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EXECUTIVE SUMMARY

ThIS report descnbes actIvItIes of the consultant's recent tnp to Guatemala to assIst the BASICSI
Guatemala team m the development of theIr plans for Implementmg the IMCI methodology m
three NGOs The consultant focused on the aspect of the plan relatmg to several management
Issues crucIal to the ImplementatIOn, specIfically those havmg to do wIth servIce delIvery
mformatIOn systems, drug lOgIStICS systems, and cost effectIveness conSIderatIOns A qUIck and
somewhat superficIal assessment was made of the eXlstmg SItuatIOns m each of the NGOs, and
conSIderable vanatIOn was found m the levels ofdevelopment of the organIzatIOns' management
systems Nevertheless, It was determmed that WIth a more detaIled analySIS of these systems, It
should be pOSSIble to develop modIficatIOns to the eXlstmg systems whIch wIll meet the more
demandmg needs of the IMCI mterventIOn It was further determmed that the modIficatIOns
should be mtegrated mto the eXlstmg systems, resultmg m a mlmmum dIsruptIOn and a net
Improvement to the way the organIzatIOns manage theIr health care delIvery servIces

The pnmary result of thIS consultancy was the development of a techmcal assIstance plan for
carrymg out the management-related components to the IMCI ImplementatIOn ThIS plan IS
presented m detaIl m an appendIx and was mcorporated, m summary form, mto the BASICS PY5
work plan

II. PURPOSE OF VISIT

The pnmary purpose of thIS VISIt was to undertake an ImtIaI assessment of the reqUIrements for
actIVItIes m the areas of mformatIOn systems, lOgIStICS systems, and cost effectIveness analyses,
m support of the BASICS imtIatlve for Implementmg an IMCI methodology WIth three NGOs m
Guatemala More speCIfically, the VISIt was to make an mltIal evaluatIOn of the current state of
organIzatIOn of each NGO, WIth respect to the way they specIfy and document dIsease
classIficatIOns and treatment protocols, the way they momtor health care servIces, and the way
they measure and track servIce delIvery mputs, mcludmg personnel, drugs, and other supplIes
and eqUIpment

The pnmary output for the VISIt was to be the development of a plan of actIVItIes and follow on
techmcal aSSIstance for supportmg the IMCI mterventlons WIth modIficatIOns and Improvements
to eXIstmg mformatIOn systems and drug lOgIStIcs systems, and the establIshment of a framework
for measunng Impact m terms of cost effectIveness

III. BACKGROUND

WIth USAID MISSIOn support, over the past few years BASICS has attempted to encourage the
Guatemalan MmIstry of Health to buIld upon the gams ofUSAID's prevIOUS PIE/TRO project
through the adoptIon of a strategy of mtegrated case management for SIck chIldren Though the
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MOH has recogmzed that the mtegrated care approach IS consIstent wIth the natIOnal strategy
mcorporated m the government's SIAS mitIatlve, It has decIded to focus its current efforts
elsewhere USAID has thus shifted the focus of much of ItS support to the NGO commumty, wIth
two sIgmficant projects managed respectIvely by the PopulatIOn councIl and PCI Though
BASICS IS collaboratmg With these two efforts, the MISSIOn has suggested the need for BASICS
to focus support to a network ofNGOs provldmg health servIces to the permanent and mIgratory
employees of agnculturalfincas ThIs network constItutes the thud largest provIder of health
servIces, followmg the MOH and IGGS, the Guatemalan Social Secunty System The work
carned out under thIS consultancy IS m support of the strategy to Implement the IMCI
methodology wIth three selected NGOs

IV. TRIP ACTIVITIES

A portIOn of the VISIt was dedIcated to revIewing background matenals and to dlscussmg the
project With BASICS staff Part of thIS reVIew mvolved the overall ImplementatIOn plans for
IMCI and the dIfferent components Toward the end of the VISIt, there was dISCUSSIon on the
BASICS revIsed PY5 work plan and how the mformatIOn, lOgIStICS, and cost components of thIS
partIcular project fit With the other actIvIties

