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I EXECUTIVE SUMMARY

BASICS consultant Mr Steve Brooke VISIted the LAPROMED facIlIties m Guatemala CIty,
Guatemala, February 8-14, 1998, to mitlate customer servIce, marketmg research, and
orgarnzatiOnal relatiOnshIp actiVIties recommended and agreed upon among LAPROMED,
BASICS, USAID, and PATH Durmg a preVIOUS VISIt m October 1997, It was determmed that
LAPROMED's pnmary needs for sustamabIhty were m the above mentiOned areas, however,
two key techmcallssues were also IdentIfied that would support and complement the busmess
mitIatives, speCIfically, product cost reductiOn and shelfhfe extensiOn These techmcallssues
were addressed by Mr Mervyn Hamer dunng hIS VISIt to LAPROMED on February 4-6, 1998

Thanks m part to a strong commItment of time and effort by semor management ofLAPROMED
and the EconomIC Development CouncIl (EDC), good progress was made dunng thIS VISIt
SpeCIfic accomphshments mclude the followmg-

Launch of Customer ServIce Trammg at LAPROMED

• The subcontract for this component between BASICS and CALTEC, a consultmg firm
based m Guatemala CIty, was finahzed

• Two succeSSive mommg seSSIOns of ImtIal customer servIce process development
trammg, led by CALTEC, were held at LAPROMED All the semor management staffof
LAPROMED and EDC attended both seSSions

• LAPROMED staff completed an mitIal assessment of the areas for Improvement m
customer service

• CALTEC and LAPROMED staff agreed on the compOSItiOn of the group to oversee the
customer servIce Improvement component Key offiCials from the Umversity of San
Carlos (USAC) WIll be mcluded

• CALTEC and LAPROMED staff agreed on an overall plan and tImehne for the customer
servIce Improvement component and scheduled the next workmg seSSiOn of the group

ExammatiOn and ReVISIon of the LAPROMEDIEDC RelatIOnshIp WIth USAC

• LAPROMEDIEDC, CALTEC, and Brooke reVIewed the benefits and constramts of the
current finanCial and admInIstratIVe relatIOnshIp structure between LAPROMED and
USAC

• LAPROMEDIEDC, CALTEC, and Brooke met With LIC Jorge Perez Folgar, the current
dean of the School of ChemIcal SCIences and Pharmacy ofUSAC He stated that he Will
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support LAPROMED's efforts to Improve Its customer servIce and understands that thIS
may reqUire changes m the current financIal and admmlstratlve relatIOnshIp

• LAPROMEDIEDC, CALTEC, and Brooke met the two candIdates for the posItIon of
dean of the School of ChemIcal SCIences and Pharmacy ofUSAC The electIOn process
Will begm m March Both candIdates pledged that, If elected, they Will do everythmg they
can to ensure the success of LAPROMED

ImtIatIOn of Market Assessment Update

• Brooke met wIth Carlos Rafael Anzueto, a marketmg consultant based m Guatemala
CIty, to dISCUSS conductIng an updated assessment of the pubhc sector DRS market In
Guatemala

• Brooke dIscussed engagmg Anzueto for thIS task WIth LAPROMEDIEDC staff, USAID,
and CALTEC All agreed wIth the proposed approach

• Brooke and Anzueto finalIzed a task overvIew for the market assessment update

• Anzueto has submItted a proposal to BASICS Fmal detaIls wIll be settled by early March
1998 BASICS and Anzueto expect the assessment can be completed by late Apnl 1998

Cntical Next Steps

• The BASICSIPATH team Will carefully momtor the order backlog SItuatIOn and place
more emphasIS on the productIon plannIng aspects of the technIcal assIstance If
appropnate

• LAPROMED and CALTEC Will complete the steps of defimng reqUired customer servIce
functIOns and wIll begm desIgn of these functIOns

• Brooke Will prepare a bnefing document on LAPROMED's OpportunItIes and
constraInts, as these are affected by the LAPROMEDfUSAC finanCIal and admimstratIve
structure

• LAPROMED staffwIlI closely momtor the progress of the electIOns at USAC and advIse
Brooke of the best pOSSIble tImIng for hIS next VISIt, dunng which formal meetIngs With
USAC wIll be scheduled

• Anzueto Will undertake market assessment actIVItIes

• Brooke Will draft an InItIal outlme of a marketIng plan for LAPROMED
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II PURPOSE OF VISIT

