "to strengthen INCAP so that it
may be sustainable without further A.I.D. core financial support”. The
essence of the Project is to enable INCAP to link its technical program
performance to its ability to secure and manage its financial resources.
Because INCAP's mandate is to help Central American countries address the
region's food, nutrition and health issues, and its target group is and will
continue to be predominantly the public sector, it is unlikely ever to be
self-sufficient in the purely commercial sense. IISP is not designed to
transform INCAP into a fully commercialized operation, rather it will make
INCAP less reliant on A.I.D.--and as self-supporting as possible consistent
with the nature of its mandate--by helping INCAP develop the planning,
management, technical and marketing skills required to diversify and stabilize
its portfolio of funding sources.

Project Activities. The Project will strengthen INCAP strateqgic planning

and management (SPM) capabilities by funding development of: (1) an effective
SPM system; (2) an effective financial management system; and (3) an effective
information management system. It will strengthen INCAP's technical and
technology transfer capabilities by: (1) upgrading technical capabilities in
five specific areas; (2) improving technology transfer capabilities: (3)
upgrading INCAP laboratory facilities; and (4) expanding INCAP's Vitamin A
program. The Project will strengthen INCAP financial resource development
(FRD) capabilities by: (1) developing FRD plans and strategies; (2) improving
staff marketing and promotion capabilities; and (3) developing a strategy for
establishment of an INCAP endowment fund. In addition to funding short-term
technical assistance, training and limited commodities, the Project will
provide sharply declining levels of salary, operational and administrative
support to INCAP over the three year life of Project.

Project Achievements. At the end of the Project, INCAP will be providing
goods and services in response to public and private sector client needs
through decentralized in-country staff. It will have a strategic planning
system that can set goals and priorities; alter its strategy., program and
budget to fit changing circumstances; and reconcile its substantive mission
with its long-term financial capabilities and opportunities. INCAP will have
the technical and technology transfer capacity to effectively meet demand for
goods and services in key areas, and have the flexibility to adjust its
service portfolio and staff resources to accommodate changes in demand. It
will also have the financial resource development system required to assure
its long-term viability, and financial streamflows will derive from a more
diverse and stable funding portfolio. Finally, INCAP should also be receiving
increased levels of non-core financing from A.I.D. for program- and project-
specific activities.



Beneficiarjes. The proximal beneficiaries of the Project will be government
ministries, public health and nutrition program implementors, international
donor agencies, PVOs, NGOs, and commercial collaborators who will benefit from
the improved quality, timeliness and cost of INCAP-provided goods and
services. The ultimate beneficiaries will be the Central Americans whose
health and nutrition status will improve through better access to more
effective and efficient services.

Recommendation. IISP was designed in full collaboration with INCAP, and in
consultation with the region's bilateral USAIDs and AID/W. Target activities
have been carefully analyzed and fully vetted with INCAP, and are consistent
with Central American, AID/W, bilateral USAID and ROCAP priorities and
strategies. Technical, economic, financial, social and environmental analyses
indicate that the Project purpose is attainable in three years with the
resources allotted; that levels of funding required to sustain INCAP as a
relevant, effective and viable institution through the Year 2000 are
reasonably assurable with Project inputs over the LOP; that the Project will
have significant positive sectoral impact in the region; and that sigmificant
adverse social or environmental impact will not result from Project
implementation. It is therefore recommended that IISP be authorized and
obligated in FY 1991.
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Project Paper

INCAP Instituti r ing Pr
(596-0169)
1.0 PRQJECT BACKGROUND AND SUMMARY DESCRIPTIQN

The Sectoral Context. Central American populations have achieved
significant improvements in health status in recent decades. This trend

stalled in the 1980s, however, due to economic crisis and civil strife. About
22% of children under age five are significantly below standard weight for
age, infant mortality rates are about 70 per 1000 live births for 80% of the
region’s population, and large segments of the population face food
insecurity. Even as the region approaches an era of relative harmony, efforts
to attain desired sectoral goals are beset by growing populations and the
declining financial resources of domors and the public sector.

Improving health and nutrition is a high if competing public sector priority
among 2all regional governments, and making the best use of scarce resources
for health and nutrition will be a major challenge until ecomomic growth
permits greater resource allocations to the health sector. Effectively
addressing this problem will require assistance from a wide variety of sources
in the 1990s if present gains are to be consolidated, and if public and
private health systems are to equip themselves to meet future needs. A key
catalyst in this process is the Institute of Nutrition of Central America and
Panama (INCAP).

The Institute. INCAP is the oldest extant regional organizatior in Central
America. Founded in 1949, its mission is to apply science and technology to
help solve regional food and nutrition problems. INCAP is governed by an
Executive Council which includes the Health Ministers of its seven member
countries (Costa Rica, El Salvador, Guatemala, Honduras, Nicaragua, Panama and
Belize), and is administered by the Pan American Health Orgamizatiomn (PAHO) at
the request of its member countries. INCAP has its own independent legal
standing, however, and is classified as neither a "govermmental" nor
"non-governmental" organization. Rather, the Imnstitute has the legal standing
of a Public International Organizatiom (PIO) under local--but not U.S.--law,
separate and apart from the governments and organizations (including PAHO)
that form its Executive Council.



Since its inception, INCAP has enjoyed international renown for high quality
research. The last decade, however, was a period of both regional upheaval
and major internal change within the Institute. At the beginning of the
1980s, INCAP faced a severe internal c¢risis when PAHO rescinded international
status for INCAP employees, and most of INCAP's senior staff opted to retain
their intermational status by leaving the Institute. On its own initiative,
INCAP responded by "Centralamericanizing” both its staff and its orientation
towards regional service. It also redefined “success” as service to its
member countries, increased its emphasis on transfer and application of health
and nutritional research, and began to concentrate on finding practical
solutions to the region's urgent sectoral problems.

Agency Support for INCAP. A.I.D. has been a longtime supporter of INCAP.
Of special importance has been ROCAP funding of about 40% of INCAP's program

through the ORT, Growth Monitoring and Education (ORT) and Technical Support
for Food Assistance (PROPAG) projects. These two activities provided critical
support to the rebuilding and recrientation of the Institute. Their primary
intent, however, was to help INCAP provide technical services to Central
America. ORT was the vanguard of AID-supported child survival action in
Central America, and the PROPAG Project filled a void in systematic support
for the design and management of food assistance projects in the region.

While the ORT and PROPAG projects strengthened INCAP's technical capability at
a critical moment, their purpose was not tO address long-term sustainability
issues. Indeed, actions taken to achieve project objectives were not always
consistent with long-term institutional sustainability needs. The projects
both indirectly strengthened and also strained INCAP's administrative and
managerial capacity, and to meet project requirements INCAP's staff size
expanded significantly and now largely reflects those project needs. Current
financial realities, however, dictate that INCAP begin reducing and refocusing
its staff resources.

The Problem. INCAP is currently faced with two major problems. The first

is overreliance on A.I.D. funding, which currently accounts for 34% of INCAP's
total budget. This direct financial support will be phased out over the next
three years. The second is how to complete INCAP's transformation into a
relevant, effective and viable institution addressing the health and nutrition
needs of Central Americans without predominant reliance on A.I.D. budgetary
support. This transformation, already will in progress, will require further
attitudinal, administrative, structural and financial changes. There are,
specifically, three institutional weaknesses which must be strengthened in the
next three years: (1) weak strategic planning and management capabilities; (2)
key gaps in its technical capacity to fulfil its mission and (3) uncertain
long-term prospects for financial sustainability due to inadequate and
unstable funding.

Project Response. A strong track record, steady institutional progress, aand
s0lid demand from both public and private sector organizations make it clear
that INCAP can continue to play a vital role in improving the health and
nutritional status of Central Americans. Because of this, IISP will "go the
extra mile"” to support, consolidate and expand these achievements. A three
year, US$ 8.534 million activity (direct U.S. contribution: $4.4 million plus



add-ons), IISP is designed to "strengthen INCAP so that it may be sustainable
without further A.I.D. core financial support" as an effective, viable and
relevant institution addressing the nutrition, health and food security needs
of Central America. The Project will specifically strengthen INCAP's: (1)
strategic planning and management; (2) technical and techknology transfer; and
(3) financial resource development capabilities. By the end of the Project,
the financial, technical and managerial resources required for INCAP to
sustain itself at least through the Year 2000 will be reasonably assured.

The essence of IISP is to enable INCAP to link its technical program
performance to its ability to secure and manage its financial resources.
INCAP's mandate is to help Central American countries identify and address the
region's food, nutrition and health issues, and its target group is and will
continue to be predominantly the public sector. INCAP is therefore unlikely
ever to be self-sufficient in the purely commercial sense, and IISP is not
designed to transform INCAP into a fully commercialized operation. Rather
IISP will make it less reliant on A.I.D., and as self-supporting as possible
consistent with the nature of its mandate, by diversifying and stabilizing
INCAP's funding portfolio.
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2.0 PR ION.
2.1 THE SECTORAL NWEED

Regional Heal Nutrition . Significant improvements ia
the health status of Central Americans have been achieved in recent decades.
Infant and child mortality rates have declined, life expectancy has increased
(and even approximates developed country levels in Costa Rica and Panama),
immunization coverage has improved, and the use of oral rehydration therapy
(ORT) for endemic gastrointestinal infections has grown. Economic crisis and
civil strife, however, stalled these trends in the 1980s. Today:

- Infant mortality rates are 70 per 1000 live births in northern tier
countries where 80% of the population lives (Guatemala, Honduras, El Salvador
and Nicaragua);

- 22% of children under age five are significantly below standard weight
for age (ranging from about 5% in Costa Rica to 30% in Guatemala);

- Child malanutrition has reverted to levels similar to those of 25 years
ago; (the number of malnourished children under age five has increased by 39%
since the mid 1960s, growing most strongly in Guatemala and Panama):

- Caloric availability is inadequate in the northern countries (22% of
the population in El Salvador, and 28% in Honduras, is seriously short of
food); and

- A decline in the purchasing power of salaried workers (20% in Honduras
and 36% in Guatemala from 1983-1986; 99% in Nicaragua from 1972-1989) has
seriously affected food security.

The Sectoral Problem. Even as Central America approaches an era of relative
harmony and economic recovery, efforts to attain health and nutrition goals
are beset by growing populations and declining public sector financial
resources and external donor support. As the countries turn to the task of
renewing economic growth by pursuing world market opportunities, basic public
health services will compete with other priority needs--especially for the
infrastructure required to expand agricultural and industrial production.

The challenge facing health sector donors in Central America is therefore
two-fold: (1) how to make the best use of scarce resources for health and
nutrition while economies recover; and (2) how to support this recovery by
improving labor productivity through improved health and nutrition. This
problem will continue to require assistance from a variety of sources over the
next decade if sectoral gains are to be comsolidated and health systems are to
equip themselves to meet future economic and financial realities. The primary
source of health and nutrition technology in the region, and undoubtedly one
of the best such institutions imn the developing world, INCAP is poised to play
a key role in this process.



2.2 THE INSTITUTE

INCAP's Migsion and Support Base. An urgent need exists for new

approaches to improving nutrition, child survival and food security in Central
America. With over 40 years experience, INCAP is a key player in the effort
to fulfill these needs. INCAP's stated mission is to collect, generate,
transfer and apply the knowledge, technologies and technical resources needed
to help solve problems in health and nutrition. The Institute has the
greatest capacity of any other Central Americaan organization for leadership in
promoting and complementing national health and nutrition programs, and has
historically enjoyed strong public and private support for its activities,
From 1979-1990, for example, while its major sources of funding were ROCAP and
PAHO, INCAP's portfolio also included an average of 51 projects per year
funded by nine governments, 15 universities, six private corporations, six
United Nations organizations, the World Bank, and 21 foundations, NGOs and
parastatals. In 1990 alone, INCAP's funding derived from four governments,
seven universities, eight NGOs and foundations, two private corporations and
four UN orgamizations.

Higstorical Perspective. INCAP's historical approach to solving regional
sectoral problems, however, has been opportunistic--responding ad hoc to the

requests of funding agencies and/or member countries. It expanded to its
present size and diversity of activities with no explicit strategy directing
either its overall functions and objectives, or its means of fipnancial
support. In early years, INCAP largely focused its efforts on scientific
research related to food and nutrition and had little interaction with health
ministries or other institutions that implement health programs. Gradually,
it branched out into training programs in public health, nutrition and foocd
technology, and later into providing technical assistance to health ministries
and collaborating with labor, agriculture, education and other sectors.

Crigig in the 1980's. INCAP was crippled in the early 1980s by a series of
internal and external crises. Much of the Institute's senior staff abandoned
it when their status as international public servants was withdrawn; INCAP's
Director and Administrator were kidnapped by Guatemalan guerrillas;
socioeconomic and political turmoil throughout Central America threatened the
whole idea of regionalism; and both public and private financial support
declined. Reeling from this concatenation of crises, INCAP struggled to
maintain its viability and edge back from the brink of disaster,

Rennaigsance. Beginning in 1988, and especially since 1990 under the
leadership of a strong new director, INCAP moved rapidly to address its
problems. Since that time, with the support of member countries and external
dounors, INCAP has rebuilt its scientific and technical excellence while
reorienting its emphasis from research to technology transfer. This
transformation culminated in development of an INCAP Strategic Plan--both
comprehensive and ambitious--for the 1990s ("Plan Estratégico Institucional
1991-2000"). This Plan articulates both a new mission mandate and a new focus
that reflects INCAP's readiness to adapt to changing internal and external
environments. Fundamental structural changes identified in this Strategic
Plap include:



(1) A shift of primary emphasis from research to technology transfer;

(2) A shift from being predominantly project responsive, to a strategic
focus built on a clear mission statement:

(3) A shift from a headgquarters-oriented to a decentralized operational
mode, with the country-based capability to respond to specific local needs;

(4) A shift from primarily a nutrition in health focus, to operational
involvement across Sectors relevant to food and nutrition; and

(5) A broadening of its clientele, from an almost exclusive focus on
the public sector to greater concentration on PVOs, NGOs, universities, the
food industry, and private organizatioas.

INCAP's objective in undertaking these changes is to become an organization
which not only offers professional excellence, but also one which is relevant,
effective, and viable. INCAP defines its '"relevance" in terms of
disseminating and using research discoveries in areas of high priority,
potential applicability and effective demand. An example of this is INCAP's
pioneering applied research and pilot intervention to lower perinatal/neonatal
and maternal mortality. These accomplishments have intermational importance
because of their innovative nature, and local importance because they will
serve as a model for a much larger and longer term effort to be supported by
USAID/Guatemala. INCAP defines "effectiveness" as its capacity to perform its
intended functions in a manner that serves clients' needs, and its “viability"
as the financial and managerial capacity to sustain a level of staffing,
facilities and activities sufficient to provide long-term stability.

Consolidating and Expanding Institytional Reform. INCAP must coatinue
adapting to changing realities, and its basic problem in this respect is that
its program is largely determined by two orgamizations: AID and PAHO. AID
alone has provided about $15 million to INCAP in the last five years, mainly
through its ORT and PROPAG projects which will conclude in 1991. While
institutional strengthening was one objective of these projects, and they have
helped INCAP prove its relevance to the region and demonstrate its potential,
neither project has ensured INCAP's ability to sustain itself.

Donor resources for regional health programs are expected to decline in the
1990s, which leaves INCAP facing the question of how to provide continued
assistance to the region and sustain the advances made over the last decade.
It is neither desirable nor possible for ROCAP to coatinue core support to
INCAP for the indefinite future, nor is it healthy for INCAP to be so
dependent on ROCAP funding. Neither is it certain that other donors will make
up for the loss of core financial support provided by AID in the last decade,
although INCAP's market outlook is very positive (Annex G). To complete
INCAP's transformation into a relevant, effective and viable institution will
require overcoming institutional weakmesses in three key areas: strategic
planning and management capabilities, technical and technology transfer
capabilities, and financial resource development capabilities.
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The Project and the Instityte. With the investments of the past decade,

INCAP is now poised to play a more significant and critically needed technical
support role in Central America. If AID funding were to cease with the ORT
and PROPAG projects, INCAP would probably continue to exist; it is likely,
however, that it would retrench to an ineffective size and capacity.
Conversely, a well-focused institutional strengthening project can help INCAP
complete the transition to a truly viable organization--financially,
managerially and technically--by going the extra mile to consolidate and
expand upon the structural improvements realized to date. Given Agency policy
of helping regional institutions become more self-supporting, this is clearly
the time to help INCAP help itself.

IISP is a three year, US$ 8.534 million activity (US$ 4.4 million in ROCAP
funding plus US$ 2.0 million in add-ons) designed to support INCAP's
transformation into a relevant, viable and effective orgamization that can
sustain itself without continued A.I.D. core financial support. It has been
designed in collaboration with INCAP and the region's USAIDs; INCAP staff
actively collaborated in project design; and bilateral USAID and LAC/DR
representatives were consulted throughout the design process.

2.3 RELATIONSHIP TO CENTRAL AMERICAN PRIORITIES AND STRATEGIES

Improving health and nutrition remains a high public sector
priority among all regional governments. The Ministers of Health of CA and
Panama, for example, in a declaration issued in Belize in September 1990,
affirmed that ensuring adequate food, nutrition and health is essential to the
development process. INCAP is the premier regional health and nutrition
institute, and a key player in this process. Since its founding, and
especially in the last decade, CA governments have voted twice to increase
contributions by 20% (in 1981 and 1990) and arrears to the Institute have
declined substantially. New membership by Belize in 1990--and perhaps the
Dominican Republic in 1991--will augment this source of income and member
contributions should constitute an increasing percentage of the recurreat
budget as INCAP staff size declines. Paid in full, however, total member
contributions would still constitute only a fraction of INCAP's budget at
present expenditure levels. And with the financial crises currently facing
the isthmus, it is unrealistic to expect substantial increases in govermment
contributions beyond current levels.

INCAP both supplements and complements national sectoral resources. The most
important INCAP contributions to country programs in Central America are:

(1) Surveying, analyzing, monitoring and effectively packaging health and
nutrition data to make it accessible and useful to policy makers and
deliverers of health/nutrition-related social services;

(2) Providing services and skills not readily available or too costly for
individual countries. (INCAP's world-class laboratories, for example, are
used as regional diagnostic facilities for polio, measles and cholera and
support extensive health/nutrition research and analysis);



(3) Developing, field testing and transferring new technologies that make
better use of scarce resources in child survival, nutrition and food
assistance programs; and

(4) Developing and disseminating technical materials, and conducting
technical training (including formal curricula and continuing education for
doctors).

INCAP enjoys strong regional support because its program is consistent with,
supportive of, and responds to changing regionl priorities and strategies in
the health sector. The IISP Project, by helping INCAP improve its
effectiveness, relevance and viability, is therefore both fully consistent
with and directly supportive of Central American sectoral priorities and
strategies.

2.4 RELATIONSHIP TO A.I.D. PRIORITIES AND STRATEGIES
2.4.1 n Bur Prioriti r

IISP falls clearly within the scope of applicable A.I.D.
policies, including Institutional Development (March 1983; HB 1) and Nutrition
(May 1982; HB 1). It is not, however, directly within the scope of A.I.D.
policy on support to public sector institutions (see Regurrent Costs, May
1982; HB 1): albeit to a much lesser degree following implementation, INCAP
will continue to rely upon public sector funding rather than function as an
entirely commercialized operation. This is appropriate for INCAP given the
nature of its mandate, and is also consistent with A.I.D.'s Recurrent Costs
policy paper which recognizes that "even in market-oriented economies there is
a legitimate role for government provision of certain goods and services."”

The Project will directly contribute to furtherance of A.I.D. sectoral
objectives in the region by addressing key constraints to the long-term
viability of the region's major health and autrition institution. Child
survival remains an A.I.D. priority and the Agency is taking steps to
strengthen the nutritional aspects of child survival including breastfeeding
and growth monitoring. Relatively few health projects, however, contain
significant nutrition components. Apart from specific campaigns (e.g. Vitamin
A fortification, breastfeeding), the nutritional aspects of health are rarely
dealt with in a unified, mutually reinforcing way. INCAP, which specializes
in nutrition-based techmologies for improved health, can help fill that need.

LAC Bur Prioritj r ies. The Project is also fully consistent
with LAC Bureau priorities and strategies for the 1990's, articulated in the
Bureau's approved Economic Assistance Strategy for Central America 1991-2000
(the "LAC 2000 Strategy"). One of ten major principles guiding AID
development assistance in CA during the 1990's is that "A.I.D will help CA
governments and the private sector improve the effectiveness, efficiency,
financing and local control of basic social services, thus increasing access
to them and assuring their sustainability., Further improvements in the sector



will require increased national financing of public programs (in contrast to
donor-funded service delivery), and broadening of private sector financing of
quality health and other social service delivery where feasible.” Two of the
three objectives of the LAC 2000 Strategy are directly relevant to the
Project: (1) achievement of broad-based. sustainable economic growth and (2)
attainment of effective regional cooperation.

The first of these objectives recognizes, as a key constraint to economic
growth and the widespread benefits that emanate therefrom, "inadequate and
inefficient resource mobilization and allocation for social services and
infrastructure.” The ten point program to achieve broad-based, sustainable
economic growth includes "increased access to basic primary health care,
family planning, and putrition services by the poor and improved efficiency of
these delivery systems." Among other target activities in support of this,
AID will "help governments explore ways to mobilize alternative sources of
financing through cost recovery, cost sharing, privatization, insurance
schemes, and, where appropriate, targeted tax schemes." INCAP can contribute
by helping to increase the effectiveness and efficiency of health programs,
There is, furthermore, increasing awareness of the need to be able to
demonstrate the impact of AID economic programs on the poor, and INCAP's
strengths in surveys and surveillance can be drawn on to identify and apply
measures to track impacts on health and nutrition.

The second of these objectives recognizes, as a key constraint to effective
regional cooperation, that: (1) key inmstitutions are financially weak because
of member countries' failures to meet their designated financial contributions
to these institutions; (2) regional institutions are excessively dependent on
external resources, especially from A.I.D., whose level cannot and should not
be sustained; and (3) managerial and technical capabilities of some regional
institutions are weak, partly but by no means entirely because of their
financial problems. The four point program to achieve effective regional
cooperation includes “"strengthening regional institutions and reducing their
dependence on A.I.D. resources.” Specifically, the LAC 2000 Strategy (1)
recognizes the important role of some regional institutions in addressing a
range of regional concerns; (2) states that regionmal institutions will
nonetheless assume greater responsibility for their own core budgets: (3)
states that A.I.D. will assist these institutions to pursue other means of
financing, including other donor, endowment and self-financing mechaaism, in
anticipation of the institutions becoming independent of U.S. aid; and (4)
states that A.I.D. will use the institutions where possible for specific tasks
consisteant with the CA development agenda.

The four point program to achieve effective regional cooperation also includes
‘strengthening or initiating regional programs in the social sectors'.
Specifically, the LAC 2000 Strategy states that A.I.D. will:

“Take advantage of opportunities provided by the CA goveruments to
implement programs in the social sectors within a regional framework.
One such opportunity is provided by a new regional initiative, 'Health
and Peace for Development and Democracy,' adopted in 1990 by the
Ministers of Health of the CA countries. A.I.D. will support this



regional initiative, thus helping to consolidate progress made during
the 1980s in expanding access to basic maternal-child health and
nutrition services and child survival interventions. The emphasis will
be on mechanisms to assure the sustainability of these programs."”

2.4.2 Bilateral USAID Prigrities and Strategies
The Bilaterpl Role of INCAP, The vast bulk of sectoral

work in health and nutrition must be done at the country level. Several
bilateral USAIDs in Central America have significant health/nutrition
portfolios, but in addressing health sector problems both they and national
governments face the continued prospect of weak economic growth and possibly
lower sector funding levels. This threatens national health/nutrition
objectives, especially in Guatemala, E] Salvador, Honduras and Njicaragua.
There is a real prospect, moreover, that gains realized by A.I.D.'s joint
regional-bilateral efforts could be seriously eroded.

Supported by two current ROCAP-funded projects--ORT and PROPAG--INCAP
supplements and complements bilateral Mission programs in four major ways:

(1) Improving the quality and timeliness of data collection and analysis,
information systems, and other tools that facilitate the interpretation and
use of health, food and nutrition data;

(2) Providing technical support and training in key areas of Mission
investment, such as ORT, growth monitoring and health/nutrition education;

(3) Conducting innovative, state-of-the-art applied research to support
the next generation of child survival interventions, such as those targeted at
objectives beyond those which existing programs in ORT, Acute Respiratory
Infections, and Expanded Immunization Programs can attain. These include
effective interventions to lower perinatal/neonatal mortality (representing
50% of infant mortality in most developing countries); treatment of persistent
diarrhea (which follows dehydration as the next leading cause of diarrhea-
related deaths in young children); feeding and dietary management during
critical periods (e.g., weaning, pregnancy and lactation):; and interventions
to address micronutrient deficiencies (especially Vitamin A and iodine): and

(4) Developing and implementing money-saving innovations that improve the
effectiveness of feeding programs by reducing food losses, improving
management and logistics, and improving targeting.

AID- ific Prioriti r ies. 1In Costa Rica, Belize and Papama,
AID involvement in health, population and nutrition activities is diminishing
and/or is very limited. 1In Costa Rica, most A.I.D. resources in the declining
assistance portfolio support restructuring of the public sector, and the oaly
current health sector activity is in family planning. 1In Belize, the Mission
will be phasing out of the health sector entirely except for the health care



financing issue; it will, however, continue to be involved in water and
sanitation. And in Papama, the only USAID activity identified (Annex G) over
the mid-term that might tap INCAP resources is a potential cholera activity.
AID bilateral missions im El Salvador, Guatemala, Honduras and Nicaragua,
conversely, have portfolios in health, population and nutrition that are
expected to continue for at least the next few years.

USAID/E]l Salvador has a major project with the Health Ministry (APSISA)
through fiscal year (FY) '93 to support local health system development. This
project, whose primary emphasis is on child survival interventions at the
community level, will soon be rebid and the potential exists for INCAP to
assist the project as a collaborating organization. This activity is
complemented by the PROSAMI Project, designed to help private voluntary
organizations (PVOs) implement primary health and child survival programs.
PROSAMI will require training and TA in nutrition and growth monitoring
throughout the seven year life of the project, and family planning will
continue to be a strong programmatic focus of the Missiom.

USAID/Guatemala plans to maintain an active role in supporting family planning
activities, including the Population, Family Planning and Safe Motherhood
Project in FY'92 that will build on work undertaken with INCAP on maternal and
neonatal mortality. The Mission has also recently reinitiated its child
survival project with the Health Ministry, and is planning a significant new
FY'91 activity in water and sanitation. Food policy issues are another
important concern of the Mission for which INCAP services could be tapped.

Parenthetically, and because of INCAP's past experience with correspondence
courses (e.g., on child malnutrition and nutrition during pregnancy), RQCAP
intends to employ INCAP through a Handbook (HB) 3 grant to develop and
implement a correspondence course on the recognition and treatment of
pesticide intoxications under the Regional Environmental and Natural Resources
Management (RENARM) Project. This activity, to be funded at an estimated
level of US$ 280,000, is being coordinated with FECCOPIA and the Guatemalan
Social Security Iamstitute.

The USAID/Hondurag Health Sector II project emphasizes improving management
capability of the MOH, especially as it relates to acute respiratory
infections, diarrhea and nutrition. Although the Mission is clear about its
own priorities in this area, developing effective actions in the latter case
has been problematic to date. The Mission suggested during a Preliminary
Market Analysis survey (Annex G) that INCAP and the MOH Department of
Nutrition consider submitting a proposal to be funded from the Health Sector
IT Project, which has about US$ 200,000 available for nutrition activities.
Possible areas of collaboratiorn include development of a national nutrition
strategy, and institutional strengthening of the Department of Nutrition.
Health and nutrition communications is also an area of Mission emphasis, with
food assistance and family planning activities constituting important elements
of the Mission's sectoral portfolio.

USAID/Nicaragua is in the process of developing a health/population/nutrition
strategy and expects to define its future portfolio by the end of FY'9l. As
immediate measures, the Mission supports the provision of pharmaceuticals,



immunization activities and, most recently, family planning. A recently
signed US$ 14 million project will support PVOs, with about US$ 6.0 million
programmed for health sector activities. There also exists potential for
INCAP to collaborate with PRAGMA on a food needs assessment, as well as other
nutrition/MCH activities which may arise in the near to mid term.

Bol f IISP in Bi r . A Preliminary Market Analysis (Annex G)
found that while most INCAP clients have a positive perception of INCAP, most
bilateral USAIDs do not. To take advantage of this potential market, INCAP
needs to improve its capacity to provide A.I.D. bilateral missions with those
goods and services within INCAP's mandate that are in demand. Institutional
decentralization through establishment of country teams was a major first step
in achieving this objective, and IISP will support better responsiveness to
bilateral USAIDs in three ways. First, country teams will prepare their own
annual work plans (AWPs) and discuss them with bilateral USAIDs (where
appropriate) prior to fipalizing and submitting them to INCAP headquarters.,
These country AWPs will be incorporated into INCAP's overall AWP prepared and
submitted to ROCAP for approval during each year of Project implementation.
Second, closer day-to-day coordination with bilateral USAID health/nutrition
officers will be encouraged by INCAP headquarters as an outgrowth of its new
Project-supported marketing and promotional program.

The third way in which IISP will support improved INCAP capacity to respond to
bilateral (and AID/W) needs relates to the type of future relationship
anticipated between INCAP and A.I.D. A key objective of IISP is to help INCAP
develop its techanical and managerial competencies to the point where it will
be able to meet Agency programmatic and project-specific needs, as well as the
needs of other donmors. This will be effected in two ways. At the specific
request of AID/W and Mission bilateral HPN Officers, the Project includes an
“add-on" mechanism designed to enable bilateral USAIDs and AID/W to easily
access INCAP for activities consistent with the Purpose of IISP during the
life of Project (LOP) (Sct. 5.4). Also, the Project will strengthen INCAP's
financial management capabilities, and improve INCAP's capacity to contract
with and successfully fulfill A.I.D. contract requirements--either as a direct
contractor or sub-contractor--in conformance with all applicable A.I.D.
regulations after the end of Project (EOP)(see related discussion in Scts. 5.4
and 8.2).

2.4.3 joriti r i

IISP is fully with consistent with ROCAP strategies and
priorities. ROCAP has funded about 40% of INCAP's program through the ORT and
PROPAG projects in recent years, and at the April 1990 ROCAP Action Plan
review it was decided to help accelerate that process while cutting the total
funds available for it. ROCAP's position--then and now--is that because of
INCAP's significant institutional progress a three year effort to consolidate
those achievements is not only warranted but essential to A.I.D. regional
sectoral objectives.
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The LAC 2000 Strategy, approved subsequent to ROCAP's last Action Plan review,
included a four point program to achieve effective regional cooperation. A
key part of this plan is "strengthening regional institutions and reducing
their dependence on A.I.D. resources". The Strategy recognizes the importaant
role of some regional institutions in addressing a range of regional concerns,
and assigns ROCAP "the lead in implementing A.I.D.'s strategy to promote
sustainable regional institutions that will no longer depend predominantly on
A.I.D.'s resources".

Subsequent Bureau agreement on this issue (State 159235) was that "“ROCAP would
help the Central Americans begin a process of identifying those regional
institutions that have valid roles to play in the region. A.I.D, support for
those with no identified role to play in carrying out the USG objectives under
the Economic Assistance Strategy for CA should be phased out from A.I.D.
assistance. A.I.D.'s objective in its relation with each CA regional
institution should be to purchase services rather than provide core support.
Plans for a reasonable and definitive phasing out of core support will be
prepared by ROCAP for each CA institution A.I.D. supports”. INCAP is one
institution that has played and will continue to play an important role in
addressing regionmal sectoral issues. ROCAP's objective with INCAP, consistent
with the LAC 2000 Strategy, is to help it pursue other means of financing,
assume greater responsibility for its own core budget, and become financially
independent of U.S. aid.

While ROCAP does not currently have an approved Regional Development Strategy
Statement (RDSS), the AA/LAC agreed at the April 1991 CA Mission Director's
Conference on Regional Ipmitiatives that ROCAP's FY'91 program--including the
IISP Project--should proceed as planned (State 159235). ROCAP's RDSS, to be
finalized in FY'92, will include IISP as one of a limited number of ROCAP
activities directly focused on strengthening select regional institutions and
reducing their dependence on A.I.D. resources.

2.5 RELATIORSHIP TO PREVIOUS PROJECTS

AID Sypport of INCAP. AID/Washington, bilateral USAIDs and ROCAP
have all supported INCAP efforts over the past decade to provide services
ranging from state-of-the-art research, surveys and data amalysis to training,
technical assistance and information services. The bulk of this A.I.D.
support has come from ROCAP.

ROCAP's first assistance to INCAP in the early 1980s was a three year USS$
792,000 grant to improve the Institute's outreach to the region. By 1984,
INCAP redefinition of its priorities was sufficiently developed that it sought
a larger role in dealing with what it identified as critical gaps affecting
the region's food and nutrition status. The Institute proposed to catalyze a
regional child survival initiative in Central America, and again received
support from ROCAP through the ORT, Growth Monitoring and Education Project
(ORT). To help its member countries deal with a proliferation of food
assistance programs, INCAP also proposed to provide systematic support for
planning and managing food programs and ROCAP agreed to fund this effort
through the Technical Support for Food Assistance Project (PROPAG).
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These two projects, totalling US$1S million over almost seven years, have
dominated INCAP's activities and development in recent years. Through them,
INCAP acquired and upgraded staff capability in subject matter and skill areas
of considerable relevance. Moreover, INCAP again found itself pioneering
research of international importance, but of an increasingly applied nature.
INCAP succeeded in meeting the key objectives of the two projects. This
included making important contributions to child survival and food assistance
programs through: (1) carrying out problem-solving applied and operations
research; (2) helping countries develop national policies, strategies and
program norms; (3) disseminating highly relevant and useful technical and
scientific information:; and (4) developing, testing and supporting
implementation of new technologies. There were, however, limitations to what
INCAP was able to achieve. First, INCAP's "regional" approach with AID money
during this period did not include all of the region's countries until the
final year of the projects. Second, while certain technical capabilities were
strengthened at least temporarily with project support, the need to maintain
state-of-art technical competence in response to changing regional needs
remained. And third, other critical sustainability issues went unaddressed,
principally with respect to strategic direction and stable financing. It soon
became clear that these limitations must be addressed if INCAP were to
continue resolving the region's persistent food and nutrition problems. This
need, supported by a LAC Bureau emphasis on making key regional institutions
less reliant on Agency funding, led to development of IISP.

IISP differs from past A.I.D. assistance to INCAP: it focuses on helping INCAP
copsolidate the institutional gains made since 1988, and it will help INCAP
capitalize on areas where it has a comparative advantage in the provision of

health sector goods and services. In Guatemala, El Salvador, Honduras and
Nicaraqua, INCAP can have the greatest impact by providing services which

these countries camnot provide for themselves except at higher cost andsor
with unnecessary duplication of facilities.

ROCAP Eyperience with Other Comparable Projects. ROCAP has 25 years
experience in implementing projects through regional institutions, and most of
ROCAP's current portfolio works through such institutions. 1In recent years,
ROCAP's institutional work has reflected am increasing concern with the same
types of sustainability issues which underly IISP, and design of the Project
has drawn upon lessons learned from A.I.D.-supported imstitution building
projects both within and outside of ROCAP's direct experience.

One example of this is the Resources for Industrial Development Project
(RED1), designed to help the Central American Institute for Research in
Industrial Technology (ICAITI) respond to the needs of industry on a more
demand-driven, cost recovery basis. The REDI Project offers useful lessons
for IISP in terms of (1) developing an outward, client-criented strategic
planning focus; (2) improving management, especially fiscal management; and
(3) strengthening institutional techmnical capabilities to better fit strategic
objectives and client needs. Among EOP indicators of REDI, for example, are a
menu of needed services, the ability to carry out market assessments, a
long-term planning and strategy process, a marketing strategy, staff training
focused on the demand-driven menu, improved cost control, and better
contracting, financial and administrative systems and procedures.
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There are fundamental differences between ICAITI and INCAP, however, and REDI
is not a wholly appropriate model for IISP. ICAITI's products and services,
for example, are highly suitable for private sector clients who can pay for as
well as use those services., INCAP, conversely, produces goods and services
that principally support public sector programs, and those who most directly
benefit from INCAP services are seldom those who can or do directly pay for
them., INCAP plays a valued role as an advocate, moreover, so that it must
lead as well as respond to demand for improved health and nutrition.



3.0 PROJECT DESCRIPTION

The IISP Project is a three year, US$ 8.534 million project (A.I.D.
contribution: US$ 4.4 million plus 2.0 million in add-ons) designed to
strengthen INCAP so that it may be sustainable without further A.I.D. core
financial support. The Project assumes that INCAP will be sustainable so long
as its products and services are sufficiently valued by financial supporters
and users of INCAP for them to continue supporting INCAP provision of
additional products and services. The essence of IISP is therefore to enable
INCAP to link its technical program performance to its ability to secure and
manage its financial resources.

In the context of the Project, the term "sustainability" implies institutional
relevance, effectiveness and viability. "Relevance"” is defined here as
INCAP'Ss capacity to promote the dissemination and use of science-based
information and technologies in areas of high potential applicability and
demand; "effectiveness" is defined as IRCAP's capacity to provide the products
and services within the scope of its institutional mission; and "viability"
--as opposed to "survivability"--is defined as INCAP's financial and
managerial capacity to sustain a level of staffing, facilities and activities
sufficient to provide for its long-term stability as a scieance-based
institution. Inherent in the definition of INCAP '"sustainability" is
therefore that INCAP becomes sustainable as a relevant, effective and viable
institution addressing the nutrition, child survival and food security needs
of Central America.

Both independently and with ROCAP support, INCAP has taken important steps
toward assuring its future sustainability. INCAP's Strategic Plan for
1991-2000 both identifies important institutional weaknesses, and outlines
changes now under way to respond to its changing internal and external
environments. IISP will help INCAP to put in place those institutional skills
and systems required to ensure institutional sustainability. The Project
specifically supports actions to address INCAP's three principal weaknesses:
(1) strategic planning and management systems; (2) potential gaps in the
Institute's technical and technology transfer skills required to achieve its
mission; and (3) weak financial resource development systems. IISP will
provide sharply declining levels of salary, operational and administrative
support to INCAP over the three year LOP, while also providing short-term
technical assistance, training and commodities.

3.1 PROJECT OBJECTIVES: GOAL, PURPOSE AND OUTPUTS

The Goal of IISP is "reduced infant and child mortality, and
improved food security and nutritional status among nutritionally vulnerable
populations in Central America and Panama'. The Purpose of the Project is "to
strengthen INCAP so that it may be sustainable without further A.I.D. core
financial support".



1ISP has three principal outputs (Annex B). The Strateqic Planpning and
Managemen mponent,, funded at an A.I.D. non-add on level of US$ 677,000,
will design, institutionalize and implement: (1) an effective strategic
planning and management (SPM) system, including annual operating plans and a
system for monitoring and evaluation:; (2) an effective financial management
system (FMS) that can account for a diversified funding mix and provide
timely, accurate information for decisions regarding resource allocation; and
(3) an effective information management system (IMS) that meets
scientific/technical as well as management and financial needs for orgamizing,
accessing, analyzing and communicating information.

The Technoloqy and Technoloqgy Transfer Component, funded at an A.I.D. non-add
on level of US$ 2,469,750, will upgrade INCAP's technical capabilities in a

minimum of five specific areas: Vitamin A; food planning and economics and
food and nutrition surveillance; operations research; applied anthropology:
health/nutrition communications; and breastfeeding and infant feeding. It
will also improve technology transfer capabilities through training, upgrade
INCAP laboratory facilities to meet basic institutional needs, and expand
INCAP's Vitamin A delivery program.

The Financial Resource Development Component. funded at an A.I.D. non-add on

level of US$ 602,500, will develop and institutionalize effective financial
resource development (FRD) plans and strategies that increase revenue through
program funding, comstitutent support (i.e., PAHO and member country
contribution), and cost recovery including in sales of products and services.
It will also improve staff FRD capabilities--in market/demand analysis,
client-oriented needs assessment, promotion, communications, marketing, and
project development/negotiation--through training and hiring of select new
staff. Finally, feasibility analyses will be completed and strategies
developed for establishment of an INCAP endowment fund.

3.2 DESCRIPTION OF PROJECT ACTIVITIES
3.2.1 r ic Pl in n n

INCAP's activities have for the most part complemented other
health and nutrition initiatives in the region, and decentralization of staff
through establishment of country teams has been well received as a significant
step to improve the relevance and responsiveness of INCAP's technical
support. INCAP now has at least two representatives resident in each country
(except Belize) operating out of PAHO's offices, whose function is primarily
to carry out donor projects rather than to plan programs in accordance with
individual country priorities., Decentralization is more than just moving
staff out of headquarters, however, and program development, management
responsibility and related administrative functions are being decentralized as
well. In general, the overall directions laid out in INCAP's ten year plan
represent a promising agenda, and IISP will support INCAP's move to a planning
and management system that enables it to better respond to changes in the
region’'s nutrition sector needs.
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Planping. Planning is the first element of this system. In essence,
"strategic planning” means being able to balance short- and long-term needs,
objectives and opportunities. Evidence that strategic planning has been
improved at INCAP will include annual plans that identify priorities and set
objectives in light of the current financial picture, other internal factors
and external conditions, and especially the needs and likely demand for INCAP
products and services.

Strategic planning will also be applied to specific techmnical functions (e.q.
operations research, communications, graduate/post graduate training) and
specialties (e.g. breastfeeding/infant feeding, food planning, food and
agricultural sciences). Setting priorities and objectives will follow an
analysis of needs, oportunities and client interests, as well as corporate
experience and staff capabilities. Action plans and. strategies will then be
developed, including appropriate marketing and promotion activities, cost
analyses, and determination of monitoring and evaluation benchmarks. Exteraal
reviews will be included through technical assistance and/or the Technical
Advisory Committees. This process, carried out in specific areas, will model
and contribute to overall institutional strategic planning. The planning
system will also involve collecting and analyzing information to monitor and
evaluate progress towards reaching strategic objectives. This system will
build on--but must go beyond--project level monitoring. INCAP needs to be
able to demonstrate how well it is achieving its mission, and also to obtain
or generate the information required to adjust its course when progress
appears inadequate.

INCAP has in place some of the building blocks for an effective strategic
planning system, but making such a system work requires--above all--willing
and capable staff. While significant financial inputs are not required to
effect this, the Project will provide some short-term technical assistance in
planning and related personnel and operational support to launch and maiantain
the system.

Fiscal Management. Fiscal management is the second element of a sound
strategic planning and management system. INCAP financial administration
functions well, but fiscal management goes beyond accountability questions and
is the responsibility of the Director and other senior managers rather than
that of the Administrator alome. Sound fiscal management for INCAP implies
capabilities not curreatly well developed within the Institute. These
include: (1) the ability to manage and account for a greater diversity of
funding, including restricted and umrestricted funding; (2) the ability to
provide accurate, timely information for decisions on resource allocation,
including identification of actual costs and appropriate pricing and budgets;
and (3) stewardship of resources through financial controls, cost controls and
money management.

The Project will establish sound fiscal management at INCAP consistent with
its needs. In the past year, with short-term technical assistance, INCAP has
overhauled its financial administration system. It has also identified such
essential needs as the ability to extract key data from its accounting system,
link them with project monitoring data, and then produce timely, relevant
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indicators for management decisions. The Project will support designm,
modification and installation of the needed financial management systems,
beginning with a determination of the essential information that managers can
and will use to make better decisions. The Project also will install
contracting and financial control systems to enable INCAP to adhere to all
applicable A.I.D. regulations required to implement activities with A.I.D. In
addition to technical assistance, inoputs provided by the Project will include
training, commodities, and reimbursement for some operational costs.

Information Management. More effective Information Management Systems are
needed not only for planning and management, but also for management, access

and communication of INCAP surveys and technical data and for strengthening
its financial resources. Because this is a cross-cutting need with inputs
that cannot easily be separated by Project component, Information Management
Systems is included as an element of the Strateqgic Planning and Management
Component. Needs for new and upgraded information systems management include
improving internal and external communications and linkages:; organizing,
accessing, and analyzing data; strengthening scientific and technical data
bases: and rationalizing and improving use of existing hardware.

INCAP has laid out an ambitious, multiyear plan of action to improve its
information management systems. The Project will support this plan with
short-term technical assistance, training and commodities, as well as through
reimbursement of some staff and operational costs.

3.2.2 Technical Capabilities and Technology Transfer Component
Technol fer jlitieg. The

ability to deliver consistently high quality and relevant technical services
is central to INCAP's mission and sustainability. With a current staff of 323
people as of June 1991--including 86 professional, 112 technical, 75
administrative and 50 service staff--INCAP is aware that it must arrive at an
overall staff size that is consistent with its financial resources and
institutional mandate. The process of staff "downsizing"” is well under way.
Largely because of the end of the ORT and PROPAG projects, and reduced
financing under IISP, INCAP expects to reduce staff by an additional 30% in
1991. To some extent this represents a healthy downsizing consistent its
strategic objectives. The market assessment carried out as part of project
development, however, together with INCAP's strategic mission statement,
suggest that key technical areas need to be continued and in a few cases
strengthened. Accordingly, the Project will provide a diminishing level of
support to maintain selected staff capabilities, at the same time that INCAP
seeks the means to assure its long-term ability to maintain essential staff
resources. In this respect, INCAP is in the process of determining what staff
skills will be required and the specific positions that will be added or
deleted for that purpose.