On the second day of the VISIt, a bnefing was held wIth the USAID MIssIon, on the final day,
there was a debnefing Dunng the bnefing, USAID emphasIzed theu concern that the project
gIve sIgmficant attentIOn to Issues of sustamabIlIty of the ImplementatIOn wlthm the NGOs and
that the NGOs not only value the Improvements, but take ownershIp of them Dunng the
debnefing these Issues were addressed, notmg that any modIficatIon to NGOs' systems would
buIld on and Improve them rather than create separate and somewhat redundant actIvIties It was
also noted that mitIal presentatIOn of the approach had been receIved With enthusIasm by all three
of the NGOs

QUIte naturally, the bulk of the actIvItIes were focused on mtervieWIng and makmg observatIOns
at the NGOs' offices Wednesday was spent at the offices ofAGROSALUD and
GUATESALUD, and on Thursday, the consultant traveled to Santo Tomas to VISIt ClImca
Maxefia and ItS satellIte clImc m Chocola DIscussIOns were held With dIrectors and staff from
each NGO to determme the baSIC structure of the orgamzatIon and ItS operatmg charactenstIcs
In addItion, copIes were obtamed, whenever practIcal, of documentation, lIsts, and reports that
descnbe theIr Illness classIficatIOn and treatment protocols, the way they track and momtor
mformatIOn on servIce delIvery and drug lOgIStICS, and other operatIOnal aspects that WIll Impact
the cost effectIveness study In meetmgs With all three NOOs, a speCial effort was made to
explam the nature of the work to be undertaken m the areas ofmformatlOn, lOgIstICS, and cost
analyses, and to offer the prospect of Improvements to eXIstmg systems
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v. RESULTS AND CONCLUSIONS

Health Information Systems

It was found that there was consIderable vanatIOn m the level of SophIstIcatIOn and degree of
structure and organIzatIon m the way that each NGO handled the functIOns ofrecordmg and
reportmg mformatIOn on theIr health servIces delIvery ThIs vanatIOn WIll naturally lead to
dIfferent approaches and systems speCIficatIOns for each of the clIent organIzatIOns

Climca Maxeiia, due m part to ItS broader focus on communIty development actIVItIes beyond
health care delIvery, has the least well developed and managed health mformatIOn system. The
system m place for the mam clImc, and to a lesser extent m the two satellIte cllmcs, IS relatIvely
sImple, but well managed There eXIsts a classIficatIOn of Illnesses and a manual system for
recordmg VISItS mJournal form StatIstIcs are consolIdated monthly by morbIdIty classIficatIOn,
With some breakdown by age and sex Reporting and consolIdatIon from the satellIte clImcs IS
not currently bemg momtored In addItIon to the clInics, there IS a system of communIty
promoters, some of whom are mvolved in health care issues These promoters, however, are
focused pnmarily on health educatIOn, detectIOn, and referral, and are not mvolved m case
management Climca Maxeiia IS currently m the process of redeslgmng theIr health mformatIOn
system and are open to assistance m that area

The SItuatIOn m AGROSALUD IS a sIgmficant step up from Climca Maxeiia m terms of the
organIzatIOn and ImplementatIOn of theIr health mformatIOn system. Health care delIvery IS
proVIded through a network of health promoters workmg m health posts that are lmked to large,
pnvately held farms The servIces are pnmarIly proVIded to the farm workers and theIr famIlIes,
but are often avaIlable to a larger communIty as well At the health posts, clImcal hlstones are
mamtamed m famIly folders and, as such, make It at least feaSIble to analyze the management of
mdIVIdual cases The promoters send the reports to the central office, With consolIdatIOns of
servIces delIvered, thIS consolIdated mformatIOn IS then entered mto the computer ThIS
computenzed health mformatIOn system IS based on a pre-defined lIst of Illnesses and IS capable
of provldmg summary statIstICS of Illness types by age and sex groupmgs for mdlvldual health
posts An Important Issue IS whether or not It Will be pOSSIble to modIfy AGROSALUD's
eXlstmg system, It IS not clear whether the source code and ongmal developer IS stIll aVaIlable