The October 1997 VISIt of the PATHIBASICS consultants resulted m the IdentIficatIOn of SIX key
objectIves to strengthen LAPROMED sustamabIlIty

• RevlSlng the relatIOnshIp between LAPROMED and USAC
• Strengthemng LAPROMED's capabIlItIes m customer servIce
• Understandmg the needs of current customers
• Addmg new customers
• Reducmg product cost
• Extendmg product shelf lIfe

All of the ObjectIves are eIther dIrectly or mdIrectly focused on Improvmg the market presence,
customer servIce, and overall busmess management practIces ofLAPROMED Hamer VIsIted
LAPROMED, February 4-8, 1998, to address the two techmcal objectIves-product cost
reductIon and shelf lIfe extensIOn The purpose of Brooke's VISIt the followmg week was to
mItIate customer servIce trammg, market research, and organIzatIOnal relatIOnshIp actIVItIes m
support of the other four ObjectIves

The speCIfic agenda for the February 8-14 VISIt was as follows

• FmalIze detaIled workplan and schedule WIth CALTEC and LAPROMED for thIS
component

• FmalIze subcontract between BASICS and CALTEC

• ImtIate customer servIce trammg WIth CALTEC and LAPROMED

• Develop a final plan for lobbymg/formal presentatIon to USAC

• POSSIbly meet WIth USAC offiCIals for prelImmary dISCUSSIOn ofoptIOns

• IdentIfy consultant(s) to aSSIst m the market assessment update and customer market
research actIVItIes

• FmalIze the workplan and schedule for these actIVItIes, update USAID and LAPROMED

III BACKGROUND

Sales of ORS from LAPROMED have been uneven smce the mItIatIOn ofproductIOn The
varIabIlIty of sales has been due pnmanly to condItIons WIthm the MmIstry of Health (MSPAS)
For example, m 1995, orders from MSPAS were mterrupted due to changes m the government
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and assocIated budgetary restnctIOns More recently, In 1996, MSPAS decentralIzed ItS
procurement function, so that Instead of one large customer m Guatemala CIty, LAPROMED
now has to deal wIth 27 IndIvIdual health areas throughout the country LAPROMED's other
pnmary publIc sector customer, the Guatemalan SocIal SecurIty AdmimstratIOn (lGSS), recently
sWItched ItS ORS supply from LAPROMED to a competitor because oflower cost Other sales
of ORS from LAPROMED conSIst of one major contract manufacturIng arrangement wIth
ADAMED and sporadIc small sales to a varIety ofNGOs Thus, the SItuatIOn observed dunng
the May1997 assessment VISIt was that-

• Sales to the MSPAS health areas were less than In 1996, and projectIOns for future sales
were unknown

• LAPROMED's second largest customer (lGSS) had SWItched supplIers

ImmedIate actIOn was deemed necessary to solIdIfy the relatIOnshIp wIth the health areas and to
explore the opportumtIes for expandIng the customer base to better utIlIze LAPROMED's
unused capacIty and to reduce Its dependence on one key customer

DurIng the October 1997 ImplementatIOn plannmg VISIt, the team ofHamer and Brooke found a
substantial Improvement m LAPROMED's sales and productIOn volumes DurIng the second
half of 1997, orders from the MSPAS health areas Increased, thus ensurmg that LAPROMED
would produce and sell at near break-even volumes for 1997 After analyzmg the strengths,
weaknesses, OpportunIties, and threats faCIng LAPROMED, Hamer and Brooke made two key
strategIc recommendatIOns regardIng long-term dIrectIOn for LAPROMED

• LAPROMED should retaIn the key dIrect supplIer/customer relatIOnshIp WIth Its pnmary
publIc sector market segments, rather than turmng over all sales, servIce, and delIvery
responsIbIlItIes to a dIstnbutor

• LAPROMED should focus on groWIng and dIversIfyIng sales and productIon of ItS
eXIstmg product, ORS, rather than on offerIng new products or productIOn capaCItIes

The team then focused on creatmg an ImplementatIon plan for enhancIng the sustaInabilIty of
LAPROMED WIthIn thIs strategIc context They IdentIfied SIX broad cntIcal areas where actIOn IS
needed to put LAPROMED Into a competItIve pOSItIOn m the publIc sector market