Maintaining INCAP's state-of-the-art scientific and technical capacity will be
supported by establishing Technical Advisory Committees (TACs) composed of the
institute's own personnel and national, regional and international scientific
counterparts. The TACs will provide an external review of the quality and



relevance of INCAP's current activities and future plans. To date, INCAP has
convened TACS to review its program and plans, but as part of the Project TACs
will also be convened in selected specific technical areas. TAC members will
be selected based on their ability to assess both the scientific/technical
content of INCAP's program, and the adequacy of INCAP's technology transfer
and outreach activities. With external assistance, INCAP will also review and
revise its human resource development and administration systems, inventory
its scientific and technical staff, determine where specific gaps lie, and
design and conduct training programs and/or adjust its staffing as appropriate.

A cornerstone of INCAP's strategic plan is increased emphasis on technology
transfer. The in-country INCAP teams are INCAP's front line for technology
transfer, and evidence to date supports the promising potential of this
strategy. These teams alsoc represent key resources in identifying new INCAP
clients and funding sources. The Project will provide declining support over
the LOP for the country teams, while INCAP identifies alternative funding
sources to maintain them. Country teams will analyze needs, identify
clients/potential funding agents, carry out recommended activities, and plan
and deliver (or facilitate delivery of) technical services to member countries.

To realize their potential, the country teams need to upgrade both their
technical know-how and technology transfer skills. Maintaining and upgrading
technical skills is a constant need for applied research organizations such as
INCAP, and as such is essential for future sustainability. The Project will
help INCAP maintain and upgrade its on-staff capabilities in: (1) food
planning and economics:; (2) food and nutrition surveillance: (3) operations
research; (4) applied anthropology; (5) maternal and child health programs,
especially breastfeeding and infant feeding: (6) communications; (7) human
resources development; and (8) food and agricultural sciences. Determining
and implementing specific activities in specific technical areas will be based
on a strategic planning process that integrates technical, financial and
planning and management considerations.

The Project will provide interim support through training and technical
assistance to upgrade staff skills, and to help make the staff portfolio more
responsive to projected needs. In addition to technical assistance provided
directly by the Project, INCAP will maintain relationships established with
AID centrally funded projects such as the Mother Care, Quality Assurance,
Health Communications, Nutrition Communications, and Wellstart projects.

Lahoratory Capabjljties. INCAP's laboratory capabilities are highly valued

both within and outside of Central America. INCAP serves as the regional
reference laboratory for a range of infectious and immunizable diseases,
including polio, shigella, measles and, most recently, cholera. Moreover,
INCAP laboratory capabilities related to micronutrient analysis are unrivaled
in the region. There is significant private sector demand for laboratory
tests conducted by INCAP's Food Chemistry and Biochemistry Section, especially
in Guatemala. As with staff capabilities, however, equipment needs to be
constantly updated in order to maintain state-of-the-art expertise. The
Project will therefcre fund the replacement and addition of critically needed
equipment in order to maintain INCAP's laboratory strength. Technical
assistance to upgrade laboratory management and maintenance will be provided



as an initial step. During Project implementation, INCAP expects to increase
the cost recovery of its laboratory services as one means to support its
continuing capability in this area.

Vitamin A Programs. Vitamin A represents a special area of concern to

Central America, INCAP and A.I.D., and the Project will therefore earmark

US$ 400,000 to support INCAP's Vitamin A-specific activities. With support
for personnel and operations costs, and provision of some commodities, INCAP
will implement a strategy to help member countries reduce Vitamin A deficiency
through a mix of appropriate interventions. Special emphasis will be given to
promoting the production and consumption of Vitamin A-~rich foods. A review of
existing information on the extent and nature of Vitamin A problems and
programs in the region will initially be conducted, and INCAP's activities--
building on this review--will be directed towards identifying and implementing
solutions to those problems. This will include both improving the knowledge,
attitudes and practices of health workers, and improving the diets of target
populations. Laboratory analyses will complement these applied activities,
@.g. by identifying the carotenoid content of local foods and supporting
quality control for Vitamin A sugar fortification. Special studies will also
be conducted, including an assessment of Vitamin A capsule distribution
activities and a sugar consumption study.

In carrying out its activities, INCAP will collaborate closely with VITAL, the
AID centrally funded Vitamin A project. VITAL staff are working with INCAP in
developing the implementation plam for this Project activity, and will
collaborate on evaluating the effectiveness of Vitamin A capsule distribution
programs. Through these activities, INCAP's programmatic and laboratory
capabilities in the area of Vitamin A will be significantly upgraded.

3.2.3 PFi i R r 1 nen
Financial Qverview. Whether INCAP can continue to attract

sufficient financial resources to maintain itself as an effective, relevant
and viable institution remains an open guestion. INCAP has made major
progress in the last two years, however, in diversifying its funding portfolio
and expanding financial revenues. This progress is clearly reflected in data
on INCAP funding by source from 1988 to 1990, summarized in Table 3-1. Over
this period, annual expenditures rose from US$ 5.5 to US$ 6.3 million. Of
this, PAHO's contributions climbed both in absolute terms (by 42%) and as a
percent of total funding (from 18 to 21%). Member country contributions,
while declining slightly as a percentage of total revenues, also increased in
absolute terms (by 8%); member states voted in 1981 and again in 1990 to
increase their annual quotas to INCAP by 20%, moreover, and member payments
are increasingly current. The most significant trend during the 1988-1990
period, however, is INCAP's increasing success in attracting non-AID funding.
Non-AID revenue increased in absolute terms by 45%, and as a percent of INCAP
funding from 28 to 35%. AID's contribution, conversely, declined both in
absolute terms (by 9%) and as a percent of INCAP funding (from 42 to 34%).
For the first time in recent history, moreover, in 1990 revenue from non-AID
projects exceeded that from A.I.D. This trend is auspicious, and current
indications are that INCAP can continue to diversify its funding portfolio.



Table 31

Change in INCAP funding by Source 1988-1990

(US$)
Ordinary Funds “Fiduciary Funds*" Total
Amount Percent Amount Percent Amount Percent

Source B .. 1988 1990 1988 1990 1988 1990 1988 1990 1988 1990 1988 1990
PAHO 942,000 1,341,793 58.9 68.6 47,000 0 1.2 0 989,000 1,341,793 18.0 21.3
Members 315,000 339,111 19.7 17.3 315,000 339,111 5.7 5.4
Non-AlD Projects 1,537,000 2,228,101 39.5 51.3 1,537,000 2,228,101 28.0 35.4
Goods/Services 342,000 274,009 21.4 14.0 342,000 274,009 6.2 4.3

Subtotal 1,599,000 1,954,913 100.0 100.0 1,584,000 2,228,101 40.7 51.3 3,183,000 4,183,014 57.9 66.4
A.L.D

ORT 1,335,008 1,281,307 34.3 29.5 1,335,000 1,281,307 24.3 20.4

PROPAG 821,000 750,591 21.1 17.3 821,000 750,591 14.9 11.9

Other 153,000 80,313 3.9 1.9 153,000 80,333 2.8 1.3

Subtotal i e 2,309,000 2,112,231 59.3 48.7 2,309,000 2,112,231 42.0 33.6

TOTAL: 1,599,000 1,954,913 100.0 100.0 3,893,000 4,340,332 100.0 _100.0 5,492,000 6,295,245 100.0 100.0




INCAP's mandate as essentially a public service organization, however, limits
the Institute's scope for financial sustainablity. Because of its mandate and
relationships to member countries, INCAP cannot simply seek financial survival
by responding to market forces and reshaping itself into a pay-for-service
commercial organization. Instead, it must identify sources of funding
compatible with achieving its mission. This task is complicated by the fact
that those who most benefit from INCAP's services are those who can least
afford to pay for them. Institutional sustainability therefore requires INCAP
to be responsive to the interests of both those who pay and those who benefit,
and at the same time to induce donors to support activities benefiting those
who cannot pay. A Financial Sustainability Analysis (Anonex E.6) found that in
the first year of IISP, even at projected modest levels of overall INCAP
program growth, INCAP should be able to achieve the relatively small increase
(about 5%) in non-AID funding required to meec 1992 revenue needs. For the
second and third years of the Project. however, the Analysis found that as AID
support steadily declinmes INCAP will be severely pressed to accelerate the
pace of securing non-AID project funding.

Financial Planning and Staff Upgrading. With Project support, INCAP will
develop and begin implementing a plan for financial self-reliance. This will
involve developing the systems and capabilites required to increase revenue
from three basic sources: (1) program and project funds from international
agencies, foundations, universities, etc.; (2) constituent support, i.e.,
member countries and PAHO: and (3) cost recovery mechanisms, including sale of
technical products and services. Project-supported activities will center on
developing action plans and building staff capabilities in financial resource
development. The latter includes the ability to analyze potential markets
(and relate such analyses to the needs assessment underlying its strategic
planning); to undertake promotional, public relations and marketing activities
aimed at attracting and keeping clients; to develop projects and proposals:
and to effectively communicate with all of its stakeholders. Since INCAP does
not have staff capabilities in many of these areas, the Project will support
new staff with these skills as well as training, short-term TA, materials
production and other operating costs.

En n . INCAP began the process of exploring endowment
fund alternatives after an Executive Council determination--in September
1990-~that an endowment could be of real strategic importance to INCAP's
long-term financial sustainability by providing unrestricted funds now
virtually absent from INCAP's funding flows.

IISP will help INCAP analyze the feasibility of establishing an endowment
fund. Specifically, a threshold analysis will be conducted that will: (1)
determine likely sources and amounts of endowment funding; (2) determine
endowment uses within the context of INCAP's broader plan of financial
planning and self-reliance; and (3) determine the most cost effective means
for structure, governance and administration of the endowment. Determining
endowment uses will specifically consider what limitations should be placed
upon distribution and application of endowment proceeds, e.g., whether to
relate endowment use to specific core staff positions, to gaps in donor
funding for program activities deemed essential to INCAP's sustainability, or
to other predictable needs for unrestricted or reserve funds.
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This threshold endowment analysis should be concluded and brought to the
Executive Council no later than its 1992 annual meeting. If the Executive
Council authorizes INCAP to proceed with establishing an endowment, based on
the options presented, an implementation plan for creating the endowment
should be carried out within six months of Year 2 of the Project concurrent
with the capitalization effort.

The endowment analysis will be conducted under the supervision of the INCAP
Director, and will draw in large measure upon the techmical assistance and
professional capacity made available through the Project for financial
planning generally. Additional technical assistance and professicnal
services, anticipated to be available from within the region, will be required
for analysis of suitable mechanisms for the structure and operation of the
endowment. Because of the special character of endowment funding, such
supplemental technical and professional assistance will also be required in
the second year of the Project in the event that INCAP's Executive Council
authorizes INCAP to proceed., While specialized assistance may be required for
establishing an endowment, it is not anticipated that INCAP's efforts to
secure endowment capital will require organizational capacity beyond that
intended for its resource development activities generally.

It is n h h ndowment option wil war nl n

reem A D ntri i italization. The endowment
analysis will explore whether A.I.D. endowment funding might be possible,
consistent with firm A,I.D. policy proscriptions against use of DA funds for
dollar endowments. Among the alternative endowment sources to be considered
will be the existing constituency (member countries and PAHO), as well as
potentially new funding sources kanown to consider endowment funding an
acceptable approach to institutional sustainability. This may include the
Inter-American Development Bank and the World Bank in conjunction with their
"Social Dimensions of Adjustment Programs" now in development for the region.

The analysis will also include such matters as (1) possible access to
debt-swap proceeds and blocked corporate assets for endowment funding
purposes; and (2) arrangements for region-wide financial instruments such as
those currently under consideration for natural resource management

financing. Since local currency endowments are vulnerable to inflation and
monetization policies, the endowment strategy analysis will specifically
explore whether PAHO's practice of providing INCAP with dollar credits against
local currencies (e.g., as with member contributions) can be made applicable
to endowment contributions in local currencies.

The issue of the extent to which A.I.D. should support establishment of an
INCAP endowment fund is discussed further in Section 8.1. With or without a
fund, the future relationship of INCAP with A.I.D. will involve HB 3 grants
and non-competitive contracts for specific research, education or technical
support activities. If and when recent interpretation of A.I.D. procurement
regqulations permit (see sections 5.4 and 8.2), this relationship will also
involve contracts awarded competitively for provision of goods and services.



3.3 END OF PROJECT STATUS

The purpose of IISP is to strengthen INCAP so that it may be
sustainable without further A.I.D. core financial support, and explicit in the
concept of "sustainability" is a future temporal benchmark. Since it is
impossible to "objectively verify" any future status, the end of project
status (EQOPS) of IISP is "Reasonable assurance that adequate financial,
technical and managerial resources exist for INCAP sustainability through at
least the Year 2000".

Progress towards attainment of this objective will be monitored during Project
implementation through a series of measures (see Sct. 7.0), and verification
that the EOPS has been attained will occur through an EOP evaluation with
three specific objectives. First, that evaluation will project INCAP
financial streamflows through the Year 2000 based on the previous three year's
financial data and an updated market survey. Second, it will evaluate the
adequacy of INCAP's planning and managerial strength by (1) evaluating
planning and managerial changes effected since 1988 and (2) evaluating the
ability of those systems to respond to projected future needs through the Year
2000. Finally, the EOP evaluation will assess INCAP's technical and
technology transfer strengths, including computer and laboratory facilities,
in the context of the projected technical needs required to service INCAP's
future financial suppliers.

Goods and Services. At the end of the Project, INCAP provision of goods and
services will include: (1) support to donors and the public sector in policy
analysis, policy dialogue and program development; (2) improved public sector
food and nutrition programs; (3) high quality, timely and useful sectoral
data:; (4) improved information systems for both the public and private sector;
(5) improved technologies for private sector organizations: and (6)
state-of-the-art applied research. Improved marketing strategies for these
goods and services are already being developed. and will be further refined
during Project implementation. The core of this new, more market-oriented
approach is sharpened response to client needs through strengthening of
in-country staff and support for decentralization to the country level.

o i¢ P} i ity. At the EOP, INCAP will have in
place a strategic planning and management system that enables it to (1) set
institutional goals and priorities; (2) modify its staff and facilities, and
alter its strategy, program and budget, to fit changing circumstances; and (3)
reconcile its substantive mission with its long-term financial capabilities
and opportunities. INCAP's strategic planning systems will factor into the
decision-making process market, financial, technical and managerial
considerations, and the Institute will have the capacity to effectively manage
its human and financial resources and project portfolio.

Technical apd Technology Transfer Capacity. At the EOP, INCAP will have the

scientific and technical capacity to meet demand for goods and services,
especially related to technology transfer in Vitamin A; food planning,
economics and surveillance; operations research; applied anthropology:
health/nutrition communications; and breastfeeding/infant feeding. INCAP will
have better defined and focused its role in the food and agricultural sciences



and graduate/post-graduate education, and it will also--through decreased use
of "core" contracts for staff services and increased use of limited
appointment and short-term contracting arrangements--have the flexibility to
adjust its service portfolio and scientific and technical staff to accommodate
changes in demand for goods and services.

Financial Resourceg. At the EOP, INCAP will have a financial resource
development system that improves the Institute's long-term financial
viability, and INCAP funding will derive from a more diverse and stable
funding portfolio. This should include: (1) increased member country
contributions; (2) increased donor support and service contracts to work with
national public and private organizations; (3) increased commercial/private
sector revenues from the provision of goods and services; (4) continued direct
(but non-A.I.D.) donor support; and possibly (5) revenue from an endowment
fund. Although without continued A.I.D. core financial support, INCAP should
also be receiving increased A.I.D. financing for program- and project-specific
activities.



4.0 FIN. PLAN

IISP is a three year, US$ B8.534 million activity. USS$ 4.4 million
constitutes the direct U.S. contribution, in addition to which US$ 2.0 million
is anticipated in AID/W, Mission and ROCAP add-oms. The IISP budget reflects
the Project's intent to help INCAP continue providing relevant and effective
technical services while concurrently undertaking the institutional reforms
necessary to ensure its long-term viability.

4.1 PROJECT COST ESTIMATES

Summary Project cost estimates are presented ir in Table 4-1,
summary cost estimates and a financial plan in Table 4-2, and a projection of
expenditures by fiscal year in Table 4-3.

Cost Estimation. Direct U.S. (i.e. non-add on) Project costs were estimated
taking into account two factors. First was an estimate of INCAP financial
streamflows through the year 2000 under "mimimal" and "optimistic" funding
scenarios. The Project's Financial Sustainability Analysis (Annex E.6)
employed this approach to determine the "design case" range for INCAP required
for the Institute to be viable, effective and relevant through the Year 2000,
and therefore the "floor" for Project inputs requiring allocation to techmical
assistance, training, commodities and 'core"” (i.e., long-term TA/salary,
operations and administration) costs. The second factor employed in cost
allocation was a determination of the most effective means of funding the
required technical assistance, training and commodities while at the same time
ensuring that INCAP "core" support was sufficient to ensure viability over the
LOP. In both of these contexts, it is important to note that a the
Sustainability Analysis found that: "even before looking at the prospects for
INCAP to sustain itself after the IISP Project, it must be concluded that
INCAP will be stretched to the limit of its resource development capacity
during IISP simply to keep pace with the dimished rate of AID funding over the
coming three years" (see Section 9.1)

The add-on budget of US$ 2.0 million was estimated as described in Sct. 5.4,
based on: (1) recurrent discussions with USAIDs likely tc access INCAP in the
next three years and the nature of those Mission needs; (2) recurrent
discussions with AID/W, and the nature of AID/W sectoral program needs; aand
(3) an assessment of the needs of other ROCAP projects for INCAP services in
the next three years (see Annex E.5).

Budget Allocation. Of The total direct US contribution of US$ 4.4 million,
US$ 457,000 or 10.4% will be expended on short-term technical assistance; USS$
288,500 or 6.6% on short-term training; and US$ 499,000 or 11.3% on
commodities. US$ 90,000 or 2.0% is budgeted for evaluations and US$ 60,000 or
1.4% for audits. Most US Project resources--US$ 2,765,537 or 62.8%--are
allocated to continue funding of certain INCAP "core' costs at a rapidly
declining level over the LOP., These include long-term TA/salary costs (US$
1,698,250 or 39%); operations costs (US$ 656,500 or 14.9%), and administrative
costs (US$ 410,787 or 9.3%).
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Bxpenditures by Year. Project expenditures by Project year exhibit

considerable front loading (Table 4-1), declining from 57.4% in Year 1 to

33.1% in Year 2 to 15.5% in Year 3. Assuming a total INCAP budget of US$ 8.5
million in each year of the LOP (see Annex E.6), the US coantribution to "core"
INCAP costs declines from 16.0% in Year 1 to 11.54 in Year 2 to 5.0% in Year 3.

“Core" ing. All Project budget resources allocated to supporting
INCAP “core'" costs are critical to ensuring INCAP functional viability over
the LOP while structural institutional changes are taking place. The
long-term TA/staff salaries budget is specifically conmnsistent with the need to
strengthen key staff areas at the same time that IISP supports a major
reduction in overall staff (e.g., an estimated 30% staff reduction by the end
of CY 1991 alone). Specific long-term TA/Staff positions to be funded are as
follows. For the Strategic Planning and Management Component: (1) a Strategic
Planning and Evaluation Specialist; (2) a Programming/Financial Administration
Management Specialist (Year 1 only); and (3) an Information Systems
Specialist, at a total Component three year cost of US$ 142,500. For the
Technology and Techmology Transfer Component: (1) the existing seven GTB
cocrdinators and seven GTB technicians; (2) nine headquarters professionals (a
Micronutrient Specialist; Operations Research Specialist; Agricultural
Economist; Food Planning Specialist; Nutrition Surveillance Specialist;
Maternal Child Health/Breastfeeding Specialist; Communications Specialist:
Applied Anthropologist: and Human Resources Development Specialist); and (3)
three laboratory technicians, at a total Component three year cost of

US$ 1,593,250. For the Financial Resources Development Component: two new
Marketing/Promotion Specialists at a total Component three year cost of

Uss 132,500.

4.2 METHODS OF IMPLEMENTATION AND FINANCING

Methods of implementation and financing are summarized in Table
4-4. The method of financing for A.I.D. funds expended on core costs,
technical assistance, training, commodities and evaluations will be direct
payment. The method of financing for audits will be host country
reimbursement.

4.3 RECIPIERT CONTRIBUTION

INCAP's contribution to the Project will consist of the local
currency equivalent of US$ 2.134 million or 25% of total Project costs. This
sum will will include expenditures for the salaries of INCAP staff personnel
(US$ 1,707,000), operations (US$ 269,000), equipment (US$ 102,000) and
training (US$ 56,000). In-kind contributions in addition to this are also
anticipated. A summary of the direct estimated INCAP contribution by fiscal
year is presented in Table 4-5.
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4.4 OBLIGATION SCHEDULE

Neither the Project nor the Congressional Vitamin A earmark which
constitutes an integral part of the Project were included in ROCAP's FY'91 or
FY'92 Annual Budget Submission (ABS), nor in ROCAP's FY'91 Congressional
Presentation (CP). Vitamin A was included in the FY'92 CP at a level of USS$
350,000, and the rest of the Project at a level of US$ 4,000,000. The FY'91
Operating Year Budget (OYB) control level for Vitamin A was increased by US$
50,000 in April 1991 (State 132731), and now constitutes US$ 400,000 of
ROCAP's approved FY'91 OYB of US$ 17,357,000.

An illustrative Project obligation schedule is presented in Table 4-6. At the
time of Project desigm, ROCAP anticipated obligating US$ 1,790,000 for the
Project inm FY'91; US$ 2,500,000 in FY'92; and US$ 110,000 in FY’93. Of the
US$ 4.4 million direct contribution, US$ 2.39 million will be obligated from
the Health (HE) appropriation, US$ 0.51 million from the Agriculture, Rural
Development and Nutrition (ARDN) appropriation, and US$ 1.50 million from the
Child Survival appropriateion.

4.5 RECURRENT COSTS

IISP funding has only limited recurrent cost implications for INCAP
after the EOP. US$ 304,000 worth of computer equipment and US$ 195,000 of
laboratory equipment will be procured that will require maintenance and
expenditure for related consumables after IISP is completed. These facilities
are primarily replacement items for existing INCAP commodities, however, and
INCAP would therefore incur the same or perhaps greater recurrent costs {(given
higher maintenance costs for older equipment) without the Project. 1In
addition, IISP will fund US$ 188,750 in salary costs for three new staff
personnel (one in planning and two in marketing/promotion) critical to Project
success. INCAP is expected to reduce overall staff by 30% in the next six
months alone, however, due to ORT and PROPAG termination and in response to
IISP leverage. Given these factors, and that IISP will help INCAP reduce
costs at all levels, it is therefore likely that recurrent costs incurred by
INCAP after the EOP would be greater without the IISP Project than with it.
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Cost Breakdown

Table 4-1

Summary Project Cost Estimates by Project Year

(US Contribution)

Total Cost

Element (1991 cCosts) (USs) Year ) Year 2 Year 3
1. Institutional Support Costs
tong-term TA/Staff Salaries 1,698,250 877,889 608,617 211,944
Operations Support 656,500 290, 000 232,500 134,000
Administration 410,787 189,722 137,829 83,236
2. Short-Term Technical Assistance 457,000 232,500 150,000 74,500
3. Training 288,500 119,000 99,000 70,500
4. Commodities 499,000 416,000 83,000 0
5. Evaluations (1 mid-term, 1 EOP) 90,000 0 45,000 45,000
6. Audits (x 3) 60,000 20,000 20,000 20,000
7. Inflation/Contingencies (4.3%X) 239,963 115,27 80,146 446,546
TOTAL: 4,400,000 2,260,382 1,455,892 683,726
Add-0Ons 2,000,000 800, 000 606,000 600,000
GRAND TOTAL: 6,400,000 3,060, 382 2,055,892 1,283,726




Table 4 2

Summary Cost Estimates and Financial Plan

A.1.D. INCAP ___Total Total
Element FX LC KX LC FX Lc FX + LC

1. lnst. Support 2,765,537 0 0 2,134,000 2,765,537 2,134,000 4,899,537

2. Short-Term 1A 457,000 0 0 0 457,000 0 457,000

3. Iraining 288,500 0 0 0 288,500 0 288,500

4. Commodities 499,000 0 0 0 499,000 0 499,000

N 5. Evaluations 90,000 0 0 0 90,000 0 90,000
&

6. Audits/FMRs 6u w00 0 0 0 60,000 0 60,000

7. Inflation/Cont. 239,963 0 0 0 239,963 0 239,963

Add-0ns 2,000,000 0 1} 0 2,000,000 0 2,000,000

<
(==}

GRAND TOTAL: 6,400,000 2,134,000 &,40C,000 2,134,000 8,534,000




Table 4-3

Proj . £ B 1itur by Fi 1Y
(000's of USS)

Figscal Year A,I.D, Grant INCAP Add-Ons Total
1991 190 0 0 190
1992 2191 760 1000 3951
1883 1401 745 750 2866
1994 618 629 250 1467
TOTAL 4400 2134 2000 8534




v
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Table 4 -4

Methods of Implementation and Financing

A.1.D. Inputs

(000's of USY)

1.

Method of Method of . Amount
Element Description Implementation Financing AlD HC Other

Institutional Support Costs TA Direct Payment 2,765,537 2,134,000 0
Short-Term Technical Assistance PSC Direct Payment 457,000 0 0
Treining PSC Direct Payment 288,500 0 0
Commodities AID/M Proc Direct Payment 499,000 0 0
Evaluations PSC Direct Payment 90,000 0 0
Audits/FMRs HC Contract HC Reimbursement 60,000 0 0
Inflation/Contingency n/a n/a 239,963 0 0

GRAND TOTAL 4,400,000 2,134,000 0




Table 4-5

INCAP Contribution
(000's USS$)

Fiscal Year

Line Item 1992 1993 1994 Total
Personnel 600 600 507 1707
Operatioans 100 90 79 269
Equipment 40 35 27 102
Training 20 20 16 56
TOTAL 760 745 629 2134
Table 4-6
Il rativ 1i ign hedul

(000's USS$)

Fiscal Year Total Cumulative
1991 1790 1790
1992 2500 4290
1903 110 4400

4-8



5.0 IMP ATION P

Implementation of IISP will impose no unusual burden on ROCAP. The
Mission currently has an outstanding USDA PASA Health and Nutritionm (H/N)
Advisor, who is responsible for managing ROCAP's ORT and PROPAG projects and
will be responsible for managing IISP under the oversight of ROCAP's USDH
General Development QOfficer. While support from other technical, project and
program officers will be needed to assist with implementation and track
progress towards achievement of Project objectives, all appropriate personnel
are available either from within the Mission or from A.I.D. officers with
Central American regional responsibilities.

5.1 AUTHORIZATION AND OBLIGATION

Immediately after final approval by the Project Committee, and as
with ORT and PROPAG, IISP will be authorized in the field with the signing of
a Handbook (HB) 3 Grant Agreement between ROCAP and INCAP/PAHO. INCAP is
ceither currently registered as a Public International Organization (PIO)
eligible for a HB 13 Chapter 5 grant under A.I.D. regulations, nor do A.I.D.
plans to "exercise a substantial degree of control" over the Project make IISP
eligible for a grant under other chapters of HB 13. 1IISP is, conversely,
fully appropriate for grant funding under HB 3 pursuant to HB 3 Chapter 6
Section 6C ("Use of the Agreement”) which states that: "a Project Loan or
Grant PROAG can also be used for projects involving regional or international
organizations".

Funds will be obligated in three fiscal years, 1991-1993. The first, of USS$
1.790 million, will be obligated upon signature of the Grant Agreement in
FY'91. The second and third obligatiomns, to occur on or about July 1992 and
July 1993 respectively, will require amendments to the Grant Agreement,
currently planned at levels of US$ 2.5 million and US$ 110,000, respectively.
These figures may increase or decrease subject to the availability of funds.
Transfer of obligated amounts in FY'92 will be contingent upon satisfaction of
a Condition Precedent (CP) to disbursement. Once ROCAP is satisfied that this
CP has been met, ROCAP will notify the INCAP Director in writing via a Project
Implementation Letter (PIL) and commence second disbursement procedures. A
Project implementation schedule is presented in Table 5-1 at the end of this
section.

5.2 CONDITIONALITY

The CP to second disbursement included in the Grant Agreement
requires that INCAP hire a full time institutional marketing and promotion
professional not currenlty employed by the Institute. This CP, essential to
Project success, has been reviewed and vetted by INCAP, and both ROCAP and
INCAP believe that it will be feasible to satisfy it on schedule. A formal
review of progress towards meeting the CP will occur in or about the month of
April 1992 to ensure that sufficient time exists for INCAP to provide evidence
that it has been met prior to the second disbursement of funds. Upon



submittal to ROCAP of evidence that the CP has been met, evidence will be
reviewed by ROCAP and the Regional Legal Advisor. A finding that the CP has
been met will be confirmed by issuance of a PIL.

Three major Project covenants will also be included as part of the Grant
Agreement. These are that: (1) INCAP prepare and present for review by AID
during the first year of the Project am institutional plan for marketing and
promotion and financial resource development activities covering the period of
the Project; (2) INCAP furnish a consolidated workplan and budget for
activities for each yvear of the Project, including individual country work
plans and work plans for strengthening activities related to specific
technical areas; and (3) INCAP consult with USAID Missions in each
participating country as part of its annual planning process, and keep USAIDs
informed of country program activities as appropriate. INCAP will also submit
a consolidated report of Project activities and progress for A.I.D. approval
both semi-annually and annually.

5.3 PROJECT MANAGEMENT

Use of an institutional contractor to implement IISP was rejected
by ROCAP for two reasons. First, the need for an institutional contractor on
purely managerial grounds was not compelling. ROCAP has a full time H/N
Advisor who has successfully managed the ORT and PROPAG projects with INCAP;
the level of procurement required during implementation is limited:; and INCAP
has the proven capability to implement its own responsibilities under the
Project. Second, the ipnstitutional strengthening nature of the Project-- and
the need for INCAP to increasingly assume responsibility for all actionms
required to implement its client's projects--was considered by the PP design
team to be inconsistent with use of an institutional contractor for IISP.

IISP will be implemented on behalf of A.I.D. by ROCAP. The USDH Project
Officer responsible for the Project will be ROCAP's General Development
Officer (GDO), who will supervise the Project Manager responsible for
day-to-day Project implementation. ROCAP'S Health and Nutritionm (H/N) Advisor
will act as Project Manager for IISP, and will be responsible for oversight
and quality control of all implementation actions. Key responsibilities of
the Project Manager will include: (1) reviewing and obtaining ROCAP approval
for INCAP's Project-related Annual Work Plans (AWPs); (2) liaison with AID/W
and USAID bilateral missions on issues related to IISP implementation; (3)
expedition, oversight and quality control of AID/W and USAID bilateral
requests for INCAP assistance through the Project's add-on mechanism; (4)
overseeing all Project procurement, and ensuring that procurement is
consistent with achievement of Project objectives and conducted in accordance
with A.I.D. regulations; and (5) preparing and presenting ROCAP Semi-Annual
Reports for IISP.

ROCAP's current H/N Advisor is under a two year PASA agreement, funded through
31 July 1992 under ROCAP's Regional Development Support (RDS) Project
(596-0162). Either a contract extension or a new contract will be executed
prior to 31 July 1992 to ensure continuity of appropriate in-house technical
capabilities to manage the Project from 1 August 1992 through the PACD. If



the current H/N Advisor opts not to extend her contract, a new H/N Advisor
contract--also funded under ROCAP's RDS Project--will be executed in
sufficient time to permit an overlap between the incoming and outgoing H/N
Advisor. In addition to the USDH Project Officer and H/N Advisor/Project
Manager, ROCAP will be able to draw on the services of the USDH RLA in
Tegucigalpa, Honduras, and on the services of the USDH contracting and
commodity procurement officers inm Guatemala City as needed during
implementation.

5.4 THE IISP ADD-ON MECHANISM

Coptracting Limjtations. As A.I.D. procurement regulations and

the 1984 Competition in Contracting Act are currently interpreted, any
organization receiving institutional strengthening assistance from A.I.D. may
thereby be considered to have an unfair competitive advantage in contracting
with A.I.D. (see Annex A). Under this interpretation, INCAP is even now (by
virtue of the nature of previous A.I.D. assistance to INCAP) ineligible to
compete directly for A.I.D. contracts--regardless of mechanism used to
obligate IISP. The operational constraints associated with this issue go far
beyond INCAP and IISP, however, and could potentially affect many HB 3 and HB
13 organizations which have received A.I.D. assistance since passage of the
1984 Competition in Contracting Act. Because of the potential seriousness of
this issue with respect to Agency operations in the region, ROCAP will seek a
regionally acceptable solution to the problem in full coordination with
bilateral USAIDs, grant recipients and AID/W early in IISP implementation (see
Section 8.2). INCAP contracting and financial management capacity will
nonetheless be strengthened during IISP implementation to enable INCAP to
contract or subcontract with A.I.D. on a competitive basis if and when
permitted by either revision of the A.I.D. procurement regulations or revision
of the interpretation of those regulations.

One assumption at the purpose level of the IISP logical framework (Annex B) is
that "A.I.D. competitive contracting limitations with respect to INCAP are
either resolved or do not significantly affect INCAP financial sustainability
prospects”. While early resolution of the issue would clearly be optimal,
even without a resolution INCAP's financial sustainability should not be
significantly affected because there exist other means of accessing INCAP to
accomplish A.1.D. programmatic and non-IISP project-specific objectives.

Accessing Alternatives. Unless and until the competitive contracting issue
is resolved, USAIDs, AID/W and ROCAP (for non-IISP projects) can access INCAP
for assistance in one of three ways, as appropriate, First, they can execute
HB 3 grants with INCAP (including Limited Scope Grant Agreements) for
activities that support INCAP's programs. Second, both AID and AID
contractors can access INCAP for provision of goods and services through
non-competitive contracts or sub-contracts in cases where non-competitive
procurement is appropriate and new Buy America provisions can be met. And
third, in response to AID/W and Mission demand (Annex A), IISP includes an
"add-on"” mechanism permitting AID/W and bilateral USAIDs to easily access
INCAP for activities consistent with the Purpose of IISP during Project
implementation.
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Purpoge of the IISP AAdd-Op Mechanism. The AID/W Project Committee PID

Review Cable (Annex A) stated that '"some A.I.D. missions have expressed
interest in accessing INCAP through add-ons (similar to buy-ins for contracts)
to this grant. ROCAP should, therefore, ensure that the necessary conditions
are in place to permit add-ons and encourage missions to make use of INCAP's
services.” Establishing an IISP add-on mechanism is, moreover, fully
consistent with ROCAP's desire to (1) complement bilateral USAID programs; (2)
facilitate access to ROCAP projects; and (3) maximize the benefit of ROCAP
activities to Agency programs. Pursuant to this, the IISP add-on mechanism
has two specific purposes: (1) to permit AID/W and bilateral USAIDs to easily
access INCAP during IISP implementation for activities that are consistent
with the Purpose of the Project; and (2) to contribute to attainment of
Project objectives by supporting improved INCAP financial sustainability.

rogr ic A ili - Activities. The purpose of IISP is "“to
strengthen INCAP so that it may be sustainable without further A.I.D. core
financial support". Activities proposed for implementation under the IISP

add-on mechanism shall therefore be considered by ROCAP to be programmatically
consistent with the Purpose of IISP, and thus eligible for execution under the
IISP Add-on mechanism, so long as they (1) are consistent with INCAP's
institutional mandate in health and nutrition and (2) involve remunerative
compensation for INCAP. 1In addition, proposed activities (3) should not be
more appropriately implemented under a contract arrangement, and (4) must be
completed by the IISP PACD. As the Grant Officer, the ROCAP Director will be
responsible for ensuring that individual add-ons have been subjected to an
acceptable programmatic analysis, i.e., are consistent with these four
criteria.

= A Pr res. The procedures to be employed those by client
organizations (i.e., USAIDs and AID/W) wishing to access INCAP through the
add-on mechanism are as follows for activities that are part of an already
authorized project. First, the client organization will cable to ROCAP
("Subject: IISP Add-On Request; For: IISP Project Manager"): (1) a description
of the activities to be undertaken, including reporting requirements; (2) an
illustrative budget; (3) a funding citation; and (4) the name of the
responsible USDH Project Officer. Upon receipt, ROCAP will determine whether
the proposed activity is programmatically acceptable. Subsequent to a finding
of acceptability, the IISP Project Manager will then present the request to
INCAP management and negotiate the request with INCAP on behalf of--and in
full coordination with--the clieant organizationmn.

Assuming agreement between the parties, the IISP Project Manager will then
draw up a Grant Agreement Amendment (GAA) which: (1) amends Project funding to
include the proposed request; (2) incorporates a description of the activities
to be undertaken by INCAP; and (3) specifies the agreed costs of the
activities. Each separate and identifiable activity will be the subject of a
different GAA, and subject to separate and identifiable billing. To expedite
execution of the GAAs, a PIO/T, PIO/C and/or PIO/P should be submitted by the
client organization to ROCAP. The GAA will then be signed by the Director of
ROCAP, and countersigned by the INCAP Director or other approved INCAP agent.
After execution of the GAA, INCAP will assume responsibility for completing
the requested activities under the technical direction and oversight of the



USDH Project Officer or his designee at the client organization. An activity
completion report will be prepared by INCAP for these add-on activities, and

submitted for approval to the client organization and for information (only)

to ROCAP.

INCAP will present separate financial invoices for each separate add-on
activity to the Controller's Office, Guatemala City, at a frequency consistent
with the length of time required to complete the requested activities. For
relatively short-term activities, e.g., one to three months, a single invoice
may be submitted after activity completion. For longer activities, invoices
may be submitted moanthly. Upon receipt of invoices. the Controller will
forward the invoices to the USDH Project Officer of the client organization
for approval. Subsequent to approval, the invoices will be forwarded back to
the Controller/Guatemala City for processing of the bill.

For OYB transfers, client organizations wishing to add on to the mainstream
IISP activitie described in this PP will simply cable to ROCAP OYB transfer
authority and other standard OYB transfer informatiom.

n f -On Activities. Add-on activities under IISP will be
conducted under the technical oversight and management of the originating
A.I.D, Mission or Office. This is necessary for three major reasons. First,
while USAIDs and AID/W have specified that they need the add-on mechanism to
facilitate access to INCAP, they have also specified that in order to use the
mechanism they will naturally require direct technical control and management
oversight over the add-on health and nutrition activities they will fund from
their own 0YBs. This will permit them to both ensure quality control over and
maximize INCAP responsiveness to the specific needs of the projects from which
funding will derive. The only exception to this stated during Project design
was for OYB transfers, where direct mapagement control would be relinquished.
Second, the strategic planning, management, technology transfer and marketing
objectives of the Project will require that INCAP solidify progress in
devolving authority to its in-country field teams. This again is an issue of
client-responsiveness, and requires execution of funded activities to the
maximum extent practicable at the most local, client-specific level. And
third, even were client oversight, management and responsiveness needs not
compelling, ROCAP will not have the staff capacity on-line to carefully manage
a diverse array of add-on activities in addition to management of the core
IISP-specific interventions described herein.

For these reasons, and unless otherwise agreed to by ROCAP and the originating
Mission or Office, ROCAP responsibility with respect to add-on activities will
generally be restricted to: (1) ensuring that the proposed add-on activities
are programmatically acceptable; (2) negotiating requests for assistance with
INCAP on behalf of the client AID organization; (3) preparing and executing
Grant Agreement Amendments (GAAs) for the activities; (4) and processing INCAP
financial invoices. Where appropriate, however, and requested by the client
organization, ROCAP is willing to consider on a case-by-case basis assumption
of technical and managerial oversight of add-on activities.

o



Estimati Bud . Add-on and buy-in levels are always

exceedingly difficult to estimate because of the nature of changing
circumstances in both the field and AID/W over the life of a project. The USS$
2.0 million budgeted for IISP add-ons over the LOP of IISP reflects the
consensus of key bilateral USAIDs, AID/W and ROCAP on what the realistic
maximum case add-on level should be. That consensus was in turn reached based
on: (1) recurrent discussions with USAIDs likely to access INCAP in the next
three years and the nature of those Mission needs; (2) recurrent discussions
with AID/W, and the nature of AID/W sectoral program needs; and (3) an
assessment of the needs of other ROCAP projects for INCAP services in the pext
three years (see Annex E.5).

IISP's US$ 2.0 million LOP add-on estimate is based on the results of this
assessment, and reflects a probable buy-in level of approximately US$§ 1.0
million in the first year and a half of IISP implementation. AID
organizations most likely to access INCAP through the IISP add-on mechanism
are AID/W, USAID/Honduras, USAID/Nicaragua, USAID/Guatemala and ROCAP. Given
INCAP experience with similar activities, ROCAP alone expects to obligate
approximately US$ 280,000 of RENARM funds in the next six months for INCAP to
develop and execute a course on recognition and treatment of pesticide
intoxications.

5.5 TECHNICAL ASSISTANCE NEEDS

A summary of technical assistance needs required to implement IISP,
broken down by output, suboutput, task, year, duration, source and cost, is
found in Table 5-2 at the end of this section. A total of 42.85 person-months
will be required, at an estimated Project cost of US$ 457,000. This estimated
cost, constituting only 10.4% of the direct U.S. Project contribution,
reflects a heavy Project reliance (32.65 person-months or 76%) on Central
American technical specialists. The Project proposes to use local specialists
to the extent practicable for four reasons: (1) high quality specialists for
most required tasks are available locally; (2) local specialists are familiar
with the regional context of INCAP activities, and therefore can provide more
context-appropriate technical assistance; (3) use of local specialists is
appropriate from the institutional strengthening and post-EOP continuity
perspectives; and (4) the cost of local specialists to the Project is about a
third of the cost of U.S. specialists.

A total of 10.2 person-months of U.S. TA will be required for Project
implementation., Specialized needs requiring expatriate TA include: (1)
helping develop a Project/Program monitoring and evaluation system (1.1 p-m);
(2) reviewing information management system bids and ensuring proper
functioning of new hardware and software systems (0.6 p-m); (3) developing
methodologies for needs assessments and technology transfer (4.5 p-m); (4)
analyzing INCAP capabilities and articulating alternative future roles in food
and agricultural sciences (2.0 p-m); (S5) assessing operations research and
iron deficiency capabilities (1.5 p-m}; (6) participating in the three
Technical Advisory Committees (travel and per diem only); and (7) advising on
INCAP laboratory management (0.5 p-m). An additional US$ 100,000 has been
budgeted for short-term TA for purposes "to be determined” over the LOP.



5.6 TRAINING PLAN

A Training Plan for IISP is attached as Anznex J. The total direct
US contribution to training is US$ 288,500 and the total INCAP contribution
US$ 56,000 equivalent, both declining over the LOP., The US contribution is
allocated by Output and Suboutput, with US$ 64,500 supporting strategic
planning and management objectives; US$ 159,000 supporting technical and
technology transfer objectives; and US$ 65,000 supporting financial resource
development objectives. All training will occur in Central America, except
for specialized financial management training and specific technical courses
which will take place in the U.S. Training services will be procured and
PIO/Ps prepared in accordance with activities approved in INCAP's Annual Work
Plans,

5.7 SUMMARY OF IMPLEMENTATION RESPONSIBILITIES

5.7.1 ROCAP

ROCAP will be responsible for: (1) authorizing the Project
(ROCAP/PD); (2) preparing and signing the Grant Agreement (ROCAP/PD and
ROCAP/OD respectively); (3) amending the Grant Agreement for add-ons through
Project Agreement Amendments (Project Manager); (4) preparing and clearing
PI0/Ts, PIO/Cs and PIO/Ps for procurement of goods and services (Project
Manager); (5) completing procurement actions (RCMO and RCO): (6) reviewing and
approving INCAP's Annual Work Plans (Project Manager, key USDH Cfficers,
ROCAP/OD); (7) monitoring Project activities, including formal semi-annual
Project reviews with INCAP and preparation of semi-annual project reports
(Project Manager); and (8) Project guality control (Project Manager,
ROCAP/GDO, ROCAP/PD).

5.7.2 INCAP

INCAP will be responsible for implementing IISP. This
includes, but is not restricted to, respomsibility for: (1) signing the Grant
Agreement; (2) preparing Annual Work Plans (AWPs), including both country team
AWPs and HQ AWPs; (3) participating in semi-annual progress reviews with ROCAP
management:; (4) preparing scopes of work (SOWs) and providing the information
required of ROCAP to complete PIOs; (5) clearing PIOs (either the Director or
his designee):; (6) providing goods and services requested by bilateral USAIDs
and AID/W through the add-on mechanism, insofar as those requests are
consistent with its organizational mandate and technical and managerial
capabilities; (7) managing and providing quality control over short-term
technical advisor input; (8) managing commodities funded by the Project; (9)
mapaging training activities funded by the Project; and (10) cooperating with
audit and evaluation teams.