GUATESALUD operates m a manner SImIlar to that of AGROSALUD m that they proVIde
health servIces through a network ofpromoters to pnvately held farm communItIes TheIr health
mformatIOn system, however, IS the most sophIsticated of the three NOOs It IS computerIzed and
IS based on a classIficatIOn of illnesses lIst taken from the WHO standards What makes the
OUATESALUD system unIque IS that they have developed a dally reportmg form that prOVIdes
data on mdIVIdual VISItS The form proVIdes a mechanIsm for recordmg for each mdividual VISIt,
the complete range of dIagnoses and treatments provided at the health posts, mcludmg the
occurrences ofmultIple dIagnoses and treatments These daIly VISItS reports are sent to the central
office where the mformatIOn IS entered m the computer It IS very unusual to have a computenzed
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system that w111 allow for analysIs of case management, mcludmg multIple VISItS by an
mdividual ThIS Will represent an Important resource for the project as It seeks to evaluate the
changes m case management brought on by the mtroductIOn of IMCI

Drug Logistics Systems

Fmdmgs m the area of drug lOgIStICS m each of the three NGOs IS sIml1ar to those descnbed m
the Health InformatIOn System sectIOn GUATESALUD has a well developed system for the
ratIOnal procurement and dIstnbutIOn of pharmaceuticals, wIth a standard lIst developed from the
WHO model lIst of essential drugs AGROSALUD also works wIth a standard lIst of drugs, and
both organIzatIOns have computenzed mformatIOn systems for managmg theIr drug lOgIstics
ClImca Maxefta works with a smaller lIst of standard drugs and seems to have more trouble
procurIng and maIntaInIng the qualIty and quantIty ofessential drugs ObservatIOns in
stockrooms of both the Maxefta's mam clImc and the satellIte clImc in Chocola revealed some
drugs With expIred dates

Cost Effectiveness Study

None of the three NGOs have speCIfic mformatlon aval1able on the costs of servIces prOVIded,
but all three recogmzed thIS as an area of Importance ThIS IS partIcularly the case With
AGROSALUD and GUATESALUD, as they are m a pOSItIOn ofhavmg to pnce theIr servIces to
the farm owners or admlmstrators whl1e beIng able to demonstrate the effectIveness of the
servIces GUATESALUD was especIally Interested In thIs area as they are In the process of
lookmg for new clIents and, pOSSIbly, new markets Cost effectIveness IS also of Importance to
Climca Maxefta as It seeks for ways to do more WIth the lImIted donatIOn resources that are
avaIlable

The mformatIOn reqUIred to begm to understand an organIzatIOn's cost effectIveness falls m two
mam areas the effectIveness of servIces delIvered and the cost of delIvenng those servIces The
aval1abilIty of thIS mformatIOn for each of the NGOs IS reflected m the descnptions above on the
health mformatIOn and drug lOgIStiCS systems For those organIzation with more detaIled
mformatIOn avaIlable on servIce delIvery statIstics, It Will be eaSIer to draw conclusIOns on the
effectIveness of servIce delIvery patterns InformatIOn on procurement, dlstnbutIOn, and
dIsbursement of drugs will lIkeWise proVIde mformatIOn on treatments (servIces) as well as costs
for those servIces.

AddItIOnal cost mformatIOn Will need to come from the eXlstmg accountmg systems ofeach of
the three orgamzatIOns In general, the level of detaIl and SOphIstIcatIOn of the accountmg
systems for each NGO IS SImIlar to what was found for the health mformatIOn systems
AGROSALUD and GUATESALUD both have computenzed accountmg systems, willIe Clfmca
Maxefta has a manual system With some utilIzation ofcomputenzed spreadsheets None of the
organIzatIOns have accountmg systems whIch are hnked to the servIce delIvery mformatIOn
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systems, nor do they have cost data by mdividual servIces It Will be necessary to overcome thIs
by makmg certam assumptIOns and developmg sImphfied cost models