• RevIsmg the relatIOnshIp between LAPROMED and USAC
• Strengthemng LAPROMED's capabIlIties In the areas of sales and customer servIce
• UnderstandIng the needs of current customers
• AddIng new customers
• RedUCIng product cost
• ExtendIng product shelf lIfe
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BASICS submItted a proposal m December 1997 for an 8-month techmcal aSSIstance project to
further strengthen LAPROMED's sustamabIhty through actIVItIes focused on these SIX
objectIves The project was approved m January 1998, and ImtIaI trIpS by Hamer and Brooke
were scheduled for early February 1998

IV TRIP ACTIVITIES

A senes ofplanmng, trammg, and mformatIOnal update seSSIons were held throughout the week
A summary of these actIVItIes IS presented below, WIth a lIst ofcontacts mcluded as AppendIx A

• Upon arrIval, Brooke met WIth USAID and CALTEC staff to confirm the overall
ObjectIves ofthe trIp and to sohCIt mput on how the objectIves mIght best be
accomplIshed

• The customer servIce traImng component was launched by holdmg two succeSSIve
mommg seSSIons (February 10 and 11) WIth five key LAPROMED and EDC seruor staff
members Eduardo Calderon, preSIdent of CALTEC, led these seSSIons Brooke attended
and descnbed the goals of USAID and BASICS for thIs actIVIty

• MeetIngs were held at USAC WIth the dean of the School of ChemIcal SCIences and
Pharmacy, as well as WIth the two candIdates for thIS pOSItIOn In the upcommg electIOn m
March Other attendees mcluded Mr LUIS Galvez, Ms Alba Nory, and Ms ElIda Valdez,
LAPROMEDIEDC, Mr Calderon, CALTEC, and Brooke, BASICS

• Brooke met WIth Anzueto to develop the plan for hIS aSSIstance In completmg the market
assessment update

• At the end of the week, Brooke met WIth USAID/Guatemaia to dISCUSS the progress
dUrIng the week and lIkely next steps for follow up

V FINDINGS, RESULTS, NEXT STEPS

A Update on SueroVlda Sales

WhIle most of the findmgs and results are organIzed under the speCIfic project obJectIves, other
Important update mformatlon was gathered dUrIng the VISIt Fmal 1997 LAPROMED productIOn
and sales volumes are shown below
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LAPROMED orders and dehvenes dunng January 1998 contmued to show the fast pace of late
1997 The order pattern IS lnghly vanable from month to month due to the large Influence of a
few large health areas When the San Marcos Health Area places orders, It usually orders
200,000 sachets Both San Marcos and Alta Verapaz health areas placed large orders 10 January,
caus10g a major 10crease Due 10 part to the annual shut-down of productIOn and delIvenes 10
December, January 1998 was LAPROMED's s10gle largest month on record for orders of
SueroVIda, at 690,000 sachets DelIvenes agamst these orders WIll be made over the next three to
four months

The market assessment to be conducted over the next few months WIll provIde Important 10Slght
mto the surpns10gly fast pace of orders for SueroVIda smce Fall 1997 If It IS confirmed that thIS
reflects a fundamental 10crease 10 basIC demand for the product rather than temporary
fluctuatIOns due to budget tIm10g and allocatIOn factors, LAPROMED may need to formulate
plans qUIckly to 10crease output

Next Step

• The BASICS team wIll carefully momtor thIs SItuatIOn and adjust the productIon
plann10g aspects of the techmcal aSSIstance If appropnate
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B Objective Strengthen Customer Service FunctIOns

The pnmary actIvIty m support oftrus ObjectIve was the launch of the customer servIce
Improvement trammg for LAPROMED by CALTEC SpecIfic accomplIshments mcluded the
followmg-

• The subcontract for thIS component between PATH and CALTEC was finalIzed (See
scope of work proVIded In AppendIx B )

• Two succeSSIve mornIng seSSIOns of InItIal customer servIce process development
trammg, led by CALTEC, were held at LAPROMED All the semor management staffof
LAPROMED and EDC attended both seSSIOns

• LAPROMED staff completed an ImtIal assessment of the areas for Improvement m
customer servIce

• CALTEC and LAPROMED staff agreed on the composItIOn of the group to oversee the
customer servIce Improvement component Key offiCIalS from USAC Will be mcluded

• CALTEC and LAPROMED staff agreed on an overall plan and timelIne for the customer
servIce Improvement component and scheduled the next workmg seSSIOn of the group