Bilateral USAIDs will be consulted by INCAP country teams as part of their
angual work planning process, and AWPs and semi-annual progress reports will
be sent to Missions for review and comment., ROCAP's Project Manager will also
facilitate as appropriate the development of other formal, periodic exchanges



between Missions and INCAP couantry teams; in Honduras, for example, INCAP's
Country Team Coordinator now atteands monthly USAID/Health Team meetings.

While periodic progress review meetings of CA Health Officers solely for this
Project may be impracticable given OE funding constraints, ROCAP will take the
initiative to include a project review session as part of other regional
meetings such as occurred in the November 1991 subregional meeting in Costa
Rica and the planned regional HPN meeting in late September 1991.

$.7.3 Rilateral USAID3 and AID/Washipgton

Bilateral USAIDs and AID/W will have no IISP Project
implementation responsibilities per se. To the extent that they employ the
IISP add-on mechanism to access INCAP goods or services, however, they will be
responsible for (1) cabling SOWs, illustrative budgets and funding citations
for those requests; and (2) managing add-on activities, ROCAP anticipates
requesting feedback on INCAP performance related to these requests, and also
anticipates receiving feedback on other Project-related issues from bilateral
USAIDs and AID/W on an ad hog basis.



rt Pr Year On
Project Responsible
Month _Date Action Parties
1991
0 6/25 Project Authorized ROCAP
6/27 Grant Agreement Signed ROCAP, INCAP
1 7/15 PIL 1 Issued ROCAP
2 8/15 Recruitment of Marketing Staff begins INCAP
3 9/15 Lab/info management eguipment ordered INCAP, ROCAP
4 10715 Market staff on board INCAP
5 11/
6 1271 INCAP AWP due to ROCAP INCAP
12/10 Semi-Annual Project (SAP) Review INCAP, ROCAP
12715 PIO/T for new P.M submitted ROCAP
19092
7 1/15 ROCAP approval of INCAP Year 1 AWP ROCAP
8 2/28 Contracting completed for Year 1 Audit ROCAP, INCAP
9 3715 Contracting completed for new P.M. ROCAP
10 4/15 3 Year Market/Promotion plan completed INCAP
11 5/15 New Project Manager designee on-line ROCAP
12 6/01 Audit ROCAP, INCAP
6/10 Semi-Annual Project (SAP) Review INCAP, ROCAP
Start Project Year Two
13 7/31 ROCAP H/N PASA expires; New P.M. assumes charge ROCAP
7731
14 8/31 Endowment options reviewed by Board: go/mo-go INCAP
15 9/30
16 10/15 Contracting completed for mid-term Eval. ROCAP, INCAP
17 11/
18 12/1 INCAP AWP for Year 2 due INCAP
1271 Financial Accounting System fully operational INCAP
12/10 Semi-Annual Project (SAP) Review INCAP, ROCAP
1993
19 1/15 ROCAP approval of Year 2 INCAP AWP ROCAP
20 2/01 Mid-term Evaluation INCAP, ROCAP
2/15 ROCAP approval of INCAP Year 2 AWP ROCAP
2/28 Contracting completed for Year 2 Audit INCAP, ROCAP



Table 5-1

Implementation Schedule

(concluded)
Project Year 3
Project Responsible
Month Date Action Parties
1993
21 3/
22 4/
23 5/
24 6/01 Year 2 Audit INCAP, ROCAP
6/10 Semi-Annual Project (SAP) Review INCAP, ROCAP
rt Proj Year Thr
25 7/
26 8/
27 9/
28 10/
29 11/
30 1271 Year 3 AWP due to ROCAP INCAP
12/10 Semi-Annual Project (SAP) Review INCAP, ROCAP
1994
31 1715 ROCAP clearance of Year 2 AWP ROCAP
32 2/15 ROCAP approval of Year 3 INCAP AWP ROCAP
2/28 Contracting completed for EOP evaluation ROCAP, INCAP
33 3/01 Contracting completed for Year 3 Audit/FMR ROCAP, INCAP
34 4/
35 5/
36 6/01 Year 3 Audit ROCAP, INCAP
6/01 EOP Evaluation ROCAP, INCAP
6/10 Semi-Annual Project (SAP) Review INCAP, ROCAP
6/30 PACD n/a
37 7/31 Project Closeout Report ROCAP




Table 5 2

Technical Assistance Needs, Sources and Costs

Qutput/Suboutput/Task Year Person-Months Source ___Cost Estimate (US$)

OUTPUT 1: STRATEGIC PLANNING AND MANAGEMENT

Suboutput A: Strategic Planning and Management System

Task 1. Ffacilitate and Support Annual 1 0.50 CACM $ 2,500
Strategic Planning Meetings. 2 0.50 CACM 2,500
3 0.50 CACH 2,500

Tesk 2. Project/Program Monitoring and 1 0.60 us 7,500
Evaluation System. 2 0.50 us 7,000
0.40 CACH 2,400

Suboutput B: Financial Management System

Ut

|

a5

f- Jask 1. Design/modifications to 1 3.75 CACH 25,000
financial Management System. 2 3.00 CACM 20,000
(Mote: See also Suboutput C Task 5) 3 1.00 CACM 5,000

Suboutput C: Information Management System

Jask 1. Review of bids; functioning 1 0.30 us 4,000
of new harduare & sofware (e.g., LAN) 2 0.3p us 4,000
Jask 2. Equipment and Data security. 1 0.50 CACH 3,000
Task 3. Regional communications system. 1 0.75 CACM 5,000

2 0.75 CACH 5,000
Task 4. Data base, bibliographic and 2 0.75 CACM 5,000

library system development. 3 0.75 CACM 5,000



Qutput/Suboutput/Task

Table 5-2

wce Needs, Sources and Costs
(Page 2)

OUTPUT 1: STRATEGIC PLANNING AND MANAGEMENT (continued)

Suboutput C: Information Management System (continued)

Task 5. MIS Development and adjustment.

QUIPUT 2: TECHNICAL CAPABILITIES AND TECHNOLOGY TRANSFER

Suboutputs A _and B: Technical and Technology Transfer Capabilities

U
'L Task 1. Methodologies for needs assessment
- and techrology transfer.

Task 2. Analysis of INCAP capabilities and

role in food and agricultural sciences.

Task 3. Operations research

Toask 4.
(travel and per diem oniy).

Technical Advisory Committees (x3)

Suboutput C: Laboratory Capabilities

Task 1. Laboratory management.

Year  Person-Months Source Cost Estimate (USS)
i 1.50 CACM $ 8,000
2 1.50 CACM 8,000
3 1.50 CACM 8,000

Subtotal $129,400

1 2.00 us 30,000
2 1.50 us 22,500
3 1.00 us 15,000
1 2.00 us 30,000
1.00 us 15,000

3 0.50 us 7,500
1 us 5,000
2 us 5,000
3 us 5,000
1 0.50 us $ 7,500
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Table 5-2

Technical Assistance Needs, Sources and Costs

(Page 3)
Output/Suboutput/Task ._Year ____ Person:Months _ . ...Source . Cost Estimate (USS)
OUTPUT 2: YECHNICAL CAPABILITIES AND TECHNOLOGY TRANSFER (continued)
Suboutput D: Vitamin A Program
TA to be provided through
Centrally funded VITAL Project
Subtotal $142,500
OUTPUT 3: FINANCIAL RESOURCES DEVELOPMENT
Suboutput A: FRD Plans and Strategies
N
L Task 1. Development of Marketing and 1 4.00 CACM 20,000
2 Promotional Plans and Strategies. 2 3.00 CACM 15,000
3 1.00 CACM 5,000
Suboutput B8: Upgraded Statf Capabilities
Jask 1. Proposal writing, project develop- 1 1.00 CACH 5,000
ment, and budgeting and negotiation. 2 1.00 CACH 5,000
Suboutput C: Endowment fund feasibility
Jask 1. Technical analysis and professionsl 1 2.00 CACH 10,000
advisory services regarding endowment fund. 2 2.00 CACM 5,000
3 1.00 CACM 5,000
Subtotal $70,000
To Be Determined Subtotal $115,100
GRAND TOTAL $357,000




6.0 PR P
6.1 PROCUREMENT RESPONSIBILITIES

No regional orgamization, including INCAP, has yet been certified
by ROCAP as capable of handling procurements under A.I.D. Handbook 11 Host
Country (HC) conmtracting procedures as revised. All procurement actions for
goods and services funded by IISP will therefore be accomplished through
A.I1.D. Direct Contracting procedures, unless and until INCAP becomes certified
by ROCAP pursuant to ROCAP procedures governing procurement of goods and
services for HC contracting (ROCAP Mission Order 14.2). Those procedures
require a Mission Assessment of the target institution, the scope of which is
consistent with the level of contracting authorization required. Detailed
assessments and a Mission Director determination are required for procurement
actions over US$ 250,000: a detailed assessment by the RCO and Controller is
required for actions between US$ 100,000 and 250,000; and a detailed
assessment by the RCO or RCMO is required for actions between US$ 10,000 and
US$ 100,000. For procurement actions under US$ 10,000, a review is required
by the Project Officer and either the RCO or RCMO.

A detailed assessment of INCAP by the RCO is scheduled for completion in late
FY'91., If INCAP is certified as capable of handling procurements under HC
Contracting regulations at that time, then all procurements below the
threshold level established will be undertaken by INCAP during Project
implementation. The procedures and respective responsibilities of INCAP and
ROCAP to be followed for such procurements will be detailed by the RCO after
completion of the detailed assessment.

For all non-HC procurement, and for all procurement until INCAP is certified,
contracting will be done by the Regional Contracts Office in Guatemala City
based on Project Implementation Orders (PIOs) for technical services (PIO/Ts),
commodities (PI0O/Cs) and training (PIO/Ps). PIOs will be prepared by ROCAP's
technical and project development offices, based on requests initiated by
INCAP. INCAP will be responsible for preparing the requests, including the
applicable scopes of work, specifications, estimated budgets and time tables.
The Director of INCAP or his designee will be responsible for clearing each
PIC to be issued.

6.2 PROCUREMENT REQUIREMENTS

Proposed procurement under the Project will fall into five discrete
categories: (1) technical assistance, (2) commodities, (3) training services,
(4) audit services and (5) evaluation services.

Technical agsistance. The procurement procedure for the IISP Project

Manager (to be funded under ROCAP's Regional Development Support Project) will
be initiated 240 days prior to departure of ROCAP's H/N Advisor. ROCAP's
General Development (GD) and Project Development (PD) offices will initiate
the required PIO/T, and will name thereon the Regional Contracts Office as the
authorized agent to carry out the procurement. Because the anticipated
transaction cost exceeds US$ 250,000, the nationality of the new contract
Project Manager will be limited to Geographic Code 000 (United States).

6-1
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A series of short-term consultancies will be contracted throughout the LOP,
beginning about two months after Project authorization. PIQ/Ts to obtain
these short-term services will be initiated by INCAP and completed by ROCAP's
GD and PD offices. As the individual transactions will be valued at less than
US$ 250,000, both U.S. and Central American Common Market (CACM) contractors
will be eligible to compete.

Commodities. An illustrative commodity procurement list for IISP is

attached as Anpnex K. Total commodity procurement costs funded under the US
contribution to IISP are estimated at US$ 499,000. These relate directly to
either INCAP information management (US$ 304,000) or laboratory capabilities
(US$ 195,000). Specifications for these commodities will be developed by
INCAP in the first three months after Project authorization, and included in
PIO/Cs issued to the Regional Contracts Office during implementation. The
provisions of the new Buy America policy will be applied to the commodities.
Since the Regional Contracts Officer (RCO) will be responsible for procurement
of all commodities, the RCO will be responsible for assuring compliance with
the applicable A.I.D. shipping requirements and will ensure that no restricted
or ineligible items are purchased.

Training. Short-term contracts for the provision of training to INCAP
personnel will be required throughout the LOP. INCAP and ROCAP will develop
the scopes of work for these services, and will process PIO/Ts and PI0/Ps for
issuance to the Regional Contracts Office. The trainming contracts will be
performed by U.S. and/or CACM contractors.

Aydits. Audit services will be contracted for through the PIO/T mechanism
by the Regional Contracts Office using IQCs that are in place at the time of
contracting. The scopes of work will be developed by ROCAP ard the
AID/Guatemala Controller's Office. There are three audits proposed, one at
the end of each year of Project implementation. These services will be
performed by CACM contractors. Additional financial management review
services (i.e., short-term TA) will be contracted for using on-line IQCs and
CACM contractors during Project implementation.

Byaluation Serviceg. At Month 18 and at Month 34, evaluation services will

be contracted for using the PIO/T mechanism. ROCAP will develop the scopes of
work and process the PIO/T documents for issuance to the RCO. U.S. and CACM
contractors will be eligible to perform these services.

6.3 PROCUREMERT SCHEDULE

An illustrative procurement schedule is found as Table 6-1.
Long-term technical assistance, evaluation services, and audit services will
be procured at discrete points during implementation, Procurement of
commodities, short-term TA and training services, however, will occur
throughout implementation on an “as needed” basis. Since to the extent
practicable these actions will be "batch" processed, they are shown in Table
6-1 as semi-annual procurement actions,



6.4 WAIVERS

No waiver requirements have been identified. If the need for
waiver(s) is identified during Project implementation, all applicable A.I.D.
procedures will be followed.

(M



Table 6-1

Procurement Schedule

Month
1991 . 1992 o 1993 9%

Procurement ltem 7 8 9 10 1Y 12 Y 2 3 4 5 6 7T 8 9 10 11 12 1 2 3 O4 5 6 1 B 9 10 1% 12 v 2 3 &4 5 &
Technical Assistance

Project Manager (review CVs) X X (hire)

Short-term Consuttants X X X X X X X X X X
Commodities X X X X X X
Iraining Services X X X X X X X X X X
Audit/FMR Services

Year 1 (PIO/T) X X (contract)

Year 2 (P1O/T) X X (contract)

Year 3 (P1O/T) X X (contr.)
Evaluation Services

Mid term (PIO/T) X X (contract)

End of Project (P10/T) X X (contr.)




7.0 N EVALUATION PLAN
7.1 MONITORING

Mechanisms by which IISP will be monitored include: (1) Annual Work
Plans (AWPs); (2) Annual Reports; (3) consultant reports; (4) USAID bilateral
and AID/W reports on the quality of INCAP services provided under the IISP
add-on mechanism; (5) field trips and trip reports; (6) personal contact
between ROCAP Project management and INCAP headquarters; (7) Project financial
reports issued by the Controller's Office; (8) external evaluations; and (9)
audits.

Project activities and achievements will be monitored at four different
operational levels. First, the ROCAP Project Manager will monitor progress
through AWPs, Annual and Semi-Annual Reports, formal quarterly meetings with
INCAP staff to review progress, consultant reports, USAID bilateral and AID/W
reports, trip reports, personal contact with INCAP staff, external evaluatiouns
and audits. Under the supervision of the USDH Project Officer, the Project
Manager will also maintain close contact with INCAP management and will
perform site and end-use inspections to ascertain the extent to which INCAP is
improving its technical capacities and--through marketing outreach--improving
its prospects for long-term financial sustainability independent of A.I.D.
"core' institutional support.

INCAP management will monitor the quality of technical assistance and training
received by the Institute through intermnal staff reports, both formal and
informal, to INCAP management. Bilateral USAIDs and AID/W offices working
with INCAP through the add-on mechanism will monitor the quality of the
services received through staff reports, and will feed back this information
to ROCAP in the course of authorizing payments. Finally, the ROCAP USDH
Project Officer will oversee all of the above through the same mechanisms as
the Project Manager, as well as moanitor the disbursement of funds through
review of periodic Project financial reports issued by the Controller's
Office.

Project monitoring activities will be facilitated by a Project reporting
system., INCAP field offices will prepare their own AWPs, discuss them with
USAID bilateral missions and other donors, finalize them, and submit them to
INCAP headquarters annually during Project implementation. These will be
appended to and form part of the basis for INCAP's overall AWPs, to be
submitted to ROCAP for approval. An annual report will also be submitted by
INCAP at or near the end of each year of implementation, either together and
concurrent with or separate from submittal of AWPs, and semi-Annual Reports
will be be submitted in or about the month of June in each year of IISP.

7.2 EVALUATIONS

Two external Project-funded evaluations are planned. A mid-term
evaluation, to take place o/a Month 18 of Project implementation, will focus
on: (1) progress in attaining Project objectives at the output level of the
logframe; and (2) development of an INCAP endowment fund. An end-of-Project
(EOP) evaluation, to take place o/a Month 34 of implementation, will focus on:

7-1

LY



(1) attainment of Project objectives at the purpose level of the logframe; and
(2) lessons learned from the Project. The EOP evaluation will verify that the
EOPS has been attained in three ways. First, it will project INCAP financial
streamflows through the Year 2000 based on the previous three year's financial
data and an updated market survey. Second, it will evaluate the adeqguacy of
INCAP's planning and managerial strength by (1) evaluating planning and
managerial changes effected since 1988 and (2) evaluating the ability of those
systems to respond to projected future needs through the Year 2000. Finally,
the EOP evaluation will assess INCAP's technical and technology transfer
strengths, including computer and laboratory facilities, in the context of the
projected technical needs required to service INCAP's future financial
suppliers.

7.3 AUDITS

Beginning in FY'92, all institutions through which ROCAP works will
be audited each year using project funds. This applies to INCAP, and Project
funds are earmarked for non-government institutional audits in each year of
Project implementation. Funds for procurement of specialized financial
management services to help INCAP resolve any audit issues which may arise--as
well as to deal with other financial issues as they may come to light--are
budgeted under short-term technical assistance.



8.0 POLICY ISSUES

Two major policy issues relate to IISP: (1) the extent to which AID
should support establishment of an INCAP endowment fund: and (2) potential
limitations on competitive contracting by organizations receiving A.I.D.
institutional strengthening support.

8.1 SUPPORTING ESTABLISHMENT OF AN ENDOWMENT FUND

The first issue, the extent to which A.I.D. should support
establishment of an endowment fund, encompasses two separate subissues: (1)
whether establishment of an endowment fund is critical to IISP long-term
sustainability; and (2) whether an endowment fund is adviseable even if not
necessary for INCAP sustainability.

The Financial Sustainability Analysis (Annex E.6) for IISP estimated two
post-EOP funding scenarios: (1) a "minimalist" scenario with endowment income
beginning at US$ 300,000 in 1996 and slowly increasing to US$ 500,000 in the
Year 2000; and (2) an "optimistic" scenario with endowment inccme beginning at
US$ 500,000 in 1996 and slowly increasing to US$ 700,000 in the Year 2000.

The conclusion of the Sustainability Analysis was that while post-EOP
maintenance of INCAP under the "optimistic" scenario is near the upper edge of
any reasonable expectation, INCAP sustainability under the "minimalist”
scenario (i.e., with INCAP operating at roughly current levels) is clearly
attainable even without an endowment fund.

The Financial Sustainability Analysis nonetheless made a strong case for the
establishment of an INCAP endowment fund, citing: (1) the complex problem of
balancing INCAP's desired levels of operation and its available levels of
financial support; (2) the financial and qualitative flexibility an endowment
fund would provide; and (3) global experience indicating the benefits of
endowment funding for organizations with a public sector mandate which are
undercapitalized by resource allocators.

In addition, the A.I.D. Administrator's policy guidance of 29 May 1991 (State
175349) summarized lessons learned from recent LAC experience in endowment
funding of institutions. While this guidance noted that "'the record of
experience with which to identify lessons is still very limited"”, it cited
seven major Agency findings:

(1) AID endowments are being used both to strengthen and sustain the
financial base of existing development institutions, and to create new ones
capable of dynamic and innovative leadership;

(2) Endowed non-governmental institutions have several advantages over
public sector organizations. These include their ability: (A) to achieve
long-term continuity in programming as free standing institutions unimpaired
by political interference or erratic funding; (B) tc attract and compensate
the most able leaders and staff through market-value salaries; and (C) to
create an organizational system with flexible procedures and incentives that
encourage entrepreneurial performance and client-centered, problem-solving
approaches:



(3) AID endowments need to be carefully designed to complement
government activities, thereby avoiding duplicating or undermining existing
government capacities and generating potential political backlash from within
the public bureaucracy:

(4) Various incentives can be used to ensure continuing responsiveness
of the endowed organization to its clientele;

(8) Measures are regquired to protect the endowment from devaluation;

(6) There exist protective measures that help ensure against
improprieties in the management of an endowment:; and

(7) AID can assume a long-standing direct role in monitoring the
governance of an endowment.

It is the position of ROCAP that while an endowment fund is not essential to
the long-term sustainability of INCAP as a relevant, viable and effective
institution at a "minimalist"” level, there is nonetheless a strong rationale
for exploring establishment of an INCAP endowment fund. IISP will therefore
allocate Project resources to helping INCAP explore the feasibility of
endowment fund alternatives in the first year of implementation. This support
will be provided with the proviso that A.I.D. is not committing itself to

itali ion of am ndowment fund whi m im 1 ished. The
findings of the endowment fund feasibility/alternatives analysis, and the
appropriateness of A.I.D. participation in capitalizing such a fund, will be
explored in detail with bilateral USAIDs and AID/W prior to submittal of the
findings of the analysis to the INCAP Executive Council in August 1992 for a
"go-no go' decision.

8.2 COMPETITIVE CONTRACTING LIMITATIONS

As A.I.D. procurement requlations and the 1984 Competition in
Contracting Act are currently interpreted, any organization receiving
institutional strengthening assistance from A.I.D. may thereby be considered
to have an unfair competitive advantage in contracting with A.I.D. (see Sct.
5.4 and Annex A). The operational constraints associated with this issue go
far beyond INCAP and IISP, and could potentially affect many HB 3 and HB 13
organizations which have received A.I.D. assistance since passage of the 1984
Competition in Contracting Act. The number of HB 3 and HB 13 grant recipients
with which A.I.D. has worked in CA over the years is considerable, and in many
cases A.I.D. considers these recipients as essential deliverers of development
assistance reguired to attain key U.S. foreign policy objectives. ROCAP
believes that this recent interpretaticn of the procurement regulations could
in the future significantly constrain the Agency's ability to use HB 3 and HB
13 grant for important program- and project-specific activities, and therefore
could significantly constrain the Agency's future ability to attain its
regional development objectives in Central America.



Because of the potential seriousness of this issue with respect to Agency
operations in the region, ROCAP will seek a regionally acceptable solution to
the problem in full coordination with bilateral USAIDs, grant recipients and
AID/W. This process will involve: (1) articulating the problem, its
implications, and possible alternative solutions to it; (2) analyzing and
recommending the best and most appropriate solution(s); (3) vetting those
recommendations within the region; and (4) proposing regionally acceptable
solution(s) to AID/W for approval.



9.0 SUMMARIES QF KEY ANALYSES

9.1 INSTITUTIONAL, ADMIKISTRATIVE AND TECHNICAL ANALYSIS

Because of the interdependence of the institutional, administrative
and technical features of this Project, key institutional analyses--Financial
(Annex E.l), Technical (E.2), Information Management (E.3), Strategic
Marketing (E.4), Funding Prospects (E.5) and Financial Sustainability
(E.6)--are combined in a single analytical document attached as Annex E.

In concert, these six analyses conclude that the IISP Project purpose is
attainable over a three year time frame with the resources available: i.e.,
that with Project support INCAP should be able to secure alternative funding
to replace the diminishing levels of AID support over the next three years and
remain a relevant, effective and viable organization through at least the Year
2000. These analyses also demonstrate that the levels of funding required to
sustain INCAP as a viable institution beyond the LOP are attainable.

The ORT and PROPAG projects have made a contribution to imnstitutional
strengthening of INCAP by supporting an increase in INCAP's technical
capacity. Neither of these projects, however, addressed INCAP sustainability
in a systematic and realistic way. The two projects will conclude in 1991
having helped INCAP prove its relevance and worth to the region, but without
enabling INCAP to fully sustain its programmatic advances. IISP is designed
to reasonably ensure INCAP's sustainability at least through the Year 2000
without continued A.I.D. core financial support, and will focus on three major
institutional weaknesses: (1) strategic planning and management capabilities;
(2) technical and technology transfer capabilities; and (3) financial resource
development capabilities. These linked outputs will achieve the Project's
purpose-level objective of sustainability by enabling INCAP to become a
relevant, effective, and therefore viable institution addressing the
nutrition, child survival and food security needs of Central Americans. The
essence of the Project is to enmable INCAP to link its techmnical program
performance to its ability to secure and manage its financial resources.

9.1.1 Institutional Background

INCAP was established in 1949 by an agreement between the
Pan American Sanitary Bureau (now PAHO), the Kellogg Foundation, and the six
countries of the region, with Belize subsequently suscribing as a member
country. INCAP's ruling Executive Council is composed of delegates of each of
the member countries--traditionally represented by the Ministers of Health--
along with the Director of PAHO who serves as the President of the Council and
the INCAP Director who serves as an gx @fficio member. The Council meets
annually in one of the member countries to approve INCAP's budget, to receive
and review audit reports, and to review and establish major policies.
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INCAP has its own independent legal standing ("personeria juridica“). Under
the laws of Guatemala and the region, INCAP is classified neither as a
"governmental” nor--in the common usage of the term--a '‘non-govermnmental"
organization., Rather, INCAP has the legal standing of a Public International
Organization (PIO), separate and apart from the goveranments or organizations
that form its Executive Council. With this legal standing, INCAP has the
capacity to enter into contracts and agreements in its own name. Under
INCAP's governing agreement with the member countries and PAHO, PAHO serves as
a legal representative for INCAP in major administrative matters, PAHO
undertakes this role in the capacity as agent for INCAP, however, and has no
greater role in governance of INCAP than afforded through its membership on
INCAP's Executive Council.

When initially established, INCAP received most of its support from PAHO and
its technical/professional staff were PAHO employees. PAHO contributions to
INCAP have declined in recent years to about 18-21% of expenditures, and
currently only the Director and Administrative Officer are PAHO employees.
INCAP's relationship with PAHO is nonetheless advantageous to INCAP in many
ways. PAHO's contribution (about US$ 1.3 million in 1990) constitutes about
21% of INCAP's total annual budget; it handles a significant amount of INCAP's
administrative needs; it has offices in each member country to which INCAP
personnel are assigned; the relationship ensures tax exempt status for INCAP's
headquarters and country operations; it ensures access to lines of credit; and
it provides a mechanism to convert local currency into hard currency. Because
of these advantages, significant changes in the institutional relationship
between INCAP and PAHO are currently considered neither advisable or warranted.

In recent years, INCAP has become increasingly responsible for generating
other needed revenues and the bulk of these revenues have derived from ROCAP's
ORT and PROPAG projects. While these projects have not been institutional
support projects per se, they have constituted the equivalent of imstitutiomal
support because they pertain to those programs and services that are the very
essence of INCAP. As intended in the projects, INCAP has over the life of
these projects sought funding diversification. In 1988, ORT and PROPAG
consituted some 40% of INCAP's total funding and 60% of its restricted (or
so-called “fiduciary” funding); by 1990, these figures had been reduced to
33.6% and 48.7% respectively (see Table 3-1). INCAP's funding portfolio today
includes over 50 projects funded by sources other than PAHO, member
contributions, and A.I.D, (including USAIDs). Sigmificantly, by 1990 funding
from non~AlID projects (35.4% of total funds) had exceeded AID-funded revenues
(33.6%).

INCAP is headquartered in Guatemala City and at the time of Project design
employed 320 persons. Of these, 90 are professionals, 151 are technical and
administrative support personnel (including lab technicians), and 79 are
general services and maintenance personnel. In the mid 1980s, reflecting its
multi-sectoral approach, INCAP adopted (and currently retains) a matrix
organizational form, with intersections between functional or technical
divisions and cross-cutting coordinating and supporting units (Fig. 9-1).
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In the 1970s, INCAP began to adopt a more multi-sectoral approach to nutrition
and family health. It also began to increase its scope beyond pure research
to dealing with adaptation and application of research results. Through the
1980s, INCAP continued its programmatic diversification. This was based upon
a broader understanding of nutrition and food security needs, as well as some
greater responsiveness to the interests and demands of national institutions
within the region.

By 1988, in the midst of rapidly changing internal and external environments,
INCAP began a comprehensive strategic planning process, resulting in June 1990
in a Strategic Plan for the 1990s. Included within the objectives of this
Plan is the capacity to sustain itself over time while continuing to fulfill
its programmatic mission. The IISP Project is intended to be an essential
ingredient in assisting INCAP to meet this objective.

9.1.2 i 1 Ir f

Of the recent institutional changes at INCAP, the most
likely to influence IISP results is decentralization. Based upon planning in
the late 1980s, INCAP in 1990 established country-level representational teams
known as “Grupos Technicos Basicos” (GIBs). GTBs are multi-disciplinary teams
intended to be: (1) the principal instrument for INCAP in tranmsferring
technology to the national and local level; (2) the link between INCAP's
science-based research and the adaptation/adoption of research findings: and
(3) the means whereby INCAP can more effectively know and be known by national
and local level users of INCAP's services and products. INCAP's experience
with the GTBs is scarcely more than one year old, but the experience has
confirmed to both INCAP and ROCAP that the decentralization embodied in the
GTB program is essential not only to INCAP's service delivery (i.e, technology
transfer) but to INCAP's capacity for program evaluation, for demand/needs
assessment, and thus for fipancial resource development.

INCAP's technical capabilities are considerable. The largest and strongest
division, Nutrition and Health, was supported through the ORT Project aad is
particularly strong in: (1) nutrition and infectious diseases, especially
diarrhea; (2) protein calorie malnutrition and specific nutrient deficiencies;
(3) breastfeeding and infant/child feeding; and (4) nutrition and maternal
child health.

The Food and Nutrition Planning Division has strong analytical and plamning
skills, particularly in nutrition surveillance, consumption, community
education and especially food assistance programs. In Food and Agricultural
sciences, strengths are largely divided between a now departing "old guard"
and a less experienced but promising cadre involved in developing INCAP's
nutritional cookie. The latter Division needs, however, to concentrate its
efforts on analyzing (1) internal strengths and the needs of clients,
potential donors and buyers of services; and (2) competing/collaborating
institutions (e.g. ICAITI, IICA, CATIE, CITA and CYMMIT) and private sector
groups. General strengths that cut across divisions include applied and
operations research and training, including non-formal, post-graduate and
continuing education.



One important overall weakness at INCAP is in economics, especially in terms
of tracking household level effects of economic changes c¢n nutritional

status. INCAP is also vulnerable in other areas even given its current
strengths; capabilities in applied anthropology, operations research, food
planning and surveillance, for example, are all threatened by the end of ORT
and PROPAG funding. Also, INCAP's long standing excellence in laboratory work
is jeopardized by outdated equipment and procedures.

9.1.3 §gtrateqic Planning and Management Capabilitijes

INCAP's strategic planning system was developed over the
past two years through a highly participatory process within the Institute,
and with close collaboration and effective use of external consultants
(principally funded by ROCAP). INCAP continues to function as a matrix
organization, which provides it with a sound capacity to promote the interplay
between technical knowledge and application of that knowledge. INCAP is
organized into three functional or technical divisions (agriculture and food
sciences, nutrition and health, and food and nutrition planning) and four
cross-cutting coordinating units (human resources development, technical
cooperation, research, and information dissemination).

INCAP has begun to implement its 1991-2000 Plan. One concrete result of the
1989-1990 planning process was an INCAP decision to establish the
country-specific GTBs to serve as an essential instrument for INCAP's transfer
of technolgy--and thereby promote application of INCAP's science-based
research--as well as for its reorientation to a more user-responsive
operational mode. The proper composition and function of the GTBs, and the
management challenges of this decentralized method of operation, are still
being worked out by INCAP. Facilitation of this process will be supported by
IISP. INCAP has not yet resolved the communications and information transfer
issues which constrain its full exploitation of the GTB structure, and while
it has reasonably well functioning program plamnning and budgeting systems the
two tend to operate in isolation.

9.1.4 Fi i n ilj

INCAP's financial management system is generally sound in
terms of its usefulness for administration and audit purposes. However, the
accounting and reporting system is either not well designed, or not yet used
to support basic management decisions. For example, INCAP does not routinely
generate cash flow statements for management. Nor does it generate "funds
accounting” reports usually required by management of institutions responsible
for monitoring and overseeing a large number of restricted grants.

INCAP also does not yet have a clear system and approach to identifying and
tracking a pool of costs as "overhead", nor does it routinely maintain
information in a form useable for pricing its goods and services. While there
are no noticeable defects in INCAP's financial and fiscal management that
would deter continued AID grant relations with the Institute, INCAP does
require some adjustments and refinements to its financial management systems
in order to further sustainability objectives.
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9.1.5 Information Management Capabilities

INCAP's informaticn strategy and systems have undergone an
intensive process of development in the past two years. Management has
defined priorities for INCAP's information systems, and there have been
diagnoses of problems and solutions prescribed for major aspects of those
systems. There is currently a great variety of computer-based information
functions, applications, and skills at INCAP, and there have been some
innovative computer programming applications developed there. There are,
however, several defects in the infcormation management systems which could
serve as constraints to institutiopal sustainability., These ianclude
weakpnesses in intraorganizational communications and informatiom links (e.g,
bectween headgquarters and the GTBs), and in development and presentation of
information for mapagement purposes related to program decisions and financial
resource development. There are also gaps in the staff akills required for
computer systems decisions, both hardware- and software-related.

9.1.6 PFinancial Regource Development Capabilities

Over the last two decades, INCAP has been primarily
dependent upon two major sources of funding and techmical support: AID and
PAHO. Within the last five years, encouraged and supported in large part by
AID's assistance through the ORT and PROPAG projects, INCAP has achieved a
reasonably good level of funding diversification. Thus, whereas the ORT and
PROPAG projects constituted almost 40% of INCAP's total funding in 1988, this
had been reduced to 33.6% by 1990.

While INCAP has had some success in fund identification and grant negotiation,
the organization is still without a clear system and consistent capacity for
financial resource development which continues to be pursued largely on an ad
ho¢ basis. The gquality of proposal preparation is uneven, responsibilities
for fund-raising or grant negotiation are spread over a number of persoanznel,
and there is no long-term strateqgy for financial relationships required for
creating the financial stability. INCAP is particularly vulnerable due to a
lack of unrestricted funds enabling it te fill gaps in the timing and scope of
dcnor interest and support.

9.1.7 Pinapcial Sustainability Analysis

INCAP does not have a clear strateqgy and plan for achieving
long-term financial stability. While it has increasingly shown deftness in
securing financial support from non-AID sources, it will be pressed to its
limits even during the course of IISP to (1) secure the necessary funds to
replace those available through CORT and PROPAG and (2) at the same time
respond to an expected increased demand for its services in the region.

An IISP Financial Sustaipability Analysis (Annex E.6) rejected use of both
"lowest level” and "cost-based" approaches to assessing the prospects for
INCAP's financial sustainability. The "lowest level’ approach, involving
estimation of the lowest level of predictable costs that might be incurred in



1995 and subsequent years with INCAP operating at the minimum level required
to be relevant and effective, was rejected because future cost levels for
INCAP will be a function of user demand which are not susceptible to credible
quantification. The "cost-based" approach was rejected because it requires
assuming that there is a discernible point (and cost) below which INCAP camnot
fall and remain viable in terms of its institutional mission, and projection
of the costs required to be covered by revenues is grossly speculative.
Instead, the approach employed had two basic elements. First, it estimated
levels of resource mobilization that are reasonably attainable by INCAP,
assuming its satisfactory absorption of IISP inputs. Second, it judged
whether INCAP--with the assistance of JISP--will be sufficiently able to
adjust its program level to correspond with available resources.

The Analysis concluded that the strategic planning capacity of INCAP supported
by IISP should enable INCAP to better make difficult program and staffing
choices when pressed to do so by the realities of limited funding. It noted,
however, that the complex problems faced by INCAP in balancing between desired
levels of operation and available levels of financial support argues strongly
in favor of a concerted effort to establish some form of endowment fund as a
means of obtaining unrestricted income. Many of the world's public sector
science-based institutions find themselves stretched for the long-term
financial support needed to maintain necessary continuity in professional
staff and research/application activities, and virtually all international
research centers and major national centers are actively seeking to establish
endowment funds,

Given these two factors, two alternative projections of INCAP sustainability
beyond the LOP were estimated. First, a “minimalist” approach projected
whether post-EOP maintenance of INCAP at essentially current levels is
attainable. The Analysis found with respect to the minimalist scenario that
“clearly the answer is in the affirmative". Funding levels were found to be
comfortably attainable by INCAP taking into account current resource
mobilization capacity, the perceived demand/market for INCAP services, and the
increased mobilization and management capacity of INCAP through IISP. While
the revenue levels suggest a level of operations that is below INCAP's current
aspirations, it does represent 1995 operations some 30% higher than in 1990.
Expressed in terms of AID funding proposed under IISP, the scenario's

projected 1995 funding level would be almost six times the amount of 1992 IISP
funds budgeted for INCAP costs exclusive of commodities and TA (INCAP's 1991

budget is US$ 8.5 million, or more than the minimalist scenario projects for
1995). Considering inflation, this scenario would have to be seen as a
retrenchment; INCAP operations at the indicated level, however. would clearly
not bring the Institute below the minimum level required to be viable in terms
of its institutional mission. The second projection scenario, estimating a
Year 2000 budget for INCAP of US$ 14,775,000, was found "quite possibly to
represent a projection somewhere near the upper edge of any zone of
reasonableness in expectations for resource development for INCAP attributable
to IISP."

The Financial Sustainability Analysis coancluded that with the support
available through IISP, INCAP should be able to secure alternative funding to
replace the diminishing levels of AID support over the next three years, It
also found that the levels of funding required to sustain INCAP as a viable
institution beyond the EOP appear demonstrably attainable.

9-7



9.2 MARKET ANALYSIS

A preliminary analysis of INCAP's "market” over the 1-3 and 3-5
year time frames, i.e., current and potential public and private sector
clients, is attached as Annex G.

INCAP is first and foremost a social service organization whose mission is to
help goveroments in the region improve the nutritional and health status of
the people in greatast need. INCAP's primary clients, the CA Ministries of
Health, Education and Agriculture, have the greatest need for INCAP's services
but no money to pay for them directly. Instead, the costs of providing those
services are met through member contributions, PAHO support, and support from
other donors such as A.I.D. The Market Analysis found that the emphasis given
to diversifying/expanding INCAP's client base to include “paying customers"”
must be developed with this in mind, and should not occur to the detriment of
INCAP's primary client--the public sector.

The Market Analysis alsoc found that the philesopby of INCAFP and the attitude
of INCAP employees with respect to "market development” do not currently lend
themselves to a major refocus of pricrities from the public sector to the
private sector. Nor do most of the services that INCAP provides. While INCAP
needs to expand its client base, private businesses should be a minor--but
increasing--part of that new base. INCAP’'s primary marketing task is to
convince donors and collaborating organizations to finance IHCAP involvement
in delivery of priority services to the public sector instituticns and PVOs
with which INCAP works. A secondary but important task is to strengthen
INCAP's ability to provide services on a fee-for-service basis. This
diversification would: (1) expand INCAP's financial base; (2) improve its
ability to service its primary clients; (3) improve its ability to attaim its
goals and objectives; and (4) ultimately improve its prospects for long-term
sustainability as a viable and effective institution.

Major Client Groups. A.I.D. is by far the largest financial dcnor to INCAP,
recently providing 33-42% of its total operating budget, followed by PAHO,

INCAP's parent organization (see Table 3-1)., Aside from thess two core
support organizations, the Market Analysis found that Ministries of Health are
by far INCAP's largest client group. With primary responsibility for
putrition activities in most countries and limited budgets, their need for
IRCAP services is also the greatest. INCAP collaboraticn with PAHO provides
INCAP both entyeeé and influence in these ministries, and creates a greater
responsibility on the part of INCAP to serve their needs. Ministries of
Education and Agriculture are also important clients, especially insofar as
school feeding programs, development of fortified foods and other
nutrition-related programs are concerned. Member contributions to INCAP are
far less than the cost of services provided, however, and only through other
donor funding can INCAP meet the demand for services from the ministries,
NGOs, foundations and universities--especially U.S. universities--have also
been important INCAP clients although European donors and private corporations
have played a relatively minor role to date.



Client Perception of INCAP. The Market Analysis found that while USAID

bilateral missions have the most negative perception of INCAP, the institution
is perceived positively overall by most of its other major clients. National
Ministries of Health, U.S. universities and U.S. consulting firms have by far
the most positive perception, and these organizations--as well as NGOs, local
universities, research centers and even some businessmen--see INCAP as an
important resource for technical assistance, training, materials or funding.
(U.S. universities and U.S§. consulting firms, in particular, see INCAP as an
excellent collaborative institution.) Of these organizations, however, most
ministries, NGOs, local universities and research centers are financially
unable to employ INCAP on a pay-for-service basis.

Demapd for INCAP Goods and Services. The Market Analysis found tremendous

demand for INCAP goods and services throughout Central America. The greatest
demand by far was from ministries, local universities, research organizations
and NGOs--client organizations with the greatest need and the most limited
available funds. One of the most important market opportunities for INCAP
identified in the Market Analysis is with U.S. universities and consulting
firms. These organizations expressed great interest in collaborating with and
buying services from INCAP, and in many cases identified specific services
they would like to procure (Annex K). USAID and other international donors
also indicated interest in INCAP services, but for the most part lacked
adequate information about the services and products INCAP is currently able
to provide.

Private corporations do not appear to represent a large potential market for
INCAP at the current time, with three possible exceptions. These are: (1)
cookie manufacturers who can produce the nutritional cookie (e.g. Nabisco):
(2) agro-industries who might be interested in conversion of agricultural
waste or recycling of rejected export fruits and vegetables; and (3) food
processors, who require assistance in quality control and/or the development
of new food processing technology and formulas.

In general, the Market Analysis found that demand for INCAP services far
exceeds INCAP's ability to supply those services--even if financial resources
were available to fund them. INCAP therefore faces the difficult task of
balancing demand from "non-paying" clients with its potential ability to
supply the services and to find donors to pay for them. Directly germane to
this, the Market Analysis reiterated the importance of INCAP not creating
demand it cannot meet because of the potential for delivery of poor quality
services or failure to deliver at all.

Specific Marketing Opportunitjes. The market analysis identified--by

country, source and type of service--51 potential projects or activities that
INCAP should explore during the LOP. Of these, six were in Guatemala:; seven
in El Salvador: severn in Honduras:; seven in Njicaraqua: two in Cogta Rica:; one
in Panama; four in Belize; five with U.S. universities; eight with U.S.
consulting firms; one with AID/W; one with the EEC; one with the United
Nations; and one with the World Bank.
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Recommended Marketing Strateqy. Ino the 1-3 year time frame, i.e. over the

Project LOP, the Market Analysis recommended that INCAP:

(1) Focus on marketing its services to donors and collaberating
organizations who will provide funding for the priority activity of INCAP,
i.e. serving the needs of the CA government ministries, universities and local
PVOs/NGOs. This includes European domors, U.S. consulting firms, U.S.
universities, USAID bilateral missions, NGOs, tkhe Japanese, the World Bank,
CIDA, UNDP, UNICEF, FAO and PAHO:

(2) Expand the services provided in association with PAHO, which
hopefuily will result in increased funding therefrom;

(3) Expand marketing of its two existing nutritiously blended food
products:;

(4) Expand marketing of laboratory services and services related to
micronutrients, infectious diseases and food analysis/food guality:

(S) Streogthen its capability to promote its services; write proposals;
cost out and price its services; prepare realistic, competitive budgets; and
respond to requests for assistance and requests for proposals;

(6) Analyze the needs of the private commercial sector in areas
consistent with its mission and capabilities--i.e. food processors, food
producers/farmers, agro-industry and food exporters--in collaboration with
U.S. universities;

(7) Develop agricultural and food science capabilities that can be sold
to the private sector in collaboration with U.$S. universities; and

(8) Test potential new products and services. These include
conferences and conference planning; development of a training center;
for-sale publications; technical translations; mediasgraphics design;
logistical and information support for the regional TA activities of other
organizations; and bibliographic searches.

In the 3-5 year time frame, the Market Analysis recommended that INCAP:

(1) Focus more on expanding its activities in the private sector
relative to its public service mandate, perhaps in collaboration with U.S.
universities; and

(2) Focus on developing modified services and products in respouse to
changing needs that were successfully tested and analyzed during the previous
three years.

Other important recommendations of the Market Analysis were that INCAP:

(1) Explore the possibility of exchanging Guatemalan arrears for
ownership of the government land occupied by INCAP;
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(2) Focus institutional or centrally funded contracts with selected
European donors, the Japanese and the World Bank;

(3) Develop a comprehensive marketing approach to each potential
client, e.g., the GTZ, the World Bank and the IDB: and

(4) Explore the feasibility of establishing a 501 C-3 organization in
the U.S. for fundraising purposes.

