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SCOPE OF WORK

BASICS CommercIal Sector TechnIcal Officer DavId McGUIre traveled to AbIdjan and Dakar
from January 18-28, 1998, to follow up on the Oral RehydratIOn SolutIOn (ORS)
CommerCIalIzatIOn InItIatIve m the West AfrIca regIOn The mam purpose of the tnp was to
organIze and faCIlItate a consensus meetmg m AbIdjan on January 21 between the partners m the
West AfrIca ORS InItIatIve PopulatIOn ServIces InternatIOnal (PSI) and Rh6ne-Poulenc Rorer
(RPR) Followmg the meetmg, McGUIre contmued on to Dakar to bnefDSAID and local
BASICS staff on the results of the meetmg and the ImplIcatIOns for the CommerCIal Sector ORS
InItIatIve m Senegal Bnefing and strategy meetmgs were also held WIth Mmistry of Health staff,
RPRJDakar, and the research company (BDA) currently conductmg market research under the
InItIatIve among pnvate sector doctors, nurses, and mIdWIVes

I BACKGROUND

BASICS entered mto a subcontract WIth the Sante FamI1Iale et PreventIon du SIDA (SFPS)
Program to provIde PSI WIth technIcal and finanCIal support m generatmg demand for ORS
throughout West AfrIca, and m establIshmg a commerCIal sector partnershIp to ensure
sustamable supply and promotIOn PSI and BASICS collaborated to IdentIfy the best possIble
partner from the pnvate sector Rh6ne-Poulenc Rorer (RPR) Smce RPR was IdentIfied, BASICS
has taken the lead m trymg to establIsh the terms ofa mutually benefiCIal partnershIp through
dIalogue WIth both partIes Once the general terms of the agreement were outlmed, It became
necessary for PSI, RPR, and BASICS to meet and dISCUSS the details of a memorandum of
understandmg (MOD) that would speCIfy the obJectIves, as well as the roles and responSIbIlItIes
of each partner In order to mvolve the staffs from DSAIDIREDSO, SFPS, and regIOnal
representatIves from PSI and RPR, both of whIch have regIOnal offices m Cote d'IvOIre, It was
deCIded that the meetmg should be held m AbIdjan ThIS meetmg was held m November 1997

Followmg the consensus meetmg, the terms ofa regIOnal partnershIp were further negotIated,
and a formall0-year memorandum ofunderstandmg (MOD) was sIgned between RPR and PSI
m December 1997 WhIle the MOD outlmes the general terms of the regIOnal partnershIp, It
specIfies the need for country-specIfic contracts that take mto consIderatIOn the varymg SItuatIOns
throughout the regIOn It was, therefore, agreed that a second consensus meetmg would be held m
AbIdjan durmg January 1998 that would brmg together central-, regIOnal-, and country-level staff
from PSI and RPR to dISCUSS progress to date and the necessary next steps m the ImplementatIOn
of the partnershIp at the country level As WIth the prevIOUS consensus meetmg m November, the
proceedmgs were moderated by BASICS

DSAIDlDakar and the MOH have expressed mterest m developmg a program that mcludes the
pnvate sector, thereby addressmg the Issue of sustamabIlIty ofORS supply, promotIOn, and use
among target populatIOns Aware of the efforts bemg undertaken to develop a regIOnal program,
DSAIDlDakar agreed to partICIpate once the mechanIsm was put m place Followmg the
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November consensus meetmg m AbIdJan, BASICS commercial sector staff (CamIlle Saade and
McGUIre) traveled to Dakar to bnefUSAID, BASICS/Senegal, and the Mmistry of Health, and to
began the process of program ImplementatIOn Because the results of the January consensus
meetmg would have a dIrect Impact on plans for Senegal, It was cntlcal that McGUIre stop m
Dakar on hIS return to bnef all concerned partIes and to follow up on progress smce hIS
November VISIt

II ACTIVITIES

21 Briefing wIth UNICEF's RegIOnal Office for West and Central Africa

GIven the cntlcal role played by UNICEF m chIld survIval activitles, and more specIfically the
promotIon ofORT and the supply ofORS, It was deCIded by USAIDIREDSO, PSI, and BASICS
that UNICEF regIOnal staff should be bnefed on the regIOnal commerCial sector mitlative A
meetmg was held between the USAIDIREDSO representatIve, PSI's West AfrIca program
manager, BASICS staff, and UNICEF's deputy regIonal manager and regIOnal health officer

After a bnefpresentatIOn of the partnershIp's development and VISIon for the future, USAID
asked that UNICEF play an actIve role m supportmg the partnershIp, both morally and
finanCially WhIle UNICEF's overall reactIOn was pOSItIve, they had three questIOns that were
presented and dIscussed

1 Pnce
UNICEF wanted assurance that the pncmg strategy would be such that poor populatIOns would
have access to DRS It was explamed that the commerCial partnershIp was not mtended to reach
the poorest of the poor, but sought to make a hIgh quahty and reasonably pnced product avaIlable
to those WIth some dIsposable mcome Through thIS approach, the newly created demand among
thIS segment of the populatIOn could be served m a commerCIally sustamable way, WIthout need
for government and donor SubSIdIes One key result of thIS strategy would be the possIbIhty of
donors and governments to then reallocate lImIted resources to better serve the most needy
through more focused publIc sector mterventIOns It was made clear that the commerCIal strategy
IS not thought to be one that can respond to the needs ofeveryone, but a cntical and sustamable
element of any mtegrated natIOnal strategy