The launch was successful Key LAPROMED and EDC staff partICIpated In the InItial seSSIOns
and made strong commItments to follow through WIth the work to be done Calderon and the key
LAPROMED staff WIll now work to define the fundamental customer servIce needs for
LAPROMED, deSIgnIng appropnate bUSIness and management processes to address those needs,
and Implementmg the new processes The overall flow ofthese actIVIties can be seen m more
detaIl m the development and ImplementatIOn plan chart m AppendIX C An InItIal output of the
process, a self-assessment of the key areas of OPPOrtunIty for customer servIce Improvement at
LAPROMED, IS also Included In AppendIX C

It IS Important to pomt out that LAPROMED staff themselves (pnmanly LUIS Galvez and Alba
Nory, With support from LesbIa Amaza and Azucena de la Roca) Will need to undertake much of
the work to define, deSIgn, and Implement the Improved customer servIce processes As
explamed durmg the mitIal seSSIOns by both Calderon and Brooke, CALTEC and BASICS Will
serve pnmarIly as "coaches" for the LAPROMED team WhIle thIS Will place an extra burden on
LAPROMED staff for a time, m the end It should result m customer servIce process
Improvements "owned" by LAPROMED and therefore, much more lIkely to be mamtamed after
the technIcal assistance consultants have fimshed their work
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Next Step

• LAPROMED and CALTEC must complete the steps of definIng reqUIred customer
servIce functIOns and begm the deSIgn ofthese functIOns

C Objective ReVIse RelatIOnshIp WIth USAC

SpecIfic results m support of thIS CrItIcal, but dIfficult, ObjectIve mcluded the followmg

• LAPROMEDIEDC, CALTEC, and Brooke revIewed the benefits and constramts of the
current finanCial and admlmstratlve relatIOnshIp structure between LAPROMED and
USAC

• LAPROMEDIEDC, CALTEC, and Brooke met WIth the current dean of the School of
ChemIcal SCIences and Pharmacy of USAC He stated that he WIll support
LAPROMED's efforts to Improve ItS customer servIce and understands that thIS may
reqUIre changes m the current finanCIal and admInIstratIve relatIOnshIp

• LAPROMEDIEDC, CALTEC, and Brooke met both candIdates for the upcommg
electIOn for pOSItIon of dean ofthe School of ChemIcal SCIences and Pharmacy ofUSAC
Both candIdates hstened mtently to the opportunItIes and challenges facmg LAPROMED,
and both pledged that, If elected, they WIll do everythmg they can to ensure the success of
LAPROMED

WhIle It was expected that efforts to reVIse the finanCIal and admimstratIve relatIOnshIp between
LAPROMED and USAC would take conSIderable tIme, It IS now clear that major efforts m thIS
area WIll need to walt untIl key electIOns at USAC are completed By the end of March 1998, the
probable Winner of the electIOn for pOSItIon ofdean of the School of ChemIcal SCIences and
Pharmacy Will become apparent, although the formal electIOn process WIll not be complete untIl
May Wlthm the USAC system, LAPROMED IS a program of the School of ChemIcal SCIences
and Pharmacy It Will be absolutely necessary to have the support of the new dean m any formal
petItIon for a change m admInIstratIve and finanCIal mechanIsms for LAPROMED

Further comphcatmg these efforts, the pOSItIon ofrector ofUSAC (eqUIvalent pOSItIon to
preSIdent ofa large UnIversIty) IS also up for electIon It IS understood that the new rector Will
take office by July 1998 The current expectatIOn of LAPROMED staff IS that the outgomg rector
WIll want to leave any actIons such as a reVISIon ofthe LAPROMED structures for the new
rector LAPROMED staff also feel that the new rector Will not have the authOrIty to make such a
deCISIOn alone, but Will have to present thIS matter for deCISIon by a group that functIOns hke a
board of governors or regents ThIS group conSIsts of 55 representatIves from all of the schools,
organIzatIOns, and profeSSIOnal SOCIetIes affihated With the USAC system It Will take a
concerted, longer term effort to obtam the support to Win a pOSItIve deCISIOn of such a large and
dIverse group
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On a posItIve note, LAPROMED staff are energIzed to push for change m theIr relatIOnshIp wIth
USAC They seem buoyed by both the mcreasmg demand for theIr ORS product and the
assIstance they WIll receIve from the technIcal assIstance team m presentmg ratIOnal, economIC
arguments to support a change wIth USAC They are adoptmg the healthy attItude that "even If
we don't get everythmg we want, we WIll stIll benefit by presentmg our case to USAC "