9.3 ECONOMIC ANALYSIS

An IISP Economic Analysis is attached as Annex H. That Analysis
concurred with earlier analyses performed for other INCAP assistance projects
in finding that--since most project benefits are unquantifiable--standard
cost-benefit analytical methods cannot meaningfully be applied to this type of
institutional strengthening project. Indeed, economic analysis of IISP was
found to be even more speculative than for earlier INCAP projects because it
does not include immediate benefit generators such as nutrition interventions
per_se. Rather, it is designed to enhance INCAP's ability to implement such
interventions.

The greatest Project benefits will ultimately be reduced morbidity and
mortality, and improved performance in school and in the workplace. From the
regional perspective, the total direct US Project contribution of US$ 4.4
million amounts to about 18 US cents per capita of the CA population, or about
6 US cents per capita per year. If annual INCAP expenditures should stabilize
in the Year 2000 at. e.g., US$ 10 million per year, that 40 cents per capita
would still be a minuscule fraction of the total resources used annually for
health and nutrition in Central America.

The Economic Analysis found, however, that there are five aspects of the
Project which support the expectation of substantial future economic return on
investment: (1) least-cost execution; (2) indirect returns from improved human
productivity; (3) lower cost resolution of future health problems; (4)
improved attitudinal changes with respect to market awareness; and (5)
improved institutional sustainability. On the basis of these findings, the
analysis concluded that economic return on Project investment should be
significantly positive.

9.4 SOCIAL SOUNDNESS ANALYSIS

An IISP Social Soundness Analysis (Annex I) found no significant
social issues related to Project design. IISP deals with the evolution of
INCAP--an institution devoted to solving the fundamental social problem of
poor nutrition--as a technically sound organization able to support itself
without further “core" institutional support from A.I.D. The ability of
Central Americans to bring about their own development depends heavily on
their access to sufficient nutrition and adequate health care. Donors,
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governments and private agencies recogaize this and have spent millions of
dollars to improve health and nutrition in Central America; many people,
however, still lack food security, adequate health care and proper nutritioa.
The causes are numerous: cultural isolation of indigenous ethnic groups,
physical isolation of rural populations, low levels of basic literacy, limited
instruction in health and hygiene, limited financial and technical resources
of governments and private institutions, and a widespread lack of health and
sanitation facilities.

No adverse social impact is anticipated for any group as a result of the
Project. The immediate Project beneficiary will be INCAP itself, which will
be supported by a wide range of donors and service procurers and will cease to
be substantially dependent upon the vagaries of A.I.D. appropriations. The
immediate beneficiaries will also include INCAP's staff, who will be better
trained, more market oriented, and presumably better able to produce and eara
more within INCAP or elsewhere in business or public service.

Secondary Project beneficiaries will include all of the public and private
entities which use INCAP goods and services. These will include Ministries of
Health and Education, PVOs, NGOs, private health practitioners, nutritionists,
pharmacists, professional associations in the health sector and Universities,
as well as paramedical and informal health practitioners such as auxiliary
nurses, health promoters, midwives and small commercial retail outlets.
Through interaction with a strengthened INCAP and its programs, they and their
staffs will improve the planning, management and techmnical quality of their
own work, This second stage represents a dispersal of benefits, and will
improve the channels for delivery of Project-funded bemnefits to the tertiary
beneficiary group.

Tertiary Project beneficiaries will be all thcse Central Americans whose
health and autritional status will improve through better access to more
effective and efficient services and nutritiocally improved processed foods.
These include mothers and children targeted by focd, nutrition and MCH
programs; needy families most affected by econmomic and structural adjustment
programs;: and all those who lack the mental and physical energy needed to
contribute to their own development.

Women and their children are the principal beneficiaries of public health and
nutrition programs. While improved health and nutrition levels obviously are
also shared by men, whose participation leads to increases in gross national
productivity, women are the conduit to the family. Their understanding of the
principles of improved health and nutrition, and their ability to access the
services needed to raise their own health and nutrition levels, are critical
to the effectiveness of INCAP's public sector work. In addition, women
represent a high percentage of the professionals directly involved in
planning, implementing and evaluating food and nutrition activities in Central
America and Panama. These professionals are direct beneficiaries of INCAP's
training, technical assistance, research and information dissemination
activities, all aimed at improving their technical and managerial skills,

The only potential social issue raised in association with the IISP Project is
related to INCAP staff. The proposal to disccntinue A.I.D. core funding and
to introduce a market responsiveness to INCAP's way of doing business is
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Narrative Summary

logical Framework

INCAP Institutional Strengthening Project

(596-0169)

Objectively Verifiable Indicators

Means of Verification

important Assumptions

GOAL :

Reduced infant and child mortality, and
improved food security and nutrition
status among nutritionally vulnerable
populations in Central America and Panama.

Purpose:

To strengthen INCAP so that it may be
further A_1.D.

(Note: “sustainability"

sustainable without core
financial support.
defined

tiveness, viability

in terms of organizational effec-

(including financial),
PP Text.)

and relevance. See

Measures of Goal Achievement:

Infant/child mortality rates decline 25%
by Year 2000.

Nutritional status of poorest 25X of
Central Americans increases by 50X by
Year 2000.

(End of Project Status):

Financial, technical and managerial resour-
ces, adequate for institutional sustain-
ability through at least the Year 2000,

reasonably assured.

-PAHO records, 1991-2000;
-Government health statistics
-Food consumption surveys;
-Anthropometric standards;

-Evaluations.

EOP Evaluation: projections
through Year 2000 of (1) fi-
nancial streamflows; (2)
planning and managerial
strength; and (3) technical
strength, including computer

and laboratory facilities.

-No major health or agricul-
tural catastrophes;

and dis-

expand.

-CA food production
tribution systems

PAHO con-

decline;

-Member country and
tributions do not

-institutional will for change
maintained through Year 2000

-AlD competitive contracting
limitations with respect to
INCAP are either resolved or
do not significantly affect
INCAP financial sustaina-
bility.

Annex B

Logical Framework
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Logical Framework

INCAP Institutional Strengthening Project
(596-0169)

Narrative Summary Objectively verifiable Indicators Means of Verificetion Important Assumptions

QuTPUTS

1. Strategic Planning and Management Component: Strengthened Strategic Planning and Menagement Capsbilities.

Suboutputs:

A. Effective Strategic Planning and Manage- A. SPH system designed, institutionalized A.-Annual Work Plans
ment System (SPM) in place. end implemented, including annual oper- -Annual Reports
eting plans and a monitoring and evalua- -Mid-term Evaluation
tion system.

8. Effective Financial Management System B. FMS system designed, institutionalized 8.-Consultant Reports
(FMS) in place. end implemented that csn account for -Audits
e diversified funding mix and provide -Client Feedback Reports

timely accurate information regarding
financial resource allocation.

C. Effective Information Management System C. INS meeting scientific/technical as C.-Annual Reports
(IMS) in place. well as management and financial needs -Mid-term Evaluation
for organizing, accessing, analyzing
and communicating information.

Annex 8
Logical Framework

Page 2



Narrative Summary

Logical framework

INCAP Institutional Strengthening Project

(596-0169)

Objectively verifiable Indicators

Means of Verification

Important Assumptions

OUTPUTS (con’t):

2. Technical and Technology Transfer Component: Strengthened Technical and Technology Transfer Capabilities.

Suboutputs:

A. High quslity technical capabilities.

B. High quality technology transfer capa-
bilities.

C. INCAP laboratory capabilities upgraded.

D. Vitamin A capabilities upgraded and
and Vitmain A program expanded.

C.

0.

fFirst class technical capabilities in:
(1) food planning, economics

and surveillance; (2)

operations research; (3) applied anthro-
pology; (4) health/nutrition communica-
tions; (5) and breastfeeding and infant
feeding.

Trained and proficient staff in methods
of technology transfer; all country
teams trained in technology transfer by

1994.

Laboratory capabilities meet basic

institutional needs.

Regional Vitamin A strategy developed;
studies completed; programmatic and lab
capabilities upgraded; Vitamin A

service provision increased.

A.-Annual Reports
-Strategic plans
-Mid-term Evaluation
-EOP Evatuation

B.-Annual Reports
-Client Feedback Reports
-Training Records
-Mid-term Evaluation

C.-Annual Reports
-Mid-term Evaluation
-EOP Evaluation

D.-Strategies and studies
-Training records
-Annual Reports

-Service provision records

Annex B

Logical Framework
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togical 11 amework

(596 0169)

INCAP Institutional Strengthening Project

Narretive Summafy I Objectively Verifiable indicators Means of Verification ... lmportant Assumptions

QUTPUTS (concluded)

lupment Capabilities.

3. Financial Rescurces Development Component: Strengthened Financial Resourc

Suboutputs:
A. Effective FRD plans and strategies. A. FRD ptens and strategies developed to A.-Audits
increase revenue through progrem fund- -fFinanciatl Records
ing, constituent support (PAHO and mem- -Mid-term Evailustion
ber countries), and cost recovery inclu -EOP €valuation
ding sales of products and services.
6. Statf FRD capabilities improved. 8. Staff upgraded 1n market/demand analys)s 8. Training Records
and client-oriented needs assessments; -Employment Records
promotion, communicetions and marketing: -Client feeduack Reports
project development and negotistion; and -EOP Evaluation
tund raising and communications.
C. Need for and feasibility of establish- C. Endowment fund fesstbility analyses C.-Feasibility Analysis
ing an INCAP endowment fund fully completed and endowment tund -Stretegy Assessment
enalyred. strategies developed.

Annex B

togical Framework
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Logical Framework

INCAP Institutional Strengthening Project

(596-0169)

Narrative Summary Objectively Verifiable Indicators Means of verification Important Assumptions
INPUTS:

Expenditures: MACS Reports Appropriations follow

authorization. Authorization.

1. Institutional Support 1. 82,765,537
2. Short-term Technical Assistance 2. 457,000
3. Training 3. 288,500
4. Commodities 4 499,000
5. Evaluations 5. 90,000
6. Audits/FMRs 6 60,000
7. Contingency and Inflation 7 239,963
8. JNCAP Contribution 8 2,134,000
9. Add-Ons 9. 2,000,000

GRAND TOTAL

$ 8,534,000

Output Pricing (ROCAP Direct Costs)

Strategic Planning/Mgt. Component
Technical/Technotogy Transfer Component
(Vitamin A
(Other Technical Areas
Financial Resource Dev. Component
Non Component-Specific

GRAND TOTAL

s 677,000
2,469,750
400,000)
2,069,750)
602,500
652,750

4,400,000

Annex B
Logical Framework
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5C(2) =~ ASBISTANCE CEEICKLIST

Listed below are statutory criteria
applicable to the assistance resources
themselves, rather than to the eligibility of a
country to receive assistance. This section is
divided into three parts. Part A includes
criteria applicable to both Development
Assistance and Economic Support Fund resources.
Part B includes criteria applicable only to
Development Assistance resources. Part C

includes criteria applicable only to Economic
Support Funds.

CROSS REFERENCE: IS COUNTRY CHECKLIST UP TO
DATE?

A. CRITERIA APPLICABLE TO BOTH DEVELOPMENT
ASSISTANCE AND ECONOMIC SUPPORT FUNDS

1, Host Country Development Efforts
(FAA Sec. 601(a)): Information and
conclusions on whether assistance will
encourage efforts of the country to:
(a) increase the flow of international
trade; (b) foster private initiative and
cerpetition; (¢) encourage development and
use of cooperatives, credit unions, and
savings and loan associations;
(d} discourage monopolistic practices; (e)
irprove technical efficiency of industry,
agriculture, and commerce; and (f)
strengthen free labor unions.

2. U0.8. Private Trade and Investment
(FAA Sec. 601(b)): Information and
conclusions on how assistance will
encourage U.S. private trade and
investment abroad and encourage private
U.S. participation in foreign assistance
"programs (including use of private trade
channels and the services of U.S. private
enterprise).

INCAP's technical
efficiency will be
improved; otherwise
N/A.

The modest amount of
C.S5. techical assist-
ance to be presented in
the Project mav lead to
further-U.S. private
trade involvement

atter the Proect.



3. Congressional Notificatioen

a. General regquirement (Fy 1991 Congress has been
Appropriations Act Secs. 523 and 3591; properly notified.

FAA Sec. 634A): If money is to be
obligated for an activity not previously
justified to Congress, or for an amount in
excess of amount previously justified to
Congress, has Congress been properly
notified (unless the notification
requirement has been waived because of
substantial risk to human health or
welfare)?

b. Notice of nev account
obligation (FY 1991 Appropriations Act
Sec. 514): If funds are being obligated
under an appropriation account to which
they were not appropriated, has the
President consulted with and provided a
written justification to the House and
Senate Appropriations Committees and has
such obligation been subject to regular
notification procedures?

N/A

c. Cash transfers and N/A
nonproject sector assistance (FY 1991
Appropriations Act Sec. 575(b)(3)): If
funds are to be made available in the form
of cash transfer or nonproject sector
assistance, has the Congressional notice
included a detailed description of how the
funds will be used, with a discussion of
U.S. interests to be served and a
description of any economic poolicy
reforms to be promoted?

4. Engineering and rinancial Plans
(FAA Sec. 611(a)): Prior to an obligation
in excess of $500,000, will there be: (a)
engineering, financial or other plans

necessary to carry out the assistance; and
{b) a reasonably firm estimate of the cost
tc the U.S. of the assistance?
5. Legislative Action (FAA Sec. N/A

611(a)(2)): 1If legislative action is
required within recipient country with
respect to an obligation in excess of
$500,000, what is the basis for a
reasonable expectation that such action
will be completed in time to permit
orderly accomplishment of the purpose of
the assistance?

19
t
ro

Financial plans and
reasonably firm cost
estimates have been
prepared.



.6. Water Resources (FAA Sec. 611 (b);
FY 1991 Appropriations Act Sec. 501): 1If
project is for water or water-related land
resource construction, have benefits and
costs been computed to the extent
practicable in accordance with the
principles, standards, and procedures
established pursuant to the Water
Resources Planning Act (42 U.S.C. 1962, et
geg.)? (See A.I.D. Handbook 3 for
guidelines.)

7. Cash Transfer and Bector
Assistance (FY 1991 Appropriations Act
Sec. 575(b)): Will cash transfer or
nonproject sector assistance be maintained
in a separate account and not commingled
with other funds (unless such requirements
are waived by Congressional notice for
nonproject sector assistance)?

8. Capital assistance (FAA Sec.
611(e)): 1If project is capital assistance
(e.g., construction), and total U.S.
assistance for it will exceed $1 million,
has Mission Director certified and
Regional Assistant Administrator taken
into consideration the country's
capability to maintain and utilize the
project effectively?

9. Multiple Country Objectives (FAA
Sec. 601(a)): Information and conclusions
on whether projects will encourage efforts
of the country to: (a) increase the flow
of international trade; (b) foster private
initiative and competition; (c) encourage
development and use of cooperatives,
credit unions, and savings and loan
associations; (d) discourage monopolistic
practices; (e) improve technical
efficiency of industry, agriculture and

commerce; and (f) strengthen free labor
unions.

10. U.8. Private Trade (FAA Sec.
601(b)): 1Information and conclusions on
how project will encourage U.S. private
trade and investment abroad and encourage
private U.S. participation in foreign
assistance programs (including use of
private trade channels and the services of
U.S. private enterprise).

C-3

N/A

N/A

N/A

Over the long term
general nutrition
improvements enhance
the efficiency of
industry, agriculture,
and commerce.

The modest amount of U.S.
technical assistance to
be procured in the
Project mav lead to
future U.S. private

trade atter the

Project.



11. Llocal Currencies

a. Recipient Contributions INCAP's member
(FAA Secs. 612(b), 636(h)): Describe
steps taken to assure that, to the maximus
extent possible, the country is
contributing local currencies to meet the
cost of contractual and other services,
and foreign currencies owned by the U.S,
are utilized in lieu of dollars.

countries pav
dues--annual
local currency
contributions.

b. U.8.-Owned Currency (FAA N/
Sec. 612(d)): Does the U.S. own axcess N/
foreign currency of the country and, it
s0, what arrangements have been made for
its release?

Cc. B8eparate Account (FY 1991 N/A
Appropriations Act Sec. 575). 1t
assistance is furnished to a foreign
government under arrangements which result
in the generation of local currencies:

(1) Has A.I.D. (a)
required that local currencies be -—-
deposited in a separate account
established by the recipient governnment,
{b) entered into an agreement with that
gcvernment providing the amount of local
currencies to be generated and the terms
and conditions under which the currencies
so deposited may be utilized, and (c)
established by agreement the
responsibilities of A.I.D. and that
government to monitor and account for
deposits into and disbursements from the
separate account?

(2) Will such local -—
currencies, or an equivalent amount of
local currencies, be used only to carry
out the purposes of the DA or ESF chapters
of thre FAA (depending on which chapter is
the source of the assistance) or for the
administrative requirements of the United
States Government?

(3) Has A.I.D. taken all —
appropriate steps to ensure that the
equivalent of local currencies disbursed
from the separate account are used for the
agreed purposes?

(@]
{
.



(4) If assistance is
terminated to a country, vill any
unencumbered balances of funds remaining
in a separate account be dispcsed of for
purposes agreed to by the recipient
government and the United States
Government?

12. Trade Restrictions

a. B8urplus Commodities (FY 1991
Appropriations Act Sec. 521(a)): 1f
assistance is for the production of any
commodity for export, is the commodity
likely to be in surplus on world markets
at the time the resulting productive
capacity becomes operative, and is such
assistance likely to cause substantial
injury to U.S. producers of the sane,
similar or competing commodity?

b. Textiles (Lautenderg
Amendment) (FY 1991 Appropriations Act
Sec. 521(c)): Will the assistance (except
for programs in Caribbean Basin Initiative
countries under U.S. Tariff Schedule
"Section 807," which allows reduced
tariffs on articles assembled abroad from
U.S.-made corponents) be used directly to
procure feasibility studies,
prefeasibility studies, or project
profiles of potential investment in, or to
assist the establishment of facilities
specifically designed for, the marufacture
for export to the United States or to
third country markets in direct
competition with U.S. exports, of
textiles, apparel, footwear, handbags,
flat goods (such as vallets or coin purses
worn on the person), work gloves or
leather wearing apparel?

13. Tropical Porests (FY 1991
Appropriations Act Sec. 533(c)(3)): Will
funds be used for any program, project or
activity which would (a) result in any
significant loss of tropical forests, or
(b) involve industrial timber extraction
in primary tropical forest areas?

O
]
wn

N/A

No.

No.

\0°



14. Badel Accounting (FAA Sec.
121(d)): If a Sahel project, has a
determination been made that the host
government has an adequate system for
accounting for and contreolling receipt and
expenditure of project funds (either
dollars or local currency generated
therefrom)?

15. PVO Assistance

a. Auditing and registration
(EY. 1991 Appropriations Act Sec. $37): 1t
assistance is being made avajilable to a
PVO, has that organization provided upon
timely request any document, file, or
record necessary to the auditing
requirements of A.I.D., and is the PVO
registered with A.I.D.?

b. Funding sources (FY 1991
Appropriations Act, Title II, under
heading "Private and Voluntary
Organizations®™): 1If assistance is to be
made to a United States PVO (other than a
cooperative development organization),
does it obtain at least 20 percent of its
total annual funding for international
activities from sources other than the
United States Government?

16. Project Agresment Documentation
(State Authorization Sec. 139 (as
interpreted by conference report)): Has
confirmation of the date of signing of the
project agreement, including the amount
involved, been cabled to State L/T and
A.I.D. LEG within 60 days of the
agreement's entry into force with respect
to the United States, and has the full
text of the agreement been pouched to
those same offices? (See Handbook 3,
Appendix 6G for agreements covered by this
provision).

17. Metric System (Omnibus Trade and
Competitiveness Act of 1988 Sec. 5164, as
interpreted by conference report, amending
Metric Conversion Act of 1975 Sec. 2, and
as implemented through A.I.D. policy):
Does the assistance activity use the
metric system of measurement in its
procurements, grants, and other
business-related activities, except to the

c-6

N/A

N/a

Will be done.

INCAP uses the
metric svstem.



extent that such use is impractical or is
likely to cause significant inefficiencies
or loss of markets to United States firms?
Are bulk purchases usually to be made in
metric, and are components, subassenblies,
and semi-fabricated mpaterials to be
specified in metric units vhen
economically available and technically
adequate? Will A.I.D. specifications use
metric units of measure from the earliest
programmatic stages, and from the earliest
documentation of the assistance processes
{(for example, project papers) involving
quantifiable measurements (length, area,
volume, capacity, mass and weight),
through the implementation stage?

18. Women in Development (FY 1991
Arpropriations Act, Title II, under
heading "Women in Development™): Will
assistance be designed so that the
percentage of women participants will be
demonstrably increased?

19. Regional and Xultilateral
Assistance (FAA Sec. 209): 1Is assistance
more efficiently and effectively provided
through regional or multilateral
organizations? If so, why is assistance
not so provided? Information and
conclusions on whether assistance will
encourage developing countries to
cooperate in regional development
programs.

20. Adortions (FY 1991
Appropriations Act, Title II, under
heading "Population, DA," and Sec. 525):

a. Will assistance be made
available to any organization or program
which, as determined by the President,
supports or participates in the management
of a program of coercive abortion or
involuntary sterilization?

b. Will any funds be used to
lobby for abortion?

21. Cooperatives (FAA Sec. 111):
Will assistance help develop cooperatives,
especially by technical assistance, to
assist rural and urban poor to help
themselves toward a better life?

c-7

Nutrition is a
women-intensive sector,
and INCAP has numerous
female professionals.

INCAP is a regional
and multilateral
organization.

No.

No.



22. U.8.-0Ovned FYoreign Currencies

a. Use of currencies (FYAA Secs.
612(b), 636(h); FY 1991 Appropriations Act
Secs. 507, 509): Describe steps taken to
assure that, to the maximum extent
possible, foreign currencies owned by the
U.S. are utilized in lieu of dollars to

meet the cost of contractual and other
services.

b. Release of currencies (FAA
Sec. 612(d)): Does the U.S5. own excess
foreign currency of the country and, if
so, what arrangements have been made for
its release?

23. Procurenent

a. Bmall dbusiness (FAA Sec.
602(a)): Are there arrangements to permit
U.S. szall business to participate
eguitably in the furnishing of commodities
and services financed?

b. U.8. procurement (FAA Sec.
604 (a)): Will all procurement be from the
U.S. except as otherwise determined by the
President or determined under delegation
from him?

c. Marine insurance (FAA Sec.
604(d)): 1f the cooperating country
discriminates against marine insurance
companies authorized to do business in the
U.S., will commodities be insured in the
United States against marine risk with
such a company?

d. Non-U.8. agricultural
procurenent (FAA Sec. 604(e)): 1f
non-U.S. procurement of agricultural
comnodity or product thereof is to be
financed, is there provision against guch
procurement when the domestic price of
such commodity is less than parity?
{Exception where commodity financed could
not reasonably be procured in U.S.)

e. Construction or engineering
services (FAA Sec. 604(g)): Will
construction or engineering services be
procured from firms of advanced developing
countries which are otherwise eligible

C-8

N/A

No.

Yes,

Yes.

Yes.

N/A

N/A



under Code 941 and which have attained a
competitive capability in international
markets in one of these areas? (Exception
for those countries which receive direct
economic assistance under the FAA and
permit United States firms to compete for
construction or engineering services

financed from assistance programs of these
countries.)

f. Cargo prefersncs shipping
(FAA Sec. 603)): 1Is the shipping excluded
from compliance with the requirement in
section 901(b) of the Merchant Marine Act
of 1936, as amended, that at least
50 percent of the gross tonnage of
commodities (computed separately for dry
bulk carriers, dry cargo liners, and
tankers) financed shall be transported on
privately owned U.S. flag commercial
vessels to the extent such vessels are
available at fair and reasonable rates?

. Technical assistance
(FAA Sec. 621(a)): 1f technical
assistance is financed, will such
assistance be furnished by private
enterprise on a contract basis to the
fullest extent practicable? Will the
facilities and resources of other Federal
agencies be utilized, when they are
particularly suitable, not competitive
with private enterprise, and made
available without undue interference with
domestic programs?

h. U.8. air carriers
(International Air Transportation Fair
Competitive Practices Act, 1974): 1If air
transportation of persons or property is
financed on grant basis, will U.S.
carriers be used to the extent such
service is available?

i. Termination for convenience
of U.8. Government (FY 1991 Appropriations
Act Sec. 504): If the U.S. Government is
a party to a contract for procurement,
does the contract contain a provision
authorizing termination of such contract
for the convenience of the United States?

No.

Yes.

Yes.

Yes.



Consulting services

(FY 1991 Appropriations Act Sec. 524): If
assistance is for consulting service
through procurement contract pursuant to §
U.5.C. 3109, are contract expenditures a
matter of public recerd and available for
public inspectioen (unless othervise
provided by law or Executive order)?

X. MNetric conversioen
{Omnibus Trade and Competitivensss Act of
1988, as interpreted by conference report,
anending Metric Conversion Act of 1975
Sec. 2, and as implemented through A.I.D.
policy): Dces the assistance program use
the metric system of measurement in its
procurements, grants, and other
business~-related activities, except to the
extent that such use is impractical or is
likely to cause significant inefficiencies
or loss of markets to United States firms?
Are bulk purchases usually to be made in
metric, and are components, subassemblies,
and semi-fabricated materials to be
specified in metric units when
economically available and technically
adegquate? Will A.I1.D. specifications use
metric units of measure from the earliest
programmatic stages, and from the earliest
documentation of the assistance processes
(for example, project papers) involving
quantifiable measurements (length, area,
volume, capacity, mass and weight),
through the implementation stage?

1. Competitive Belection
Procedures (FAA Sec. 60l1(e)): Will the
assistance utilize competitive selection
procedures for the awarding of contracts,
except where applicable procurement rules
allow otherwise?

’ 24. Construction

a. Capital project (FAA Sec.
601(d)): 1If capital (e.g., construction)
project, will U.S. engineering and
professional services be used?

b. Construction contract (FAA
Sec. 611(c)): 1If contracts for
construction are to be financed, will they
be let on a competitive basis to maximum
extent practicable?

Yes.

INCAP uses the metric

System of measuremenc

in its scientific

and technical dealings

’

consistent with world

practice.

Yes.

N/A

N/A



c. Llarge projects,
Congressional approval (FAA Sec. 620(k)):
I1f for construction of productive
enterprise, will aggregate value of
assistance to be furnished by the U.S. not
exceed §$100 million (except for productive
enterprises in Egypt that vere described
in the Congressional Presentation), or

does assistance have the express approval
of Congress?

25. U.8. Audit Rights (FAA Sec.
301(d)): If fund is established solely by
U.S. contributions and administered by an
international organization, dces
Comptroller General have audit rights?

26. Communist Assistance (FAA Sec.
620(h). Do arrangements exist to insure
that United States foreign aid is not used
in a manner which, contrary to the best
interests of the United States, promotes
or assists the foreign aid projects or
activities of the Communist-bloc
countries?

27. Narcotics

a. Cash reimbursements (FAA
Sec. 483): Will arrangements preclude use
of financing to make reimbursements, in
the form of cash payments, to persons
whose illicit drug crops are eradicated?

b. Assistance to narcotics
traffickers (FAA Sec. 487): Will
arrangements take "all reascnable steps"”
to preclude use of financing to or through
individuals or entities which we know or
have reason to believe have either: (1)
been convicted of a violation of any law
or regulation of the United States or a
foreign country relating to narcotics (or
other controlled substances); or (2) been
an illicit trafficker in, or othervise
involved in the illicit trafficking of,
any such controlled substance?

N/A

Yes.

No.

Yes.

Yes.



28. Expropriation and Land Reforms
(FAA Sec. 620(g)): Will assistance
preclude use of financing to compensate
owners for expropriated or nationalized
property, except to compensate foreign
nationals in accordance vith a land reform
program certified by the President?

Yes.

29. Police and Prisons (FAA Sec. Yes.
660): Will assistance preclude use of
financing to provide training, advice, or
any financial support for police, prisons,
or other law enforcement forces, except
for narcotics programs?

30. CIA Activities (FAA Sec. 662): Hard to tell.
Will assistance preclude use of financing
for CIA activities?

31. Xotor Vehicles (FAA Sec.
636(i)): Will assistance preclude use of
financing for purchase, sale, long-term
lease, exchange or guaranty of the sale of
motor vehicles manufactured outside U.S.,
unless a waiver is obtained?

Yes.

32. Military Personnel (FY 1991 Yes.
Appropriations Act Sec. 503): Will
assistance preclude use of financing to
pay pensions, annuities, retirement pay,
or adjusted service compensation for prior
or current military personnel?

33. Payment of U.N. Assesszents (FY Yes.
1991 Appropriations Act Sec. 505): Will
assistance preclude use of financing to
pay U.N. assessments, arrearages or dues?

34, Multilateral Organjcatien Yes.
Lending (FY 1991 Appropriations Act Sec.
506): Will assistance preclude use of
financing to carry out provisions of FAA
sectién 209(4) (transfer of FAA funds to
prultilateral organizations for lending)?

35. ERxport of Nuclear Resources (FY Yes.
1991 Appropriations Act Sec. $10): Will
assistance preclude use of financing to
finance the export of nuclear equipment,
fuel, or technology?



36. Repression of Population (FY
1991 Appropriations Act Sec. 511): Will
assistance preclude use of financing for
the purpose of aiding the efforts of the
government of such country to repress the
legitimate rights of the population of
such country contrary to the Unjiversal
Declaration of Ruman Rights?

-~ 37. ©vPudblicity or Propoganda (FY 1991
Appropriations Act Sec. 516): Will
assistance be used for publicity or
propaganda purposes designed to support or
defeat legislation pending before
Congress, to influence in any way the
outcome of a political election in the
United States, or for any publicity or

propaganda purposes not authorized by
Congress?

38. Marine Insurance (FY 1991
Appropriations Act Sec. 563): Will any
A.1.D. contract and solicitation, and
subcontract entered into under such
contract, include a clause requiring that
U.S. marine insurance companies have a
fair opportunity to bid for marine
insurance when such insurance is necessary
or appropriate?

39. Exchange for Prohibited Aet (FY
1991 Appropriations Act Sec. 569): Will
any assistance be provided to any foreign
government (including any instrumentality
or agency thereof), foreign person, or
United States person in exchange for that
foreign government or person undertaking
any action which is, if carried out by the
United States Government, a United States
official or employee, expressly prohibited
by a provision of United States law?

Cc-13

N/A

Yes.

No.
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CRITERIA APPLICABLE TO DEVELOPMENT
ASSISTANCE ONLY

1. Agricultural Exports (Buapers
Azendment) (FY 1991 Appropriations Act
Sec. 521(b), as interpreted by conference
report for original enactment): 1If
assistance is for agricultural development
activities (specifically, any testing or
breeding feasibility study, variety
improvement or introduction, consultancy,
publication, conference, or training), are
such activities: (1) specifically and
principally designed to increase
agricultural exports by the host country
to a country other than the United States,
where the export would lead to direct
competition in that third country with
exports of a similar commodity grown or
produced in the United States, and can the
activities reasonably be expected to cause
substantial injury to U.S. exporters of a
similar agricultural commodity; or (2) in
support of research that is intended
primarily to benefit U.S. producers?

2. Tied Ald Credits (FY 1951
Appropriations Act, Title II, under
heading "Economic Support Fund"): Will DA
funds be used for tied aid credits?

3. Appropriate Technology (FAA Sec.
107): 1s special emphasis placed on use
of appropriate technology (defined as
relatively smaller, cost-saving,
labor-using technologies that are
generally most appropriate for the small
farms, small businesses, and small incomes
of the poor)?

4. Indigenous XNeeds and Resources
(FAA Sec. 281(b)): Describe extent to
which the activity recognizes the
particular needs, desires, and capacities
of the people of the country; utilizes the
country's intellectual resources to
encourage institutional development; and
supports civic education and training in
skills required for effective
participation in governmental and
political processes essential to
self-government.

N/A

N/a

N/A

The nutrition status
of Central America
is described in

the PP, most of the
TA provided bv this
Project will be
provided by Central
Americans.



S. Bconomic Development (FAA Sec.
101(a)): Does the activity give
reasonable promise of contributing to the
development of economic resources, or to
the increase of productive capacities and
self-sustaining economic growth?

Yes.

6. Bpecial Development Emphases (FAA
*Secs. 102(b), 113, 281(a)): Describe
extent to which activity will: (a) self-help effort
effectively involve the poor in by INCAP, an organi-
development by extending access to economy zation based on
at local level, increasing labor-intensive
production and the use of appropriate
technology, dispersing investment from
cities to small towns and rural areas, and
insuring wide participation of the poor in
the benefits of developwent on a sustained
basis, using appropriate U.S.
institutions; (b) encourage democratic
private and local governmental
institutions; (c) support the self-help
efforts of developing countries; (d)
promote the participation of women in the
national economies of developing countries
and the improvement of women's status; and
(e) utilize and encourage regional
cocoperation by developing countries.

This Project
includes a strong

regional cooperation.

7. Recipient Country Contribution Yes.
(FAA Secs. 110, 124(d)): Will the
recipient country provide at least 25
percent of the costs of the program,
project, or activity with respect to which
the assistance is to be furnished (or is
the latter cost-sharing requirement being
waived for a "relatively least developed”
country)?

8. Benefit to Poor Majority (FAA
Sec. 128(b)): If the activity attempts to
increase the institutional capabilities of
private organizations or the government of
the country, or if it attempts to
stimulate scientific and technological
research, has it been designed and will it
be monitored to ensure that the ultimate
beneficiaries are the poor majority?

Yes.



9. Abortions (PAA Sec. 104(f); FY
1991 Appropriations Act, Title II, under
heading "Population, DA," and Sec. 535):

a. Are any of the funds to be
uscd for the performance of abortions as a
method of family planning or to motivate

or coerce any person to practice
abortions?

b. Are any of the funds to be
used to pay for the performance of
involuntary sterilization as a method of
family planning or to coerce or provide
any financial incentive to any person to
undergo sterilizations?

c. Are any of the funds to be
made available to any organization or
program which, as determined by the

President, supports or participates in the
rmanagement of a program of coercive

abortion or involuntary sterilization?

d. Will funds be made available
only to voluntary family planning projects
which offer, either directly or through
referral to, or information about access
to, a broad range of family planning
rethods and services?

e. In awarding grants for
natural fanmily planning, will any
applicant be discriminated against because
of such applicant's religious or
conscientious commitment to offer only
natural family planning?

f. Are any of the funds to be
used to pay for any biomedical research
which relates, in whole or in part, to
methods of, or the performance of,
abortions or involuntary sterilization as
a means of family planning?

. Are any of the funds to be
made available to any organization if the
President certifies that the use of these
funds by such organization would violate
any of the above provisions related to
abortions and involuntary sterilization?

]
'
[y
[5)

No.

No.

No.

N/A

N/A

No.

No.



10. Contract Avards (FAA Sec.
601(e)): Will the project utilize
competitive selection procedures for the
avarding of contracts, except vhere
applicable procurement rules allow
othervise?

11. Disadvantaged Bnterprises (FY
1991 Appropriations Act Sec. 567): What
portion of the funds will be available
only for activities of economically and
socially disadvantaged enterprises,
historically black colleges and
universities, colleges and universities
having a student body in wvhich more than
40 percent of the students are Hispanic
Americans, and private and voluntary
crganizations which are controlled by
individuals who are black Americans,
Hispanic Americans, or Native Americans,
or wvho are economically or socially
disadvantaged (including wvomen)?

12. Biological Diversity (FAA Sec.
119(g): Will the agsistance: (a) support
training and education efforts which
improve the capacity of recipient
countries to prevent leoss of biological
diversity; (b) be provided under a
long-term agreement in vhich the recipient
country agrees to protect ecosystems or
other wildlife habjitats; (c¢) support
efforts to identify and survey ecosystems
in recipient countries worthy of
protection; or (d) by any direct or
indirect means significantly degrade
national parks or similar protected areas
or introduce exotic plants or animals into
such areas?

13. Tropical Yorests (FAA Sec. 118;
FY 1991 Appropriations Act Sec. 533(c)~-(e)
& (g)):

a. A.I.D. Regulation 16: Does
the assistance comply with the
environmental procedures set forth in
A.1.D. Regulation 16?

b. Conservation: Does the
assistance place a high priority on
conservation and sustainable management of
tropical forests? Specifically, does the
assistance, to the fullest extent

Cc-17

Yes.

Given the small
amount of U.S. TA
to be procured,
little if any, of "
these funds will go
to disadvantaged
enterprises.

N/A

N/A



feasible: (1) stress the importance of
conserving and sustainably managing forest
resources; (2) support activities which
offer employment and income alternatives
to those who otherwise would cause
destruction and loss of forests, and help
countries identify and implement
alternatives to colonizing forested areas;
(3) support training programs, educational
efforts, and the establishment or
strengthening of institutions to improve
forest management; (4) help end
destructive slash-and-burn agriculture by
supporting stable and productive farming
practice; (5) help conserve forests

which have not yet been degraded by
helping to increase production on lands
already cleared or degraded; (6) conserve
forested watersheds and rehabilitate those
which have been deforested; (7) support
training, research, and other actions
which lead to sustainable and more
environmentally sound practices for timber
harvesting, removal, and processing: (8)
support research to expand knowledge of
tropical forests and identify alternatives
which will prevent forest destruction,
loss, or degradation; (9) conserve
biological diversity in forest areas by
supporting efforts to identify, establish,
and maintain a representative network of
protected tropical forest ecosystems on a
worldwide basis, by making the
establishment of protected areas a
condition of support for activities
involving forest clearance or degradation,
and by helping to identify tropical forest
ecosystems and species in need of
protection and establish and maintain
appropriate protected areas; (10) seek to
increase the awareness of U.S. Government
agencies and other donors of the immediate
and long-term value of tropical forests;
(11) utilize the resources and abilities
of all relevant U.S. government agencies:
(12) be based upon careful analysis of the
alternatives available to achieve the best
sustainable use of the land:; and (13)

take full account of the environmental
impacts of the proposed activities on
biological diversity?



14. Bnergy (FY 1991 Appropriations
Act Sec. 533(c)): 1f assistance relates
to energy, will such assistance focus on:
(a) end-use energy efficiency, least-cost
energy planning, and renewvable energy
resources, and (b) the key countries where
assistance would have the greatest impact
on reducing emissions from greenhouse
gases?

15. Bub-S8abaran Africa Assistance
(FY 1991 Appropriations Act Sec. 562,
adding a new FAA chapter 10 (FAA Sec.
496)): 1If assistance will come from the
Sub-Saharan Africa DA account, is it: (a)
to be used to help the poor majority in
Sub-Saharan Africa through a process of
long-term development and economic growth
that is equitable, participatory,
environmentally sustainable, and
self-reliant; (b) to be used to promote
sustained economic growth, encourage
private sector development, promote
individual initiatives, and help to reduce
the role of central governments in areas
more appropriate for the private sector;
(c) being provided in accordance with the
policies contained in FAA section 102;
(d) being provided in close consultation
with African, United States and other PVOs
that have demonstrated effectiveness in
the promotion of local grassroots
activities on behalf of long-term
development in Sub-Saharan Africa;
(e) being used to promote reform of
sectoral economic policies, to support the
critical sector priorities of agricultural
production and natural resources, health,
voluntary family planning services,
education, and income generating
opportunities, to bring about appropriate
sectoral restructuring of the Sub-Saharan
African economies, to support reform in
public administration and finances and to
establish a favorable environment for
individual enterprise and self-sustaining
development, and to take into account, in
assisted policy reforms, the need to
protect vulnerable groups; (f) being used
to increase agricultural production in
ways that protect and restore the natural
resource base, especially food production,
to maintain and improve basic
transportation and communication networks,

c-19

N/A

N/A



to maintain and restore the renewabdble
natural resource base in ways that
increase agricultural production, to
improve health conditions wvith special
enphasis on meeting the health needs of
mothers and children, including the
establishment of self-sustaining primary
health care systems that give priority to
preventive care, to provide increased
access to voluntary family planning
services, to improve basic literacy and
mathematics especially to those outside
the formal educational system and to
improve primary education, and to develop
income-generating opportunities for the

unemployed and underemployed in urban and
rural areas?

16. Debt-for-Nature EBxchange (FAA
Sec. 463): If project will finance a
dett-for-nature exchange, describe how the
exchange will support protection of: (a)
the world's oceans and atmosphere, (b)
animal and plant species, and (c¢) parks
and reserves; or describe how the exchange
will promote: (d) natural resource
management, (e) local conservation
programs, (f) conservation training
programs, (g) public commitment to
conservation, (h) land and ecosysten
management, and (i) regenerative
approaches in farming, forestry, fishing,
and watershed manhagenment.

17. Deobligation/Recbligation
(FY 1391 Appropriations Act Sec. 515): 1If
decb/reob authority is sought to be
exercised in the provision of DA
assistance, are the funds being obligated
for the same general purpocse, and for
countries within the same region as
originally obligated, and have the House
and Senate Appropriations Committees been
properly notified?

18. Loans

a. Repayment capacity (FAA Sec.
122(b)): Information and conclusion on
capacity of the country to repay the loan
at a reasonable rate of interest.

C-20

N/A

N/A

N/a
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b. Leong-range plans (FAA Sec.
122(b)): Does the activity give
reasonable promise of assisting long-range
plans and programs designed to develop
economic resources and increase productive
capacities?

¢. Interest rate (FAA Sec.
122(b)): If development loan is repayable
in dollars, is interest rate at least 2
percent per annum during a grace period
which is not to exceed ten years, and at
least ) percent per annum thereafter?

d. Exports to United States
(FAA Sec. 620(d)): 1f assistance is for
any productive enterprise which will
compete with U.S. enterprises, is there an
agreement by the recipient country to
prevent export to the U.S. of more than 20
percent of the enterprise's annual
production during the life of the loan, or
has the requirement to enter into such an
agreement been waived by the President
because of a national security interest?

19. Development Objectives (FAA
Secs. 102(a), 111, 113, 281(a)): Extent
to which activity will: (1) effectively
involve the poor in development, by
expanding access to economy at local
level, increasing labor-intensive
production and the use of appropriate
technology, spreading investment out from
cities to small towns and rural areas, and
insuring wide participation of the poor in
the benefits of development on a sustained
basis, using the appropriate U.S.
institutions; (2) help develop
cooperatives, especially by technical
assistance, to assist rural and urban poor
to help themselves toward better life, and
otherwise encourage democratic private and
local governmental institutions; (3)
support the self-help efforts of
developing countries; (4) promote the
participation of women in the national
economies of developing countries and the
improvement of women's status; and (5)
utilize and encourage regional cooperation
by developing countries?

c-21

(Yes.)

N/A

N/A

This Project is to a
large extent an
exercise in self-
help by INCAP; it
has a high involve-
ment by women; and

is an instance of
regional cooperation.



20. Agriculture, Rural Development
and Nutrition, and Agricultural Research
(FAA Secs. 103 and 103A):

a. Rural poor and small
farzers: If assistance is being made
-available for agriculture, rural
development or nutrition, describe extent
to which activity is specifically designed
to increase productivity and income of
rural poor; or if assistance is being
made available for agricultural research,
fas account been taken of the needs ot
small farmers, and extensive use of field
testing to adapt basic research to local
conditions shall be made.

b. Nutritiom: Describe extent
to which assistance is used in
coordination with efforts carried out
under FAA Section 104 (Population and
Health) to help improve nutrition of the
people of developing countries through
encouragement of increased production of
crops with greater nutritional value;
improvement of planning, research, and
education with respect to nutrition,
particularly with reference to improvement
and expanded use of indigenously produced
focdstuffs; and the undertaking of pilot
or demonstration programs explicitly
addressing the problem of malnutrition of
poor and vulnerable people.

c. Yood security: Describe
extent to which activity increases
national food security by improving food
policies and management and by
strengthening national food reserves, with
particular concern for the needs of the
poor, through measures encouraging
domestic production, building national
foocd reserves, expanding available storage
facilities, reducing post harvest food
losses, and improving food distribution.

21. Population and Health (FAA Secs.
104(b) and (c)): 1If assistance is being
made available for population or health
activities, describe extent to which
activity emphasizes low-cost, integrated
delivery systems for health, nutrition and
family planning for the poorest people,
with particular attention to the needs of

(@]
[}
)
[

Improved nutrition
ieads to improved
productivicy, and

the long-term beneifits
of INCAP's work are
felt bv all social
levels.

INCAP is internationallv
respectiul for its work

in nutrition planning,
research and educaticn
and for use of

indigenous foodstutfs.

INCAP's work touches
on food policies and
management through
research, training,
and dissemination of
technical information.

INCAP has several
field sites testing
low—-cost deliverw

systems to the pocrest.



mothers and young children, using
paramedical and suxiliary medical
personnel, clinics and health posts,
commercial distribution systems, and other
modes of community outreach.