2 lEe
UNICEF mSIsted on the Importance of promotmg ORS as only one optIOn m preventmg and
treatmg dehydratIOn They wanted assurance that lEC and promotIonal messages would take thIS
mto account, espeCially once ORS IS dIstnbuted through non-medIcal channels PSI assured
UNICEF that they understood the Importance of thIS Issue, and mtended to mclude messages
about ORT m then campaign
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3 Roles and responslbllztles ofvarlOUS partners
UNICEF emphasIzed the need to mvolve local authorItIes from the Mmistry of PublIc Health m
the partnershIp smce theIr support wIll be critIcal m ensurIng success They were also mterested
m knowmg the details about how product would be supplIed and dIstrIbuted, how the partnership
would be establIshed, and what the roles of each partner would be PSI explamed that they were
already workmg collaboratively With mimstrIeS of health m each country The basIc terms of the
regIOnal partnershIp were outlIned

In response to USAID's request for Jomt support of the mitIatIve, UNICEF responded that all
finanCial deCISIOns are made at the country level They agreed that they would "support any
ImtIatIve that expands the use of DRS m a sustamable way" They were speCIfically asked If
UNICEF would be wIllmg to support the effort by considermg procurement ofORS from the
regIOnally based productIOn faCIlIty of RPR m Dakar TheIr response was that It mIght be
pOSSIble If the product met WHO standards and was prIce competItIve With UNIPAC (estImated
at $0 10-$0 12 per sachet) However, these deCISIons are made at the country level USAID also
requested that even If procurement were not pOSSIble, that UNICEF Jom USAID m actIvely
supportmg and promotmg the Imtiative among other donors and local governments UNICEF
agreed to conSIder thIS upon further reVIew ofthe detaIls of the partnershIp

At the end of the meetmg, UNICEF brought up the Issue of Impregnated mosqUIto nets USAID
explamed that BASICS has been workmg With USAID/Washmgton and the prIvate sector to
develop a strategy for establIshmg a prIvate sector partnershIp (SImIlar to what IS bemg done for
DRS) The BASICS representatIve, who comcldentally has been responsible for the bednet
ImtIative With the prIvate sector, bnefed UNICEF on the status of activItIes BASICS has been
workmg With USAID and Bayer to establIsh gUIdelInes for settmg up a pilot pnvate sector
partnership m West and/or East Africa These proposed gUIdelmes Will now be shared With
colleagues at WHO, UNICEF, PATH/Canada, the Malana Consortmm, and USAID, With the
hope of selectmg one or two target markets and appropnate pnvate sector partners over the next
months UNICEF was assured that they would be kept m the loop vIa then colleagues m New
York PSI, who could potentIally playa sIgmficant role m the partnershIp, gave a bnef
presentatIon of theIr on-gomg net actIVItIes m the regIon

UNICEF pomted out that they Will be dlscussmg Issues related to malana m theIr Apnl regIOnal
meetmg of health officers USAID requested that they be mVlted to participate It was also
mentIOned that UNICEF target countnes for bednet actIvItIes are Bemn and The Gambia

2 2 Consensus Meetmg m Abidjan (January 21)

The consensus meetmg brought together representatIves from RPR (headquarters, AbidJan, and
Dakar), PSI (headquarters, SFPS, Cote d'IvOlre, Burkma Faso, and Cameroon), and
BASICSlWashmgton to review progress m establIshmg the partnership, mtroduce country-level
counterparts from each organizatIOn, and diSCUSS next steps m establIshIng country-specIfic
agreements wlthm the framework of the regIOnal MOU
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The ambItIOus agenda for the meetmg was agreed to by all partIcIpants m advance

1 IntroductIOns 1500- 5 15

2 PresentatIOn and overvIew of the regIOnal partnershIp (strategy and obJectIves), reVIew of
progress, and proposed future actIvItIes for Cote d'IvOlre, Cameroun, Burkma Faso,
Senegal, and the rest of the regIOn (DavId McGUlre) 15 15-1530

3 PerspectIves from the partners on the current status and VISIon for the future (where are
we and where are we gomg), and questIOns and answers about the MOD and country-
specIfic contracts (Yves Barou, Bnan Smith) 15 30-1600

4 Country-level status reports (PSI/Cote d'IvOlre-Jacquelme Devme, Ellen Tipper,
Cameroun-Mme Baleng, and Burlana Faso-John Hethermgton) 1600-1700

5 RPR status report (marketmg studIes, prIcmg studIes, productIOn tnals, packagmg,
promotIOn) (Dominique Maugeazs and Bernard Blum) 17 00-18 00

6 Development of parameters for country contracts usmg Cote d'Ivone as an example
(format, key elements, clauses, responsIbIlItIes, etc) (DaVId McGUIre) 18 00 - 19 00

7 ActIon plan and next steps (David McGUlre ) 1900-1930

The followmg IS a summary of dIScussIons from the January 21,1998 consensus meetmg
between PSI, RPR and BASICS

221 PresentatIOn and overview ofthe regIOnal strategy

After openmg words from the RPR VIce presIdent, the BASICS representatIve began the
meetmg by thankmg and congratulatmg the partners and mdividuais whose shared VISIOn
and commItment had brought thmgs so far m such a short tIme, despIte overwhelmmg
mternal and external challenges All were remmded of the ObjectIve of the partnershIp
(1 e , the expanded and sustamable supply of and demand for ORS throughout West
AfrIca), the long- and short-term strategIes to achIeve the obJectIve, the Importance of
keepmg country-level agreements WIthm the context of the regIOnal strategy, and the
pomts to WhICh the partners have agreed thus far A bnefpresentatton of the evolutIOn of
the partnershIp was then gIven