Next Steps

• Brooke WIll prepare a bnefing document on LAPROMED's opportunItIes and
constramts, as these are affected by the LAPROMEDIUSAC finanCial and admInIstratIve
structure PotentIal Improvements m the structure also WIll be covered ThIS document
WIll be revIewed by LAPROMED and, once agreed upon, WIll become the common
lobbymg posItIon for LAPROMED and USAID m dIScussIons wIth USAC and other key
mfluence groups

• LAPROMED staff WIll closely mOnItor the progress of the electIOns at USAC and advIse
Brooke of the best pOSSIble tImmg for rus next VISIt, dunng WhIch a senes of formal
meetmgs wIth USAC WIll be scheduled

D ObjectIve Understand Needs of Current Customers

SpeCIfic results m support oftrus ObjectIve mcluded the follOWIng

• Brooke met WIth Anzueto to dISCUSS conductmg an updated assessment of the publIc
sector ORS market m Guatemala

• Brooke dIscussed engagmg Anzueto for thIS task WIth LAPROMEDIEDC staff, USAID,
and CALTEC All agreed WIth the proposed approach

• Brooke and Anzueto finalIzed a task overvIew for the market assessment update (see
AppendIX D)

• Anzueto has submItted a proposal to BASICS Fmal detaIls WIll be settled by early March
1998 BASICS and Anzueto expect the assessment can be completed by late AprIl 1998

GIven the surprIsmg mcrease m orders for LAPROMED's ORS product smce late 1997, It IS
even more cntIcal to understand the factors dnvmg trus change Anzueto has done pnor market
assessments for BASICSIPATH, both for ORS m Guatemala and for VarIOUS health-related
products m other Central and Latm Amencan countnes BASICS IS confident he can qUIckly
develop an understandmg ofapparent changes m the pubhc sector ORS market m Guatemala
and, together WIth BASICS and LAPROMED staff, help to determme the Impact thIS WIll have
on LAPROMED operatIOns

9



Next Steps

• Anzueto WIll undertake market assessment actIvItIes

• Brooke wIll draft an InItIal outlIne of a marketIng plan for LAPROMED, whIch WIll
become the vehIcle through whIch the work on customer servIce Improvement, product
Improvement, and market assessment WIll be Integrated Into a forward lookIng plan for
LAPROMED
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AppendIx A

Contacts LIst

BASICS, ArlIngton, VlrglDla
DICk Nelson

CALTEC InternaclOnal
Eduardo Calderon R , PresIdent
Eugema Calderon, AdmInIstratIve Manager

LAPROMED
Llcda Ehda Valdez, DIrector, EDC
Llcda Alba Nory de Barrera, LAPROMED ChIef
LIC LUlS Galvez, DRS ProductIOn ChIef
Llcda LesbIa Amaza, LlqUlds ProductIon ChIef
LICda Azucena de la Roca, QC ChIef

OSMOSIS
Carlos Rafael Anzueto

USAID Guatemala
Dr BaudI1ho Lopez
LICda Anabella Sanchez

UmversIty of San Carlos (USAC)
LIC Jorge Perez Folgar, current Dean, USAC Faculty of ChemICal SCIences and Pharmacy
Elfego Rolango Lopez G , LIC , M A , candIdate for Dean, USAC Faculty of ChemIcal SCIences
and Pharmacy
Llcda Hada Alvarado, candIdate for Dean, USAC Faculty of ChemIcal SCIences and Pharmacy

SBRP8795 doc
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CALTEC Internaclonal Scope of Work
98 AID/JSI 688-797-TSA

Goals and Oblectlves
The overall goal of PATH's work with LAPROMED, the ORS facIlity at the University of San Carlos, IS to Improve
the technical and marketmg capabilities of LAPROMED CALTEC Internaclonal has been selected to provide
focused tramlng to LAPROMED m the development and Implementation of customer services processes m order to
maintain and expand ItS customer base

The specific objectives of this technical services agreement are to
• BUild a customer focus In LAPROMED's management staff
• Provide LAPROMED with a "customer-needs-process-resources" Orientation
• Create a customer service function within LAPROMED
• Provide training to customer service staff