22. Bducation and Numan Resources
Development (FAA Sec. 105): If assistance
i{s being made available for education,
public administration, or human resource
development, describe (a) extent to which
activity strengthens nonformal education,
makes formal education more relevant,
especially for rural families and urban
poor, and strengthens management
capability of institutions enabling the
poor to participate in development; and
(b) extent to which assistance provides
advanced education and training of people
of developing countries in such
disciplines as are required for planning
and implementation of public and private
development activities.

23. Energy, Private Voluntary
Organizations, and Belected Development
Activities (FAA Sec. 106): 1If assistance
is being made available for energy,
private voluntary organizations, and
selected development problems, describe
extent to which activity is:

a. concerned with data
collection and analysis, the training of
skilled personnel, research on and
development of suitable energy sources,
and pilot projects to test new methods of
energy production; and facilitative of
research on and development and use of
small-scale, decentralized, renewable
energy sources for rural areas,
emphasizing development of energy
resources which are environmentally
acceptable and require minimum capital
investment;

b. concerned with technical
cooperation and development, especially
with U.S. private and voluntary, or
regional and international development,
organizations;

N/A

N/A

N/a



c. research into, and ‘ N/A
evaluation of, economic developument
processes and techniques;

d. reconstruction after natural N/
or manmade disaster and programs of N/A
disaster preparedness;

e. for special development N/A
problems, and to enable proper utilization
of infrastructure and related projects
funded with earlier U.S. assistance;

f. for urban development, N/A
especially small, labor-intensive
enterprises, marketing systems for small
producers, and financial or other
institutions to help urban poor
participate in economic and social
development.

24. B8ahel Development (FAA Secs. N/A
120-21). 1If assistance is being made
available for the Sahelian region,
describe: (a) extent to which there is
international coordination in planning and
implementation; participation and support
by African countries and organizations in
determining development priorities; and a
long-term, multidonor development plan
vhich calls for equitable burden-sharing
with other donors; (b) whether a
determination has been made that the host
government has an adegquate system for
accounting for and controlling receipt and
expenditure of projects funds (dollars or
local currency generated therefrom).
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INSTITUTO DE NUTRICION DE CENTRO AMERICA ¥ PANAMA

OFICINA SANITARIA PANAMERICANA
Oficing Regionai ce s
ORGANIZACION MUNDIAL DE LA SALUD

IN-IC-1J-91-018 31 de mayo de 1991

Licda. Irenemaree Castillo
Directora

ROCAP/AID

8a. Calle 7-86, Zona 9
Guatemala, Ciudad

Estimada Licenciada Castillo:

Como es de su conocimiento, el Instituto ha estado trabajando colaborativamente con
ROCAP/AID para elaborar una propuesta de Fortalecimiento Institucional, "INCAP
Institutional Support Project (IISP)".

Por este medio le solicito formalmente que dicha propuesta sea considerada por
ROCAP/AID para su financiamiento.

Agradeciendo su continuo apoyo me suscribo,

Atentamente,

w-
Hergan L. Delgado
Director

Calzads Roosevelt Zona 11 — Apartado Postal 1188 — Telfonos: 723762 ol 723767 — Cable: INCAP — Telex: 5886 INCAP, Fax 715658

Gustermaln, C. A.
-1
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APOYO INCAP AL PROYECTO DE FORTALECIMIENTO
INSTITUCIONAL 1992 - 1994

. PERSONAL

Afio 1
Afio 2
Afio 3

. COSTOS DE OPERACION

Afio 1
Afio 2
Afio 3

. EQUIPAMIENTO
Afio 1
Afio 2
Afio 3

. CAPACITACION

Afio 1
Afio 2
Afio 3

TOTAL

(En miles de USS)

400.0
400.0

60.0
65.0

30.0
20.0

15.0
12.0

1,175.0

185.0

70.0

37.0
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Financial Management Capabilities

Technical Capacity for Sustainability

Information Management for Sustainability

Strategic Marketing and Business Planning for Sustainability
Preliminary Survey, Foundation Funding Prospects

Analysis of INCAP Financial Sustainability



INSTANAL (jtr version #8, 5/31/91)
Annex E

IN8 IONA ADMIN TIVE ECHNICAL ANA 8

I. Introductory Summary

The INCAP Institutional Strengthening Project (IISP) is, by title
and design Purpose, a project to strengthen INCAP as an
institution so that it may be sustainable. Because of the close
interrelationship and interdependence of the institutional,
administrative, and technical features of the Project, a combined
analysis is contained in this Annex.

This analysis is undertaken in the context of the Project's
Purpose, which is:

"to strengthen INCAP so that it may be sustainable without
further A.I.D. core support."

"Sustainability" is defined in terms of organizational
effectiveness, viability (including financial), and relevance.

The institutional strengthening for INCAP's sustainability will
be undertaken with Project outputs in three major components:

1. Strategic planning and management capabilities
2. Technical and technology transfer capabilities
3. Financial resource development capabilities

These outputs are strategically linked to achieve the Project's
sustainability purpose by enabling INCAP to be an effective,
viable, and relevant institution addressing the nutrition, child
survival and food security needs of the Region.

The Sections of this Annex are organized as follows:

Concerning Project Purpose: Section II defines the

"sustainability" objectives of this Project, and elaborates
on the intention that sustainability be achieved by
supporting INCAP's capacity to be a "relevant, effective,
and viable" institution:;

Concerning Project Outputs: Sections III and IV analyze the
evolution of the current status of INCAP's capacities and

needs in the three focus areas or components to be covered
by the Project outputs;

Concerning Project Inputs: Section V identifies
institutional strengthening objectives through the IISP,

discussing the specific inputs to be financed through this



Project:; and

Projectjon of Project Impact: Section VI analyzes the
intended effect of the Project on INCAP's sustainability.

Separate studies were undertaken as part of Project preparation

to analyze different aspects of INCAP's management/systems needs
and institutional prospects for sustainability. These studies,

referenced more fully in the text, are appended hereto as

follows:
Attachment
Attachment
Attachment
Attachment
Attachment

Attachment

]
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Financial Management Capabilities
Technical Capacity for Sustainability
Information Management for Sustainability
Strategic Marketing and Business Planning
for Sustainability

Preliminary Survey, Foundation Funding
Prospects

Analysis of INCAP Financial Sustainability



II. Sustainability Objectives of the Project

A. Definjtion of "Sustainability"

INCAP sustainability is defined as follows:

"INCAP will be sustainable so long as its products and
services are sufficiently valued by financial supporters and
users of INCAP for them to continue supporting INCAP's
provision of additional products and services."

The essence of the IISP Project is therefore to enable INCAP to
link its technical program performance to its ability to secure
and manage its financial resources.

B. Definitions of "Relevant, Effective, and Vjable"

IISP will support improved management and systems at INCAP,
including improved capacity to identify and secure financial
resources. It will also provide support to strengthened
technical capacity in nutrition, child survival and food
security. These IISP outputs, taken together, are intended to
enable INCAP capacity to be a more relevant and effective
institution, and therefore to become more viable.

Thus, "sustainability" as used here implies "relevance",
"effectiveness", and "viability". These terms are in turn
defined for the purposes of the IISP Project as follows:

- "Relevance" is defined as INCAP's capacity to
promote the dissemination and use of science-
based information and technologies in areas
of high potential applicability and demand;

-- "Effectiveness" is defined as INCAP's
capacity to provide the products and services
within the scope of its institutional
mission; and

-- "viability" is defined as INCAP's financial
and managerial capacity to sustain a level of
staffing, facilities and activities
sufficient to provide the long-term stability
of a science-based institution.

The PROPAG and TRO Projects have made a contribution to
institutional strengthening of INCAP by their support of
increased technical capacity of the organization. However,
neither of these Projects has sought to address the issue of
sustainabjlity of INCAP. The two Projects will conclude in 1991
having assisted INCAP in proving its relevance and worth to the
Region but without enabling INCAP fully to sustain its

3



programmatic advances.

INCAP and ROCAP have actively collaborated in the design of this
proposed INCAP Institutional Strengthening Project. INCAP
understands, and ROCAP intends, that this Project will represent
the opportunity and means for INCAP to '"graduate" from its
financial dependence on ROCAP.

C. i jona acij R 1s] o) 's Sustajnabilit

Based upon the INCAP and ROCAP studies prior to IISP Project
design, and as elaborated during the design process, INCAP's
capacity to achieve and sustain the level of institutional
development required for long-term fulfillment of its Mission is
severely constrained by following conditions:

- There is a high degree of uncertainty as to
INCAP's continued accessibility to sufficient
financial resources; INCAP's funding over the
years has been predominantly from external
sources (PAHO and, particularly in the 1980s,
ROCAP) ; while INCAP does receive strong
program and even financial support from the
Health Ministries in the Region, Governments
in the Isthumus lack resources to meet even
the most pressing social needs (a condition
heightened in the near term by structural
adjustment programs) ;

-- While INCAP's program and outreach is
multisectoral (including health, agriculture,
education, economics, etc.), INCAP is
confined within its administrative and
governance structure only to the Health field
(PAHO and the Regional Ministers of Health),
thereby inhibiting somewhat INCAP's
multisectoral program aspirations and its
attainment of financial viability:1

-- INCAP does not yet have the organizational
and management systems and skills required
for it to function independently of the
administrative aegis of PAHO; in view of
INCAP's traditional dependence on AID or PAHO
funds, INCAP's management deficit extends to

' INCAP's current governance and non-AID financial

constituency is dominated by the Health field. Yet it has long
been recognized that nutrition, child survival, and certainly
food security require multi-sectoral approaches. (See, e.g.,
A.I.D.'s Policy Paper on Nutrition, (Handbook 1, II.C), May 1982.

4



organizational skills and systems required
(i) to develop and (ii) to implement
strategies for long-term financial viability,
including those required to secure and
administer a diversified funding portfolio:

There are some remaining gaps in INCAP's
technical capacity required to fulfill its
Mission, thereby limiting INCAP's
attractiveness to potential funders needed
for INCAP's long-term viability.



III. INCAP - Managing Institutional Change Over The Years

A. Background

INCAP was established in 1946 by an agreement between the Pan
American Sanitary Bureau (now the Pan American Health
Organization), the Kellogg Foundation, and the countries of the
region (Belize subsequently subscribing as a member country).

The ruling Executive Council is composed of delegates of each of
the CA/P countries, traditionally represented by each country's
Minister of Health, along with the Director of PAHO who serves as
the President of the Council, while the Director of INCAP serves
an ex ¢officio member. The Council meets annually in one of the
member countries to approve INCAP's budget, to receive and review
audit reports, and review and establish major policies.

The Institute is headquartered in Guatemala City and employs 320
persons of whom 90 are professionals, 151 are technical and
administrative support (including lab technicians, bookkeepers)
and 79 are general service and maintenance.

INCAP has its own, independent legal standing ("personeria
juridica"). Under the law of Guatemala and the region, INCAP is
classified neither as ''governmental" ("gubernamental") nor, in
the common usage of the term, a "non-governmental" ("no
gubernamental") organization. Rather, INCAP has the legal
standing of an International Public Organization ("Derecho
Internacional Publico"), separate and apart from the governments
or organizations that form its Executive Council. With its legal
standing, INCAP has capacity to enter into contracts and
agreements in its own name. Under INCAP's governing agreement
("Convenio Basico") with the member countries and PAHO, PAHO
serves as a legal representative for PAHO in major administrative
matters. PAHO undertakes this role, however, in the capacity as
agent for INCAP, with PAHO having no greater role in governance
of INCAP than afforded through its membership on INCAP's
Executive Council.

INCAP's purpose is to contribute to solving food and nutrition
problems in the region, encourage practical application of these
solutions, and strengthen the technical capabilities of the
Member countries to resolve their food and nutrition problenms.
INCAP seeks to increase the effectiveness and broaden the
transfer and application of technologies to address these
problems in the region. Studies conducted on nutritional status
and appropriate interventions have complemented other approaches
in dealing with nutritional problems, such as land distribution,
food fortification, complementary feeding, assistance to small
farmers, and improving rural income generation opportunities.

When initially established, INCAP received most of its support
from PAHO and its technical/professional staff were PAHO
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employees. Currently (1991), only the Director and
Administrative Officer are PAHO employees. In recent years PAHO
contributions have declined to approximately 18% of the
expenditures, while the Institute is responsible for generating
other needed revenues. Currently these are largely from ROCAP's
ORT and ProPag Projects.? INCAP and ROCAP both recognize that
funding diversification and increased financial self-reliance for
INCAP are essential for INCAP to continue to serve as a
critically needed resource for the region.

B. Organizatio e ver the Yea

In its 45 years of existence, there are perhaps three distinct
.stages or phases in INCAP's institutional evolution and growth.
The first covered some two decades (from the mid-40s through the
late~-60s), the second covered the 1970s, and the third covered
the 1980s. These three stages are described below to illustrate
how INCAP has evolved in response to changes in its external and
internal environments.

1. 1946-1969: An Extension of PAHO

For the first 23 years of its existence, INCAP was largely
supported by PAHO funds, which covered all staff expenses,
administative costs, and research activities. The Institute
focused its efforts on scientific research in the region relating
to food and nutrition. INCAP conducted national nutrition
surveys on dietary intake which influenced regional health
programs and policies. 1In the late 1960s, INCAP established the
first regional training program in nutrition. The Institute was
relatively independent of the external environment, i.e., the
health ministries and related institutions in the region.

The organization was functionally structured in its initial
years. Each project was independently managed and, due to the
nature and specialization of research, it created an
organizational culture with minimum contact with the region.
Experts performed their research in laboratories at the
headgquarters, with little work done in the field.

2. 1970 ~ 1979: Multj-Sectoral Activities

In the 1970s, INCAP reduced its dependency on PAHO, receiving
funds from other sources. This was as much a function of PAHO's
choice (and fund limitations) as an INCAP initiative for
independence. As a result of broadening of its funding

¢ ORT, or TRO: Control del Crecimeinto y Education en
Atencion Prima de Salue (ROCAP 596-0115); ProPAG: Proyecto de
Asistencia Tecnica para Programas de Alimentacion a Grupos (ROCAP
(596-0116) .



constituency, INCAP also broadened its activities to embrace a
more multi-causal and multi-sectoral approach to nutrition. Its
university-level training program was expanded to include other
areas of public health and food technology. At the same time,
the Central American health sector, through the INCAP member
country health ministries, became more involved in outreach
services in rural and marginally urban areas. These actions
contributed to redefinition of INCAP's role, and resulted in a
structural change: a horizontal organization that was arranged
by divisions. This implied differentiation of work
responsibilities and the introduction of new specializations.

3. 1980 - 1989: Adaptation and Application

In the 1980s, INCAP underwent major institutional changes,
including (a) a shift in focus from the more theoretical to more
practical applications of science-based nutrition technologies,
(b) adaptation of a more flexible matrix mode of organization and
operation, and (c) a conscious program of funding
diversification.

(a) INCAP's shift to practical applications

The social, political and economic changes begun in the 1970s
continued into the 1980s and influenced INCAP's role as a
regional institution in food and nutrition. INCAP's relationship
with member countries became more defined and more diverse with
many other sectors - health, labor, agriculture, education,
planning, and policy. There was a much greater emphasis on
developing programs that met with the practical needs and health
strategies of the member countries. Information and
dissemination and food security issues were added to INCAP's
existing function. Recent (1989) INCAP training activities
included 659 professional and technical personnel from member
countries for short-term courses, and 23 graduates from its
university-level program.

(b) Adoption of a matrix organizatjon form

In the 1980s, in furtherance of its shift to more practical
applications of its scientific knowledge, INCAP adopted and has
largely absorbed a matrix organizational form. This structure
for INCAP increases its ability to promote the interplay between
technical knowledge (INCAP's science) and application of that
knowledge (through applied research and coordinating units
promoting extension).

Thus, INCAP is organized into three functional or technical
divisions:

-- Agriculture and food sciences
-- Nutrition and health



-- Food and nutrition planning

At the same time, there are four cross-cutting coordinating
units:

- Human resources formation and development

-- Technical cooperation

-- Research

-- Information dissemination

Matrix organizations strive to (1) ensure the coordinated,
practical, focused attention that operational projects require
and (2) retain at the same time time the benefits of specialized
expertise and capabilities that functional departments provide.
Critical factors for an effective matrix organization include a
high level of employee acceptance and commitment, and strong
institutional mission and leadership. The matrix structure is
valuable for organizations such as INCAP engaged in multi-
disciplinary activities and interdependent tasks. However, since
employees in a matrix organization are responsible often to two
departments and two supervisors, management in such an
organizational structure is complex. If not managed properly, it
can create conflict, stress and increase administrative costs.

INCAP has had sufficient time and experience with its matrix form
to have achieved a reasonably high level of effectiveness under
the form.

(c) Funding Diversification

While the ORT and ProPag Projects have not been institutional
support projects as such, they have been the equivalent of
institutional support because they pertain to those programs and
services that are the very essence of INCAP. As intended in the
Projects, INCAP has over their course commenced an effort at
funding diversification. 1In 1988, ORT and ProPag constituted
some 40% of INCAP's total funding, and 60% of its restricted (or
so=-called "fiduciary" funding). By 1990, the corresponding
figures were reduced to 33.6% and 48.7%, and for 1991 they are
projected at 32.1% and 44.4%. (For more on INCAP's financial
resources, see below, Section VI.)

By 1990, INCAP's funding diversification included over 50
projects funded by the following:

-- Four other bilateral programs (Sweden, Switzerland,
France, Guatemala), representing 16 projects;

-— Seven Universities (Stanford U., U. of Minnesota, Baylo
U., Cornell U., Washington State U., IDRC/U. of
Manitoba, Hebrew U. of Jerusalem), representing 10
projects;




- Eight NGOs/Foundations (Population Council, American
Soy Bean Association, Asociacion Demografica El
Salvador, NESTEC, General Foods Foundation, COGAAT,
Firma F. Hoffman), representing 9 projects;

~- Two private organizations (Roche, Molecular
Biosystems), representing 2 projects; and

-- Four UN-related organizations (UNICEF, WHO, PAHO, and
Pan American Health and Education Fund), representing
15 projects.

In 1990, for the first time, INCAP's funding from non-AID
projects (35.4% of total funds) exceeded its funding from AID

projects (33.6%). (See Section VI.)

Changes in international economic development efforts resulted in
INCAP changing its organizational structure to adapt to the
changing external environment. INCAP's increased involvement in
technical cooperation reflected a greater relationship with
Central American health policies, and an adaptation and expansion
in its clientele. Although health problems of the region
remained a major focus, INCAPs work became more multi-functional
in nature, with linkages established to education, development
planning, labor, agriculture, science and technology, and NGOs.
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IV. INCAP's S egic A ach to Mana ut Change

Beginning in 1988 and running through 1989 and 1990, INCAP went
through a series of planning and strategy sessions to capture
lessons from the experiences of the prior decade and better
position themselves for the challenges and needs of the 1990s.
This was a conscious effort to define the Institute's future
goals and new perspectives, to take into account changes in
INCAP's internal and external environments. The effort was
embodied in a formal Strategic Planning exercise, which has had a
profound influence on INCAP's approach to and readiness for the
additional institutional strengthening activities proposed for
the IISP.

Over the past three years, INCAP has been significantly
influenced by the following realizations:

1. The funding of ROCAP (in TRO and PROPAG) as well as
other donors had oriented INCAP far more than before to
applied research activities. This had resulted in an
organization that was becoming heavily oriented along
project lines. It also produced an institutional
culture with somewhat isolated subdivisional
environments. INCAP's increasing experience with the
matrix form, with a structure aimed to meet strategic
program guidelines, should help the organization
address the variances in the different organizational
subdivisions.

2. Changes in INCAP's external environment -- particularly
interests and needs of INCAP's user institutions and
INCAP's funding support -- affected INCAP's network and
outreach strategies, and demonstrated need for new
linkages with the governmental and non-governmental,
public and private sector institutions that make up
INCAP's clientele or constituency.

3. Internal movements with INCAP, brought about by changes
in its external environment, influenced strategic
initiatives in technology transfer, decentralization,
and multi~-sectoral/multi~causal approaches to food and
nutrition problems.

These latter two factors -- changes in the external and internal
environments -- directly contributed to INCAP's commencement of a
strategic planning process which is to be furthered by the IISP.
Consideration of a formal strategic planning approach was
initiated informally at INCAP in 1988, through informal groups,
largely by personnel from the technical divisions. Later that
year, Dr. Angel (the previous INCAP Director) organized a three-
day meeting for all staff to discuss the future of INCAP. Groups
met formally and informally to discuss organizational changes and
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strategies, particularly decentralization and formation of member
country teams (the Grupos Tecnicos Basicos, or GTBs).

As a result of these discussions, three groups were formed in
1989 to begin to formulate INCAP's strategic plan. The three
groups were concerned with food and nutrition issues (Group 1 -
Situacion Alimentario Nutritional), social and political factors
affecting nutrition and food security (Group 2 - Entorno
Socioceconomico y Politico) and institutional and organizational
factors that would be addressed in adhering to a new strategy
(Group 3 - Estudio Institutional).

The groups received internal and external input for strategy
formulation. Group 1 used input provided by INCAP staff, while
Groups 2 and 3 received external assistance (CEPAL and ICAP).
Group 3 eventually increased in size to integrate the
recommendations produced by Groups 1 and 2. This last group then
became the core group for working on INCAP's strategic plan.

Four work groups, consisting of 26 persons, presented the draft
plan to external fellows and associates. In total, 80% of all
professionals at INCAP participated in the formulation of the
strategic plan. The draft of this document was completed in 1950
and was circulated to all professional staff for comments. The
plan yas then produced and distributed in final form in June
1990.

> INCAP. June 1990. INCAP Plan Estrategico, 1991-2000.
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v. IN 's C ci o) ustainabilit ugh S

It is intended that through this Project, INCAP will have (1) a
strategic planning system oriented to needs/demands: (2) a
strengthened technical capacity as called for by the strategic
plan, particularly technical capacity may relate to achievement
of INCAP's sustainability objectives, and 3) a financial
resources development system and capacity for sustainability.
These objectives are discussed in turn below.

A. Strateqic Planning and Management

As discussed above in Section IV, INCAP's Strategic Planning
System has been developed over the past two years through a
highly participatory process within INCAP and with close
collaboration and effective use of external consultations,
principally funded by ROCAP.“ 1In June 1990 INCAP published its
institutional Strategic Plan for the decade 1991-2000, and the
principal aims and elements of the IISP have drawn heavily upon
that Plan.

INCAP recognizes that in order to meet the sustainability
objectives of this Project, INCAP will regquire a fully functional
strategic planning process and system, to be reviewed and updated
at regqular intervals, including annual operational plans to give
specific content to the generalized directions of the strategic
plan. This will be an elaboration on INCAP's existing strategic
planning process. When refined, INCAP will be better able to set
institutional goals and priorities, define its core® staff and
facilities, and make program and budget decisions with reference
to a strateqgy and plan for reconciling INCAP's substantive
mission and its long-term financial viability.

Continuing the participatory and collaborative strategic planning
process used to date, and with assistance available through IISP,
INCAP intends to refine its strategic planning and management
capacity in the following respects:

“ INCAP's participatory processes and the projected
institutional development activities must be understood in the
context of INCAP's organization (like many major research
institution, science and technology groups) along matrix lines.
See, above, Section III.B concerning INCAP's matrix structure.

> For purposes of this Project, INCAP's "core" operations
will be understood in the terms of institutional "relevance",
"effectiveness", and "viability" as defined above on page 3. For
further discussion of INCAP's "core", see below, Section V.B.
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1. eqj i a Managemen tem

Strategic planning, as such, can better enable INCAP to balance
short-term needs and long-term needs and opportunities, managing
change over time in face of internal and external pressures and
in light of INCAP's mission and standards. INCAP will develop an
integrated program planning and budget system that will enable
it to set priorities and allocate resources (a) with reference to
the strategic plan and the findings of resource development
assessments, and (b) in light of the available and accessible
resources.

2. isca anagement System (FMS

Financial management and capacity at INCAP will be upgraded
through IISP to improve the organization's capacity for
stewardship and accountability of the diversified funding mix
required for sustainability. This includes cost controls and
integration of planning and budgeting systems.

Attachment E.1, a Price Waterhouse analysis prepared as part of
IISP design, discusses INCAP's financial management systems and
areas of improvement targeted by the Project. It should be noted
that in the opinion of Price Waterhouse, INCAP's financial
management systems and procedures are suitable for purposes of
its management of the IISP grant.

With IISP technical assistance, INCAP will establish financial
management and accounting policies and procedures suitable for
INCAP as an independent organization with a multiplicity of
funding sources. This calls for an efficient financial
management and accounting system and capacity as required for
administration and accountability of resources, and for informing
management on such matters as allocation of resources and
progress in implementing the financial resource development plan.
To this end, the financial management system will be integrated
with the management information system described in Subsection 3,
below.

INCAP's improved accounting system will include a capacity for
cost analysis sufficient to price INCAP products and services on
a cost-recovery or net-of-cost basis, and a capacity for
determining and justifying overhead charges (for A.I.D. and
others). An improved cost control system will be determined and
put in place, and will provide reports to management to enable
analysis of uses of restricted and unrestricted funds.

3. Information Management System (IMS)
Attachment E.2 is an analysis of information management system

capacities and needs with respect to INCAP's capacity for
sustainability. INCAP will, with technical assistance and
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capital equipment secured through IISP, design and establish the
management and other information systems determined necessary for
the various institutional development and strengthening
activities to be supported by the Project.

This activity will include information systems capacity in such
areas as financial management (e.g., timeliness, pertinence of
financial information as needed for INCAP management decisions),
analyses of national and regional food and nutrition states,
INCAP market assessments, technology information and transfer
systems, and information systems as required for INCAP's outreach
activities (including financial resource development). INCAP's
Information Management System will also link program evaluation
information not only to program supervision but also to market
development and promotion. INCAP will require an improved
monitoring/evaluation system to isolate and demonstrate the
impact of its products and services (see above).

INCAP will increase and improve its place within the networks of
science and technology institutions relevant to INCAP's areas of
work. Specific emphasis will be placed in this Project in
enabling INCAP to go on-line with computer-based science and
technology information networks and to develop a full CD-ROM
capacity. INCAP, with external assistance, will assess its own
needs and capacity including user training. INCAP will
participate in relevant fora to be aware of and connected to
state-of-the-art computer-based science and technology
information programs in the scope of INCAP's Mission and
Strategic Plan.

B. Technical and Technology Transfer Capabjlities

Attachment E.3 is a detailed analysis of the technical capacity
of INCAP to provide the services and products within its area of
mission and which are sufficiently valued by funders to
contribute to INCAP's sustainability. Over the course of IISP,
INCAP will continue to inventory and assess its professional
scientific and technical staff to determine whether there are
specific gaps in light of other changes such as decentralization,
increasing orientation to application of science-based
technologies, and the Financial Resource Development activities
described below.

Of the recent institutional changes at INCAP preceding IISP and
most likely to influence IISP results, INCAP's decentralization
initiatives must be cited. Based upon conclusions reached during
the strategic planning process in the late 1990s, INCAP in 1990
established operational country-level representation teams know
as "Grupos Technicos Basicos" (or "GTBs"). These are multi-
disciplinary teams intended to be (1) the principal instrument
for INCAP in transferring technology to the national and local
level, (2) the link between INCAP's science-based research and
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adapation and adoption of research findings, and (3) the means
whereby INCAP can more effectively know and be known by national
and local level users of INCAP's services and products.

INCAP's experience with the GTBs is scarcely more than one year
old, but the experience has confirmed to INCAP and to ROCAP that
the decentralization embodied in the GTB program is essential not
only to INCAP's service delivery (its technology transfer) but,
as well, to INCAP's capacity for program evaluation, for
demand/needs assessment, and thus for financial resource
development.

INCAP's processes for transfer of science and technology will be
reexamined and revised, as necessary, to integrate with INCAP's
attention to business development opportunities. This will
involve assessment of needs and opportunities for transfer of
technologies, and may include development of model technology
transfer packages, including appropriate contracting instruments
(with protection of INCAP's intellectual property rights, when
applicable) and pricing mechanisms.

c. Financial Resource Development Capabilities (FRD)

Attachment E.4 is an analysis of INCAP's current capacities and
recommended improvements in the areas of financial resource
development. In this connection, see also Section 9.3 of the
Project Paper and Annex G for a preliminary analysis of the
current and potential public and private sector "clients" of
INCAP. This "market" analysis helped in the determination of the
technical capacities (Section B, above) and financial resource
development skills required for INCAP to secure sustainability.

INCAP's institutional skills must be adequate for a multi-faceted
financial resource development program, including the following
elements. The IISP will enable INCAP to design and absorb a
financial resource development strategy and program with the
following principal elements:

1. Product/service-based resource development

This requires awareness of interests and demands of potential

users of INCAP's services and products, plus negotiating capacity
to secure opportunities to deliver the services and products at a
level of quality to retain high value by allocators of resources.

A systematic program will be required for sensitizing and
training INCAP staff in the art and practice of determining and
seizing business development opportunities for INCAP within the
framework of INCAP's program and Mission. There will be
assessments and identification within INCAP of those offices,
programs, and staff members relevant to INCAP's program-based
business development opportunities, and staff training and
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business promotion needs will be determined and met. Clear
policies and procedures for pricing and contracting of INCAP
business opportunities will need to be established.

2. INCAP "mission"-based resource development

This requires knowledge of donor interests in INCAP's services
and products plus communication and negotiation skills required
to generate financial support for INCAP activities. As discussed
above in Section III.B, INCAP has in recent years achieved some
measure of success in diversifying its funding base from
essential dependence upon A.I.D. and PAHO. However, INCAP does
not have a defined system, or organized staff structure, for an
aggressive and effective financial resource development program.

While the analyses of INCAP's sustainability planning (Attachment
E.4 to this Annex) and market potential (Annex G) suggest a
generally positive outlook for INCAP's resource development, it
would be deceptive to conclude that the task will be easy. For
example, a preliminary analysis of United States foundation
interests -- often a reasonably good barometer of the global
social agenda, both public and private sectors -- indicates a
relatively small range of interest in the areas covered by
INCAP's work. (See Attachment E.5)

3. Non-restricted resource development

This requires capacity to identify, secure, and exercise
stewardship over non-restricted funds, to supplement and balance
them with the restricted resources mentioned above, and thereby
give INCAP some measure of independence from donor imperatives
through self-financing. (This includes a capacity to secure funds
for an endowment fund, as discussed below.) Non-restricted fund
development requires refinement and improvement of INCAP's
current ability to draw upon the resources of constituent
organizations (e.g., PAHO and Regional Ministries of Health) for
long~-term commitments to INCAP's core operations (and/or
contributions to the proposed Endowment Fund). This will require
development of a specific strategy and plan for broadening
INCAP's general support constituency to include other
governmental sources without diminishing the interest and
commitments of organizations that have supported INCAP for over
four decades. This broadening of INCAP's financial constituency
would follow the increasingly multi-sectoral character of INCAP's
program.

4, Exploration of an endowment fund

(a) e o SP in e orin ndo ossibilities
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At its September 1990 Directors' meeting, INCAP determined that
its long-term financial stability included the need for an
endowment fund of a sufficient amount to ensure INCAP ability,
over time, to be able to ensure maintenance of essential staff
and essential programs -- as defined by INCAP's mission statement
-- in the face of possible gaps in donor interest.® As INCAP
goes to a more "market-oriented" approach for sustainability that
includes project-specific funding by donors such as USAID
Missions in the Region, INCAP will also need reserve funds

for audit disallowances which befall virtually all operational
organizations, however well managed.

The possibility of INCAP's active pursuit of endowment fund
prospects has been a part of the INCAP-ROCAP discussions in
connection with the IISP. INCAP has identified a number of
"potential" sources for endowment funding (although it must be
stressed that INCAP has not yet approached these sources in a
formal way for endowment support). Among these sources are the
following:

-- Member country contributions to endowment (including a
special contribution, over and above membership
contributions). Through agreement with PAHO, these
local currency endowment contributions could generate
hard currencies following the same procedures used with
member contributions. The dollars so generated might
be in an endowment fund managed by PAHO on INCAP's
behalf. Or they might be turned over by PAHO to
INCAP's independent endowment fund (which might be
managed by INCAP itself as a "fondo dotal" or,
possibly, established as an independent "fideicomiso").

- PAHO contribution to endowment.

- Channelling to the endowment of unrestricted funds
earned by INCAP through sales of services (generating
unrestricted revenues). This could include "fee"
assessments that could be included in costing
mechanisms for INCAP participation as a sub=-contractor.

¢ As pointed out in Section II.A, there is not necessarily

a full correlation between donor interest (with restricted funds)
and the family health objectives of INCAP's "mission." Global
experience confirms an undervaluation by resource allocators of
public sector areas such as health and nutrition (as with
education). Similarly, science-based institutions (including the
renowed international research centers) find themselves stretched
for long-term financial support for their long-term work.
Virtually all international research centers, and major national
centers, are aggressively seeking to establish endowment funds.
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-- Solicitation of direct endowment contributions from
sources other than PAHO and members. (A.I.D. policy
does not permit use of Development Assistance Fund for
endowment purposes. However, A.I.D. coverage of costs
normally allowable for DA money might displace use of
unrestricted funds which could then become available
for endowment purposes; there is precedent with the LAC
Bureau of A.I.D. for this "displacement" approach.)

-- Debt-swap transactions (either on a country-by-country
basis or, possibly, on a regional basis such as
currently being explored for natural resource
management purposes by regional authorities -- with
A.I.D. support through the centrally-funded
Environmental Planning and Management Project).
Funding sources possible for this might include the
World Bank and the Inter-American Development Bank
(both of which are actively considering such programs
in the region as a part of their "social dimensions of
adjustment" initiatives). A.I.D. funding for debt-
swaps for endowment purposes might also be possible,
including being channelled through U.S. NGO
instrumentalities increasingly used by A.I.D. for such
purposes (e.g., the Debt-for-Development Coalition, and
the Foundation for Private Assistance In International
Development (PAID)).

(b) Endowments In General

Since the concept of endowments is relatively new to the A.I.D.
development assistance process, and because it is viewed as both
strategically and financial important for INCAP's sustainability,
this analysis will here go a bit more into depth on
considerations and parameters for endowments in general. 1In the
following subsection (c¢), the analysis discusses A.I.D. and
endowments. These considerations will help guide in determining
the feasibilty and suitability of an endowment mechanism as part
of INCAP's strategy and program for sustainability.

1. An endowment, loosely defined, is the body of long-term
assets held by an individual, organization, or institution. 1In
the U.S., for example, the term "endowment" usually refers to
some form of trust or capital fund by which earnings are
generated in favor of a particular individual, cause, or

organization.

2. If the endowment is managed by someone or some body
other than the beneficiary, the endowment might more accurately
be referred to as a trust ("fideicomiso"). If, on the other

hand, the beneficiary manages the endowment itself, the endowment
is commonly called a capital fund (or, generally, a "fondo
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dotal").

3. Endowments are normally intended to be "irrevocable",
that is, the person(s) or donor(s) establishing the fund cannot
normally revoke the endowment unilaterally. By the same token,
the corpus or principal of the endowment is not be be invaded by
the beneficiary or diverted for purposes contrary to those
stipulated when the endowment was established (or the endowment
contribution was made). Safeguards established to protect the
corpus from invasion or diversion may be found in the instrument
establishing the endowment (e.g., a will or conditions attached
to a contribution), in legal codes, or in generally accepted
professional codes of conduct for banks, accountants, and lawyers
serving in trust capacities.’

4. The issue of control and assignment of responsjibility is of

utmost importance in endowment stewardship.

-- Most foundations divide the responsibility for (i)
investment of the corpus, and (ii) allocation of funds
generated by the endowment, into either two separate
organizations or separate departments of the same
organization.

-- When an organization manages its own endowment (as
a "fondo dotal"), overall responsibility for management
of the endowment is usually vested in a special
committee of the Board of Directors, i.e., an
investment committee or a finance committee. This
committee plays the key role in determining an
investment policy, selecting investment managers,
monitoring the performance of those managers, and
assisting in budget preparation and long-range
financial planning. Such a committee would be
appropriate for INCAP even if the actual management of
the endowment (e.g., execution of transactions,
selection from among investment choices within the
range of the organization's investment goals and
policies) is remitted to an independent "fideicomiso".

-- This responsible committee (perhaps with guidance
from an external endowment "oversight" committee)
should have responsibility for formulating policy
guidelines regarding asset allocation and income
generation, taking into account both expenditure
requirements and the growth of the endowment. It is

7 In Guatemala there is an adequate body of trust laws and
practices governing endowment arrangements, as well as
established professional standards of conduct governing fiduciary
relationships.
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probably best to require this basic committee's
approval (with subsequent Board ratification) of all
investment decisions.

-- One of the critical responsibilities of the
finance committee is likely to be the selection of a
professional manager to actually execute the
transactions pursuant to the general portfolio
investment strategy. This manager may be "in-house" or
external to the organization. Most literature on
endowment managment suggests that notwithstanding
endowment investment guidelines, the manager(s) should
be allowed discretion in his or her investment
choices.? As the size of the endowment corpus
increases or becomes more complex, the organization may
want to divide the portfolio among several
professionals. Since the corpus may be held in both
local and overseas investments, division among
portfolio managers is likely.

5. Endowment fund management strategies will be based upon
a number of conditions and variables. These will include the
following:

- The source and form of the resources obtained for
the endowment (whether USAID, Government, or other
donor) will in large part affect the organization's
flexibility in use of its endowment funds. In some
instances, specific conditions may be attached to the
use of endowment funds (either for investment or
program purposes). In addition, the form in which the
resources are obtained, primarily whether in hard or
local currency, will have a direct impact on the
investment opportunities available.

-- Endowment management strategies will also be based
ions and cash flow requjrements.

This includes the important variable of liquidity as

required for access to endowment earnings when needed.

6. There are certain organizational characteristics
typically required by a donor in considering contribution to an
organization's endowment fund:

8 Ssee the chapter on "Investment Strategies for Nonprofit
Organizations," in Connors, Tracy D., Nonprofit O jzation
Handbook, McGraw-Hill (New York 1988); and chapter on "Endowment
Policy and Management", in wWacht, Richard F., Fipnancial

Management In NonProfit Organizatjons, Georgia State University
(Atlanta 1984).
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-- The organization must be seen as warranting (in
terms of its program or mission) a more or less
"permanent" existence (certainly a few decades or
more) .

- The organization must have an acceptable level of
competence and reliability (a) of the trustees to
manage the endowment, and (b) of the organization's
management team and systems (including program
management), capital management, and fiscal controls;

- There must be clear and reliable safeguards
against dilution or diversion of endowment funds;

-- There must be some measure of assurance that the
endowment corpus will be protected (as far as possible)
from decapitalization through inflation or devaluation;
and

-- Usually, there must be some program and likelihood
of further endowment growth. This could be through
recapitalization of earnings as well as "external"
growth from other donor or other income sources.

7. An endowment strategy for INCAP should be an integral
part of a much broader financial strategy and plan. It is not
some disembodied grantsmanship tactic that operates as just
another revenue stream.

8. An institutional endowment should be an integral part
of an organization, both a symbol and source of its permanence,
for which the Trustees and management are assuming a higher level
of fiduciary responsibility than is usually the case for
fundraising efforts. 1In short, there must an unequivocal
organizational commitment to the endowment strategy and
implications.
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(c) Endowments and A.I.D.

1. A.I.D. has funded various forms of endowments over the
years,9 although use of appropriated dollars to establish
endowments has usually followed specific Congressional approval.
In the past four years, there has been a surge of interest by
A.I.D. and USAIDs in endowment funding, mostly with local

currencies (PL-480 and ESF), mostly in the LAC Region.

Most of the recent interest has centered on funding of non-
governmental foundations involved in agriculture research,
natural resource management, and education. (See "Terms of
Endowment", Gary Hanson, A.I.D./PPC/CDIE, June 1990.) In 1989-
1990, renewed interest in endowments has been shown in Africa
(e.g., USAID/Kenya, USAID/Malawi, USAID/Pretoria, USAID/Senegal)
and in Asia (e.g., USAID/Indonesia, USAID/Manila). Sectoral
interest has expanded to health/nutrition (e.g., ROCAP/Guatemala,
USAID/Ecuador), small enterprise promotion, and in the natural
resources/environmental fields. The impetus for this latter has
been the approval of use of debt-swaps approved under Section 462
of the Foreign Assistance Act, and Section 584 of the 1990
Appropriations Act. More recently (October 1990) was the passage
of the "Enterprise for the Americas Initiative" legislation, with
specific references to (and approval of) endowment mechanisms.

2. While A.I.D. has not yet set down guidelines for USAIDs
concerning endowment funding, there are certain common elements
in the endowment funds approved over the past several years:

-- The funds were established after
determination of acceptable levels of
competence and reliability (a) of the
trustees of the institution managing the
endownment, and (b) of the institution's
management team and systems, including
program management and fiscal controls;

-- Safeguards were established against dilution
or diversion of endowment funds; however,
these safeguards usually depend upon
operation of law (e.g., local laws concerning
trusts, or professional conduct) and do not
involve some right (by USAID or by the host
Government) to intervene in the management of
the endowment or to exercise reversionary

° A.I.D. has been instrumental in past years in establishing
endowment funds to support bi-national foundations to replace or
supplant direct A.I.D. programs in India, Israel, and Yugoslavia.
There have also been trust funds, called "endowments", such as
the USAID/Egypt fund to support the American University in Cairo.
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rights to the endowment funds;

-- While USAID does not involve itself directly
in endowment management, typically there is
some on-going USAID leverage through
concurrent grant funding (usually through the
first three to five years of the endowment):;

-- Usually there is a requirement of some level
of further endowment growth through matching
fund (or parallel endowment funding)
mechanisms;

-- Flexibility is allowed in endowment
administration (currency convertibility or
indexing) to try to avoid fund
decapitalization through inflation.

Bilateral experience with local currency
endowments in LAC (including some reported to
ROCAP in the USAIDs' comments on the IISP
Project Identification Document) shows the
vulnerability of local currency endowments to
both to inflation and to monetization
policies, including structural adjustment.

3. It is the position of A.I.D. through its General
Counsel that endowment funds can n_; be established with
appropriated dollars unless there is specific Congressional
authorization. This theory derives from theories of
Constitutional separation of powers: when Congress appropriates,
it establishes the Executive Branch agencies' level of spending:
the agencies are not supposed to "augment"'® the Congressional
appropriations by generating interest on approprigated funds;
"augmentation" is viewed as usurping the Congressional power of
the purse by circuitously exceeding the amount of funds Congress
has appropriated. Wwhile there are some disagreements among
Government attorneys as to the correctness of this
interpretation,' it is the prevailing view within A.I.D. at the

' The increased, or "augmented", revenues from interest on
an endowment fund (or any interest bearing account) are
considered by A.I.D.'s General Counsel as "miscellaneous
receipts" which must (under 31 U.S. Code Sec. 484) be paid over
into the General Fund of the U.S. Treasury.

" 31 U.S. Code Sec. 628 restricts use of appropriated funds
"to their intended purpose." Some argue that the intended
purpose of an endowment fund is to provide sustainability to a
development-related institution, and thus should be permitted.

A.I.D. General Counsel (and LAC General Counsel) do not subscribe

to this view.
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present.

VvIi. Financj ustai ilit ou

Attachment E.6 is an analysis of INCAP's financial sustainability
through the IISP Project.

While IISP is aimed primarily at increasing INCAP's capacity to
secure and manage financial resources from sources other than
AID, IISP will continue some support of technical staff and
personnel currently funded through TRCO and ProPag. This support
of core INCAP staff will be phased out over the course of IISP.

INCAP will be severely pressed to secure funds to replace those
currently available through TRO and ProPag. Based upon design
analyses and discussed in Attachment E.6, INCAP should be able to
secure alternative funding to replace the diminishing levels of
AID support over the next three years. In addition, the levels
of funding required to sustain INCAP as a viable institution
beyond the period of IISP funding appear to be attainable.
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Price Waterhouse “

June 3, 1991

Mr. Jeff Goodson

Projects Development Office (PDO)
ROCAP/Guatemala

Guatemala City

Dear Mr. Goodson:

INCAP Institutional Strengthening Pro,ject (IISP)
ROCAP/Guatemala Pro,ject No. 596-0169

We are pleased to submit herewith a summary of our
preliminary impressions on the diagnosis of INCAP’'s
present financial management and accounting systems and
procedures including the entity's operating manuals.

A. EVALUATION FINDINGS -

1. INCAP is presently engaged in redesigning its
financial systems, which were originally struc-
tured to comply with the Pan American Health
Organization (PAHO) specific requirements. The
results of our evaluation, however, indicate
that the systems' conceptual design and accoun-
ting structure are sufficient to process data
froa several donors and/or activities as well
as from different projects, with some adjust-
ments which will be dealt with in our final
report together with our more detailed recom-
mendations. The structure of the entity’s
financial statements is oriented towards a
disclosure accounting, as required by PAHO, a
presentation not necessarily based on the

application of generally accepted accounting
principles.

2. The adainistrative policies and procedures are
informally documented through memoranda and

isolated instructions which offer room for
improvement.
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The procedure related to billings to donors
(requests of expense reimbursements) and the
related specific requirements, as an example,
are not defined in writing and the functional
responsibility is discharged by one single
employee.