VI. RECOMMENDATIONS

Health Information and Drug Logistics Systems

There are two basIcs precepts wmch should gUide BASICS work on the development of both the
health mformatIOn systems and the drug lOgIStICS systems reqUired to support the Implementation
ofIMCI m each of the NGOs The first IS that, to the extent pOSSIble, the result should be smgle,
mtegrated systems, as opposed to a separate, parallel systems for IMCI The second precept IS
that the work should result m an overall Improvement m the systems that Will enhance the
management of the organIzatIOn and Improve ItS prospects for sustainabIhty

There are several steps whIch must be undertaken to accomphsh these pnncipies EXIstmg
standard lIsts of Illnesses and treatment protocols should be adjusted to mclude the claSSIficatIOns
and algonthrns ofIMCI, but other Improvements should be conSIdered at the same tIme SImIlar
modIficatIOns and Improvements need to be made to drug hsts and procurement and
dIsbursement protocols It may be necessary to have separate forms for servIces proVIded under
the IMCI methodology, but these forms should be structured m a way that they easIly consohdate
mto the same format used for consolIdatmg all servIces Where computenzed systems eXIst, an
effort should be made to modIfy or adapt these systems to mclude IMCI cntena, rather than
develop separate computenzed systems to meet the project needs

Cost Effectiveness Study

It should be recogmzed at the outset that there are hmitations to how much can be accomphshed
m thIS area m the relatively short time frame of the current project The focus should be on
developmg a methodology whIch can be built upon and refined over time It IS Important that the
chent NGOs understand and be mvolved m the development of thIS methodology, smce they Will
be the ones that WIll contmue ItS development and, more Importantly, use ItS findmgs to Improve
deCISIOn makmg

The mitIal focus of tms actiVIty Will be on documentatIOn of the situatIOn pnor to the
mtroductIOn of IMCI SpecIfically, It Will develop and analyze the level and pattern of servIce
dehvery m the under 5 years old patIents for each of the NGOs. Clearly, the level of detad for
thIS analySIS wdl vary among the three NGOs An effort Will also be made to estImate time per
VISIt and to measure other mputs to the health care delIvery process, and SImple cost models WIll
be developed ThIs mformatIOn and these models Will then be used to structure the procedures for
momtonng the changes under IMCI and to compare the effects of these changes on cost
effectiveness By September (the end ofPY 5 fundmg), It should be pOSSIble to have suffiCIent
mformatIOn to make an mitIal assessment ofthe methodology
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VII. FOLLOW-UP ACTION REQUIRED

A senes of activities Will be reqUIred mvolvmg documentatIOn of eXIstmg systems and
procedures, development ofrecommendatIOns for Improvmg these systems and procedures, and
development and ImplementatIon of the selected Improvements (See AppendIx B Draft Scope
of Work )
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Appendix A: LIst of Contacts

USAID MIssion, Guatemala
Pat O'Connor, HPN Officer
BaudI1IO Lopez, Project Officer

AGROSALUD
Angel PortIllo, Coordinator General
Ingred de QUInones, CoordInator AdmInIstratIOn
JulIa Perez, Secretary
CnstIan GarcIa, Pharmacy Manager

GUATESALUD
Glen Lopez, AdmInIstratIve DIrector
Carmen Cerezo, MedIcal DIrector

Clinica Maxena
SIster Mana Waddell, DIrector
MIgUel GuarchaJ, Sub DIrector
Cmlo Xum Chay, General Accountant
MatIas Som, Promotor, Warehouse Manager

BASICS, Guatemala
Roberto Aldana, Country Representative
Carlos Quan, TechnIcal Officer - IMCI
Eugema Saenz de Tejada, TechnIcal Officer - IE&C
FIdel Arevalo, Consultant - CommunIty Health
ClaudIa , AdmInIstrator
Carmen __, Secretary
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Appendix B: Draft Scope of Work.