2 2 2 The RPR perspective

Yves Barou, RPR VIce presIdent, gave an overvIew of hIS company's actIvItIes,
capabIlItIes and future VISIOn for West AfrIca He reIterated RPR's mterest and
commItment to makmg the partnershIp work In addItIOn to bemg the largest and most
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heavIly mvested pharmaceutIcal company m West AfrIca, RPR has a socIal mterest and
responsIbIlIty m pursumg programs such as the ORS partnershIp He noted that followmg
the devaluatIOn, RPR was the first m the mdustry to reduce theIr pnces m West AfrIca,
and that despIte the lack of economIC and busmess mcentIves to do so, RPR has
contmued to mvest m local productIOn of pharmaceutIcals wIth Its three facIlItIes m
AbIdJan, Dakar, and Douala

Barou concluded by pomtmg out theIr reservatIOns about expanded dlstnbutIOn beyond
the pharmaceutIcal network He assured all that RPR recogmzed the need for such
expanSIOn, but urged all to proceed cautIOusly to prevent any qualIty or perceptIOn
problems that could Impact on the rest of theIr busmess

2 2 3 The PSI perspective

Bnan SmIth, PSI's West AfrIca program manager, gave an overvIew of PSI and theIr
hIStOry m SOCIal marketmg He emphasIzed the fact that they are a non-profit orgamzatIon
that has always sought to proVIde contraceptIves and ORS to poor populatIOns through
aggressIve promotIOn and dlstnbutlon combmed WIth SUbSIdIzed pncmg He explamed
that whIle PSI remams commItted to Implementmg the partnershIp WIth RPR, there
remam a number of Issues related to pnce, target market, and potentIal conflIcts WIth
donors and partner governments resultmg from thIS new type of commercIally onented
approach

224 Cote d'IvOire status (PSI)

PSI's Country Level Marketmg DIrector Ellen TIpper began by presentmg the outcomes
from PSI's recent meetmg WIth MmIstry of Health offiCIals (mcludmg the Cabmet
dIrector) PSI approached the MOH to present and dISCUSS the proposed pnvate sector
partnershIp WIth RPR The three major concerns of the MOH were pncmg, local
productIOn, and packagmg

The pncmg Issue arose followmg the presentatIOn of revIsed results from the recent pnce
senSItIvIty study Ongmal results that were presented to the MOH mdIcated that the
optImal pnce for a pack of ORS was 220 fcfa It was dIscovered that an error had been
made m the data analYSIS, and that the optImal pnce was now 110 fcfa, WIth an acceptable
range of 90-220 fcfa Even WIth thIS decrease, the pnce that WIll have to be adopted to
make the commercIal partnershIp work WIll be well above the ongmally proposed 50 fcfa
per sachet Dunng the last consensus meetmg, RPR estImated that the consumer pnce of
a commercIally VIable product would be approxImately 150 fcfa PSI reIterated theIr
feelmg that thIs pnce would be unacceptable to the MOH, who they thmk WIll be wIllmg
to accept a pnce of 100, WIth a gradual mcrease
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The MOH also questIOned the fact that RPR was plannmg productIOn m Dakar rather
than m AbIdjan TheIr other concern was that PSI planned to sell ORS packets
mdividually, whIle the typIcal diarrheal epIsode reqUires 2-3 sachets

Barou, from RPR, pomted out that It was cntical to mvolve the dIrector of pharmacy m
dIscussIOns about pncmg and other Issues related to the partnershIp, smce he WIll be the
one who ultImately has the authonty to make declSlons Ellen Tipper agreed and saId that
whIle they had trIed to mclude hIm m the meetmg, he was unavaIlable at the tIme Barou
Said that RPR IS plannmg a meetmg of all pharmacy dIrectors from West Afnca dunng
the Spnng or Summer of 1998, and thought It mIght be an excellent opportumty to
dISCUSS the partnershIp wIth them all

PSI remmded the group that theIr efforts to get ORS demedIcahzed m Cote d'IvOlre were
well under way, and that the MOH mdicated dunng the meetmg that a decIsIOn mIght
come as soon as the end of January The MOH IS commItted to the demedIcahzatIOn that
Will allow for expanded dIstnbutIOn and for mass medIa promotIOn

Plans for the launch ofORASEL m Cote d'IvOlre have been shghtly delayed The MOH
expressed theIr mterest m havmg the launch, ongmally scheduled for March, comcide
WIth a natIOnal ORT day some time dunng the first two weeks ofApnl

PSI also talked about theIr on-gomg dIscussIOns With country-level staff from UNICEF
They seem to apprecIate PSI's new partnershIp WIth the commercial sector and the role It
mIght have m expandmg ORS use m a sustamable way

Mr Campaore from PSI/Cote d'IvOlre added that they are very much focused on the
demedIcahzatIOn efforts He also mentIOned that PSI wIll soon receIve a shipment of
500,000 sachets ofORASEL that were donated by USAID He reIterated that pnce
negOtiatIOns are on-gomg With the MOH, and that he was confident that they would allow
a launch With donated ORASEL at 100 fcfa and gradually mcrease the pnce to 150 once
RPR begms supplymg product from theIr Dakar facIhty (estImated for June 1999)