Projects are contracted and assigned on the
basis of the Annual Project Bud et (APB) mode,
but no specific control on the gode's general

data and financial and operating records is
maintained.

Because INCAP is a research institution, it has
not implemented a billings to third parties
system to cover the commercial services to be
eventually rendered as part of the entity’s new
emphasis on profitable activities.

INCAP has not implemented an internal audit
function to ensure compliance of approved
policies and procedures for a given project.

The entity's fixed assets are not accounted for
in the entity's own records and no specific

policy regarding depreciation has been esta-
blished.

The overhead computation system was established
in 1985 but no written procedures concerning
the matter have been prepared to date. Also,
INCAP's growth during the past five years has
been so noticeable that it warrants a revision

of its methods and/or procedures for allocating
overhead.

The entity’s financial reporting system does
not provide for a cash flow report because PAHO
has not requested it in the past.

The entity’'s current hardware configuration
appears adequate to satisfy present and future
management needs in the financial area. The
results of our evaluation indicate that the
entity's software seems capable of responding
to the users’ information needs, although there
exists a great deal of data not properly de-
fined because the user’s training cycle has not
yet been completed.
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On the other hand, the systems implementation
plans provide for the programs technical docu-
mentation which we believe will require more

time than the one originally eatimated for such
purposes.

RECOMMENDATIONS -~

We believe that prior to the IISP project implemen-
tation INCAP~should comply with the following:
[ 4

1 .

L

Design of a financial manual to encompass the
budget and accounting functions to respond to
the entity's present and future needs, in-
cluding those of the IISP. The design of the
manual would require that changes to esta-
blished procedures be submitted to PAHO-Wa-
shington for approval.

Design of an administrative procedures manual
to include all the policies and procedures
required to support the entity’'s financial and
administrative activities and to correct the
control weaknesses noted in the past.

Establish a revised overhead computation system
and submit it to the approval of ROCAP/Guatema-
la. This system, after ite approval as part of
the IISP grant agreement should also be ap-
plicable to future projects.

The following activities (4 to 6) are also consi-

dered necessary but could be performed during the
IISP implementation:

4.

Design a computer mode to facilitate the finan-
cial management control over all projects
undertaken by INCAP. This mode's design should
encompass general, statistical, budgetary and
accounting data.

Define the procedures to be applied once the

entity undertakes commercial and profitable
activities.

Define integral and complete training plans for
the information technology area, to cover
general computation aspects for the systems'
users, and also to train the area specialists
and employees to take full advantage of the
commercial software tools presently available
in the local market.



7. It is quite possible that the design and imple-
mentation of INCAP’s financial management
systems presently under way may reguire the
adoption of a proven systems development metho-
dology and more formal (complete) documenta-
tion, which in turn may require more time and
effort than originally budgeted. Therefore, it
is recommended that these additional regquire-
ments be included in the IISP grant budget.

The above summ®ary covers our preliminary evaluations,
which will be confirmed or adjusted upon submission of our
final draft report.

Yours very truly,

et B cavTs

Project Director
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INCAP INSTITUTIONAL STRENGTHENING PROJECT (IISP)
TECHNICAL ANALYSIS
I. SCOPE OF WORK

The terms of reference for this analysis were discussed with Mrs. Sandra
Callier, Health and Nutrition Advisor, and were established based on the

ROCAP/AID requirements for the preparation of the Project Paper.

The terms of reference are:

a) Evaluate INCAP's technical capacity in the areas of food and
nutrition and according with its responsibilities in the Central

American Region.

b) Determine the institutional strengths and weaknesses in the areas of

food and nutrition on the light of INCAP's responsibilities.

c) Define the areas or technical gaps which should be supported by the
IISP ROCAP/AID Project.

d) Determine the inputs--technical assistance, training activities,
economic support for staffing some priority areas, special studies to

be financed, which must be included in the IISP Project.

e) Work jointly with ROCAP/AID to complement the following chapters in
the Project Paper:

Bilateral USAID Priorities and Strategies
Scientific and Technical Capacity

Monitoring and Evaluation

II. ASSESSMENT METHODOLOGY

Methodology was centered in the revision of basic documents and interviews
with technical staff at INCAP and ROCAP/AID. Several meetings were held with
INCAP'S Director, Coordinators and Division Chiefs. These meetings included
technical reviews to determine the real capacity of INCAP in terms of
knowledge, technologies and methodologies to address food and nutrition
problems, and the identification of weaknesses in each one of the areas and
sub-areas, with the purpose to define the most appropriate inputs from

IISP/ROCAP Project.
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On the other hand, ROCAP/AID organized a series of meetings to review
analyses made by other consultants. A list of documents reviewed and staff

interviewed are included in Annexes I and II.

III. INCAP's BACKGROUND

The Institute of Nutrition for Central America and Panama (INCAP) is a
scientific-technological institution for Central American Integration, working
under the administration of the Pan American Health Organization (PAHO) and
the orientation of a Directive Board integrated by the Ministers of Health and
Social Assistance of its seven Member Countries (Belize, Guatemala, El

Salvador, Honduras, Costa Rica and Panama) and the PAHO/WHO Director.

Since its beginning in 1949, INCAP has been sought scientific and
operational answers to improve the food and nutrition status in its Member
Countries, and its activities for 1991-2000 are aimed to obtain, generate,
transfer and implement technological knowledge and resources to solve food and

nutrition problems found in the population.

INCAP carries out basic activities in research, technical cooperation,
human resource development and information and communications in the area of

food and nutrition.

INCAP has made a significant contribution to improving the health status
of the Central American population. Such improvements are confirmed by the
reduction of the prevalence of protein-energy malanutrition in children, the
reduction of infant and child morbidity and mortality, and other health
improvements mentioned in other papers related to this technical analysis

(IISP/PID Document).

INCAP has worked with many institutions to promote the above- mentioned
improvements: Ministries of Health, Agriculture and Education im Central
American Region, Universities, United Nations agencies specialized in health,
agriculture, science and technology and development, and many non-government

organizations.
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Historically, INCAP activities have received financial support from PAHO
and AID. AID/ROCAP has financed approximately 40% of the total budget for
INCAP during the last five years.

However, even though INCAP's scientific and technological evolution has
been very positive, it has had great difficulties with its financial support
and some weaknesses in the management and in some specific technological

areas, which are identified in this technical analysis.

Iv. BASIC CONCEPT OF INCAP'S TECHNICAL WORK (Figure 1)

INCAP has decided to organize its techmnical work during the decade of the
nineties around the concept of food and nutrition security (see Figure 1).
This is spelled out in its Strategic Plan for the Period 1992-2000 as well as
in other recent documents. Using the concept of food and nutrition security to
provide a common objective for a lot of different kinds of activities is a
useful step for the organization to take. There are some pitfalls, however,
that the institution needs to watch out for in the process of implementing

this strategy.

INCAP defines food and nutrition security as a "state in which all people
enjoy permanent access to food, in the quantity and quality needed for
adequate consumption and biological utilization, in order to guarantee them a
general state of well-being that is conducive to their development.” This
definition includes the two basic elements of food security that are in the
definition popularized by the World Bank, that is sufficient food must be
available in a country to ensure people an active and healthy life and people
must have the ability to acquire it. These two elements are also included in
the definition of food security used in the new U.S. Food Aid Legislation.
Unlike the definitions used by these two organizations, INCAP's definition
also includes specific reference to the biological utilization of food as an
important component of gquaranteeing people's well-being, which is not

surprising given the nature of its work.
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The model that INCAP is using to develop and organize its food and
nutrition security work is the "food and nutrition chain." By this it means
the sequence of events that occur in relation to food from the time of its
production, to its consumption and biological utilizationm. Included in this
concept are activities such as the post harvest handling of food; food storage
and conservation; food processing and preparation; food marketing and
distribution; and food consumption, with consumption including the biological
utilization of food and the effects of food on human health, productivity and

development.

a) Potential problems with the use of the concept

One problem that INCAP appears to be having in trying to use the
concept of the food and nutrition chain to orgamize its work is that it offers
encouragement to those among INCAP staff who believe that INCAP should have
activities underway in all areas along the chain. In other words, using the
concept of the food chain to organize its activities appears to make it more
difficult for INCAP to limit its activities to those areas along the chain
where other institutions are not working and where it has a comparative
advantage. This tendency can be dealt with by management as part of the
negotiations that should take place during the process of developing specific
bench marks for each year's activities. Prior to this, however, management
needs to implement a more thorough priority setting exercise in each of the

three technical areas.

V. ORGANIZATION OF INCAP

INCAP'S technical work is carried out through three Technical Divisions:

Food and Nutrition Plapning Division, Nutrition and Health Division and
Food and Agriculture Sciences Division. The first Division approaches the
problem of food security from a social sciences and multi-sectoral
perspective, the second from a health sciences perspective and the third from

a food sciences perspective.
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These units are complemented by four Coordination Units for the basic
functions of Research, Technical Cooperation, Development of Human Resources

and Information and Communication.

At country level, INCAP has organized Basic Technical Groups as a strategy
to descentralize INCAP, with the purpose to improve the benefits of technical

cooperation.

An Administrative Division and a Planning and Development Unit support
activities of research, training and technical cooperation. As Figure 2 shows,
INCAP has a matrix structure with the purpose to ensure, through
Coordinations, the inter-disciplinary participation, to promote the innovation
and creativity in the solution of problems, and to coordinate the technical

cooperation provided to Member countries.
vI. DIVISION OF FOOD AND NUTRITION PLANNING
a) Purpose
The stated purpose of this Division is to strengthen the capacity of
Member Countries to develop, implement and evaluate food and nutrition

policies, plans and projects, through the proper transference of knowledge,

strategies, methodologies and techniques.

b) Organization and staffing

The organizational structure of this Division has been undergoing a
revision process since September 1990. It includes a Chief, five sections and

multi-disciplinary groups formed to work with specific projects (Figure 3),

The organization of this Division is following a matrix model similar to

INCAP'S general structure.
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Sections integrating this Division are: Socio-economics and Food Culture;
Food and Nutrition Surveillance; Food and Nutrition Policies, Plans and
Programs; Development and Training of Human Resources in Food and Nutrition;

and Education and Communication to Population Groups.

If present reorganization is approved, section coordinators will have a
direct line of coordination with the Division Chief and with other Divisions
and Coordinations of INCAP and with Basic Technical Groups in Member

Countries.

This Division currently has 36 staff, 18 of which are professionals and 18
support staff. Disciplines represented include nutrition, dietetics, public
health, hygiene, education, communication Sciences, systems engineering,
sociology, anthropology., business administration, psychology and medicine

(Table 1).

It is very important to point out that seven professionals, (three in the
area of food and nutrition surveillance, one in planning and three in
education and communication) are paid by ROCAP/AID under the TRO and PROPAG
projects, which will terminate on November 30, 1991. Besides, other
professionals in Nutrition Education are being paid by the Government of

France under the Food and Nutrition Education Project.

C. Activities

This Division wundertakes social, economic and@ cultural studies
related with food and nutrition problems, carries out analysis and
disseminates information; develops methodologies for planning, implementation
and evaluation of food and nutrition interventions; supports the development
and training of human resources, designs and implements methodologies for
popular education, and designs and promotes institutionalization of systems of

food and nutrition surveillance.
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Through its work during several years in the Central American region,
this Division has developed the technical capacity for implementation of data
bases on aspects and factors relevant to the availability, access and
consumption of food and on the nutritional and health status of individuals

and populations at national, regional and local disaggregation levels.

With the support of ROCAP, this Division has implemented a project to
provide technical and administrative support to food aid programs in Central
America and Panama. This support includes assistance in planning and
coordination of national strategies and policies related to food aid:;
in-service training of officials in charge of programs; applied research
designed to improve food aid and the development of an information system on

food delivery and management logistics.

The staff of this Division also provided support to IFPRI omn a research
project designed to assess the impact of the development of non-traditional
agricultural exports in the Guatemalan highlands on the incomes, food
security, and nutrition of small-farm households. This work was completed,
and a follow-on research project with funding from the University of Wisconsin
is now underway. This latter project will look at many of the same issues
covered in the Cuatro Pinos project but with a different group of farmers. It
will also investigate the impact of non-traditional agricultural exports on
land holdings in the highlands, the distribution of resources within the
households and the impact on women's income and employment. Research is also
underway on food prices and their relationship to minimum wages in Central
America and Panama with the techmical support provided by a research associate

provided by ORSTOM.

Staff have also been working on the design and implementation of a
nutritional surveillance system for countries in the region and have done some
initial analyses assessing the effect of the structural adjustment programs
being undertaken by the countries in the region on the food and nutritional
status of their populations. Both topics are the subject of a proposal for

additional financing recently developed by the Division.,
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In the education area, INCAP has supported the preparation of natiomnal
food and nutrition education plans, training of personnel in education
methodologies and the provision and use of technical messages covering
specific food and nutritional topics: the promotion and support of organized

community participation; and the development of education methodologies.

da) Strengths and Weaknesses

This Division has been working for several years in a direct way
with Member Countries of INCAP and, therefore, has a group of experts who have
had close contacts with PAHO and local authorities. Five professionals in the
staff have been working with INCAP for more than 10 years, mainly in processes
of diagnoses and analyses of the food and nutrition situatiomns, planning,

development and training of human resources and popular education.

In the area of development and training of human resources, this Division
has performed an important 3job identifying deficiencies in knowledge and
skills regarding food and nutrition in the personnel of local, regional and

national levels of the education, agriculture and sectors.

Regarding popular education, it has developed several technologies and
methodologies which have been implemented in various <countries (achieving
different degrees of success), especially through the Food and Nutrition

Education Project supported by the French Government.

Table 2 shows the level of expertise of this Division, in each one of

the pertinent areas.

In terms of weaknesses, this Division, as well as others in INCAP has
shown a 1limited capacity for the transferring some technologies and

methodologies to Member Countries.

This is particularly true in processes for systematic analysis of the food
and nutrition situation, identification of institutional strengths and
weaknesses in each sector, estimates of ©political and economical

feasibility, and definition of plans and programs.



This also applies to the area of food and nutrition surveillance, where
technically well-known methodologies have been used, even though they are too
complex to be implemented in Member Countries. This affects the efficiency of
GTB's which have to design technical assistance based on the specific
problems of each country and the technical and economic resources available at

INCAP.

A major weakness for many years has been the lack of a strong economics
capability. This expertise is needed throughout the institution to help
understand why households and firms behave the way they do as well as to
assess whether new technologies and programs are cost effective. Understanding
household food consumption behavior requires the insights of an economist as
does identifying appropriate indicators for a food and  nutritional
surveillance system and providing realistic advice on food and autrition
policies and programs. Developing this capacity is also essential in the
event that INCAP wants to do further work on the effects of structural
adjustment on poor households in the region. INCAP's senior management is
aware of this weakness. And, in fact, the Institution has made a number of
attempts over the years to develop this capability beginning in the late
seventies with the addition of a systems analyst and a masters degree level
agricultural economist to its multi-sectoral nutrition plamning program. For
one reason or another, the people that INCAP has managed to hire have not
worked out. Sometimes it was Dbecause they were not really economists;
training in business administration or systems analysis is not really the same
as training in economics. In other cases their training was weak or not as
relevant as it should have been. 1In any event INCAP has not yet managed to
hire an economist with the ability to develop an effective program of research
and technical support in the Food and Nutrition Planning Division or to

integrate an economics dimension into the work of the other Divisions.

The person selected for this position needs to be well-trained in
economics and with sufficient experience to be able to provide the leadership
required to develop an effective research program (INCAP's plans to assess the

impacts of structural adjustment on the poor make sense if it concentrates on

\A
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assessing the impacts at the community and household level where it has a
comparative advantage and leaves the analyses of the impacts of macro and
sectoral policies on prices and national level income and employment variables
to other institutions with which it might collaborate such as IICA or IFRPI).
This person also has to have enough breadth and interpersonal skills to be
able to identify the other areas in which INCAP works that need to be viewed
from an economic perspective and to develop effective working relationships
with the professionals in these program areas. This means that the person
selected needs to be well-grounded in neo-classical micro- economics and have
considerable experience in applied economic research. Training in
agricultural economics would also be useful in that it would provide INCAP
with someone who could relate more easily to the agricultural institutions in
the region with which INCAP should be working more closely. The person
selected should also be willing and able to spend considerable time providing

on- the-job training for other INCAP staff.

INCAP's employment policies which favor hiring Central Americans and its
salary scale which is considerably below the level of comparable regional
institutions such as CATIE have made it difficult to hire qualified economists
in the past., INCAP has submitted a proposal to PAHO for approval which would
raise the salary scale to levels approaching that of CATIE and would establish
separate career paths for scientific, technical and administrative personnel.
If approved, this should make it easier for INCAP to attract well-trained

economists in the future.

INCAP still has the reputation of being the main source of expertise on
the food consumption patterns in Central America and on the social and
cultural aspects of the food behavior of the Central American population.
INCAP is looked to as the source of information on these topics. It is also
looked to as a source of guidance on how to collect additional information on
these topics and has often been contracted with to assist with the design and

implementation of community and household surveys to include such informationm.

O
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The demand for INCAP's services in this latter area, in particular, is
likely to grow if INCAP can develop some cost effective methods for assessing
the effects of policy reforms on the people in the region. AID, given its
interests in development that is broad-based and involves the historically
disadvantaged, should be particularly interested in the availability of cost
effective methods for assessing changes in the incomes (estimating the
expenditures made by poor households usually provides a better measure of
their income than attempting to measure income directly) and employment of
poor households. The development of rapid appraisal techniques that could be
used to assess the effects of program and project interventions on households
as part of an evaluation process is another area in which demand is likely to

grow.

In reality, however, staff capabilities in this area of expertise are much
weaker now than a decade ago. And if steps are not taken soon, INCAP could
lose its preeminence in this area completely, even though it is hard to
visualize an institution with INCAP's objectives not having strong

capabilities in this area.

e) Recommendations

To solve problems in the methodology for the systematic analysis of
food and nutrition status in the population, improve the process of
identification of institutional strengths and weaknesses in Member Countries
to address existing problems and define policies, plans and programs, it is
recommended that technical assistance be provided by an expert with a broad
experience in strategic planning applied to food and nutrition problems.
Through this technical assistance, existing methodologies on food and
nutrition planning and surveillance can be readjusted and strategies
identified for implementation in Member countries through GTB's, who would be

trained in its proper utilization.



The project should fund the costs of an agricultural economist who would
have a function as a research associate over the life-of- the-project. INCAP
needs a senior agricultural economist on board as soon as possible in order to
have sufficient time to develop a program and to provide some on-the-job

training for junior staff.

If INCAP is restricted to current salary levels, it may be unable to
attract a high calibre economist; it may be preferable in this case, to hire

the economist through the project and not directly by INCAP.

INCAP should be encouraged to hire a junior economist to work with the
senior agricultural economist (The junior economist should have a good basic
training in micro-economics, not necessarily agricultural economics, some
knowledge of applied economics research and be likely to consider making his
or her career with the institution). One economist is not sufficient to
provide the critical mass needed in this important area. Furthermore, this
person would then be available for the INCAP staff member, who is currently
enrolled in a Ph.D program in agricultural economics at Mississippi State

University, to work with when he returns.

INCAP should also be encouraged to hire two Jjunior to mid- level
professionals to work on issues related to household food consumption behavior
and surveys of household incomes and expenditures and food consumption. If
this step is taken, project funds should be made available for in-service
training for these individuals. Funds should also be made available for INCAP
to use to acquire some short-term technical advisory services in this
important area. More specifically, INCAP would use these funds to obtain
guidance on how best to up-grade its expertise in this area and to help design
a strategy for developing and testing new indicators and data collection

methods.

Finally, the Project should provide funds to hire an expert in food

surveillance and other one in programs of food assistance/ The present



technical capacity at INCAP lies in two professionals paid throught the
ROCAP/PROPAG project, which is terminating in November 30, 1991. If INCAP
cannot find the necessary resources to cover these salaries, it would not be
able to assist Member Countries in a period in which the food assistance
programs are increasing due to the econmomic crisis and structural adjustments

which Member Countries are presently living.

VII. HEALTH AND NUTRITION DIVISION

a) Purpose

The stated purpose for this Division is to assist Member Countries in the
reduction of prevalence of the main health and nutrition problems, through
the improvement of the gquality and efficiency of health services in the areas

of nutrition and mother and child care.

This includes basic and applied research, development and training of
human resources and transference of technology for the organization and

delivery of health and nutrition services.

b) Structure and staffing

The Health and Nutrition Division includes a Chief and four sectioas,
participating through a matrix scheme in seven specific areas of work. The

Division structure is in Figure 4.

This Division currently has 127 staff members 30 of which are
professionals, 23 technical and 74 field and office support staff. Six
professionals have a Ph.D., nine an M.S. and MPH and 15 have a degree in

nutrition. Table No. 3.



c) Activities

The main areas of work ( Table ¢) of this Division are related with:
-Nutrition, infection and immunology

-Metabolism and clinical nutrition

-Nutritional Biochemistry

-Nutritional anthropology and epidemiology

-Development of health and nutrition care systems, including
nutritional surveillance

-Applied research

During its life time, INCAP has done excellent work in the various areas
of human nutrition. This includes studies carried out to determine
nutritional problems; the design and test of methodologies to address their
solution; the training of human resources for health services for Central

American and other countries in Latin America.

INCAP has made a great contribution to help reduce the prevalence of
protein-energy malnutrition and specific nutritional deficiencies such as
iodine, vitamin A, and iron. Research activities have also had a positive
impact on the orientation and management of treatment of diarrhea and
respiratory infectious diseases, and have been useful in the planning and
implementation of national strategies and child survival plans, including

immunization programs.

In addition, INCAP's work in the area of human nutrition has been
supported by prestigious foreign donors, including many U.S. universities and

Latin American teaching and research institutions.

Joint projects involving collaboration with other highly respected
scientific groups has been a constant at INCAP. A number of candidates for
university degrees (Master or Ph.D. degrees) in human nutrition and similar

areas have done their thesis and research studies at INCAP.



The Pan American Health Organization (PAHO), --INCAP's main supporter--

recognized its significant technical <capacity in maternal and child health

care. Beginning this year, INCAP will be directly responsible for the
provision of technical cooperation services in these areas in Member
Countries. PAHO/WHO will not hire advisors instead, will transfer this

responsibility to INCAP.

With the support of the TRO/ROCAP/AID and other donors, this Division has
carried out many analyses and research studies in the areas of food and
breastfeeding. For example, clinical tests to measure efficient and safe
feeding methods using whole or diluted milk, and the development of vegetal

blends for the management of acute diarrhea.

In case of persistent or chromic diarrhea, evaluations have been made on
the use of antibiotics and on management of diarrhea with locally accepted

common foods.

With respect to breastfeeding mothers, the effect of food supplements in
malnourished mothers has been studied. Also, the impact of intestinal

infections in levels of antibodies on breast milk production.

Studies have also been carried out to determine diseases and factors

affecting the nutritional status of general population. For example, the

fecal contamination of water and food ingested, the behavior of people being
treated for diarrhea in communities with piped water has been assessed in
relation to the incidence of diarrhea. Also, studies have been carried out
on the effect of malnutrition during early stages of life on the status of

health during adolescence and adulthood.

Many interventions or operations research projects have been or are being
carried out by this Division. For example: using a prenatal risk approach to

increase efficiency of health services; reducing of intra-partum, neonatal and



post natal mortality through a program to retrain midwives and the
improvement of services provided by health technicians at the rural level in

Guatemala.

These are just a few examples of a long list of activities performed by

this Division.

da) Strengths and weaknesses

As it has bheen previously indicated, this Division is the technical
unit of INCAP best equipped for the transference of technology to Member

Countries.

Lately, as result of ROCAP projects (TRO/PROPAG), INCAP has been able to
study, test, transfer and evaluate technical knowledge, methodology, and
guides related to oral rehydration: management and treatment of ARI: growth

monitoring and development; and immunization interventions.

INCAP's technical services are in high demand by Member Countries and by
PAHO, mainly because it represents a source of knowledge on breastfeeding,
pre-natal and peri-natal care, factors of risk, methods to identify groups of
higher risk to be benefited by programs of <child survival, primary care and

maternal and child health.

In the area of infectious diseases, it has become a reference center in
Central America for the diagnosis of poliomielieties and the control of
quality of some vaccinatioams. This function is basic to epidemiological
surveillance systems in various Ministries of Health and for the monitoring

and evaluating vaccination interventions for mothers and children,

Through its laboratory activities in Biochemistry, INCAP performs the
necessary tests to control and monitor programs of fortification of salt with

iodine and sugar with vitamin A and expects to reinitiate activities with



respect to iron. INCAP provides Member Countries, with services for the
collection of blood samples and other human fluids to measure the effects of
specific nutrient fortification. With the exception of Costa Rica and,
occasionally Panama, some times, Member Countries do not have the laboratory
equipment necessary to determine certain human levels of specific nutrients
and to evaluate the real impact of interventions. Therefore, the bio-chemical
laboratory at INCAP represents a techanological service capacity needed by

countries in the Central American region.

In training of human resources in Member Countries, INCAP has a great
capability in tutorial and short and long-term training courses in the areas
of clinical nutrition; nutrition in public health; anthropology applied to

health: breastfeeding, etc.

In terms of this Division's weaknesses, it is important to mention that

there are certain areas which need to be improved; these are:

a) Physiological tests on iron, It is important to mention that
nutritional anemias, specially due to the deficiency of iron, are affecting

1/4 of the Central American population.

b) Analysis of carotenoids to identify substances that are
precursors of Vitamine A. Their determination and metabolism should be

studied in order to better fortified foods with vitamine A.

c) Analysis of amino-acids. There are new methods to determine
these chemical compounds present in proteins and which determine their
biological wvalue. This knowledge <can help improve programs to combat

protein-energy malnutrition and related nutritional deficiencies.

4) Management of radioactive isotopes. INCAP needs to update its

technical capacity related to iodine, iron and other minerals.



e) e) Quality Control in laboratories. This area is very
important for INCAP as it has become a Reference Center for diagnosis of
poliomielieties and other infectious diseases and for fortification of foods

programs in Central America.

Previous needs for training were determined by a very careful analysis

done by the staff in this Division.

Other areas of some weaknesses include those related to analyzing
qualitative data for applied programs in health and nutrition and for the
operations testing of new models for the delivery of health and nutrition

services.

As indicated by several INCAP's staff members, techrnical cooperation
services sometimes are not successful because inadequate methods for the
technology transference. These could be resolved through appropriate applied
and operational research. INCAP requires technical assistance and short-term
training in this area. Interviews carried out with staff in this Division,
identified weakness in the ability to program cost and services or

technologies which can be transferred.

INCAP needs to improve staff attitude and expertise in this area. INCAP's
limited successes in transferring techmology in the area of nautrition and
health is often because cost and financial feasibility has not been

adequately considered.

As previously indicated, the quality and efficiency of INCAP's work
depends on its laboratories. However, the status of the equipment is getting

worse every day: many instruments are slow, obsolete or about to break down.

Therefore, the purchase of certain minimum and basic eguipment is
necessary to support activities for eradication of  Thypovitaminosis A and

substance precursors. Annex III shows a detailed list of equipment needed.



Finally, as in other Divisions, there are five (5) professionals and four
technicians and auxiliaries in the Biochemistry laboratory who are being paid

with funds provided by the TRO/ROCAP Project, ending on november 30, 1991.

If no other financial source is found to cover the salaries of personnel
in the areas of biochemistry laboratory, operational research, anthropology,
and program management in health and nutrition and mother and child health,

INCAP would be losing its techmical capacity in the above-mentioned areas.

Table 5 shows the level of expertise of this Division, im each one of the

pertinent areas.

e) Recommendations

Based on the previous analysis, IISP/Project should provide financial

support in the following areas:

- Training should be provided, through short and tutorial courses,
preferably in the United States, on the physiological aspects of
iron, in the areas of amino-acids and carotenoids analysis;
management of radiocactive isotopes:; operations research, methodology
of qualitative data analysis in health and nutrition program, and

methods for estimating costs of programs and services.

- Provide assistance to determine areas for operations research and

formulation of projects related to iron.

- Support the purchase of equipment for the biochemistry laboratory in

the food area as included in Annex III.

Wi
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VIII. AGRICULTURAL SCIENCES DIVISION

a) Purpose -- The stated purpose of this Division is to contribute
to food and nutrition security by improving the availability, access and
consumption of high quality foods through improvements ipn the production,

storage, processing, transport and consumption of food.

b) Structure and staff
This Division consists of a Chief and six technical sections:
Food Chemistry and Biochemistry
Nutritional Technology
Agricultural Technology
Food Technology
. Transference of Technology

. Industrial microbiology (Figure 5)

Other resources available to and managed by the Division include: (1) an
experimental farm which it uses to develop and test different production
techniques, (2) a pilot plant which it uses to develop new food technologies,
(3) an analytical laboratory which it uses for analyzing the chemical and
nutrient composition of foods and for testing food quality; and (4) an animal
lab which it uses to test the nutritional gquality and biological utilization
of foods on apimals. In 1989, the Division had a budget of a little over
U.S.8 599,000. Outside sources of project funding have included UNDP, AID,
Washington State University, United Nations University, Nestle, the American
Soybean Association, Kellogg Foundation. Over time, INCAP has collaborated
with other food technology institutes in the region, including CENTA in El
Salvador, CITA in Costa Rica, and the University of Leon in Nicaragua. INCAP
staff have also collaborated with agricultural research institutes in the LAC
region including ICTA and CATIE (activities are currently underway) aand CIAT
and CIMMYT.

\P



The Division currently has 53 staff members, of which 17 are

professionals, 17 technical, and 19 support staff (Table 6).

c) Activities

Division works in five major areas: (1) food production, (2) food
processing, (3) the biological utilization of food, (4) the chemical and
nutrient composition of foods and (5) technology transfer. Most of the work
of the Division has been focussed on the basic foods -- basic grains, legumes,
fruits and vegetables -- with some additional attention devoted to expanding
the use of agricultural and agro-industrial by-products and animal nutrition.
Current areas of interest include: integrated animal production systems;
systems for reducing post harvest losses; improved utilization of indigenous
foods; improved utilization of agricultural and agro-industrial by-products:
development of foods with higher nutritional qualities; food fortification and
food enrichment; the use of bio-technology in the production and processing of
foods with higher  nutritional qualities; development of technologies
appropriate for the conservation of foods in the household; the development of
improved systems for storing, conserving and preparing foods at the household
level; improving the nutritional quality of diets at the community and
household level; developing additional data on the nutrient composition of
foods; and supporting the development of systems to improve/guarantee the

guality and safety of foods.

Examples of the types of activities currently underway in the Division

include the following:

* Research designed to improve the availability and biological utilization

of nutrients in beans,

b Analyses of the feasibility of using locally produced products such as
amaranth, corn, soybeans and cow peas in the production of bread and other
wheat-based products and the identification and development of investment

projects,



* Analyses of the post harvest handling of foods in the Central American
countries to decrease losses and the development and identification of

investment projects,

L Work with artisan bakeries to transfer the technology for producing a

nutrient enriched cookie for use in school feeding programs.

Proposals have also been developed and submitted to donors on the

following research topics:

. Utilizing the leaves, seeds and other parts of the amaranth plant for

human and animal cozsumption,

b Improving the use of the by-products from municipal slaughter houses,

* Developing additional information on the chemical and nutrient composition

of roots and tubers and improving their use,

* Testing the feasibility of extending the supply of milk using extracts

from oil seeds, legumes and cereals,

* Increasing the availability of fruits and vegetables in Central America
through the development of improved methods of marketing, processing and

conservation,

bed Modifying the genetics of the black bean to increase its protein value,

* Testing the feasibility of fortifying tortillas made from corn and beans

with iron and zinc,

bl Stimulating the production and consumption of indigenous vegetables in
order to eradicate Vitamin A and other nutrition deficiencies in Central

America.
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d) Strengths and weaknesses -- Work in the food sciences area used to
be one of INCAP's strengths. Some of the work that is most closely associated
with INCAP was an output of the agricultural sciences area., Examples include
Incaparina, the Food Composition Table for Use in Latin America and the Table
of Nutrient Composition of Pastures and Forages for Central America and
Panama. A number of senior scientists were active in this program in the
past, and their work was well-known and respected in the region. These
professionals were experienced, they developed many of the collaborative
relationships with other institutions in the region, and their work was in

demand.

Most of the better known senior staff have left or retired. Current staff
are young, and bright, need more experience. Some also could use further
advanced training. However, since there is currently little depth ip the five
program areas that the Division is trying to cover, the departure of any one
person for several years of advanced training would, in the short-run, weaken
the work in their specific area even further. The total resources available
to the Division are much smaller than those in other two Divisions. In 1989,
for example, the total resources available to this Division were less that
twenty percent of the resources made available to the Nutrition and Health
Division and less than thirty percent of the resources made available to the

Food and Nutrition Planning Division.

Previous links with other institutions in the region also appear to have
weakened. Some, such as the links with CIAT and CIMMYT, may have broken down
completely. Many of these links appear to have been personal rather that
institutional, a situation that has to be dealt with in the event that these
links are reestablished. For example, it is not clear whether research
currently underway designed to improve the availability and biological
utilization of nutrients in beans is being undertaken in consultation with
CIAT. Yet some consultation and collaboration would seem to be essential if
INCAP expects the results of its research to be utilized by the plant breeders
in CIAT.
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Current staff appear to be trying to keep all the o0ld lines of work
on-going even though both the staff and the environment in which INCAP works
have changed substantially. Current staff would also like to expand their
work in the bio-technology area, including by adding another staff member.
The Director indicated that he would like to see more concentration in food
technology area, and in particular on the development of technologies that (1)
can be used by the private sector, (2) make use of the products that do not
meet the requirements of the export markets, and (3) enable farmers and others
to make better use of farm residues. Staff also indicate that if they are
going to be able to work effectively, funds need to be found to up-grade the
farm, the pilot plant, and their laboratory. A proposal has already been
developed and submitted to the Japanese Government for assistance in

up-grading INCAP's pilot plant.

Current thinking within INCAP about future activities and priorities in
the agricultural sciences area is an outgrowth of the strategic planning
process that INCAP recently completed. These ideas appear to reflect the
staff's perceptions of the needs in the region. However, sufficient
attention does not appear to have been given to an analysis of: the current
strengths and weaknesses of the Division; the likely effective demand for the
results of INCAP's research particularly in the private sector; whether there
are areas in which it can expand its services to the public and private
sectors in its member countries; and what types of research and technical
assistance activities are underway in other institutions in the region,
whether INCAP has a comparative advantage vis-a-vis these institutions in
certain areas of work and how and in what areas INCAP should work more closely

with these other institutions.

q) Recommendations

The project should fund the costs of an outside review of INCAP's

agricultural sciences program. This review should be undertaken in the first

six months of the project. The project should also provide funds to enable
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INCAP to identify ome or two advisors for the agricultural sciences program
and to bring these people to INCAP's headquarter for consultation with the

staff for one week at least once a year during the life-of-the-project.

A more thorough and careful analysis needs to be made of the strengths and
weaknesses of INCAP's work in the agricultural sciences area and its areas of
comparative advantage identified before further decisions are made with
respect to the future work program of this Division. This review should also
be completed before any decisions are made with respect to up-grading the

institution's farm, laboratory, pilot plant or amimal room.

This review should be conducted by an outside team of senior professionals
that have broad experience in the major areas of work of the Division.
Members of the team should be knowledgeable about the state-of-the-art in
these technical areas as well as be familiar with the needs of the region and
the work that other institutions in the region are doing in related areas.
The project design team does not have the time nor the expertise to undertake

such a review.

The purpose of the review would be to help INCAP focus its work in the
agricultural scieances more narrowly on those areas where it has a comparative
advantage and where there is likely to be an effective demand for its work.
This team would also provide INCAP leadership with guidance om how to
implement its recommendations, including providing guidance on specific lines
of research that should be pursued; what actions would need to be taken to
increase staff capabilities, including recommendations with respect to staff
training, hiring and firing; what types of facilities would be required to
carry out the recommended work program, the types of up-grading that would be

required and its expected cost.

Specific questions that need to be asked by the team include the following:

* What activities, if any, should INCAP undertake related to the

production of food on-farm? Should INCAP undertake research on crop



and livestock production systems on its own? Or should INCAP staff
limit their activities to serving as a member of a team under the
leadership of an institution whose primary responsibilities are
on-farm research? Should INCAP have a role in on-farm agricultural
research in the event that the agricultural research ianstitutioas in
the region continue shifting their attention to non-traditional
agricultural exports and away from basic foods? What is the likely
future for indigenous food crops such as amaranth and what role
should INCAP play with respect to these crops in the event they are
being ignored by other agricultural research institutions in the

region? What use should be made of INCAP's farm, if any?

What role can INCAP play with respect to the private sector? 1Is it
reasonable to expect INCAP to be able to develop food products and
technologies that would be in demand by the private sector and for
which the private sector would be willing to pay? Or will INCAP's
market for new food products and technologies be limited to the
public sector as has been the case in the past (for example,
Incaparina and the nutritionally improved cookie)? Are there
services that INCAP could provide to the private sector (assistance
in the area of food quality and safety, for example) for which the

private sector might be willing and able to pay?

What are the types of activities in which INCAP should work more
collaboratively with other institutions in the region? How should
these relationships be developed and managed? As a result of
discussions undertaken during the preparation of this project paper,
INCAP and IICA staff plan to get together in the near future to brief
each other on areas in which the two organizations have mutual
interests and to identify specific areas where staff could work
together. Six areas of potential collaboration have already been
identified: the effects of structural adjustment on the poor:
technology tramsfer; agro-industrial development: animal health;

communications; data bases. Are there types of mechanisms that could
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be developed to encourage and improve consultation and
collaboration? Would it be useful if INCAP would invite senior staff
from IICA and/or CATIE to the INCAP Board of Directors meetings, for
example? Or would it make more sense to establish a technical
advisory committee for the agricultural sciences program composed of
scientists and technicians from CATIE, IICA, CIAT, CIMMYT as well as

other outside experts?

" What has been the experience elsewhere with composite flour programs
and the use of Opaque Two corn and what are the implications of these

experiences for INCAP's future programs?

" Does INCAP's work on the nutrient composition of foods still have
utility, and, if so, to whom? Are there options for financing this

work other than relying on core funds?

The Food Chemistry and Bio-chemistry Section works closely with the
Health and Nutrition Division, and is involved with the nutritional
implications of fiber ingestion. This area is very important with respect to
chronic diseases and colon cancer which have a high prevalence in Costa Rica
and Panama; and to iron and zinc deficiency that affect the population of

Honduras, Guatemala and El Salvador.

Technicians are hampered by obsolete equipment, and urgently need a
filtration system for the analysis of dietetic fiber and an automatic oil

extractor (Soxhlet). -

As the chief of this section indicated, there is a great demand from the
private sector for the laboratory tests performed by this section. If it
had the necessary equipment, it could generate funds through the sale of

services.



IX. DEVELOPMENT AND TRAINING OF HUMAN RESOURCES

a) Purposes

The purpose of this area is to improve food and nutrition in the
Central American population, through the development of strategies, plans and
projects with to develop excellent human resources, with the technical

capabilities and skills to solve problems found.

INCAP has defined human resources development as the activity performed by
those Institutes of Research and Teaching, Techrnical Schools, and High-School,
Primary and Pre-Primary Schools, where education in food and nutrition |is
provided within an academic program. For INCAP, training includes
introduction, updating and improvement in food and nutrition knowledge, for
people from the health, agriculture, education, labor and other sectors. The
educational objective is that the personnel (whether volunteer or with a
salary), as well as people from govermment or non-goverament institutions
related perform a better job. Usually, this training job is done at the

local level.

INCAP has a Coordination of Training and Human Resources Development,
whose main job is to design policies in this area and to coordinate and
advise other central Technical Units and Basic Technical Groups in the
formulation and development of plans, programs and projects for the

development and training of human resources.

The professional staff in this Coordination include a Nutritionist with an
MS in Educational Methods and Evaluations who is the head in this area and a
Psychologist with an M.S. in Management of Human Resources. Support personnel

includes ¢two secretaries and an administrative assistant.

In addition, the Coordinator also obtains support from personnel located,
administrative and physically in the Divisions of Food and Nutrition Planning,

Nutrition and Health and Agricultural Sciences.



The Food and Nutrition Planning Division, is responsible for the training
of human resources in the areas of health, education, labor, agriculture and
other areas. This is done with the professional help of a Nutritionist
specialized in Educational Technologies, a technical assistant and two

secretaries,

A professional is in charge of these training and education activities in

The Divisions of Nutrition and Health and Agricultural Sciences.
c) Activities

During 1988-1990, INCAP implemented educational activities and
processes covering a total of 22724 persons in the sectors of agriculture,

health , education sectors and educational centers in Member Countries.

Areas of activities included the determination of needs and priorities for
human resources; development of food and anutrition components in academic
programs in formation institutions and in training programs for in-service
personnel in different sectors:; and the development of specialized programs

in food and nutrition.

Another important activity performed was a program of continuous
education, through residencies or tutorial courses in the areas of clinical
nutrition, food technology, development of new models of service delivery and

others, depending on the priority areas established in each country.l

Presently, the program for development and training of human resources in
Member Countries receives financial support from the Swiss Government thorough
a Subregional Project, COSUDE. INCAP has submitted an application for the
extension of this project which, if approved, would provide the necessary

financial support to continue this activity.

\Q?\
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The Post-degree program in food and nutrition at INCAP is preseantly
undergoing revision. One alternative might be to offer a program for
professionals from various disciplines and sectors. These professionals
would follow a basic program in food and nutrition and then specialize in one

of three areas: nutrition and health, education and food technology.

This revision is being analyzed by INCAP with assistance from PAHO/WHO.
One of the objectives is to increase the future availability of
inter-disciplinary specialists for Member Countries, who are able to apply

food and nutrition perspective within the different development sectors.

) Strengths and weaknesses

During 42 years, INCAP has been identified as a specialized center
in the area of food and nutrition as well as an organization for the Central
American integration. Its existence during this long period of time has been
appreciated by different countries and its contribution to the training of
most specialists working presently im this field, provide INCAP with the
prestige of a very strong organization in the training and development of

human resources in the Central American region.

Another strength is INCAP's techmnical capacity to determine the needs and
priorities of human resources in the areas of food and nutrition, and its
broad experience and technical knowledge to formulate, develop and evaluate
academic programs as well as in-service training programs for personnel at

different levels and within different sectors.

Even though the analysis on information management capabilities (see Annex
E.3), identifies some weaknesses in this area, it is important to point out
that INCAP's bibliographic sources and educational materials represent an

important asset.



Another example of INCAP's strengths are the self-instruction modules for
personnel in health services on the monitoring and evaluation of growth which
were developed with the support of the ROCAP/AID Project. These make possible
a system of long-distance education and have had a great acceptance and
impact. Based on information provided by INCAP, approximately 500 doctors in

the Region have already finished this course on this area.

Even though 1its current monitoring and evaluation methodologies for
development and training activities are appropriate, INCAP could, with
technical assistance improve and perform and strengthen its activities in this

area.

Based on the list of strengths previously mentioned, the question is:
Which are INCAP's weaknesses in this area? This has a very pragmatic
answer: Its major weakness is a lack of financial resources to pay the
salaries of the staff in charge of this work.

Most of the personnel are financed with funds provided by projects having a
short term duration. Therefore, when projects terminate, INCAP loses the

professionals, technicians and support personnel financed by these projects.

Apnother important requirement at INCAP is the organizatiom of Academic
Advisory Committees, made up of experts in the region, who must support the
analysis of educational programs (proposed and in operation), participate in
its evaluation and determine priority areas of development and training of

human resources.

INCAP should establish advisory committees for post-degree programs, in
continuous education and for the training of human resources at country

levels. These should be formed by experts from the Central American Region.

The work initiated by the Human Resources Coordination Human to build a
basis of data to be used for the academic registry and assignment of

certifications for trained persons in various programs (mot only at the



- 32 -

Institute but also at the level of the Basic Technical Groups) has not been
finished and requires to be incorporated as an element or activity to be

strengthened by the information systems included in the IISP/Project.
c) Recommendations

As indicated in the description of strengths and weaknesses, the
major problem in this area is the procurement of financial resources for
payment of personnel salaries of those in charge of development and training

of human resources.

It is recommended that the IISP/ROCAP provides funds to pay a professional
in charge of the program of post-degree course in food and nutrition. Also,
it should provide funds for the payment of some teachers and advisors for this

program as well as to finance some operational expenses for this activity.

Teachers to be contracted would develop academic contents for specific

areas of post-degree course.

Of course, support for the post-degree program regquires that Member

Countries and donor agencies provide the financial support for scholarships.

The IISP Project should provide necessary financing to perform the
training of INCAP personnel through ninme tutor courses in specific subjects
related with operational research:; methodologies for gqualitative data
analysis; analysis of amino-acids; physiological tests on iron, management of
radioactive isotopos; analysis of carotenoids; and control quality in
laboratories. Similarly, funds should be provided for the training of
personnel at the Institute within the Basic Technical Groups in methodologies

for food and nutrition planning and basic courses on food and nutrition.