SCOPES OF WORK FOR
INFORMATION AND LOGISTICS SYSTEMS AND COST STUDY

General Objectives:

ProvIde support and techmcal aSsIstant for the followmg

• A health mformatIOn system that wIll effectIvely capture data and provIde reports
conSIstent WIth the IMCI classIficatIOn system, whIle mamtammg compatibIlIty wIth
clIents' eXIstmg systems

• A drug logistIC system that wIll effectIvely capture the changes m prescnbmg and
dIstnbutIOn ofdrugs followmg the IMCI ImplementatIOn, and recommendmg changes m
eXIstmg systems to mamtam compatibIlIty

• A cost study that Will reflect and analyze the changes m dIstnbutIOn of costs as a result of
changes m utIlIzatIOn, diagnostic and treatment patterns related to IMCI ImplementatIOn

Specific Objectives and Activities:

In order to carry out the above obJectives, the followmg actiVItIes With specIfic ObjectIves are
proposed

Guatemala TDY to collect informatIOn on eXIstmg systems two weeks m March. 1998

• VISIt the central offices of each of the three NGOs to collect detaIled mformatIOn on the
content and structure of theIr existmg health mformatIOn and drug/supplIes lOgIStiCS
systems

• VISIt representatIve servIce delIvery pomts to add to and complIment mformatIOn
avaIlable at central offices and check valIdIty and conSIstency Issues

• Obtam sample data from eXIstmg systems WhICh wIll proVIde utilIzatIOn and cost
mformation on service delIvery pnor to IMCI ImplementatIOn

Guatemala TDY to propose modIficatIOns to eXIstIng systems two weeks In AprIl. 1998

• Make presentatIOns of proposed optIOns for IMCI related data collectIOn and reportIng to
each of the three NGOs

• DISCUSS With each NGO Issues regardmg IntegratIOn and compatibIlIty WIth health
InfOrmatIOn and drug lOgIStICS systems not covered by the proposed IMCI systems



• DISCUSS assumptIOns reqUIred for analySIS of utIlIzatIOn and cost mformatIOn on servIce
delIvery pnor to IMCI ImplementatIOn

Guatemala TDY to mtroduce modIficatIOns to eXIstmg systems one week m June, 1998

• Present final recommendatIOns for new or modIfied health mformatIOn and drug lOgIStIC
systems related to IMCI ImplementatIOn

• DISCUSS and resolve Issues regardmg ImplementatIOn of new systems, mcludmg actIOns
reqUIred to assure compatibIlIty and contmUIty

• Present prelIminary results from analySIS of utIlIzatIOn and cost mformatIOn on service
delIvery pnor to IMCI ImplementatIOn

Guatemala TDY to follow up on modIficatIOns to eXIstmg systems one week m August. 1998

• ReVIew progress and resolve Issues resulting from the ImplementatIOn of the modIfied
health mformatIOn and drug lOgIStIC systems related to IMCI ImplementatIOn

• Obtam sample data from new systems which wIll proVIde utilIzatIOn and cost mformatIOn
on servIce delIvery followmg IMCI ImplementatIOn

U S based support and development three weeks between February 15 and September 30, 1998

• ReVIew documents on pnor IMCI ImplementatIOns elsewhere to IdentIfy Issues related to
development of health mformatIOn and drug/supplIes lOgIStICS systems WhICh WIll meet
IMCI reqUIrements

• Analyze mformatIOn collected durmg March TDY, draft proposed optIOns for IMCI
related data collectIOn and reportmg and develop proposed structure for cost study

• Two day tnp to Washmgton DC to dISCUSS With BASICS stafffindmgs and proposed
optIOns for mformatIOn and lOgIStICS systems as well as Issues regardmg cost study

• Draft and later finalIze recommendatIOns for new or modified health mformatIOn and
drug logIstIc systems related to IMCI ImplementatIOn

• Analyze pre-IMCI portIon ofcost study and prepare findmgs for dISCUSSIOn

• Analyze post IMCI ImplementatIOn portIOn of cost study and wnte conclusIOns

• Wnte final findmgs for mformatIOn and lOgIStICS systems, and cost study modules of
Guatemala NGO-IMCI project and debnef