Barou raised hIS concern about the proposed strategy for gradually mcreasmg the pnce
from 100-150 fcfa He Said that, m hIS expenence, he has never seen a West Afncan
government approve pnce mcreases for pharmaceutIcal products Normally RPR seeks
the hIghest reasonable pnce, knowmg that the local authonties Will eventually bnng the
pnce down He also pomted out that for ORS, a dIsproportIOnate percentage of the total
cost was for packagmg He suggested that we consIder ways to decrease productIOn costs
by sImphfYmg the packagmg (e g , usmg as few colors as possIble, and the least
expenSIve fOIl that WIll still provIde the necessary qualIty)

Another possIbIhty for controllmg the consumer pnce would be to get the government to
set the pnce, as was done With PSI's PRUDENCE condoms If thIS were done, the
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dIstrIbutIOn network would not be able to take theIr usual hIgh margms WhICh for
pharmaceutIcals m Cote d'lvOlre have a multIpher effect of 1 9 on the ex-factory cost
The down sIde to thIS could be a lack of motIvatIOn among pharmacIsts to stock and sell
the product due to the low margms Barou thInkS that the absolute hIghest multIplIer that
should be applIed to this socially orIented product IS 1 5 RPR pomted out that there IS
precedent m Cote d'lvOlre for reducmg the multipher on certam pharmaceutIcals, such as
cancer drugs RPR expressed theIr concern that a hIgh multIpher withm the
pharmaceutIcal dIstrIbutIOn network mIght result m a dIfferential In prIcmg withm the
non-pharmaceutIcal market A lower prIce through non-pharmaceutIcal outlets could
result In kIllmg sales through pharmacIes It was agreed that a request to reduce the
muitipher was essential, and that PSI and RPR must work together through theIr
respectIve contacts to seek thIS reductIOn

RPR also stated that there was a need to work together In the development of messages,
and that whIle they are not seekIng veto authonty, they do think that they have a lot to
offer Barou saId that nothmg ever goes out of theIr marketIng department WIthout the
approval of theIr medIcal staff, who must ensure the sCIentIfic soundness of promotIOnal
messages

PSI explaIned that they are planmng to use televIsIon, radIO, and prInt for the ORASEL
campaIgn In addItIOn to mass medIa, they wIll use vIdeo vans m rural areas and urban­
based "animateurs," who wIll conduct mterpersonal IEC PSI also hopes to expand theIr
eXIstmg kiosk program to mclude health kIosks where staff WIll promote and sell
contraceptIves and ORS

The major concerns raIsed by the PSI country staff In relatIOn to the partnershIp were how
the launch (medIcal and consumer) would be coordmated, how to respond to the
packagIng Issue raIsed by the MOH, and how the partnershIp mIght affect PSI's abIhty to
secure the preferentIal media rates that they have always enjoyed because of theIr non­
profit status

It was agreed that, as decIded m the last meetmg, the launch would be hmited to
dIstrIbutIon through the pharmaceutIcal network, promotIOn to prescrIbers, and mass
medIa advertlSlng ThIS would contInue for SIX months, after WhICh the dIstrIbutIon would
be expanded, and messages would be adapted to promote non-pharmaceutIcal outlets

RPR encouraged PSI to restst usmg dIfferent packagIng than that WhICh WIll be used
throughout the regIOn smce It WIll have a dramatIc Impact on prIce

2 2 5 Cameroun status (PSI)

PSI/Cameroun Marketmg DIrector Mme Baleng presented the background, current
status, and future plans for PSI m Cameroun She hopes to launch ORASEL by AprIl and
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plans to do so through both pnvate sector pharmacIes and the extensIve network of
government pharmaceutical depots m rural areas

As m Cote d'IvOlre, ORASEL dlstnbutIOn wIll be ImtIally hmlted to the pharmaceutical
network PSI has had expenence wIth ORS marketmg m Cameroun, they launched a
brand several years ago, but dId not contmue due to a lack of fundmg Smce the local
populatIOn has been more exposed to ORS than most countnes m the regIOn, and
commercial brands do eXIst, PSI IS wIllmg to launch at 150 fcfa

PSI IS currently fimshmg a consumer and prescnber KAP study on dIarrhea and ORS and
expect the results soon InformatIOn from the study WIll be used to gUIde promotIOnal
efforts wIth both target audIences

A stock of 58,000 sachets of donated DRS IS currently m theIr warehouse and they are
expectmg the arrIval of an addItional 500,000 sachets

Unhke the rest of the countnes bemg targeted m West Afnca, Cameroun IS blhngual
(Enghsh/French) PromotIOnal matenals must, therefore, be produced m both languages
RPR suggested that m the mterest of the regIOnal effort, It would make sense to produce
packagmg and mstructIOns for all countnes m Enghsh and French ThIS would prevent
any mcreased cost for Cameroun and would make expansIOn to Enghsh-speakmg
countnes eaSIer

RPR also asked for assurance that PSI would be usmg theIr local staff for promotIOn
through the medICal and pharmaceutIcal networks ThIS was confirmed by PSI RPR's
medIcal dIrector pomted out that legally and pohtIcally, they must get approval from the
dIrectors of pharmacy m each country before collaboratmg WIth PSI on promotIOn ThIS
seemed to be more ofa formahty than a major concern