ActIon Plan
Task 1 Techmcal Assistance to Management Staff

CALTEC will provide ongomg support to the core executive cadre to enhance their ability to assess, plan, and
coordmate the necessary actions and resources related to customer proce~ses CALTEC will mOnitor the expected
evolution of LAPROMED, derived from other supportmg activities, particularly those concerned with the
development of a customer approach

Task 2 Fundamental Training on Customer-Focused Management

Trammg will be provided to the management team to change ItS current perspectIVe from an mternal-productlon­
organization to an external-customer-focused busmess CALTEC Will also assist LAPROMED m Improvmg the
organization's performance by adoptmg a "customer needs-process resources" mmdset and structure

Concepts to be taught Include
• Customer-centered strategic management
• Customer-based organizational model
• Change management
• Deploymg a customer-centered culture

Task 3 Hands-on Training In the Customer Service Function

CALTEC will work with LAPROMED to assign mdlvlduals who can be tramed to perform new customer processes
ThiS complementary training program Will enable LAPROMED to develop necessary attitudes, knowledge, and skills
to plan, benchmark, design, Implement, monitor, and Improve ItS customer functions

Concepts to be covered Include
• Key prinCiples of "Service Plus"
• How to Implement of "Service Plus" prinCiples
• Customer satisfaction vs customer loyalty
• Customer service function/system
• Developing customer service processes
• Benchmarking processes
• Measuring customer satisfaction/customer loyalty
• Customer knowledge
• Customer information system
• Managing customer feedback and complaints
• Implementmg process Improvement prOjects
• Creating new value opportUnities for the customer

Task 4 Development and Implementation of Customer SerVice Functions

General actiVities Will Include
• tdentlflcatlon of customer service key processes
• Process benchmarking (local and International)
• Process development
• Resource allocation
• Settmg process Indicators
• Process documentation
• Implementation and MOnitoring
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LAPROMED DEVELOPMENTAND IMPLEMENTATION PLAN
AND

LAPROMED AREAS OF OPPORTUNITY

CALTEC CUSTOMER SERVICE TRAINING

SPANISH AND ENGLISH TRANSLATION



TranslatIOn

LAPROMED
SERVICE FUNCTION TO THE CLIENT

Areas of Opportulllty

RESULTSSERVICE TO
THE CLIENT

I .,PROCEDURESRESOURCESCULTURE

Chent mterest Trammg ofpersonnel Dehvery system

Work m teams Motivation and Sales
recognItIOn of personnel

Proactive Market
Resistance to change

Focus on the chent Pubhclty
OptimizatIOn of human

Review and Improve- and materIal resources Product
ment of processes distrIbution

Dynamic organIzatIOn Launchmg ofnew
products (time

ProjectIOn to the market reduction)

Knowledge of the
chent

Phone call reception

Counsehng m
transactions with the
chent

Handhng of chent
complamts

Collection of chent
mformatlon

Chent satisfactIOn

Increase value perceived
bychent

Exceed chent expectations

Improve chent service

Personal contact with
the chent
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Translation

LAPROMED
SERVICE FUNCTION TO THE CLIENT

Development and Implementation Plan

No Stage Expected Result Participants Month

G DirectIOn G Design Staff Counselors Others Feb Mar Apr May Jun Jul Aug

ADMISSION Review of history related to retammg
chents x x

Consensus about the Importance of a
chent onentatIon x x

Orgamzattonal model onented to the
chent x x

2 TRAINING FOR THE Development of Ideas for the creation of
DEVELOPMENT OF the ServIce FunctIon to the Chent (FSC) x x x x x x
THEFSC

Fundamental defimtIon of the FSC 10

LAPROMED x x x

3 DESIGN Study ofchent needs as regards chent
mteractIon With LAPROMED x x x x x

Defimtlon of the 1OteractIon processes x x
With the chent

Reference analySIS (benchmarkmg) x x x

System proposal, roles and components x x

System approval, evaluatIon and provIsion
ofresources x x x

Documentation of processes and control
standards x x

Strategy and development plan x x x
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4 IMPLEMENTAnON BasIc trammg about "client service"

Development and operation

Validation ofthe desIgn

x

x

x

x

x

x

x

x

x

x

x

x

x x x

..:::it.
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LAPROMED
FUNCION DE SERVICIO AL CLIENTE
Plan de Desarrollo e ImplementaClon