Finally, the Project should provide funds to carry out educational
activities for the Basic Technical Groups related to technology traasfer

through research studies and to complement or help correct gaps in technical
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knowledge found during the monitoring, evaluation and supervision of INCAP

staff in Member Countries.

X. COMMONICATION AND INFORMATION AREA

a) Purpose

Since its foundation as a research organization, INCAP has recognized
the importance of disseminating scientific and technical information
especially through journals and publications to the scientific world, and
mainly at the international level. Additionally, professionals have
participated at meetings, conferences, and workshops, facilitating the
exchange of information . However, it was not until 1985 that the Board of
Directors recognized and established Dissemination of Information as one of

its four basic areas.

b) Organization and staff

Presently, INCAP has a coordination office for this activity
whose main purpose is to design communication and information policies,
advise and coordinate technical units and Basic Technical Groups in the
development , implementation and evaluation of ©programs and plans for

scientific information dissemination.

The basic personnel for this Coordination includes a professional and two
secretaries. This personnel is supported by two professionals who are located
in the Food and Planning Division and are currently paid by the ROCAP/TRO

project.

c) Activities

With the support of ROCAP/TRO and PROPAG Projects, emphasis was

placed, during the last five years, on provide information mainly in the

areas of <child survival and food and onutritiom programs, providing



newsletters, technical documents, translations, support meetings, and to a
lesser degree producing educational materials as well a supporting some

documentation centers ian the Region.

d) Strengths and weaknesses

From the scientific perspective, INCAP has one of the best libraries
in the Central American Region. In the area of food and nutrition, it is

probably the most complete in Latin America.

Besides generating scientific information from research studies and other
activities performed by INCAP which is later disseminated, this library is

very large and permanent.

However, a technical analysis showed that INCAP has various limitatioms to

perform efficiently work in this area.

Probably, the major weakness is the limitation in human resources,
especially when the two professionals working in this area finish their
contracts on November 30, as a result of the termination of the ROCAP/TRO

Project.

On the other hand, there is a great amount of very important scientific

material which was not designed for dissemination.

Even with continual efforts are made permanently, in the area of
communications, the institutionalization of the creation of inter-disciplinary
work groups is very weak and building appropriate of a team work attitude
and skills is difficult,. Finally, there are inadecuate material produced

especially for the radio, television and other mass media.

e) Recommendations

Based on consultation with the Coordinator of this Unit, it is

g
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considered important that the IISP/ROCAP project finance the addition of a
professional in communications who <can and also support and training
headquarters and GTB personnel. The project should also finance the purchase

of certain basic equipment to be used for communication and training.

Training would be addressed to improving knowledge of communications
among INCAP seniors managers and members of GTB's. Also educational

activities would promote team work and better internal communication at INCAP.

In addition, it is recommended that the Project support the production of
summaries and bibliographic packets, translation of scientific material and
the purchase of basic books in food and nutrition. Finally it should finance

a short course in communications for an INCAP professional.

XI. SUMMARY OF INCAP CAPABILITIES AND PROGRAM PROFESSIONAL NEEDS

Methodology for Analysis

In previous discussions, we have analyzed INCAP strengths and weaknesses
using INCAP's technical divisions as our frame of reference. However, it is
still necessary to integrate the information on INCAP skills presented in
previous sections to present an institutional picture of strengths and
weaknesses, and compare them to the professional training, experience and/or
areas of specialization needed to carry out INCAP's Food and Nutrition
Security Program as contemplated in its Strategic Plan and other related
documentation. Accordingly, the following analysis was designed to integrate

skills information and compare INCAP skills to Program needs.

In its strategic plan and other planning documentation, INCAP had divided
its food security program into four componeants: Institutional Development:
Strengthening Food and Nutritiom Policies, Plans and Projects; Increasing the
Availability, Access and Consumption of Food; and Improved Health and
Nutrition. Each of these components were further broken down into six or

seven activity focus areas. In Tables 7A, 7B and 7C, the Project Paper team
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took the last three components, broke them down into their individual focus
areas (excluding Technology Transfer as a focus area because of its being
nearly everyone's responsibility) and, from a list of 26 professions or areas
of specialization and/or experience, determined which of these
professions/specializations were needed as a mimnimum to carry out the probable
activities of each focus area. The team then matched INCAP individual staff
experience and professional training to the needs of the focus areas, and

developed the three tables.

Results

The following were the results:

1. In most areas, INCAP already has most or all of the requisite
capabilities. There are, however, areas where one of the needed capabilities
is lacking, or where INCAP has someone with the required training and/or
experience, but who is not specifically assigned to the focus areas and

question, or would be overloaded if he/she were.

2. In the component Strengthening Food and Nutrition Policies, Plans and
Projects, nearly all of which will be carried out by the Food and Nutrition
Planning Division, INCAP has the required capabilities im the following focus
areas:

a. Human Resource Development at Headquarters.

b. Human Resource Development in the Countries.

c. Production and dissemination of Ianformation on Food and

Nutrition Directed to Different Population Group.

In the latter, however, while INCAP has anthropologists, none appears to

be specifically assigmed to this area,

Yo
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INCAP lacks the following capabilities in the indicated focus areas:

a. Food and Nutrition Planning - microeconomist, food marketing
specialist.

b. Food and Nutrition Surveillance--microeconomist.

c. Monitoring and Evaluating Food and Nutrition

Interventions--microeconomist, evaluation specialist.

3. In the component Increasing the Availability, Access and Consumption
of Food, which Food and Nutrition Planning and Agricultural Sciences will
share, INCAP has the required capabilities in two of the focus areas:

Post Harvest Food Handling, Storage; and Food Processing. They lack the

following capabilities in the indicated focus area:

a. Food Production--microeconomist.

b. Food Marketing--microeconomist, macroeconomist, food marketing

specialist.

c. Effects of Different Programs and Projects of the Access to, and

Consumption of Food-microeconomist, macroecomomist, evaluation specialist.

d. Nutrition/Consumer Education--microeconomist.

4. In the component, " Improving the Biological Utilization of Food and
its Contribution to Improved Health and Nutrition", which will be 1largely
implemented by the Nutrition and Health Division, INCAP has all the
capabilities needed in all of the focus areas excepted one: Aspects of
Nutrition and Health Associated with Pregnancy, Prenatal Care and (the team
suggests) Maternal and Child care. INCAP would need an evaluation specialist

to complete this core technical group. In addition, the anthropological,
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public health administration and operations research capabilities are
considered weak because capable individuals now on staff who could fill these
roles are either not specifically assigned to this focus area or are so busy
with other activities that they would be overloaded if required to become
involved in activities in this focus area. This is especially true for the
one Operations Research Specialist who serves the entire Institute.

In addition, in four of the focus areas, while INCAP has all of the needed

capabilities, a few area considered weak for various reasons, as follows:

a. Infectious Diseases and Nutrition-The microbioclogy capability is
considered weak largely because the laboratory needs strengtheniang, both in

equipment and procedures.

b. Specific Nutritionmal Deficiencies--INCAP has the food technology
capability, but no one with this specialization appears to be assigned to this
area. INCAP also has biochemists, but they appear to be quite busy with other
activities, and are working with lab equipment and procedures that need

strengthening.

c. Problems of Nutrition and Health Associated with Changes in Life
Styles--The anthropological capability is perceived by the team as being weak
because, as discussed above in relation to another area, qualified
anthropologists are on staff, but are extremely busy with other activities,

and are not specifically assigned to those under this focus area.

4. Nutritional Quality of Food--Qualified microbiologists are on
staff, but as discussed previously, are working with laboratory equipment and

procedures that need strengthening.

Conclusion

INCAP currently lacks a microeconomist, a macroeconomists, an evaluation
specialist and a food marketing specialist. The lack of these economists

affects three of the six focus areas in the component Strengthening Food and
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Nutrition Policies, Plans and Projects; and four of the six focus areas in
Increasing the Availability, Access and Consumption of Food. However, only
five of the total nineteen focus areas analyzed are affected by the lack of
the evaluation and food marketing specialists. Coansegquently, it appears that
economics is a vital area to strengthen, whereas the other two specializations

may not be as critical at this time.

II1I. RECOMMENDATIONS FOR THE ALLOCATION OF AID/ROCAP INPUTS

Based on the previous analysis, and especially the weaknesses identified
in INCAP's techmical capacity, the following are suggestions for allocating

inputs for the IISP/ROCAP project:

A. TECHNICAL ASSISTANCE

Planning and Descentralization

- Methodologies for assessing the food and nutrition status,
institutional strengths and weaknesses in the countries, and
processes for technical cooperation.

2 months

- Implementing the above methodologies at the country level.

1.5 months

- Evaluation of the results using the new methodologies and of the
processes of supervision, monitoring and evaluation of techanical
cooperation,

1 month

Health and Nutrition Area

- Operations research methodology, including a

determination of research areas and formulation of projects in the

WA



area of iron.

3 months
Agricultural Sciences Area
- Determination of strengths and weaknesses at INCAP in this area;
identification of priorities and formulation of an action plan.
2 months
Information and Communications Area
- Design of material for mass media and for the development of
training courses on the area of communications technology.

1 month

Area of Development and Training of Human Resources

- Integration of Advisory Academic Committees - Three committees
composed of six members each one (will meet three days during each

year - estimated in men-months)

2 months

TRAINING

- One course with a duration of five days on the methodologies of
planning and programming, reviewed in Technical Assistance) (15

people from the central level and 24 BTG).

- Three seminars with a duration of five days (one/year) to update of

knowledge of the GTB's, and evaluate of descentralized management

- One course with a duratiom of five days on the basic food and

nutrition for GTB's (25 people)
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- Training for nine members of the Food and Nutritionm Division, through
short courses with a duration up to six weeks, in the following
areas: amino-acids analysis, carotenoids analysis, physiological
tests of iron, isotopes radiocactivity, quality control of
laboratories, operations research, methodologies for gqualitative data

analysis and cost analysis of programs and services.

- Training in communication techniques for decision makers at INCAP
(Coordinators, Division Chief)(a three-day course during the first

year)

- Training, abroad, of a member of INCAP, in communication and mass

media areas. (Short course with a duration of one month).

PAYMENT OF SALARIES OF PRIORITY PERSONNEL

Food and Nutrition Planning

- An agricultural economist

- An expert in food surveillance

- An expert in food assistance programs

- Two scholarships in the area of food consumption (first vyear,

scholarship complementation; 2 and 3 year, salary complementation)

Health and Nutrition

- An expert in bio-chemistry (fortification of iron, etc.)
- An expert in operational research

- En expert in anthropology applied to health and nutrition
- An expert in health and nutrition programs and services

- Two assistants for the laboratory
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Agricultural Sciences

- A technician for the laboratory - one year

(bio-technology of iron, fiber and lipids)
Communications and Information
- One communications specialist
Development and Training of Human Resources
- One professional to supervise the post-degree course
- Some Professors for specific areas

(per diem, tranmsportation, salary)
Strengthening of technical cooperation, at country level
- 7 Coordinators, BTG
- 7 Technicians in priority areas

- Operational, expenses and office supplies

A phasing-out strategy for support of above personnel and operating expenses

should be strongly recommended.

D. LABORATORY EQUIPMENT

See Annex III

E. PRODUCTION OF EDUCATIONAL MATERIAL

To update central staff and GTB
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F. OTHERS
Procurement of bibliographic material and
audiovisual equipment for post-graduate
course
Procurement of materials and equipment for
communication technology courses

G. TECHNICAL ASSISTANCE FOR THE ADMINISTRATIVE SUPPORT IN TECHNICAL AREAS

The Project should also support the following activities, through

technical assistance:
- Design and implementation of a maintenance system for bio-medical

equipment, laboratory equipment, and procurement and management of

laboratory reactive and other materials

(59713)



FIGURE 1

THE ORGANIZATION OF INCAP'S WORK PROGRAM
USING FOOD SECURITY AS AN OBJECTIVE
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Nutrition & Hmalth Division Structure
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Agricultural and Food Sciences Division Structure
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10.

11.

12.

13.

14.

ANNEX I

LIST OF THE DOCUMENTS

INCAP Institutional Strengthening Project. PID.

INCAP Administrative Analysis.

INCAP Strategic Marketing and Business Planning.

Plan Estrategico Institucional 1991-2000 del INCAP.

Technical Support for Food Assistance Programs. PROPAG/Project.
Quehacer del INCAP en la Formacién y Capacitacién de Recursos Humanos en
Alimentacién y Nutricién. INCAP, 1990.

Avance en la Ejecucidén de Acciones de Formacidn y Capacitacidédn de Recursos
Humanos en Alimentacién y Nutricién., INCAP, 1990.

Educacién Popular, Formacién de Escolares, Técnicos y Universitarios y
Capacitacién en Servicio de Alimentacidén y Nutricién. INCAP, abril de
1991,

La Gestidn Descentralizada de la Cooperacidén Técnica del INCAP.
Condiciones de la Reestructuracién de la Divisién de Planificacién
Alimentaria Nutricional. INCAP, septiembre de 1990.

Propuesta para racionalizar los Equipos de Cémputo de la Divisidn de
Planificacién Alimentaria Nutricional.

INCAP - Information Management Capabilities Analysis.

Seminario Taller sobre Grado de Avance del Proceso de Implementacién de la
Estrategia de Descentralizacién. Guatemala 23-25 de mayo de 1991. INCAP.
Programas del Proyecto scbre Alimentacién y Nutricidn del INCAP. Mayo de

1991.



15.

16.

17.

18.

18.

20.

21.

22,

INCAP Family Health and Nutrition Strategy. Putney, J. Pamela and
Griffiths, Marcia.

Resumen Ejecutivo. XIL Reunidén Consejo Ejecutivo del INCAP. Septiesbre
de 1990.

informe Anual 1989 del INCAP,

Politica de Informacién y Comunicacién del INCAP, 1990.

La Investigacién de operaciones a nivel Estratégico. INCAP, Guatemala,
junio de 1990.

Plan de Organizacién y desarrollo de la‘ Divisién de Planificacidn
Alimentaria y Nutricional.

Guias Metodoldgicas para Investigacién de Operaciones en Programas de
Alimentacién a Grupos. INCAP, 1989,

La Evaluacién de Dos Proyectos del INCAP/ROCAP: TRO, Control de
Crecimiento y Educacidén en Atencién Primaria de Salud (596-0115). vy
Proyecto de Asistencia Técnica para Programas de alimentacién a Grupos

(596-0115) JSI. ROCAP/Guatemala.
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ANNEX II

LIST OF INTERVIEWED PERSONS

ROCAP/AID

1. Sandra Collier. Health and Nutrition Advisor.

2 ~ Joseph B. Coblentz. Program Technical Advisor for Food Assistance
Programs.

3. Jeffrey Goodson. Project Development Officer.

1. Jack Galloway. Nutrition Advisor.

5. Jude Penzini. Marketing Advisor.

6. John Rigby. Financial Advisor.

Roberta Van Haftan. Fool Security Advisor,.

INCAP

1. Dr. Hernan Delgado, Director

2. Dr. Rafael Flores. Research Coordinator.

3. Lic. Ernestina Ardén. Training Coordinator.

3. Lic. Maggie Fisher. Information and Communication Coordinator.
5, Dr. Enrique Rodriguez. Technical Cooperation Coordinator.

£. Dr. Arnulfo Noguera. Food and Nutrition Planning Division Chief.
7. Dr. Juan A. Rivera. Nutrition and Health Division Chief.

8. Dr. Luiz Elias. Agriculture Sciences Division Chief.

FOOD AND NUTRITION PLANNING DIVISION:
9. Lic. Alexandra Praun.
10. Lic. Hedi Deman.

11. Lic, Verdnika de Palma.

r}"’



12. Lic. Isabel de Nieves.

13. Dr. Edmundo Alvarez,

NUTRITION AND HEALTH DIVISION:

14. Dr. Francisco Chew.
15. Dr. José Cruz.
16, Dr. Carlos Samayoa.

17. Dr. Omar Dary.

18. Dr. Alfred Bartleth.

19, Lic. Elena Hurtado.

20. Lic. América de Fernéndez

21, Lic. Amilcar Beltetédn.

AGRICULTURE SCIENCE DIVISION:

22. Ing. Arnoldo Garcia.
23. Ing. Roberto Cuevas.
24. Ing. Enrique Acevedo.

OTHER PROFESSIONALS:

25, Lic. Myriam Ruiz. Planning Coordination Unit.

26, Lic. Luis Estrada. Planning and Developaent Unit.

Y%
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STRENGTHENING OF THE LABORATORIES OF CHEMISTRY AND BIOCHEMISTRY
OF INCAP FOR IMPROVING THEIR FUNCTIONS AS CENTERS OF
REFERENCE. RESEARCH. AND TEACHING IN THE CONTROL
OF MICRONUTRIENTS DEFICIENCY

Manv of the activities of research, formation of human resources,
and food and nutritional interventions that the Institute of Nutrition of
Central America and Panama (INCAP) has performed during its life have been
originated from activities carried out in 1its laboratories. Among the
achievements is worth to mention the invention of the vegetable mixture
with high nutritive value named as INCAPARINA: the implementation of salt
and sugar fortification with iodate and vitamin A. respectivelv: the
improving in the production and nutritional value of corn and bean through
genetics and good practices of processing and storage: the introduction of
the use of oral rehvdratation salts; and the biochemical support for
national survevs in nutrition.

The laboratories of Chemistry and Biochemistry of INCAP are plaving
a decisive role in the control of nutritional specific deficiencies. such
as vitamin A. iodine, iron. zinc and others. It is foreseen that their
work will continue having impact in improving the life qualitv of the
Central American people (including Belize and Dominican Republic). These
laboratories are the places where human resources are formed. and where
advice is looked for with the purpose of performing supplementation and
fortification programs. quality control of fortified food. search for new
natural products. and the nutritional evaluation of the implemented
measures.

The fulfillment of all the activities included in the previous
paragraph depends on the accuracy and efficiency of the work accomplished
in the laboratories of INCAP. However. those attributes are being very
difficult to attain because most of the actual equipment is obsolete,
slow. «close to reach the end of the useful life and with very small

probabilities of being fixed. Therefore, the acquisition of new equipment
is an urgent need to be satisfied.

The equipment that is requested is indispensable to continue and
extend the work actually done in the control of micronutrient and other
deficiencies in the Central American region. The equipment will be
utilized in analysis of biological fluids (spectrophotometer. fluorometer.
lipid extractors, e.g.). in studies of association between micronutrients
and pathological manifestations (microplate reader. microscopy.
respirometer, cell counter. e.g.). analysis of food quality (amounts of
fiber, macro- and micronutrients), and the preparation of samples and

reagents (balances, pH-meters, stirring machines, mixer devices. ice-
makers., etc.).



TYPE OF EQUIPHENT

Magnetic Stirrer (2)
Rnaytical Balance ##

Single plate Balance

Vacum Pump

Extraction Pump

Effendorf Centrifuge *

Computer and Printer #*

Conductivitimeter »

Cell Counter =

Chronometer

BUDGET

APPROX. COST
(3 U.5.)

400.00
3,000.00

1,500.00

1,700.00
5,000.00

2,000.00

3,000. 00
1,500.00

30,000.00

250.00

RATIONALE

For preparation of all type of solutions.

For preparation of reagents and samples . Balances in use are in
very bad conditions.

For preparation of reagents and samples when high precission is
not required.

Useful for performing filtrations and extractions.

Needed for working with substances that have toxic vapors.
The laboratory lacks this kind of device.

For assays with microsamples.

Useful for analysis, storage and report of results.

For measuring of conductivity for water quality control and
determination of salts during purification experiments.

For automatization of hematological analysis. Required for
epidemiological studies in nutritional and infectious disease
surveys.

Useful for experiments that require strict control of time



TYPE OF EQUIPMENT

Ladder.

Spectrophotometer *x
{(including recorder and circulating-bath)

Fluorometer
Power Source *

Microplate reader ##

Blender (2)
Horizontal Shaker

Microscope
Ice-Maker Machine (2)

Osmometer
Multiple-tip Pipettes.

APPROX. COST
(3 U.5.)

300.00
24,000.00

15,000.00
2,000.00

20,000.00

300.00
1,000.00
5,000.00

1,000.00

4,000.00
1,200.00

RATIONALE

Useful in the laboratory and store-room.

This is the apparatus most useful in clinical chemistry and in
other chemical and biochemical applications. 1t will substitute
old equipment for the amalysis of enzymes, and chromogenic assays
of vitamins and metabolites.

Useful for the determination of certain metabolites such as
vitamin A and protoporphyrins.

Useful for electrophoresis and blotting.

Useful for immunological tests, and very practical for
chromogenic assays of metabolites and enzymes. The laboratories
do not have this apparatus.

Useful for the preparation of homogenates of all types.
For continuous shaking in certain assays.

For improving the analytica capacity of the Microbiology and
Infection-Disease Section.

For the production of ice in cubes and crushed. There is not an
ice-maker machine in INCAP.

For research with diets and their digestive effects.

Requiered for assays performed in microplates. The sections of
Nutritional Biochemistry and Food Chemistry lack of this
instrument.



TYPE OF EQUIPMENT

pH-meter* (2)
Respirometer (2)

Large Rotor for Sorval Centrifuge

Fiber Analyzer

Aminoacid Analyzer

Lipid Extractor #

Ultrafiltration System.

Vortex Mixer (4)
* Electric Protector (5)

xx Voltage Requlator (8)
TOTAL

APPROX. COST
(5 U.5.)

2,000.

8,000.

1,000.

10,000.

50,000

20,000.

500.
409.

500.

4,000.

218,550.

00

00

00

00

.00

00

00
00

00

00
00

RATIONALE

Determination of pH, ions, y preparation of buffers. The
equipment in use is in bad conditlons.

For physiological studies associated with nutritional
defficiencies.

To complete the capacity of the Sorval centrifuge.

To study association among micronutrients, chronic diseases, and
fiber. )

To study of essential amino acids in the Central Rmerican diets,
and the requirements associated with micronutrients deficiencies
and malnutrition.

Isolation and study of fatty vitamins and other liposoluble
nutrients.

For sterilization and concentration of solutions.

Shaking of test tubes. Curret apparatus are In very bad
condltions.

Protection of electronic equipment against abrupt changes in the
electrical current.

Secure good performance of electronic equipment.



It will be convenient to add $10,000 to the Total amount indicated above, for the purpose of reparing the equipment that might be use
for additional years such as Rtomic Absorption Spectrophotomer, Gas Chromatographs, High Performance Liquid Chromatograph (HPLC), Preparative
Centrifuges, and minor equipment.
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10.

11.

12.

13.

14.

15,

16.

17.

18.

19.

20.

0014-670/PM

0014-670/PM

0014-670/PM

0029-

0050-930

0070-025

0071-

0075-095

0085-120

0087-150

0088-205

0088-205

0088-205

0089-170

0091-210

0099

0099

0099

0099

0087-210

PN

PN

PN

PM

PN

PN

PN

PN

PM

-INCAP PROJECT AREAS

ORT Research for PHC Applications
Growth Monitoring for PCH Applications
Health Ed. for PHC Applicatioms

Comparative Research for Assessing Incidence of Morbidity
in Children 6 to 36 Months. Re: Vit. A Therapy

Shigelosis Research

Diahrrea Morbidity Research; Impact of Piped Water in Rural
areas for Behaviour Modification

Food Security/Diahrrea Research
Relationship of Breastfeeding and Infections Disease

Relationship of Food Supplements to Malnourished Lactating
Women and Amt of Milk Produced

Design and Implementation of Project to Prevent Princ
Courses of Pre, Neo and Post Natal Morbidity and Mortality

Feeding Practices and Food Therapy During Diahrrea Episodes
Design of Health Ed. (rel. to above)

Evaluation of Effects of Food Therapy

Research on Mgt. of Severe Diahrrea

Research on Maternal and Neonatal Health

R&D: Design of HC for Mgt. of High Risk OB and Neonatal
Cases in Health Centers and Hospitals and by Midwives

Development of Diagnostic Criteria (for above)
Development Midwife Training Program for OB cases

Development of Research Methodology for Project
Implementation process and Evaluation

Prevelance and Risks Asso. & Oxitoxim Use by Midwives



21. 0096-135-PN
22, Proj. HOPE
23. VITAL

24, SIMAP

25. MAP MAKER

26. 022-823 PN

27, 0043-811 PN

28. 0101-225 PN

29. 0095-185 PN

30. 0111-

31. 0002

32. 0004-670 PN

33. 372-PN

34,

35. 0001-

36. 0019-710 PN
0067
0103-710 PN

(0049qg)

-2 -

Effects of Reversing Policy of Free Formula
Serum Retinol Level Analysis/Guatemala
Serum Retinol Level

Software Development

Software Development

Research in School-age Health and Nutrition needs.
(Theoretical)

Early Malnutrition and Effects in Adolescence
Long Study: Duration of Amenorreal Lactation/Impact

Material and Cultural Determinants of Water Usage for
Personal and Domestic Hygiemne

Effects of Food Supplements to Mothers on Birth Weight of
Succeeding Generations of Children

Inmuno Analysis/CJA cells in Mother's Milk
Secondary Analysis: Maternal Anthropometric Data
Risk Indicators for Retarded Fetal Growth

Bean Research: Effects of Polifenols and Other
Anti-nutritional factors for digestibility of Bean Proteins

Effects of Nutritional Feeds for Increasing Animal Milk
Production

Impact of Non-traditional for-X crops on Highlanders
Mgt. and TA for food development and assistance

Macro Eco. Review of Food, Demographic and Socio Ec.
Variables

Effects on Comm. Participation with MCH Food Supplement
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Information Management for Sustainability



TASK
CODE

5.14

1.6

PARTICIPANTS

Pilot Workshop to

Secretaries and Others
on Office Automation

12 persons - secretaries,
office chiefs, represen-
tatives of researchers

and project chiefs.

Workshop on Bibliographical

Searching on New Systems

15 persons - Library
personnel, key person
of each lab terminal.

Workshop to Evaluate and
Update INCAP

strategy

information

15 persons - executive
board of INCAP,
mation specialists

infor-

No. OF
DAYS

5 half
days

Guatemala

5 half
days

Guatemala

Guatemals One
day
each

year

PREPARATORY
ACTIVITIES

Systems Analyst and
consultant and

Human Resources
Division or Personnel
Office prepare
agenda and bibliogra-
phy; pool computers.

I1DEM

Consul tant and infor-
mation specialists
prepare agenda and
bibliography.

COSsTs
CONSULTANTS
AND PARTICIPANTS OTHER
$2000 - Consul tant $500
travel and perdiem
fee one week.
I1DEM IDEM

Costs of each of each of two workshops:

1DEM IDEM



The big organizational cost of marketing information products and using this
equipment is the distraction of the small group of information specialists in
INCAP from their tasks in implementing the rest of the institutional
information strateqgy. The idea is that the executive information strategy
workshops become permanent annual affairs, and that means a recurrent cost.
Participation of INCAP professionals in state-of-the-art working groups would
also become permanent, and at least half the associations are likely to imsist
on continuing to charge membership fees. Some are amerable to an
institutional appeal for an exception to membership fees, once serious
participation by INCAP is observed.

All the data bases imply maintenance costs, substantial use of papers and
printer ribbons, diskettes and time in updating the indexing and retrieval

vocabulary (specialized classification). Much depends on adequate cost
control, for example, avoiding excessive use of laser printers.

VIII. TRAINING PLAN

See chart.



IX. YR. MNTH. TASK

1-2 TABULATION AND ANALYSIS OF CITATION DATA ON SOURCES
USED IN INCAP SCIENTIFIC WORK

Following a methodology similar to that which this consultant applied to a
sample of journal articles by INCAP scientists and student theses, a complete
data gathering was made on INCAP's intellectual production over a five year
period. Given the importance of the hypotheses which were generated in the
sample study, and that this is an excellent approach for an information
requirements study, it is urgent that the full study's data be analyzed. This
would be a one-month task of a local consultant (preferably with social
research and library backgrounds).



YR, MNTH, TASK

1-4 DESIGN OF MIS FOR GTB AND INSTITUTIONAL
COMMUNICATION SCHEMES AT NATIONAL LEVEL

This would be a six week study encompassing all of the member countries,
by a consultant with considerable knowledge of public institutioans,
universities and NGOs in the region, with a background in communication theory
and preferably experience with teleprocessing and participative research
methodologies. The results of these analyses will be key inputs into the
design of the techmological and institutional aspects of the regional network
and the Headquarters' MIS.

1.4 REVIEW OF LAN/WAN BIDS IN TERMS OF REAL
COSTS TO THE ORGANIZATION

This is a one week study (which should coincide with part of the
previously mentioned technical assistance) of an ample number of bids which
INCAP should obtain, and a drawing up of cost elements pertinent to the
organization with regard to each bid but not included in the bid itself. The
Administrative Division would need to help the consultant come up with cost
estimates for the cost elements. This consultant must have considerable
direct experience and knowledge of large-scale office networks of various
types, as well as WAN,

1-4 RECOMMENDATIONS FOR EQUIPMENT, FILE AND DATA
SECURITY

This must be a very high calibre expert on security matters. The mission
is for two weeks, and should overlap the previously mentioned two
consultancies. There may be a qualified person in Guatemala.

1-8 STUDY OF USER REACTIONS TO OPTIONAL DSI MODES

This should be a local person with user study experience, making
controlled experiments over a three month period with regard to user reactioans
to references and document delivery generated through different modes. Among
the variables to control are those highlighted in the task 5.17.

1-9 CONSULTANCY ON LIBRARY ACQUISITION SOFTWARE

After INCAP technicians have reviewed the large number of possibilities,
and inquiries have been made about the feasibility of them in Guatemala, an
expert on this subject should opinionate on the preferences in INCAP and
justify his or her own conclusions. This would be a two day mission. There
appear to be suitable experts in Costa Rica and Mexico.



YR, MNTH, TASK

1-11 DESIGN AND IMPLEMENTATION OF PROJECT MONITORING
SYSTEM

A non-conventional cost-effective approach is needed on this, as is noted
in this document (EOP Scenario #4). There are lots of consultants offering
rather conventional information-heavy systems, not geared to real
decision-making capabilities, so one has to be careful. This consists of two
missions, the first a week and the other six weeks, including field testing of
the new systemn.

1.4 CONVERTING THE ADMINISTRATIVE SUPPORT DATA INTO
MANAGEMENT DATA

This should be discussed rather exhaustively with INCAP officials and the
definition of four final candidate subjects should be recommended by the
previous consultants on tasks 8.1, 5.4, 1.1 and 1.2. Very specialized
experts, Or personS kmown to have imaginative appropriate techmiques, for
dealing with this problem should be considered for this. Each subject would
be submitted to 2-3 weeks work by the expert, who leaves guidelines to a
locally contracted systems analysts-programmer and does at least one follow up
mission.

1-12 CHECK ON LAN/WAN DEVELOPMENT

About half way through installation, an independent consultant should do
an evaluation. This is a one week mission., This could be the same consultant
as that for task 5.11.

-2 MARKET STUDY FOR INCAP INFORMATION PRODUCTS

This is a three week study, including visits to all member countries.
Possible products to be studied are indicated in . This must
definitely be a Central American firm with ample experience in doing market
studies for information products in the region, including am in-depth
knowledge of potential competitors or collaborators with INCAP's marketing
efforts.

2-5, 2-11 TWO STAGE WORKSHOP ON CASE-4GE-ISPE TOOLS

This must be a well versed and experienced expert on these tools, who can
advise the systems' analysts on the selection of tools for their work. This
would be a rather informal workshop with the analysts and programmers,
interspersed with some lectures and demonstrations. The expert should adopt a



strict opportunity cost approach to the subject., considering the pressures on
the analysts' time. Each visit would be three days. They should be preceeded
by sending a bibliography to be studied by the analysts ahead of time.

YR, MNTH, TASK

2-10 DESIGN AND IMPLEMENTATION OF MARKETING DATA BASE

This could be a very expensive and elaborate operation. Fortuantely, AID
has financed something similar to INCAP's needs in ICAITI, and if an agreement
can be made to transfer this technology, it would be of great econmomic
advantage. The target figure is for a contract against product. Specific
files will be different between the two systems, but the structure could
largely be the same.

(00792)



INFORMATION MANAGEMENT CAPABILITIES

This analysis covers INCAP's capacity and need for improvements in
information technologies, systems and services required during the IISP.

The focus of this analysis is on strengthening required by INCAP,
including technical assistance, to have an appropriate information strategy
and supporting systems.

I. Existin rmati m

INCAP's information strateqgy has undergone an intensive process of
development over the last two years. Management has defined priorities for
information systems and services. A diagnosis of problems, and solutioms for
developing necessary systems and services, was undertaken with external
consultancy help. There was a high level of INCAP staff participatiom at all
organizational levels, and staff follow-up has been good.

There is at present a great variety of computer-based information
functions and applications at INCAP. There have been important skills and
systems development within the organization, including some original computer
programming demonstrated in laboratory controls, statistical analyses, and
administrative support functions., In addition some innovative work has been
done at INCAP on software for graphic map presentations, surveillance systems,
and in the manual control of key documents produced by and for specific
projects.

Work is currently underway on user-oriented studies and experiments which
will give precise indications for new library acquisition, reference and
dissemination policies. INCAP has a protocol procedure for new research
projects which involves a quality control of data handling and analysis. A
number of steps have been taken to increase the effectiveness of INCAP's data
analysis in the specialized Micro-Center dedicated to this task.

INCAP's administrative support system, which will eventually have 21
modules, is in full development, and for the core modules on programming and
accounting the parallel use of the old system is about to terminate.

There has been a reduction in the core group of information specialists,
including systems analysts, statisticians and librarians, to a dozen posts.
There is a smaller number of computer programmers. Productivity in data and
systems analysis has been maintained to a large exteat by specializing this
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staff according to their talents and upgrading equipment. (Note: due to
reduced staff, there does not seem to be within INCAP staff the specialized
skills required for in-depth analysis of information technology optiomns,
leading to the danger of mistaken presumptions in making purchase and policy
decisions.)

The separation of system developments, most markedly the separation
between the administrative support system and the other institutional systems,
has permitted observable work progress. However, this is now presenting the
danger of duplicate or bureaucratic systems, with possible difficulties for
efficient user interface,

Overall, information planning and policy responsibilities have been
concentrated in a core group of executives and technicians instead of the
prior rather unmanageable large advisory group. Executive responsibilities
for implementing the institutional informational strategies have been
centralized in the Commurnication and Information Coordinator. This new
decision structure is demonstrating the frankness, application, and
well-intendedness required to face the deficiencies in INCAP's information
management system.

INCAP is aware at this important time of institutional transformation of
the value of outside assistance in developing the institution's information
system to the point where it can meet INCAP's future needs, particularly to
meet the sustainability objectives of the IISP Project.

II. 1 formation m Deficien

There are a number of defects and challenges to INCAP's capacity to have
and maintain a fully functional information management system. These are as
follows:

1. Increasing in-house (Headgquarters) and regional COMMUNICATION
DIFFICULTIES, given the inadequate structures (both too rigid and
disorganized) or competence for office handling of the information
technologies and volumes which already exist, and given the tendency
(reinforced if attention is only given to the telematic or other tramsmission
segment of the communication chain) to greatly overload key points of
information generation, flows and use;

2. The deficiency of INFORMATION SKILLS OF MANY USERS in the
organization, especially in using software packages and data base searching,
and of user-friendly technology:
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3. Very poor facilities to integrate, retrieve and disseminate
information, and the LACK OF EXPERIENCE WITH RELEVANCE-ORIENTED DATA BASE
DEVELOPMENT, in sharp contrast to the strong emphasis given to data operations
in research projects and administrative support systems;

4. The lack of an effective selection and presentation of information
that would ENABLE SPECIFIC EXECUTIVE DECISIONS TO TARGET on management
deficiencies especially in project negotiating (marketing) and implemeatation
and on such organizational deficiencies as the costly information handling
crises which actually occur frequently:;

5. The very SMALL NUMBER OF INFORMATION TECHNICIANS in computing and
librarianship and the need to reinforce the capabilities of these persons
especially with integrative methodologies and relevant state-of-the-art
knowledge, while maintaining the relatively effective individualization of
responsibilities for system and service developments; aand

6. The need for the management to receive sound estimates of the REAL
COSTS TO THE ORGANIZATION (beyond appearances or the stated transaction price)
of policy and purchase options regarding information technologies, systems and
services.

As long as these problems exist, they will be very serious constraints on
the ability to strengthen the three kinds of capabilities mentioned above.

III. END QF PROJECT ENARIQ IN 1994

On finishing the three year institutional strengthening project, the work
program for the institutional information strateqgy should have contributed
substantially to:

1. Awareness by INCAP executives of the technical logic of the
information strategy, so that they can intervene in an opportune and rational
way in its implementation, and can help assure that the systems and services
respond to their requirements and that the technology is compatible with the

way the work can and will be organized in their projects, divisions or offices.

2. The INCAP executives counting on effective information systems support
for their own activities, including their own agenda, institutional and
personal directories, follow-up on decisions, and report preparation and
aggregation.

3. A regular and opportune delivery to executives of vital managemeat
information, mostly based on a reworking of administrative support data, such
as cost elements for negotiating new project budgets, the estimated resources
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still available to a project which is being implemented, financial data for
strategic planning, or assimilation of financial reports for the different
donors according to their respective requirements.

4. The effective updating of information during project formulation and
implementation on three levels, but minimizing demands of data generation by
project managers; the three levels are: (1) a general project inventory with
control of reports and document products; (2) information by exception for key
executive decisions; and (3) programming and budgetary accounting controls.
The first level of information is to be stored as a data base in the Research
Coordination, and this could include the periodic summarizing of project
progress reports. The second level of information is mostly a spinoff from
the third level, adding some data elements and algorithms to make timely
estimates. This means that the third level should be as accurate as possible,
but given some practical problems (like the inevitable discrepancy between an
obligation and the real cost and the time lag in knowing the latter), it
should not be expected to do the impossible.

5. Efficent communication flows between Headquaters and the countries, by
means of rapid and econmomic complete displacement (nmot just 'transmission') of
scientific, policy, marketing, programming, budgetary accounting, project
monitoring, surveillance, raw data and statistical analyses, and other
messages, from the original source to the final user, taking advantage of
scale economies in telematics and realistic institutional arrangements in the
countries for assuring these flows.

6. The Local Working Groups (GTBs), including the coordinator, having and
using appropriate tools for understanding the enormous demands and
expectations regarding their work, setting priorities among their programmed
responsibilities and tasks, with an institutionalized yet flexible programming
and monitoring of their activities.

7. The implementation in successive stages of a LAN/WAN installation plan
(in no case to connect more than half of the PCs used for scientific work),
data base administration software, and complementary hardware, file and data
security measures (which must cover all equipment), with a technology which
minimizes overall costs to the organization while providing efficent
electronic mail, data base access, backup controls, data security, multiple
user and other functions and is appropriate for user habits in this
enviroanment.

8. Upgrading the personnel in all levels of the organization with regard
to the efficient use of the information and communication techmologies,
consistent with institutional norms regarding equipment use, file development,
access and security precautions, and data base administration, and to the
observable improvement of their information user habits.



9. Institutional suppert for on-going user groups each organized to
exchange experiences with regard to one or more software packages, and for
designated consulting hours by the systems analysts, emphasizing these as
efficent support mechanisms resulting in improved capabilities of using
software.

10. A standardized records management of all substantive document
production, including correspondance and primary research data, with regard to
all projects (starting with project ideas and extending through implementation
and operation), these standards being reflected in institutional information
standards and the Secretaries' Manual, being used by every INCAP in-house and
regional office and greatly enhancing retrievabilty of this information.

11. Greater clarity regarding the relative attractivemess and
contribution to productivity of dissemination (DSI) services and retrieval
capabilities for INCAP researchers, project staff and administrators; and
xnowledge by most INCAP potential users of access to BITNET, on-line
interactive access to local data bases, CD-ROM, and other reference and full
text document delivery modes, and how to use these in a rational way in
retrieving information; as well as sustained dissemination services which have
proven effective.

12. Reassign library acquisition resources in a more cost-effective
manner, based on user searching habits and demonstrated interests (thus
placing much more emphasis on references to pre-publishing activities by other
researchers) and feasible and acceptable ways to improve these habits (for
example, to obtain the most updated materials and go beyond discipline
boundaries in covering a subject). The conventional sources and modes of
acquisition appear to be of increasingly secondary importance, and it is of
upmost importance to access conference and unedited papers, training
materials, laboratory protocols, etc.

13. Redirect library functions more to question negotiation and helping
users do their own interactive searching, and in helping professionals and
other office staff to resolve particular records management problems.

14. Effective social communication and technology transfer to target
populatioans.

15. A working plan for the marketing of information and information
services.

16, A publications policy which is being implemented.

17. New international linkages among scientific colleagues of INCAP
researchers and other project staff, and of the information technicians
(statisticians, computer scientists, librarians and communication
specialists), in their respective specializations or areas of concern, using
an experts' data base.



18, Participation by INCAP professionals im all fields, including the
social sciences and information sciences, in international state-of-the-art
working groups of professional associations, with an evaluation of the utility
of this participation and an attempt to assure at least one INCAP member in
working groups in subjects of particular importance to the organization.

19. The creation of at least three data bases, on such subject matters as
bibliographic references, references to statistical indicators in INCAP
research, INCAP personnel, project monitoring (including follow-up of initial
negotiations), surveillance, and marketing, this latter including technologies
and methodologies in food and nutrition, experts in these subjects,
institutional contacts and counterparts, staff ideas for projects, and
potential sources of financing.

20. The creation and maintenance of a basic list of descriptors for key
facets, value definitions for specific indicators and rules for entering data
in other data fields which are identical among two or more data bases,
assuring the base for integration, data exchange or comparisons of values
among data bases, facilitating management decisions in marketing and project
control, and facilitating data or bibliographical searching by researchers and
other project members.

21. Computer support for INCAP's educational programs, including the
post-Graduate level education.

22. A selection of a few CASE or fourth generation (4GE) and IPSE tools
and an evaluation of the real utility in making the systems' analysts and
programmers' work in INCAP more efficient.

IV, RECOMMENDATIONS FOR AID SUPPORT: WHAT IS NEEDED

This section summarizes the requirements of techmical assistance,
training, regional meetings, on-site follow-up and commodities, with external
funding, in order for INCAP to progress substantially in terms of the EOP
Scenario outlined above. That is to say, it is a list of the external inputs
required in order for INCAP to undertake adeguately the tasks in its
institutional information strategy.

Almost all technical assistance also involves training within the country,
as is evident from the Implementation Schedule and Training Plan. The former
proposes a target figure for each activity, and the latter distinguishes the
estimated costs regarding the consultancy and the other expenses. The



Implementation Schedule also mentions the tasks which do not require external
ioputs, but the opportune completion of them is necessary for the overall
coherence of this program. The work program has a lot more detail on each of
the tasks.

A, 1 ATIVE IMPLEMENTATION HEDULE AND QVER T
YEAR/ TYPE OF
MONTH INPUT TASK COST (U.S.8)
Year 1
1-0 Inventory of regional
communication system re-
quirements
1-0 Cost comparison of

telecommunication op-
tions for regional
messages

1-0 Finalize Institutional
Information Norms
and Secretary's Manual

1-0 Basic computational
organization
1-0 Add-on list of

information tech-
nology requirements

1-2 TA/TRG Regional meeting of
documentation, statis-
tical and telecommuni-
cation networks 7.000



YEAR/
MONTH

TYPE OF

TASK

COST (U,5.8)

TA

TA/TRG

Commodities

TA

TA

TA

TA/TRG

Tabulate and analyze
citation data on
sources used in INCAP
scientific work

Workshops on data
bases and specialized
classification, and
advice to commission
on classification

Applications to
participate in
international
state-of-the-art
working groups

Design of MIS for
GTB and institutional
communication schemes
at national level

Review of LAN/WAN
bids in terms of real
costs to orgamization

Recommendations for
equipment, file and
data security

Bibliographic data
base design and
implementation

MIS workshop for
INCAP executives

Workshop for design
of statistical refe-
rence data base

1,500

9.500

2,000

13,000

5,000

6,000

2,500



YEAR/ TYPE OF
MONTH __INPUT TASK COST (U.S.$)
1-6 TA/TRG Workshop on design of

regional communication

system 12,000
1-6 TA Conceptualization of

project monitoring

system in 3 levels 6,000
1-7 Commodities Purchase report genera-

tion software 5,000
1-7 Commodities Purchase records manage-

ment software 5,000
1-7 TA/Com Design and implementation

of MIS, including software 32,000
1-8 TA Study of user reactions to

optional DSI modes 4,000
1-9 TA Consultancy on library ad-

quisition software 1,500
1-9 Commodities Communication equipment

(see list) 29,000
1-9 Commodities LAN/WAN 220,000
1-9 Commodities BITNET 2,000
1-9 Commodities Library Acquisition

Software 1000
1-9 Design and implementation

of Data Base om Institu-

tional Contacts and Counter-

parts
1-9 Desigan and implementation

of Data Base on Experts
in Food and Nutrition



YEAR/
MONTH

TYPE OF
INPUT

TASK

COST (U,S.8)

Operating Costs
(e.g., travel
and per diem)

TA

TA

TA

TA

TRG

TA-TRG

Design and implementation
of networking to other
researchers

Negotiation of institu-
tional arrangements in
regional network, includ-
ing scientific communica-
tion circles

Design and implementation
project monitoring system

Module of project balances
for MIS

Check on LAN/WAN develop-
ment

Design and implementation
of Data Base on Food and
Nutrition Methods and
Techniques

Market study for INCAP
information products

Workshops in each couantry
on use of regional
communication system

Pilot workshop for
secretaries and others
on new office automation
norms

3,500

24,000

11,000

5,000

7,000

10,000

2,500



YEAR/
MONTH

TYPE OF
INPUT

TASK

COST (U.S.8)

2-5

Commodites

TA-COM

TA

Commodities

Commodities

TA-COM

Operating Costs
(travel and
per diem)

TA

Participation in
international state-
of-the-art working
groups

Workshop on bibliographic
searching on new systems
and tools

Repeat office automation
workshop

Organization of user
groups and office for
consultation on infor-
mation technology
problems.