226 Burkma Faso status (PSI)

PSI Country Representative, John Hethermgton presented the hlstoncal context, current
status, and future plans of PSI m Burkma Faso PSI has been workmg m Burkma smce
1991, and has had great success WIth the socIal marketmg ofcondoms Although they
were ongmally funded by USAID, they are currently funded by KFW (the German
Development Bank) KFW has made It clear that whIle they encourage PSI to promote
ORS m Burkma, they want the actiVIty to be separate from the contraceptIve SOCial
marketmg program that they are fundmg In response to thIS, PSI has opened a new office
to handle only ORS

PSI has not yet dIscussed WIth the government theIr regIOnal partnershIp and the
pOSSIbIlIty of ItS role m the Burkma program DRS IS currently bemg sold m the pnvate
sector for between 130-150 fcfa, and for 100 fcfa m the pubhc sector They feel
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comfortable m proposmg 100 fcfa as the pnce for ORASEL, WhICh they hope to launch
before June They have made a commItment to KFW to sell two ml1hon sachets of
ORASEL dunng the first year of marketmg actIvItIes

Unhke most other countnes m the regIOn, Burkma has already demedIcahzed ORS PSI
does not antIcIpate any resIstance by the MOR to the proposed smgle sachet sale of
ORASEL because that IS the way It IS currently bemg sold m the pnvate and pubhc
sectors

227 RPR statns report

Followmg the November consensus meetmg, RPR's ProductIOn Manager from Senegal,
DomImque MaugeaIs, was charged wIth developmg a firm estImate for CIF pnce ofORS
ongmatmg from the Senegal plant and dehvered to Cote d'lvOlre, Cameroun, and Burkma
Faso He was asked to base hIS estImates on a productIOn capacIty 10,000,000 sachets per
year, usmg the WHO approved formulatIon, double fOIl packagmg With the ORASEL
logo (two colors), and retal1 packs of25 sachets wIth the ORASEL logo ThIS estImatIOn
was cntIcal because It would allow the partners to estImate consumer costs m the vanous
countrIes, based on eXIstmg pnce structures RPR estImated that the cost would be 80
fcfa at the very least It was thought that If the product were sold dIrectly to PSI, the pnce
mIght even be lower because a certam amount of the promotIOn costs could be
ehmmated The CIF pnce estImates would also mclude amortIzatIOn of the eqUIpment
that RPR would have to purchase, the cost ofraw matenals, and transport ThIS analySIS
would also be used by the RPR team as the baSIS for theIr proposal to theIr company's
executIve commIttee, requestmg authonzatIOn to proceed WIth the mvestment

MaugeaIs reported that m makmg hIS estImate, he thought that It would be Imprudent to
use the 10 ml1hon sachet per year figure He therefore used the more conservatIve
estImate of 5 5 ml1hon sachets per year, of WhICh an estimated 30 percent would be
produced and sold to the pubhc sector for the below cost rate of40 fcfa Whl1e estImates
ofamortIzatIOn for most product extenSIOns are based on a SIX month term, MaugeaIs
allowed four years for ORASEL, gIven the SOCIal nature of the project Quotes were
requested from four supphers of raw matenals

Based on thIS analysIs, he concluded that a CIF pnce of 80 fcfa, as estImated dunng the
last meetmg, would result m losses for RPR over the short and long terms HIS final
conclUSIOn was that RPR would have to sell at 95 fcfa to wholesalers m order for the
product to be commercially Viable This wholesale pnce would translate, usmg current
pnce structures from targeted countnes (Cote d'lvOlre, Cameroun, Burkma Faso, and
Senegal) mto consumer pnces rangmg from 150-180 fcfa
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2 2 8 The przce debate

Although the partnershIp IS faced With many challenges m terms of developmg hybnd
(SOCial marketmg/commercIaI marketmg) strategIes, they all pale m comparIson to the
problem of establIshmg a mutually acceptable pnce for the partners, the host
governments, donors, and the target populatIOns PSI and theIr counterparts are
determmed that the pnce has to be as low as pOSSIble so as not to create a bamer for poor
populations On the other hand, m order for the effort to work (1 e be sustamable wlthm
the pnvate sector), the pnce must allow RPR to produce and sell ORS WIthout losmg
money Recent pncmg studIes m Cote d'IvOlre and Senegal mdlcate that an acceptable
range for commerCial ORS would be between 90-220 fcfa However, PSI has dIfficulty m
convmcmg local governments that thIS range should be used m theIr countnes while they
are currently chargmg for 25 fcfa per sachets mother countnes m the regIOn, and had
ongmally proposed pnces of 50 fcfa

The establIshment of a pnce that IS acceptable to all has become the most cntlcal element
of the partnershIp If that prIce cannot be establIshed, there IS no sense m movmg
forward Because USAID, PSI, and BASICS agree that the commerCial strategy's
sustamablhty IS paramount to success, all the partIes must do everythmg pOSSIble to reach
a compromIse that Will satISfy everyone RPR has commItted m the MOU to domg
everythmg pOSSIble to make the partnershIp work, so they too must do everythmg
pOSSIble to ensure that theIr wholesale pnce IS absolutely as low as pOSSIble

Because of the Importance of thIS Issue, the vast maJonty of the remammg dISCUSSIOn was
dedIcated to prIce All other questIons can be resolved WIth relatIve ease through
contmued dISCUSSIons and compromIse