No ETAPA RESULTADO ESPERADO PARTICIPANTES MES

G DU'ect G Dlsefio Staff Asesores O'~iMar Abr May lun lui Ago

RevIsl6n de antecedentes relaclonados con la

I INDUCCI6N retencI6n de chentes [J [J

Consenso sobre la Importancla de una
orientacI6n al chente l:J l:J

Modelo de orgamzacl6n orlentada al chente l:J l:J

CAPACITACI6N PARA EL Desarrollo de conceptos para la creacl6n de la

2 DESARROLLO DE LA FSC Funcl6n de SeNlclo al Chente (FSC) l:J l:J l:J

Definlcl6n fundamental de la FSC en
LAPROMED l:J l:J l:J

Estudlo de las necesldades del chente en

3 DISENO cuanto a su mteraccl6n con LAPROMED l:J l:J

DefinlcI6n de los procesos de mteraccl6n con
el chente l:J l:J

AmUlsls Referenclal (Benchmarkmj!l l:J l:J l:J

Propuesta del Sistema roles y comPQnentes l:J l:J

Aprobacl6n del sistema evaluacl6n y provIsl6n
de recursos l:J [J l:J

Documentacl6n de procesos y estandares de
control l:J l:J

Estrategla y plan de desarrollo l:J l:J l:J

Entrenamlento baSlco sobre I ServlCIO al

4 IMPLEMENTACI6N Chente" l:J l:J l:J

Desarrollo y operacl6n l:J l:J l:J l:J l:J

Vahdacl6n del Disefio l:J l:J l:J l:J

PATH-eALTEC
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Translation

LAPROMED
SERVICE FUNCTION TO THE CLIENT
Development and Implementation Plan

No Stage Expected Result Participants Month

G DirectiOn G Design Staff Counselors Others Feb Mar Apr May Jun Jul Aug

1 ADMISSION ReView of lustory related to retalmng
chents x x

Consensus about the Importance of a
chent onentatton x x

Orgamzattonal model onented to the
chent x x

2 TRAINING FOR THE Development of Ideas for the creatton of
DEVELOPMENT OF the ServIce Functton to the Chent (FSC) x x x x x x
THEFSC

Fundamental defimtIon of the FSC In

LAPROMED x x x

3 DESIGN Study of chent needs as regards chent
mteractIon With LAPROMED x x x x x

DefimtIon of the mteractIon processes x x
With the chent

Reference analySIS (benchmarkmg) x x x

System proposal, roles and components x x

System approval, evaluatton and prOVISIon
of resources x x x

DocumentatIon ofprocesses and control
standards x x

Strategy and development plan x x x

4 IMPLEMENTATION BaSIC traImng about "chent servIce" x x x x x x

Development and operatton x x x x x

ValIdatIon of the deSIgn x x x x

SBRP8795 doc
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I CULTURA I

LAPROMED
Funci6n de Servicio al Cliente

J\reas de Oportunldad
I-RE-C-U-RS-O-s~H PROCESOS H-S-E-R-VI-C-r-O-AL---'I

CLIENTE
RESULTADOS

~

Interes por el
Chente

Traba]o en
Equlpo

I Proactlva I
I I

Enfoque en el
Chente

ReVISion y
Me]ora de
Procesos

Organlzaclon
dlnamlca

Proyecclon al
mercado

2/10/98

Capacltaclon
de personal

Mohvaclony
reconoclmlento

del personal

Reslstencla al
camblo

Ophmlzaclon
de Recursos
Humanosy
Matellales

Sistema de
entrega

I Ventas I
I Mercadeo I
[!~~t:bt~Ad~~ J
I Dlstabt (,'~!:I. I

d.J plclduClO
~ -

Le.-nzanuento
de nuevos
J:roducloS I
(leducclon

'>It':!npo) J
------

PI,TH-~AL1Ee

ConoClImento I I
Sahsfacclon

del chente delchente

Recepclon de Aumentar el
llamadas valor

telefomcas perclbldo por
el chente

Asesoria en
Transacclones I I Exceder las
con el chente expectatlvas

. . del chente
I Mane]o de, que]as del

I I Me]orar
L chente

atenclon al
Recolecclon I I chente

I
Informacion

L del chente
,

Contacto
personal con

el chente



APPENDIXD

PROJECT TASK OVERVIEW: ASSESSMENT OF PUBLIC SECTOR
MARKET FOR ORS IN GUATEMALA



Appendix D

PrOject Task Overview Assessment of Public Sector Market for ORS ID Guatemala

Overview PATH has been funded by BASICS/uSAID to provIde techmcal assIstance to
LAPROMED, a producer ofORS m Guatemala One of the project tasks IS to assess and
document the current SItuatIOn and trends for ORS m the pubhc sector market m Guatemala
PATH would hke to engage a local consultant to undertake the bulk of the mformatIOn
gathenng and analYSIS for thIs task