First workshop on
CASE-4GE-ISPE tools

Fusion of SISVAN-SIMAP-
Country Profile projects

Graphics presentation
technology for marketing

Compensation fund for
time of systems' analysts
in marketing

Workshop on INCAP infor-
mation strategy

Follow-up on regional
communication system

Design and implementa-
tion of marketing data
base

2,000

2,500

2,500

13,500

10,000

2,500

3,000

8,000



YEAR/ TYPE OF

MONTH INPUT TASK COST (U.S.8)
2-11 TA-TRG Second CASE-4GE-ISPE
workshop 2,500
Year 3
3-1 TA Conversion of administra-
support data to MIS data 11,000
3-1 Packaging of SISVAN-SIMAP-
Country Profile for
marketing
3-1 Formulation of publica-

tions policy

3-3 Operating Costs Evaluation and guidance
to countries on internal
food and nutrition
communication 3,500

3-4 Commodities Participation in
international state-
of-the-art working

groups 2,000
3-4 TA Conversion of administra-

support data to MIS data 11,000
3-7 TA Conversion of administra-

support data to MIS data 11,000
3-7 Evaluation of experience

of participation in
international state-of-
the-art working groups

3-8 TA-COM Workshop on evaluation and
adjustments of institutional
information estrategy 2,500



V. INCAP INFORMATION PRODUCIS

The following is a suggested initial list of salable products of INCAP
with regard to information, information systems, consultancy, etc.

1. Packages like SISVAN-SIMAP-Country Profile.

2. Publications, perhaps to bookstores and bookfairs through an agent who
would create an attractive common catalogue for Central American regional

organizations (INCAE, ICAP, INCAP, SIECA, BCIE, etc.).

3. Bibliographic searching in the health field for doctors and patients,
and in related fields for corporations and individuals.

4. Formulation and implementation of information support strategies for
projects undertaken by other agencies in Central America.

5. Design and implementation of information systems.

INCAP has had experience with the internal and external problems and
costs of transfering each of these types of products, and those should
certainly be taken into account in making proposals for a larger scale
activity in this area.

VI. PRIORITIES

Since the tasks are grouped into subsystems and categories, and they are
strongly interrelated, the priorities are given here by category:



Strategic Management

Project Control and Evaluation

Regional Communication Network

Office Automation

Data Base Capabilities

Marketing Data Base and
Information Markets

Technology Transfer

Scientific Research Support
Systems

More Efficient and Effective
Information Specialists

VII. RECURRENT COSTS

Most software to be purchased should reduce overall operating costs to
INCAP, for example, the software of report generation, records management,

library acquisition and dedicated lines in the regional communication network.

As to the LAN/WAN investment, the overall recurrent costs, which can be quite
high, are precisely what the consultant would have to estimate.

BITNET recurrent costs will be estimated.
The graphic presentation equipment for marketing and editing will imply

considerable recurreant costs, but the idea is that this egquipment helps to
produce income.



TASK
CODE

9.3

* Ffolders,

PARTICIPANTS

Regional Meeting of Networks

10 outside participants
Central American network
representatives, 3 INCAP,

3 active focal points (Agri-
cutture, Health, Women or

population), consultant.

Simultaneous Workshops on

Data Bases and Specialized

Classification

20 participants of INCAP.
Systems analysts and key

users of each data base,

consut tant.

Operative Workshop on

Microisis

7 INCAP participants,
consultant

invitations,

reproduction, coffee break,

No. OF
PLACE DAYS
Guatemala 2 full
or Costa deys
Rica
Guatemala 5 hatf
days
Guatemala 5 half
days

logistic materials,

PREPARATORY
ACTIVITIES

Consultant prepares
agenda and bibliog-
raphy; joint

coordination with

Director Infor/Commun.

ldem; bring
computers together.

Consultant prepares
agenda and bibliog-
raphy, coordinates
workshop, bring
computerstogether.

COosTS

CONSULTANTS
AND PARTICIPANTS

$3500 - 6 persons
travel and per diem

$2000 - Fee, per diem
and travel consultant
one-week.

$8000 - travel per
diem, two consultants
one-week,

$500 - wmarginal
cost per diems for
above consultant.

local transportation.

fee for one.

$1500 -
including
meeting place.

$1000

$500



TASK
CODE

5.6

5.8

PARTICIPANTS

MIS Workshop for INCAP
executives

10 headquarters’ executives

of INCAP, consultant

Network Design Workshop

5 participants - [INCAP
executives, 2 regional
consul tants, outside
consul tant.

Workshop on Communication

System in Each Country

Coordinator of GTB

GT8

Administrative Analyst
secretaries

Guatemals

Guatemala

Each
Country

No. OF PREPARATORY
DAYS ~ ACTIVITIES
One IDEM
futt
day
Two CT Directors 2
full consul tant prepere
days agenda bibliography;

some computers for
demonstration.

2 full Systems analysts,

day, does material prepa-

each ration, coordinator

country of GIB coordinates
workshop.

COSTS

CONSULTANTS
AND PARTICIPANTS

$200 - travel per
diem, fee consultant
one-week.

$7500
14 persons travel
perdiem fee 2 weeks.

$7000 - travel and
perdiem for system
analyst.

$500

$500

$ 3000
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Attachment E.4

To Accompany Annex E

Strateqgic Marketing and Busjiness Planning for Sustajnability

[This analysis was prepared in conjunction with Annex G.]

I. Introductory Summary

A. Background

The Institute for Nutrition of Central America and Panama (INCAP)
is the largest organization administered by the Pan American
Health Organization (PAHO/OPS). INCAP has 87 professional staff
and approximately 300 support staff working in Central America.
INCAP is organized on a matrix basis with coordinating units and
technical divisions. It has recently formalized its
decentralization process which now includes field staff in all
the countries of Central America and Panama. (Refer to attached
Organization Chart) INCAP has a Directing Council (similar to a
Board of Directors) made up of the Ministers of Health of the
seven member countries, the Director of PAHO and the Director of
INCAP.

The INCAP headquarters staff in Guatemala operates relatively
independently of PAHO while the country teams are integrated into
each PAHO country team. Most INCAP country teams consist of three
professionals except Guatemala which has seven and Belize which
has only one.

Founded in 1949, INCAP's original objective was to determine the
nutritional problems of the region in order that solutions for
those problems might be learned through research. The results
were to be shared with others in the scientific, development,
planning and educational communities, particularly with those in
the ministries and public universities of member countries.

INCAP's view of the nutritional problems in the region has
expanded during the course of its forty-two years. 1Its concern
with human nutrition now includes the full range of Maternal and
Child Health issues and related research activities. This has
given INCAP a decidedly applied orientation to much of its
research, something which is not widely known.

Technology transfer, while acknowledged by INCAP spokespersons
and others to be of unequal quality, is something which INCAP has
done from its very beginning as a natural complement to its
research activities. Activities aimed at technology transfer have
included traditional means of scientific and technical
publications, technical assistance, conferences, seminars,



workshops and collaboration with the region's ministries of
health, agriculture, education, and planning:; with its national
universities: and with a wide range of national and international
PVO/NGOs.

In spite of this, misgivings were noted by several clients
regarding INCAP's ability to transfer its research findings to
the more practical level of the community where it will result in
direct benefits to the population. A general perception exists
that INCAP is too theoretical. In fact, INCAP's work in applied
research is significant but INCAP has not effectively
communicated its involvement and its results. Decentralization of
INCAP has strengthened its applied service orientation.

B. Summary of Recommendations

In the analysis and recommendations that follow, the team has
taken into account a number of factors that distinguish INCAP
from a typical company or organization that relys exclusively on
selling its services to survive.

INCAP is first and foremost a social service organization with a
mission to assist the governments in the region to improve the
nutritional and health status of the people in greatest need.
INCAP's primary clients, Ministries of Health, Education and
Agriculture, have great need for INCAP's services but have no
money to pay for them.

The emphasis or priority given to diversifying and/or expanding
INCAP's client base to include "paying customers" must be
developed with the above in mind and should not be to the
detriment of INCAP's primary client, the Public Sector.

Other important factors to consider in recommending a marketing
strategy are the philosophy of the organization and the attitudes
of the employees. In the case of INCAP, the philosophy and
attitudes do not lend themselves to a major refocus of priorities
from the public sector to the private sector. Nor do most of
their services.

INCAP needs to expand its client base, with private business as a
minor but important part of that new base. INCAP employees must
understand that "marketing" doces not refer just to private sector
clients, and that promotion and business development or marketing
do not diminish their services but do enhance the possibilities
of accomplishing the mission of the organization.

INCAP's primary marketing task is to convince donors and
collaborating organizations to finance INCAP's involvement in the
delivery of priority services to the public sector institutions
and PVO's with which INCAP works.



A secondary, but important, task of INCAP is to strengthen its
capability to provide services on a fee-for-service basis in
order to expand its financial base and increase its resources and
ultimately its long-term sustainability. This diversification
will improve INCAP's ability to survive, to service its primary
clients and to accomplish its goals and objectives.

II. INCAP MARKETING/PROMOTION CAPABILITITES
A. INCAP Services Over the Past Five Years

A frequently voiced concern during this market assessment was
INCAP's absence of clear priorities. It was held that INCAP had
a tendency to work in too many technical areas, in some of which
it did not have a comparative advantage. Informants identified
these areas as Agricultural Sciences, Maternal and Child Health,
Oral Rehydration Therapy, Acute Respiratory Infections,
Immunization programs. While all generally agreed that INCAP's
principal strength was '"nutrition", there was little agreement
about what nutrition research should, and should not, include.
The team, therefore, decided to list INCAP activities in order to
determine which areas INCAP was working in, and the human
resources it was investing in them.

According to INCAP's March 1991 Boletin Informativo de la
Coordinacion de Investigacjon, INCAP is currently undertaking
twenty-nine "research" projects within its three technical
divisions of Nutrition and Health (23 projects), Agriculture and
Food Sciences (2 projects), and Food and Nutrition Planning (4
projects.)'

While most of these projects were begun since 1990 and will
conclude by 1993 at the latest, two were begun in 1981 (research
on beans), and others in infant diahrrea, maternal/child health
related research, and primary health education as early as 1984.
In spite of this, several informants held the mistaken impression
that INCAP only recently became interested in maternal/child
health, and child survival as a means to obtain funds. INCAP
was, thus, not regarded as being up to speed on such
interventions as ORT, EPI, ARI, etc.

B. Curre o s and jces

1. Within Technjcal Divisions

Research, program and/or project interests of organizations are

! Numerous of the listed research projects have several

research components, each identified with the same project
identification number (PIN.)



evidenced by the objectives they set for themselves in the
projects they are currently undertaking. These interests may or
may not coincide with past or future intere¢sts. In the case of
INCAP, many of the projects listed reflect INCAP's early
interests in theoretical research, e.g., tha impact of early
palnutrition in adolescence

However, an analysis of INCAP's present research load shows a
primarily applied orientation.?

2. Other Products and Services
(a) Incaparina and Other Food Products

Incaparina was INCAP's first and best known effort to introduce a
low cost highly nutritious product into the marketplace. There
is little question that Incaparina is a successful, and
relatively well known product from a technical point of view.
There appears to be a consensus, however, that given its
relatively high price, the product has not benefitted that
population segment for whom it was primarily intended -- the
poor. It is also generally admitted, that Incaparina has not
financially benefited INCAP. Several informants believed that
INCAP was not adequately compensated by agreed upon royalty
payments, attributing this to INCAP's inability to negotiate a
business deal.

Incaparina was the first in a line of INCAP products. More
recently INCAP developed the nutritional cookie, currently being
distributed by Guatemala's Ministry of Education to primary grade
students at the rate of some 1.3 million daily; Panacrema, a
nutritional drink developed for Panamaian school children to be
taken along with another INCAP developed nutritional cookie made
according to a formula utilizing flour mixtures available in
Panama. Other countries of the region are discussing these and
other products, e.g., an atole (thick liquid) drink for those
countries where atole is a traditional food.

The writers are well aware that the distinction between
theoretical and applied research is not a clear one. Strictly
theoretical research has had dramatic impacts on the quality of
human life: the Green Revolutions of India and China are examples
of the impact of applied implications of theoretical research for
greatly increasing food production. At INCAP INCAPARINA resulted
from its theoretical research projects.



(b) SIMAP and MAP MAKER Software Programs

Both programs were developed by INCAP with the assistance of the
USAID funded Futures Group. The SIMAP program was developed for
micro computers. It allows the organization and presentation of
data from numerous and diverse data bases. It facilitates a wide
range of projections relative to health sector, health planning
and demographnic analyses. The MAP MAKER program allows health
and population data obtained through the SIMAP software to be
illustrated for any region of the globe. While SIMAP and MAP
MAKER are different programs, they have been so designed to
complement each other and to be used in tandem.

(¢) Service Products

INCAP's fundamental mandate, one which was brought to the team's
attention several times, is the provision of service to national
ministries (health, agriculture, education, planning),
universities, technical schools, and PVO/NGOs. These represent
INCAP's principal market segments. Estimates of how much time
each market segment requires from several GTB teams did not vary
greatly:

o 65-80 percent for the ministries;
o 15-25 percent for universities;
o about 5 percent for PVO/NGOs.

The principal service which INCAP/GTB staff provide to member
country institutions is technology transfer. This is essentially
the "raison d'etre" for the GTB's. Some means for effecting
technology transfer are technical assistance, program and
intervention design, local level clooaborative implementation,
courses, seminars, workshops, and via publications in scientific
and popular/paraprofessional journals. Required preconditions
for success in any of these consists of at least the following:

o appropriate expertise:

o] good consulting and training skills;

o a solid understanding of the culture in which the
technology is to be transfered;

o an understanding of the probable consequences of
transfering the technology:

o] the ability to evaluate outcomes, i.e., follow-up.

C. Past and Current Funding Sources

For a great part of its history, INCAP has had a multifaceted
funding picture. However, for the past few years, that picture
has been dominated by USAID/ROCAP funds for project support. 1In
1988 the USAID/ROCAP share of INCAP's total funding was 44
percent. ROCAP project support remains roughly the same at the
present time, but will be largely eliminated by the end of 1991.

S



A much discussed (and controversial, within bilateral missions)
new three-year sustainability project will attempt to place INCAP
on a more solid financial and managerial footing by the EOQOP at
which time ROCAP funding will be phased out. It is not expected
that INCAP will be self-sufficient at that time but that it will
have expanded its funding base and developed a capability to
promote and market its services.

Donors following USAID/ROCAP in the level of funding for INCAP
are the following:

o EEC Countries: 25 percent of total INCAP funding in
1989. Three countries (Sweden, Switzerland and France)
contributed over 1.6 million dollars;

o PAHO provides core funding of approximately 1.2 million
annually. PAHO also provides in-country GTBs with a
significant in-kind contribution of office space and
equipment in the Region's PAHO offices (except
Guatemala). PAHO also provides INCAP/GTB teams with
telephone, secretarial support, dollar salaries (for
all INCAP professional staff), and a line of credit in
dollars;

o U.S. universities provided US$454,631 for the support
of ten joint INCAP-US University projects. That amount
represented approximately 7% of the total INCAP budget

for 1989;

o In 1989, nine international NGOs contributed US$385,450
for 6 percent of the annual budget;:

o In 1988, income from sales (including royalties from
Incaparina and the nutritional cookies) amounted to
US$341,937;

o] INCAP member countries make an annual contribution.

The amounts actually received varies from year to year,
due to the problem of no- or partial-payments by member
governments: $315,415 was received in 1988, but only
$246,221 in 1989;

o} Private corporations contributed $9,350 in 1989, in
support of two projects.

D. INCAP's Approach To Marketing

INCAP has had a relatively passive approach to marketing, partly
because that has been the "personality" of the organization and
partly because donors, Universities, foundations, etc. have
pursued INCAP as it was the pre-eminant (and only comprehensive)
nutrition resource in Central America. Until very recently
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INCAP's marketing plan or strategy was to develop proposals for
presentation to donors or collaborate on proposals developed by
others.

1. INCAP staffing, consultants

The professional services which any organization is capable of
delivering to its clients and beneficiaries is directly related
to the knowledge and experience of its current professional and
support staff. A well designed nutritional or MCH intervention,
for example, is ineffective if staff are incapable of, or ill-
disposed to, carrying out assignments. While the traditions of
an organization are important for orienting and motivating
succeeding generations of staff, the state-of-the-art expertise
of an organization is in the regularly updated minds of its staff
rather than in past accomplishments. INCAP must keep this in mind
and begin to focus more on its current expertise rather that its
past accomplishments.

One of the most attractive prospects that the IISP project offers
INCAP is the possibility of attracting new, top quality talent,
and of upgrading the skills of existing staff. This is something
which INCAP has traditionally done in a wide variety of ways,
including local seminars and workshops, international
conferences, and by sending its people off for advanced degrees
to U.S. and European universities. The latter practice
continues. At the present time three INCAP staff are pursuing
doctoral degrees at US universities.

2. Overview of Current Situatjon

INCAP continues to be regarded as the pre-eminant nutrition
authority in the Central America/Panama Region, containing the
most comprehensive package of nutrition-related services. The
organization, however, is believed to be in a critical period
because of the following factors:

(a) INCAP's principal donor, AID/ROCAP, is phasing out its
funding. By 1995 AID/ROCAP's assistance to INCAP will
end;

(b) Poor communication -- the single most important
component of a good marketing attitude. Many
informants were not knowledgeable about INCAP's current
activities and capabilities. Actively promoting INCAP
services and capabilities was not part of the mindset
of the in-country GTB teams. INCAP is not being
promoted/marketed either by word of mouth, good
brochures or other types of promotion;

(c) INCAP is, according to some informants, out of touch
with the current needs of the region;

7



(d) What appears to be a reputation for not completing work
in a timely fashion; for not following up on initial
meetings; for promising to do more than it can deliver;

(e) Poor proposal preparation (which is expecially critical
vis a vis AID);

(f) Because competition in the region has increased as
INCAP graduates and former employees have established
their own technical assistance firms or nutrition
institutes within the Universities of the region. In
addition, traditional AID contractors have developed
nutrition capabilities that are available to the
region.

In order to cope with the new situation, INCAP has begun to
implement critical changes. INCAP has decentralized its
capability to all the countries of the region. This
decentralization process has created new challenges, problems,
and opportunities for the organization. Attitudes regarding
promotion and business development are changing among some of the
key senior staff. The management of the decentralization process
is being analyzed. A team-building training program is being
implemented, in order that in-country GTB teams function as such
rather than as individuals. Awareness is growing of the
importance of communicating INCAP activities.

This team's review of INCAP confirmed many of the institutional
weaknesses that have been identified previously by AID and
others. The team also noted that these administrative,
organizational and technical weaknesses are being acknowledged by
INCAP and a willingness demonstrated by senior INCAP staff to
address them. Another important change underway is INCAP's move
from the theoretical (basic research) to the practical (applied
research) and from the lab to the community: i.e., whereby the
design and implementation of project interventions are based on
research results.

In all of the administrative, organizational and attitudinal
areas there is still much to be done, especially with regard to
marketing, promotion, and business development. This analysis
indicates that there is a significant gap between the current
INCAP strateqgy, approach, and programs, and the perception that
many people have developed of INCAP over the years.

E. Institutional Marketing Strengths and Weaknesses

1. Strengths
INCAP's strengths are both tangible (as listed below) and
intangible, as in the well known dedication and determination of
INCAP people to improve the health and well-being of the Central

8
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American population. INCAP's strengths, combined with its
overall philosophy of service, should enable it to effectively
promote and market its services to both existing and new clients.

(a) continujty

INCAP's regional and local presence provides continuity for many
government ministries. Given the tendency of many governments of
the region to name poclitical appointees to key ministry posts,
INCAP's presence in those ministry's acts as a bridge between
outgeing and incoming administrations. INCAP also is capable of
providing continuity to major donor programming. The regular
occurence of major donor staff turnover can have negative policy
and program impacts on funded projects.

(b) Social Distance

With few exceptions, INCAP staff are local to the countries in
which they work. As such they are native bearers of those
cultures. The importance of social distance is well known to
development workers and social scientists around the world. The
mistakes made by culturally insensitive development "experts" are
legion. (European-made national boundary decisions for the Middle
East and Africa which cross-cut traditional ethnic boundaries is
a most glaring example.) Yet the notion was dismissed as an
important consideration on several occasions during the course of
the interviews. The view that "one cannot be a prophet in his own
land" is held by many. INCAP, with its local and regional
capability, and access to international experts should be able to
benefit from both of these attitudes.

(¢) Qualjty Service

INCAP's technical work is of high quality. In spite of numerous
concerns about INCAP's delivery and management of services,
expressed in the interviews, the teams impression is that clients

and donors believe INCAP has a generally solid reputation for
quality.

(d) Decentralization

INCAP's decentraligation decision was seen to provide the Region
with the following:

a greater number of local technicians;

easier access to INCAP technology:

a greatly improved response time to requests for
technical assistance;

o) in-place potential to provide INCAP with a
promotion/marketing capability

o000

(e) ess
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INCAP's close relationship to PAHO opens many doors, increases
its access to the ministries, and enables it to influence
policies related to nutrition. PAHO, through its annual core
funding and line of credit provides INCAP a degree of financial
stability. PAHO in its effort to strengthen INCAP is expanding
its use of INCAP services in areas such as Maternal-Child Health
and food security.

(f) inist Contacts

A strong connection to Ministries in all countries of the Region
(Ministries of Health, Agriculture, Education, Planning) and a
commitment to meeting the countries needs enables INCAP to
collaborate in the development and implementation of Ministry
objectives and priorities in the areas of nutrition and food
security.

(g) University Contacts

INCAP has excellent relations with the universities of Central
America and Panama, and with numerous universities in the U.S.
Without exception, all U.S. universities contacted during the
course of this market analysis enthusiatically welcomed the
opportunity of colloborating on projects with INCAP.

(h) taff Dedication

INCAP staff people have gained the reputation of being doggedly
dedicated to INCAP's mission of public service ultimately
oriented to the service of the poor, even in those cases which
are widely believed to have failed in that purpose, e.g.,
Incaparina, One concern of INCAP staff and others is that over-
emphasizing the private for-profit sector may deflect from
INCAP's mission and be destructive of its purpose.

(1) Well Positioned for Joint Projects
INCAP is well-positioned to collaborate and develop joint

projects with other institutions; contractors, NGO's,
Universities, Agricultural schools, etc.

(J) gomprehensive Range of Skjlls

INCAP has developed a broad range of complementary skills which

enable it to offer its clients a comprehensive capability. These

include:
o theoretical and applied research methodoclogies
o] food analysis methodologies
o] food technology/food sciences
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product development & testing
fortification/enrichment

food handling/storage/logistics
quality control

food safety

food security

food surveillance

operations research

technical assistance

information dissemination

technology transfer

materials development

formal education (master's degree program)
training

curriculum development

continuing and in-service education
survey design and implementation
project planning

monitoring and evaluation

policy analysis

design of nutrition strategies
information systems and computer services

* % ¥ *

*

O0O0DO0OOOOODODOOOOOOOO

In the area of Maternal & Child Health, INCAP has developed a
significant capability in:

nutrition policy

micronutrients (vitamin A, iron, iodine)
growth monitoring

infant feeding

diarrhea treatment/dietary management

low birth weight infants

breast-feeding

nutritional needs of high-risk pregnant women
maternal/neo~natal mortality

(k) Technical & Financial Assistance

INCAP is able to offer its principal clients, (regional
ministries and universities) both technical and financial
assistance.

0O00OO0OO0OO0OO0ODOOO

(1) Alumni Network
INCAP has an excellent alumni network throughout Latin America
and the U.S. These networks can be used as resources for a wide

range of needs, including promotion, business development and
collaboration opportunities.

2. Weaknesses

All of the weaknesses listed below directly affect INCAP's
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ability to market and promote its services and products. The
weaknesses are the result of deficiencies in the organizational
structure, management systems, administrative and managerial
skills: gaps in technical capacity, and an insufficient concern

for financial sustainability; all of which are targeted in the
Institutional Strengthening Project.

(a) Deadlines
INCAP often does not meet deadlines.
(b) Response Time
INCAP headquarters responds slowly to requests for assistance.

(c) Incomplete Service Products

INCAP does not always complete the tasks and projects it has
agreed to carry out.

(d) Communjcatjon

INCAP communication skills need improvement in the following
contexts:
o] with clients and potential clients:
(This is especially true with AID bi-lateral missions. Most
AID missions have little knowledge of current INCAP
activities and as a result do not think of INCAP when
looking for TA.)

o) internally at the central level:
o between the central level and the GTB's;
o between GTB's of different countries;

(e) Promotion

There is minimal promotion of the organization, and of its
activities and successes. The following factors are at play:

o a negative attitude toward the need for promotion and
marketing among nunerous INCAP staff:;

o lack of appreciation for promotion and marketing;

o) INCAP has not assigned responsibility for promection and
marketing to any particular unit of the organization.

o] promotion is not considered a responsibility or task of
specific individuals -- especially of GTB staff;
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o no time is allocated for promotion.

(f) Management & Administration

o Management/administrative policies of the
decentralization process need clarification;

o Policies and procedures related to contracting, the
pursuit of new opportunities, and the provision of
technical assistance do not appear to be consistent for
all GTBs with respect to proposal development,
reporting, the utilization and commitment of
headquarters personnel, and planning and communication
between GTB's and headquarters.

(Examples include incidents which were pointed out by
clients and/or potential clients. These include GTZ in
Honduras, Nabisco and OR Project in Nicaragua, U of
Costa Rica/CITA in Costa Rica, and Univ.of
Panama/Nutrition:;)

In addition, INCAP procedures for developing and
approving contracts with collaborating institutions is
cumbersome and slow. (Most universities and consulting
firms expressed this view.)

o reporting requirements of GTB's are too cumbersome and
do not meet the needs of the organization -- especially
with regard to marketing and communication;

o lines of authority, supervisory responsibilities and
reporting between GTB's and headquarters need
definition and clarification;

(g) Interpersonal/organizatjonal Relations

INCAP has poor relations with some USAID missions. These appear
to be strongly interpersonal. INCAP criticism of USAID in those
countries where relations are strained, is that USAID staff
persons have shown "disrespect" for INCAP staff. USAID
criticisms of INCAP were basically that:

- INCAP makes no effort to communicate with the Mission;

-- INCAP does not support USAID health and nutrition
policies.

(h) Perceived as Too Thecoretical

It was widely perceived that INCAP has placed too little emphasis
on the application of research results, i.e., many informants
still viewed INCAP as a fundamentally academic research
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organization that is too esoteric and theoretical. This was
often the view even though most of INCAP's current research is of
a clearly applied nature, concerned with community and
maternal/child care health issues such as diahrrea control,
potable water, respiratory infections, immunizations, nutrition
education, growth monitoring, food security, etc.

(i) Project Cost Estimates

INCAP appears to be weak in its ability to correctly cost and
price its services.

(3) oposa ev ment

INCAP's proposal development process is deficient, especially
with respect to USAID proposal requirements. AID (and other
organizations with funding from AID, e.g., NGO's and private
consulting firms) criticisms of INCAP's proposal capabilities
have included inadequate and unclear project descritions, failure
to meet proposal deadlines, and poorly estimated budgets.

F. INCAP Marketing and Promotion Capabjlities
1. enera

Most individuals attracted to technical service institutes 1like
INCAP cannot be expected to have either interest or skills in
marketing. They are for the most part highly trained technicians
with great interest in their specialties. This appears to be the
case at INCAP

There are, however, some individuals within INCAP (at
headgquarters and in local country offices) who have excellent
interpersonal skills that will enable them to be very effective
in marketing/promoting INCAP. These individuals are easily
trainable to undertake promotion and marketing activities in the
course of their normal work responsibilities.

Given appropriate time and training, and professional marketing
support, some of these individuals can assume additional
marketing responsibilities, such as brochure, advertising and PSA
write-ups/designs, market segment surveys, promotion lectures,
and business development calls to potential clients. Such an
effort, requires the support of senior management, and a
professional marketing support/training staff at the headquarters
office. Promotion of the organization should be a clearly
defined responsibility of senior staff.

2. Marketing Attitudes At INCAP

On the basis of what appeared to be a disregard for any form of
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marketing at the operational level °, including active promotion
and public relations, and the comments of INCAP staff, the team
believes that such an absence is the result of a negative
attitude within INCAP about marketing and promotion. One INCAP
informant associated marketing with the private sector whose
singular purpose was the maximization of profit rather than
public service and never the twain could meet.

Marketing within INCAP appears to be viewed as something that
there is no time for. Everything else is more important. There
also appears to be a notion that high quality work sells itself.
INCAP professionals, as professionals in many technical
organizations, feel that "marketing" is beneath them and that to
market one's services somehow cheapens the service, the employees
doing it, and the institution. Albeit difficult and slow, such an
attitude needs to be changed and can be.

INCAP has already taken steps to change this "organizational"
attitude about marketing. The challenge that lies ahead is
institutionalizing the attitudinal change. This will come about
by changing individual attitudes via on-going education. A large
part of the problem is employee perception of marketing. In many
institutions, marketing is seen in terms of a hard sell to make
money rather than as a way to promote the strengths of the
organization in order that costs be recovered when and from whom
they can be recovered; and as a way to achieve the organizations
objectives.

3. Quality Control

To a large extent, technicians are correct in thinking that high
quality work sells itself: certainly to the client/recipient of
the specific service or product. At this time, however, the
teams' analysis indicates that the quality of INCAPs services is
often overshadowed by the weaknesses listed above which directly
affect the clients perception of INCAP's performance. Until
those weaknesses and/or the clients perception of weaknesses are
significantly reduced, it is unrealistic to assume that the
services will sell themselves.

Quality service requires clear lines of authority and
responsibility, effective communication, timely response, and
follow-up. The service must be useful to the end user and
appropriate to the situation. The value of the product produced
can be greatly diminished by a failure to provide the "full
service"., It is this comprehensive service that INCAP must learn
to deliver if it hopes to successfully market its products and
services.

4. Changes implemented or planned

3 Not at the executive level, however. Since assuming the
directorship of INCAP, Doctor Delgado has spent a significant part
"of his time in promotion and marketing activities.
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It is clear from reviewing recently developed INCAP plans and
strategies that key individuals in the organization are aware of
many of the things that need to be done in order to enable INCAP
to respond effectively to regional needs and opportunities.

INCAP has taken steps to change the organizational attitude
toward marketing and expand INCAP's client portfolio. The
decentralization process that began years ago and in the past two
years took on an institutional commitment, has, in selected
instances, greatly improved INCAP's responsiveness to clients
needs. The Director has persocnally made a major effort to promote
INCAP to key donors and other organizations. INCAP has made a
major effort to define its goals and to develop strategies to
meet those goals.

INCAP's current situation is influenced by both the weaknesses
identified above and a perception that many people have of INCAP
based on attitudes and activities of the past. Although there is
still much to be done to improve INCAP's "marketability, much can
be accomplished simply by making people aware of the changes and
the recent experiences/activities of INCAP.



17

IV. Recommended Activities To Be Carried Out During The Three
Yea m entation Of The Proiject To Become Competjitive and

Self-Sustaining
A. Development of a Marketing Strategy & Plan
1. Ratjonale and purpose

The marketing plan should include at least the organization
mission; objectives; strategy, i.e., target market, competitive
position, marketing/service mix; time frame; assignment of
responsibilities, all by country and/or region. The strategic
thinking and planning that has been done by the Coordinating
Committee needs to be further refined and translated into a
specific marketing strategy.

INCAP must decide what kind of organization it wants to be, i.e.,
how many services and in what areas; how many employees; and what
clients and donors it wants/needs to work with to accomplish its
goals. For example, working with AID implies more involved
contracting, accounting and proposal development than working
with European donors; working in the private sector implies a
different, perhaps more sophistocated marketing approach than
working in the public sector (and perhaps a change in
organizational philosophy).

Whatever institutional marketing plan is finally accepted and
implemented by INCAP, and in whatever organizational context it
is located, there are a number of key marketing/develo

related functions that must be carried out. These should
include, at least, integration and coordination, data base
collection and management, market needs analysis & product
design, staff training, communication, regional & local strategy
development, public relations/advertising, literature

development, proposal development, policy analysis and
formulation,

(a) t jon a coordinatjon

The marketing activity needs to include the integration and
coordination of all components agreed upon in the marketing plan.
The work load of the marketing staff needs to be coordinated in
an efficient manner, so that job responsibilities clearly
complement each other and that tasks are accomplished in a timely
manner. New INCAP project opportunities and proposal development
require the coordination of in-house clearances, persons to be
contacted, the timely imput of proposal writers, technical and
other specialists, in order that significant numbers of proposals
reach funders on time and according to their specifications and
instructions.
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(b) ata Base Co ction and Management

There will be need for numerous data bases. These will be
directly related to INCAP's marketing needs. One of the most
important and frequently used data bases will be for proposal
development, and will include files on actual and potential
donors. If fundraising becomes a major activity, the number of
donor files can number from a few hundred foundations to
thousands, including files on individual philanthropists, known
to be the most significant donors. These files need to be
regularly updated as the funding policies of donors and their
board and staff members are regularly being revised and/or
changed. Another critical data base is the staff and consultant
registry.

Other data bases may include:

-- list of current projects and revenue from each

-- revenue by division

-- program to follow-up on new business development and
coordinate activities of headgquarters and country

offices.
-- control and follow-up of proposals
-- boiler plate capability statements

-- boiler plate administrative/financial data

(¢c) ©On-Going Market Needs Analysis & Product Design

An essential function of any marketing effort is to continually
assess new opportunities for a company's products. In the case
of INCAP these will be primarily service products. This will
require frequent contacts with potential clients to better
understand their current and future needs and how INCAP might be
able to respond to those needs. For example: 1) the USAID/Panama
mission has no immediate plans to fund health and nutrition
projects. But it would like to develop a contingency plan for a
health program intervention in the event of a cholera breakout.
They asked if INCAP could provide input into such a plan; 2) GTZ,
of the German Government, contacted INCAP about its interest in
the nutrition field; 3) a health and nutrition committee of the
Univ. of Panama asked for assistance in fundraising, etc. A
marketing conscious INCAP will look for, and develop such
opportunities into traditional or new service products which are
consistent with INCAP's mandate.

(d) staff Training

An important function of the Marketing/Development office will be
the conduct of well planned training/sensitizing programs in the
"how to" and the rationale/need for promotion and marketing, on a
regularly scheduled basis for in-country GTB teams, and for
headquarters staff. This training needs to be sensitive to the
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needs and cultural patterns of the individual countries, and of
INCAP staff members. A major objective of the staff training
efforts is to attempt to alter negative attitudes about marketing
and promotion functions. INCAP staff need to understand that
marketing and promotion is not intrinsically profit seeking.

(e) Communication

A major marketing and promotion function needs to be
communication, and in a wide range of contexts including the
following:

-- between GTB and OPS staffs (Guatemala only):

- between GTB and USAID bilateral missions;

-- between GTB staffs and some university faculties;

-- between Headgquarters staff on missions to member
countries and GTB staffs in those countries:

-- between Headquarters and GTB staffs;

-~ between INCAP staff and all other clients and potential
clients.

Poor communication will negatively affect any marketing strategy
that is implemented.

(£f) jonal & loc ate

Marketing and promotion cannot be done without planning,
direction, and the allocation of appropriate time. Albeit
flexible, a marketing and promotion plan needs to be developed
for the institution as a whole (including attitudinal issues) and
for each GTB in conformity to the needs of each country. For
GTB's, marketing goals, objectives and activities need to be
included as part of annual work plans. One example might be the
following: goal, to establish contact with the private sector;
obiective, to assess potential needs of 10 private sector
companies during the year which INCAP might address; actjvity,
identify and visit 10 companies with potential for INCAP.

(g) i ions vertisin

A problem found in all countries was a lack of knowledge about
specific INCAP projects, i.e., what areas INCAP is currently
involved in and overall INCAP capabilities. Public relations is a
way to expand knowledge and create awareness of INCAP. INCAP
staff should pursue and take advantage of public speaking, panel
discussion, and lecture opportunities to address health and
nutrition issues as_INCAP professionals. They should also take
advantage of public media opportunities: newspapers, journals, TV
for PSAs (public service announcements) etc. It is imperative
that INCAP learn how to take due credit for its work and
accomplishments.
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(h) Marketing Ljiterature Development

INCAP needs to develop a line of promotional materials that are
geared for technicians on the one hand, and for executives,
bureaucrats, and administrators, many of whom are not technical
people. These should be addressed to actual and potential
clients in several sectors: government, university, NGOs, major
contractors, government agencies, private sector (both
agricultural and other.) Also needed are country-specific
brochures describing INCAP activities in the different countries
of the Region.

(1) oposa velopme

Proposal development is one of the most important means to
develop relations with potential donors. The team's view of
INCAP's proposal development capability comes exclusively from
USAID and USAID subcontractors, and included the following
criticisms:

-- project descriptions are not well done;
-- budgets are poorly calculated:
-- deadlines are not met.

INCAP needs to learn to conform to USAID proposal preparation
requirements whether as a prime or subcontractor. Given the
potential of direct and indirect funding from USAID (at the bi-
lateral, regional and Washington levels), it is important that
INCAP greatly improve its proposal development capability,
including the employment of a USAID-savvy proposal writer as a
member of the INCAP marketing team. (see below for more details)

(3) Policy

Given the direct impact of executive level policy on any
marketing program, the marketing office needs to function as a
sounding board for proposed policy formulations relating to the
agency's marketing and promotion program. This is another reason
why the marketing office needs to be in a direct line of
communication with the INCAP Director's office.

2. Define marketing roles of HQ and GTBs

For each marketing activity, the roles of headquarters and the
local GTB's must be clearly delineated. For example:

-- Executive Director markets INCAP (presents proposals)
to European donor, GTZ at its headquarters in
Frankfurt;

-- GTB's promote INCAP to local GTZ counry
representatives.
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(Because we know that one of the first things GTZ, Germany
will do when reviewing the proposal is contact the Central
American GTZ representatives to get their opinion of INCAP.)

3. Select priority work/technical areas

In order to establish priority services, one of the initial
activities of the marketing plan should be a more in-depth
analysis of 1) INCAP's technical capabilities/human resources; 2)
needs and priorities of clients and potential clients; and 3)
expenses and revenues by Division or technical area, in order to
establish priorities, strengthen technical capabilities,
determine staffing needs and cost savings.

The establishment of priority work areas is complicated because
it must take into account:

-- the priorities of the governments and the needs of the
people in the region;

- the existing technical capabilities of INCAP; i.e
INCAP's ability to provide high quality services;

-- the interests of donors/clients;

-- the administrative capability of INCAP; i.e. INCAP's
ability to provide services in a timely, cost-effective
manner:;

- Regional priorities as well as local country government
priorities.

(The team recommends that the three above-mentioned analyses
be done by INCAP staff in collaboration with a marketing
consultant. INCAP is familiar with its human resources and
its accounting systems. The client needs analysis creates a
reason for INCAP personnel to initiate their
marketing/promotion activities and to visit clients and
potential clients that are identified in this analysis.)

4. Expand promotijonal activities
(a) The organjzations capabjlities must be documented

INCAP's marketing materials must be of high quality and tell the
"real" story of INCAP. They should document INCAP's
accomplishments and activities in a succinct fashion that clearly
lets the client know what INCAP can do. Materials developed
should have a standard/consistent design, logo, color, etc. so
that people identify the documents with INCAP. An INCAP folder
with individual sheets for each type of service should be
considered as that would enable INCAP to target the materials to
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different clients.

(b) The Executive Djirector must take on the kev role of
promoting INCAP

The Director is the ideal person at INCAP to undertake this
activity. Because of the changing situation at INCAP, the lack of
current information about INCAP (and in some cases negative views
of the organization), it is essential to make a maximum effort
(for a limited period at least) as soon as possible. His job
description should by revised, if necessary, and the organization
structure analyzed to determine the delegation of authority in
the absence of the Director and the assignment of
responsibilities removed from the Director's job description.

(c¢) PAHO should be enlisted to help promote INCAP

PAHO must become more proactive in its support for INCAP and
specifically INCAP's funding needs.

At the country level, PAHO's influence with Ministries,
international donors, Universities, etc. is considerable and
should be utilized however possible to promote and develop
funding sources for INCAP. INCAP's name should be added to the
signs identifying the PAHC/INCAP offices.

At the central level in Washngton PAHO has developed excellent
relations with numerous donors in Europe and should use these
contacts to help INCAP market its services to these donors.

5. Improve communicatjon at all levels

INCAP must take a proactive approach to marketing and promotion,
and not expect clients and potential clients to take the
initiative or to receive information about INCAP from third
parties. Being proactive can increase INCAP's choices about its
work and therefore the prospects of achieving its' mission.

INCAP must keep in regular contact with its' key clients in order
to exchange information, develop better working relationships,
and obtain information about new opportunities.

-- Headquarters should send information
updates/newsletters/reports on a regular basis.

-- GTB's should call on clients on a regular basis.

-- INCAP should develop a mechanism and procedures for
regular communication between GTB's in different
countries to exchange ideas, contacts, experiences,
etc.
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Strengthen the decentralization procgess

At the country level, analyze the technical
capabilities of country teams and the
priorities/opportunities of the countries in order to
determine staffing needs. The first phase of the
decentralization, i.e., strengthening relations with
INCAP's principal clients, has succeded. It is time to
focus on developing GTB teams that can deliver quality
services.

At the headquarters level, develop policies and
procedures that will facilitate the GTB's activities.
The policies and procedures should cover; 1)
contracting, 2) report writing, 3) development of new
business, 4) use of headquarters personnel, and 5)
annual planning (to allow flexibility for new business
development) .

Upgrade the administrative/management skills of the
GTB's in each country

Simplify and revise the GTB quarterly reports. They
should be in a form that is easily utilized for
monitoring and marketing and does not require an
excessive amount of time to prepare. They should
provide information on 1) key activities during the
period, 2) people and organizations met with, 3)
accomplishments, 4) new business opportunities, 5)
problems encountered, and 6) specific support required
from Guatemala.

The GTB's should develop a brief country
report/newsletter that can be sent to local INCAP
clients (and to headquarters and other GTB's as well).

Review the overall INCAP organization structure in
order to design a structure that facilitates an
effective decentralization process, better
communication, better project management and that
assures effective organizational management in the
absence of the Director.

Develop a client oriented philosophy

INCAP must continue to move from an approach of "this is what we
have" to one of "what do you need". The GTB's appear to be much
more effective at this than the headquarters. GTB's are
developing annual work plans in collaboration with their
principal client, the MCH.
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8. Expand INCAP's capability to respond in a timely
fashion to requests for technical assistance and
proposals

- Develop and maintain a staff/consultant registry (with

required input and updating forms). It should
distinguish between headquarters and country staff, and
should identify Regional and International experts in
INCAP priority technical areas by country of residence.

-- Assign responsibility for handling and responding to
requests for proposals and technical assistance to a
particular unit in the organization, and be sure
clients and potential clients know who to contact.

-- Develop procedures and "boiler plate" materials that
will facilitate prompt responses to the requests.

-- Develop capability statements for the priority services
INCAP wants to promote, e.g., Operations Research (See
appendix , Outline of OR Capability developed for
INCAP by PRICOR).

- Develop the accounting systems and procedures required
for preparing prosposal budgets.

9. Develop a marketing/business development unijit

The review team believes that a logical step would be the
expansion of one of the existing units to include a
marketing/promotion/business development capability. The initial
staff should initially include two professionals, Marketing
Director and proposal writer, (see qualifications below) and one
support person. The unit's functions should include the
following:

(a) Assure communication with donors, clients, etc.
(b) Assist GTB's to promote INCAP in each country.
(c) Oversee the development of promotional materials.

(d) Assist the Director to expand/better target his
promotional activities.

(e) Oversee the preparation of proposals.

(f) Participate in the selection of projects to bid on--
keeping INCAP focused on its priorities (and minimizing
divisional efforts to expand beyond their
capabilities).
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(g) Develop and manage the staff/consultant registry
including regional and international experts in the
INCAP "focus" areas.

(h) Develop and assure a capability to respond quickly and
effeciently to requests for tec