As frustratIOn on both SIdes seemed apparent follOWing the report gIven by MaugeaIs,
Barou created a VIsual on a flipchart that attempted to layout the varIOUS elements of the
prIce He mVIted the group to Jom hIm m dissectmg the pnce to IdentIfy where the
dIfferent pOSSIbIlItIes for reductIOn eXIst

ex-factory prIce + dIstnbution - SubSIdIes consumer pnce
margms

95 fcfa 55 fcfa 150 fcfa

The followmg were presented as pOSSIble optIons for decreasmg the consumer prIce

I Increasmg subSidies BASICS pomted out that thIS was not deSIrable because the
partnershIp IS mtended to be based on a commerCIally VIable pnce from the outset,
and that only promotIOn should be SUbSIdIzed Also, the Issue was raIsed by
BASICS that RPR had mdlcated dunng the last meetmg that a decrease m the
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pnce to PSI would be possIble because they were covermg theIr own promotIOn
costs RPR dId not take thIS mto account m then estImate

2 Lowermg margms RPR suggested that they and PSI work together to negotIate
lower margms for the product WIth local authonties They dId make It clear,
however, that as a non-profit NGO, PSI was m a much better pOSItIOn to take on
thIS Issue WIth the government

3 Decrease ex-factory cost RPR stated that costs could be sIgmficantly reduced
WIth hIgher productIOn volumes At thIs pomt PSI was requested to generate sales
volume estImates for relevant countnes as soon as possIble If the estImates
exceed the 5 5 mIllIon used by RPR, thIS WIll have a pOSItIve effect on the pnce
Maugeals also agreed that by ehmmatmg the percentage ofproduct to be allocated
for publIc sector tenders from the equatIOn, the pnce would be reduced

4 Decrease margms by usmg PSI as sole distrIbutor It was proposed that
dlstnbutIOn costs could be saved If PSI acted as both the pharmaceutIcal and fast
consumer goods wholesaler ThIs was dIscouraged by BASICS smce the program
IS mtended to support and complement, not replace the eXIstmg pnvate sector

There was some confusIOn as to whether the 95 fcfa prIce represented the ex-factory or
CIF pnce Maugeals confirmed that he had mcluded rough estImates for transport to West
AfrIca, but It was agreed that he needed to be more specIfic and to make calculatIOns for
Cote d'lvOlre, Cameroun, and Burkma Faso

Barou emphaSIzed that unless we could balance the equatIOn by the tIme commerCial
productIOn begms (estImated June 1999), It would not make sense to move forward
WIthout addItIOnal donor SubSIdIes, whIch would be contrary to the spmt of the
partnershIp

2 2 9 Promotional material

After concerns were raised about the acceptabIlIty of advertIsmg matenals bemg
developed by PSI, and whether they would meet the stnct reqUIrements ofRPR's medIcal
staff, It was agreed that all matenals would be shared pnor to dIstnbutIOn PSI took
advantage of the meetmg to show theIr ORASEL teleVISIOn commerCial WhIle
everyone's ImtIal reactIOn was pOSItIve, RPR's medIcal dIrector requested a copy of the
text for reVIew It was proposed that If anythmg were found to be mIssmg, a bnef pnnted
statement could be mcorporated at the end to gIve consumers addItIOnal mformatIOn
RPR WIll also reVIew the scnpts for radIO spots

BASICS raised the pomt that they had agreed to cover the cost ofproducmg detaIlmg
matenals based on the prescnber study that was bemg conducted m Senegal The
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partIcIpants were asked If Senegal could be used as a basIs for the development of
detaIlmg matenals for the entIre regIOn, or whether further research was needed All
agreed that the same study should be conducted m Cote d'lvOlre as soon as possIble, and
that the combmed data from the two countnes would be adequate It was proposed that m
order to ensure rapId ImplementatIOn and consIstency, the same company that IS handhng
the research m Senegal be used for Cote d'lvOlre ThIS wIll be qUite easy smce RPR
detaIlers wIll be used (as m Senegal) to collect the data usmg a questIOnnaire and
methodology developedjomtly by the research company, BASICS, and RPR The
questIOnnaIreS WIll be completed and sent to Dakar for analysIs DespIte the short time
frame, RPR assured all that they would have time to produce detaIlmg matenals, based on
the research, m time for an Apnllaunch

23 Next Steps-Cote d'Ivolre

• By the end of the meetmg, It was clear that a declSlon had to be made qUickly about the
pncmg Issue, and a contract had to be sIgned between RPR and PSI very qUickly If the
partnershIp was to be able to launch ORASEL as planned by Apnl It was agreed that all
pendmg Issues must be worked out, and country-specIfic contracts sIgned for Cote
d'lvOlre and Cameroun by February 15

• PSI must reevaluate and submIt theIr best estimates for annual sales m Cote d'IvOlre,
Cameroun, and Burkma Faso through 1999

• RPR must recalculate CIF costs based on the new PSI projectIOns, more preCIse
transportatIOn costs, 100 percent pnvate sector sales, and reconsIderatIon of promotIOnal
costs They should base promotIOnal costs on heavy actIvIty dunng the first 6-12 months
after launch, With a gradual decrease thereafter It was recommended that they develop
several scenarIOS based on dIfferent volumes

• RPR's medIcal dIrector wIll reVIew the text of advertIsmg to ensure SCIentific soundness
and will make recommendatIOns for addItIOnal text If necessary

• BASICS WIll ImmedIately launch, m collaboratIOn With RPR/AbIdjan, the prescnber
study that Will be used to develop detaIlmg matenals for the regIOn