Expected Outcome Wntten reportlbackground document on PublIc Sector Market for ORS
m Guatemala EmphasIs on conCIse mformatIOn to support decISIOn makmg and
marketmg/sales plan development POSSIble presentatIOn ofresults to LAPROMED and
USAID staff

Role ID Overall Project The assessment wIll be used as key mput for formulatIOn of
LAPROMED marketmg and sales plan, as well as m the desIgn of Improved LAPROMED
customer servIce processes and conSIderatIOn of LAPROMED productIOn capaCIty needs It
Will also be used to demonstrate to LAPROMED a format/process ofmarket assessment
whIch It should seek to undertake on Its own

ImplementatIOn Methodology Subject to refinement by local consultant, but hkely process
WIll be mformatIOn gathenng through IntervIews WIth key government and mternatIOnal
agency offiCials, reVIew of program plan documents, etc

DeSired Schedule Market assessment needs to be completed at latest by May 1998, so
results can be used In marketIng plan development durmg June/July 1998 Preferable to have
results by Apn1 1998

ImtIal GUIdelInes for Assessment PATH's Initlal thoughts on the key areas for the pubhc
sector market assessment are outlIned below

What IS the current role/status/demandfor ORS In publlc sector health programs In

Guatemala? What are the trends compared to the past and loolang to thefuture? For
purposes ofthe market assessment, publlc sector health programs conSist primarily ofthe
follOWing groups

Government Programs
MSPAS
IGSS
Others?

NGO Programs
InternatIOnaZ-UNICEF, etc
Large natIOnal NGO programs
Local NGOs



How have changes In the management and/or strategy ofgovernment programs affected the
procurement, dlstrzbutlOn, financing andpayment mechamsms for ORS In the publzc sector?
What are future lzkely trends In thIs area?

How wIll changes In the coordinatIOn and cooperatIOn between the government programs
and NGO programs affect the demandfor ORS, as well as the procurement and dlstrzbutton
ofORS to NGOs?

In 1994 PATH made calculatIOns ofmaxImum theoretIcal publzc sector ORS needs In
Guatemala for the years 1995-2000 based on projectIOns and assumptIOns ofpopulatIOn SIze,
rate ofdIarrhea epIsodes, etc Is there any new data whIch could be used to update thIs
algorlthm? Have any ofthe publzc sector programs developed a newer algorzthm? USing
eIther the orIginal or a modified algorIthm, estImate the maxImum theoretIcal ORS needs In
Guatemala for 1999-2004 (PATH wIll provIde complete detazls ofalgorIthm used In 1994)

How are the government and NGO programs themselves projecting theIr needs for ORS?
How are they linking these projectIOns wIth actual procurement plans for ORS?

How mIght any major polztlcal, SOCIal, or economIc trends affect ORS In publzc sector
programs?

Who are the current or future potentIal competltlOnfor supply ofORS to publzc sector
programs In Guatemala? What IS theIr lzkely Interest (or lack ofInterest) In serving thIs
market now and In thefuture? How strong IS the threat to LAPROMED, and what mIght
LAPROMED do to preserve Its pOSItIOn In the publzc sector market? For purposes ofthe
market assessment, potentIal competItIOn to supply the publzc sector market consIsts
prImarIly ofthe follOWing groups

PrIvate Sector Producers In Guatemala
Quifarma
Others?

Imports from PrIvate Sector Producers OutSIde ofGuatemala
MexIco?
Other Central Amerzcan ORS Producers?

Imports Through InternatIOnal AgencIes
UNICEF?
Others?

POSSible Additional Market Research Work. PATH has also IdentIfied the pOSSIble need to
conduct telephone or m-person mtervlews WIth current LAPROMED customers The purpose
WIll be to assess current customer satIsfactIOn and potentIal customer deSIre for addItIonal
servIce optIOns from LAPROMED such as delIvery, volume dISCOuntS, etc The final
deCISIOn to conduct these mtervlews WIll depend on the whether LAPROMED Itself WIll
conduct SImIlar mtervlews as part of ItS customer servIce Improvement tralmng actIVitIes
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