• RPR/Abidjan wIll work WIth BASICS to develop detaIlmg matenals to be ready for the
antIcIpated launch of ORASEL m Cote d'lvoIre and Cameroun m Apnl

• PSI and RPR Will begm a dIalogue With local authonties to explore the possIbIhty of
decreasmg the multIpher apphed to the pnce of ORASEL, and to consIder settmg a
consumer pnce that would enforce thIS reVISIOn
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• RPR's legal advIsor wIll draft a model contract and forward It to PSI for reVIew ThIS
model contract wIll serve as a baSIS for the agreements to be sIgned by each country
withm the context of the regIOnal MOU between PSI and RPR

• RPR wIll submIt ItS request for mvestment authonzatIOn to theIr executIve commIttee m
Pans by March

• A conference call WIll between RPR, PSI, and BASICS was tentatIvely scheduled for
February 9 to follow up on progress

• Top pnonty WIll be gIven to the sIgmng ofagreements for Cote d'IvOlre and Cameroun
Because of the delIcate sItuatIOn m Burkma Faso, It was decIded to hold off there for the
next couple of months

2 4 Senegal ImplementatIOn

McGUIre debnefed With BASICS/Senegal staff, USAID/Dakar, and the Mmistry of Health to
reVIew the results of the AbIdjan meetmg and the ImplIcatIOns of outcomes on the Senegal DRS
InItiatIve There are two factors that WIll dIfferentIate the Senegal program from others m the
regIon FIrstly, RPR WIll be producmg DRS m theIr Dakar plant Secondly, PSI does not have
representatIOn m Senegal Major Issues that need to be addressed to ensure a successful
mterventIOn are those of supply and demand generatIOn

Smce RPR-produced DRS WIll not be aVailable for approxImately 15 months the program WIll
have to use donated product presently aVailable at the PNA (Pharmacle NatIOnale
d'ApprovisIOnnement) durmg the tranSItIOn penod The MOH has agreed to allocate 350,000
sachets of ItS eXIstmg USAID-donated stock to the pnvate sector ImtIative It IS lIkely that the
stock Will be transferred to RPR, where the sachets Will be re-packed for sale through the
pharmaceutIcal network and marketed under the name DRASEL

WIth regard to promotIOn, RPR has commItted to usmg ItS Senegal team of medIcal
representatIves to educate and promote ORASEL among doctors, nurses, mIdWIves, and
pharmaCIsts dunng the tranSItIOn penod and beyond In order to deSIgn a meanmgful promotIOn
strategy for the target prescnbers, BASICS IS conductmg a study to explore theIr attItudes and
behaVIOr m relatIOn to dIarrheal dIsease and ItS treatment Results from the study Will be
avaIlable by the mIddle of February, and ItS results Will be the baSIS for the development of the
promotIonal strategy and ItS support matenals

Because PSI IS not present m Senegal, and because there are currently no funds avaIlable for a
mass-media campaIgn, the mitIal program Will be lImIted to promotIon through the medIcal
commumty and pharmaCIes Although thIS was ImtIally conSIdered a constramt, all those
consulted eventually agreed that because of the strong pharmaceutIcal lobby m Senegal, a phased
approach that mitIally establIshes ORASEL through the medIcal communIty WIll create a firm
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foundatIOn for the mevItable extensIOn to dIrect consumer promotIOn and dIstrIbutIOn through
non-pharmaceutIcal outlets PSI, RPR, and BASICS are now plannmg for ORASEL to be
launched m Senegal dUrIng the first half of 1998

241 RPR

McGUIre met wIth the General Manager ofRPR's Dakar productIon facIlIty, DomImque
MaugeaIs, and the new DIrector of RPRiSenegal, Lotfi OuertanI, to dISCUSS the outcomes
of the AbIdjan meetmg

Maugeals expressed hIS satIsfactIOn WIth the progress made on Issues related to
dIstrIbutIOn and promotIOn He mSIsted on the Importance of medIcal promotIOn for ORS
to ensure long-term success, and shared hIS concerns about PSI replacmg the pnvate
sector m dIstrIbutIOn McGUIre remmded hIm that the agreement m AbIdjan was that all
pharmaceutIcal dIstnbutIOn would be done VIa RPR, and that dIstrIbutIOn and promotIon
ofORASEL would be lImIted to pharmaceutIcal and medIcal networks for SIX months
followmg launch

MaugeaIs' prImary concern IS that he feels PSI IS not bemg realIstIc about establIshmg a
commercIally vIable pnce He feels that the estImated pnce (wholesale CIF) of95 fcfa
that was dIscussed m AbIdJan, IS as low as RPR can go wIthout losmg money HIS pomt
of vIew IS that the partners eIther agree now to move forward on the basIs of a
commercIally sustaInable pnce, or agree that the market IS not ready to move beyond
donor SUbSIdIzed mterventIOns

McGUIre agreed, but asked If certam thmgs couldn't be done by RPR to further reduce the
prIce For example, RPR should estimate that promotIOnal costs for ORASEL WIll be
sIgmficant dunng the first SIX months of the campaIgn, and WIll then taper off RPR had
calculated that annual cost of promotIOn (1 e , medIcal detaIlmg exclUSIve ofmaterIals to
be produced by the proJect) at 80,000,000 fcfa Maugeals agreed that thIS amount could
be reduced gIven the antICIpated tapenng off and the amount of promotIOn to be done by
PSI

It IS also clear that hIgher sales volumes would allow RPR to decrease certam of theIr
productIOn costs, thereby allowmg them to sell the product for a lower pnce He agreed to
use the revIsed estImates from PSI to develop several prIce scenarIOS

WIth regard to Senegal, Maugeals has concerns related to packagmg, IIcencmg, and pnce
In order to repackage the 350,000 donated sachets m Senegal, he needs to get the models
and artwork from PSI, or have the fimshed packagmg delIvered to hIm Although PSI
promIsed to delIver the artwork and mock-ups by December, RPR has not yet receIved
them, despIte repeated requests Another Issue related to packagmg IS how to IdentIfy the
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donated product as ORASEL RPR wIll work WIth Its staff to study vanous optiOns over
the next few weeks before makmg a recommendatiOn

Another concern ofRPR IS that the authonzatiOn to sell and promote ORASEL must be
made official MaugeaIs was assured that thIS was bemg negotiated by BASICS wIth
DSAID and the MOH Also, followmg the regIOnal MOD, PSI and RPR must sIgn a
country-specific agreement that wIll outhne the details related to pnce, nghts to sell and
promote, promotion, dIstnbutiOn, etc ThIs should be done as soon as pOSSIble RPR IS
also concerned about the need for a government authonzatlon to sell the product
(AuthonsatIOn de MIse sur Ie Marche, AMM) ThIs could normally take SIX months to
one year, but RPR thmks It mIght be pOSSIble to get a provlSlonal approval to sell the
donated product Without AMM, If the process for obtammg an AMM for the locally
produced product IS begun now

McGUIre met With the newly appomted RPR DIrector m Senegal, Mr Lotfi OuertanI, to
dISCUSS the AbIdjan meetmg and Senegal-specIfic Issues related to promotIOn Ouertaru IS
a self-descnbed supporter of ORS, who has been pushmg RPR to get mvolved m the
product for the past 20 years He reaffirmed hIS support for the program

As Country DIrector, Ouertani has been overseemg RPR's mvolvement m the BASICS­
financed prescnber study, under whIch data are bemg collected by RPR medIcal detaIlers
Although the study IS movmg forward, Ouertanilet It be known that the executiOn of the
study was more dIfficult than he expected because of Ramadan and the length of time
reqUIred to get through the questiOnnaIre HIS staff were havmg to neglect theIr
promotIOnal responsIbIlItIes m order to carry out the study DespIte these problems, he
remams SUpportIve and hopes to conclude the work wlthm a week

242 BDA

A meetmg was held With the director of the research company (BDA) that IS conductmg
the prOVider study, Mr Valery Martm, to follow up on progress BASICS/Senegal
Country Manager Mr Mamadou Sene, and IEC AdVIsor Mr EI HaJ DIOUf were also
present So far they have collected approXImately 80 of 200 questiOnnaireS that have been
filled out by RPR detaIlers from Dakar and Kaolak The only problem they are havmg IS
that one questIon IS not resultmg m good answers The problem questIOn asks prescnbers,
"Do parents ever request certam treatments for theIr chIldren's dIarrheal epIsodes?" The
pomt of the questIOn was to explore whether or not prescnbers' declSlons about treatment
are ever mfluenced by what they thInk chents expect Most prescnbers are answermg no
It was agreed that the questIOn would be modIfied dunng the upcommg Identical study to
be conducted by BDA and RPR III Cote d'IvOlre

Durmg the meetmg Martm called RPR's RegiOnal MedIcal DIrector Dr Isabelle Rochez
to dISCUSS the pOSSIble modIficatiOn of the problem questIOn, samphng, and tImmg
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BASICS wanted to make sure that results from the study wIll be avaIlable qUIckly, so that
the data from Senegal and Cote d'IvOlre can be used to develop detaIlmg matenal before
the antICIpated Cote d'Ivoue launch m Apnl Rochez confirmed that she could conduct
the study wIth her promotIOnal team and have the data to BDA m tIme to produce a report
by the end of February She also suggested that the sample for Cote d'IvOlre be mcreased
to 300 due, to the greater number of prescnbers It was agreed that the study wIll be
conducted m AbIdjan (225 mtervlews) and Bouake (75 mtervlews)

2 4 3 Ministry ofHealth (SANAS)

The BASICS team met With representatIves from SANAS to update them on progress
With regard to the regIOnal ORS partnershIp and Senegal-speCIfic Issues The
representatIves from SANAS were enthUSiastIc about the potential for mvolvmg the
pnvate sector, and expressed theIr support for the partnershIp Attempts were made to
bnef the natIOnal duector of health, who was not avaIlable due to pnor commItments

25 Next Steps-Senegal

• Present the proposed partnershIp to the dIrector of phannacy and the natIonal dIrector of
health, and obtam theIr approval for proposed pncmg, dlstnbutIOn, and promotIOn
strategIes

• PSI to prOVIde RPR WIth mock-ups and art work to develop packagmg

• ASSISt RPR m obtammg donated stock from PNA and m repackagmg for commerCial
dlstnbutIOn under the ORASEL brand

• Work With RPR to develop a promotIonal strategy and support matenals based on the
results from the study

• Contnbute to the trammg of the RPR detaIlmg team pnor to launch

• ASSISt RPR With the submISSIon of the Health RegIstratIOn file to the MOH and obtam
approval (AMM) to market ORASEL
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