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An i n i t i a l  a s s e s s m e n t  o f  t h e  Guatemalan M i n i s t r y  o f  H e a l t h  (MoH) l o g i s t i c s  
sys tem was conducted by c o n s u l t a n t s  from FPED/CDC. Our a t t e n t i o n  focused  crr 
t h e  ~ r o ~ u e r c a  Nac iona l ,  t h e  s u p p l y  o r g a n i z a t i o n  t h a t  s u p p o r t s  t y p e  B h e a l t i :  
c e n t e r s  and h e a l t h  p o s t s .  The problem a r e a s  i d e n t i f i e d  and d i s c u s s e d  w i t h  
o f f i c i a l s  o f  t h e  ~ r o ~ u e r i a  Nacional  were t h e  f o l l o w i n g :  

- The budget  f o r  med ic ine  purchases  i s  i n a d e q u a t e  and has  n o t  i n c r e a s e d  
s u f f i c i e n t l y  t o  compensate f o r  i n f l a t i o n  and expanding h e a l t h  f a c i l i t i e s .  

- The same f i x e d  v a l u e  o f  n e d i c a l  s u p p l i e s  i s  a l l o t t e d  e a c h  y e a r  t o  e a c h  
h e a l t h  c e n t e r  ( 6 3 , 2 0 0 / ~ e a r )  and h e a l t h  p o s t  ( $ 8 0 0 / y e a r ) ,  no m a t t e r  what 
t h e  s i z e  and c h a r a c t e r i s t i c s  o f  t h e  p o p u l a t i o n s  s e r v e d  i n  t h e i r  ca tchment  
a r e a .  

- S t o c k o u t s  a n d / o r  !ow i n v e n t o r y  l e v e l s  f r e q u e n t l y  o c c u r  a t  t h e  medic ine  
warehouse.  

- The medic ine  warehouse i s  s m a l l  and p h y s i c a l l y  s e p a r a t e d  from t b z  
s y s  t em ' s  2  o t h e r  warehouses.  

- Supply d e l i v e r y  i s  f r e q u e n t l y  d e l a y e d  by l a c k  o f  t r a n s p o r t .  
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Under t h e  proposed fami ly  p l a n n i n g  agreement  i n v o l v i n g  ~ S ~ ~ D / G u a t ~ = ? m a l a ,  
APROFAM, and t h e  MOH, c o n s u i t a n t s  from FPED/CDC would a s s i s t  t h e  MOL i n  assum- 
i n g  r e s p o n s i b i l i t y  f o r  a d d i n g  c o n t r a c e p t i v e  d i s t r i b u t i o n  t o  t h e i r  s u p p l y  sys -  
te.n i n  3 d e p a r t m e n t s  i n  1981. I f  t h i s  p i l o t  p r o j e c t  i s  s u c c e s s f u l . ,  t h e  EIOH 
would assume c o n t r o l  of  c o n t r a c e p t i v e  supp1.r d i s t r i b u t i o n  th roughou t  Guatemala 
i n  1982. F P E D ~ C D C  i s  c a p a b l e  o f  p r o v i d i n g  t e c h n i c a l  and e v a l u a t i o n  a s s i s t a n c e  
t o  t h e  MOH i n  expanding t h e i r  l o g i s t i c s  sys tem t o  i n c l t d e  d i s t r i b u t i o n  o f  con- 
t r a c e p t i v e s  and w i l l  do s o  d u r i n g  1980.  Supply management o f  c o n t r a c e p t i v e s  
by t h e  ~ r o g u e r c a  Nacional  would b e  l e s s  invo lved  t h a n  m e d i c a l  s u p p l i e s  and 
would r e q u i r e  r e l a t i v e i y  minor changes  i n  t h e  e x i s t i n g  l o g i s t i c s  sys tem.  The 
more e x t e n s i v e  problems o f  t h e  ~ r o g u e r c a  Nac iona l  ' s l o g i s t i c s  s y s t e m  f o r  med- 
i c a l  s u p p l i e s  a r e  a s s o c i a t e d  w i t h  procurement  and a l l o c a t i c n  i s s u e s ,  and 
i n v o l v e  more compl ica ted  i n s t i t u t i o n a l  znd p o l i c y  i s s u e s  t h a t  c a n n o t  he  d e a l t  
w i t h  by s h o r t - t e r m  c o n s u l t a n t s .  A 1-year  a s s ignment  o f  a  f u l l - t i m e  a d v i s o r ,  
w i t h  l o g i s t i c s  and p o l i c y  e x p e r i e n c e ,  i s  recommecded t o  ass is t  t h e  ~ r o g u e r ; a  
Nac iona l  i n  i t s  o v c r a l l  o p e r a t i o n s .  I t  i s  o u r  u n d e r s t a n d i n g  t h a t  t h e  new A I D  
h e a l t h  l o a n  i n c l u d e s  funds  f o r  a  f u l l - t i m e  a d v i s o r .  

I n  November we r e p o r t e d  t h e  o v e r s u p p l y  o f  condoms and N o r i n y l  1+80 i n  t h e  
A?ROFAN warehouse .  The o v e r s u p p l y  o f  condoms has  been  documented i n  v a r i o u s  
A I D  r e p o r t s  s i n c e  1976. No d e c i s i o n  has  y e t  been made on t h e  d i s p o s i t i o n  of  
t h e s e  commodit ies.  I f  t h e  o l d e r  w h i t e  condoms a r e  d i s p o s e d  o f ,  based  on c u r -  
r e n t  demand, a n  a d d i t i o n a l  m i l l i o n  p i e c e s  o f  c o l o r e d  condoms w i l l  be  needed i n  
e a r l y  FY 1981.  The c u r r e n t  p i l l  s u p p l y  (1*50) r e p r e s e n t s  a  1-year s u p p l y .  No 
d e c i s i o n  h a s  y e t  been made on t h e  d i s p o s i t i o n  o f  t h e s e  commodi t ies .  

I. PLACES, DATES, AND PURPOSE OF TRAVEL 

Guatemala ,  J a n u a r y  21-27, 19S0,  a t  t h e  r e q u e s t  o f  USAID/Guatemala and AiD/DS/ 
POP/FPSD, t o  make a n  i n i t i a l  a s s e s s m e n t  o f  t h e  Guatemala M i n i s t r y  o f  H e a l t h  
l o g i s t i c s  sys tem.  T h i s  c o n s u l t a t i o n  was p rov ided  by R i c h a r d  S. ? l o n t e i t h ,  
N.P.H., and ?lark W. O b e r l e ,  M . D . ,  M.P.H., o f  t h e  Program E v a l u a t i o n  Branch,  
FPED/BE/CDC. Th i s  t r a v e l  was i n  a c c o r d a n c e  w i t h  t h e  Resource  S u p p o r t  S e r v i c e s  
Agreement (RSSA) between t h e  O f f i c e  o f  P o p u l a t i o n ,  A I D ,  and CDC/BE/FPED. 

T r a v e l  t o  E l  S a l v a d o r  t o  a s s i s t  USAiD/El S a l v a d o r  i n  t h e  p l a n n i n g  .md e v a l u a -  
t i o n  of  a  r e g i o n a l  community-based d i s t r i b u t i o n  p r s g r m  was o r i g i n a l l y  sched- 
u l e d  t o  f o l l o w  t h e  Guatemalan c o n s u l t a t i o n .  On J a n u a r y  24, because  o f  c i v i l  
u n r e s t  i n  E l  S a l v a d o r ,  U S A I D / E ~  S a l v a d o r  r e q u e s t e d  t h a t  F P E D ~ C D C  t e c h n i c a l  
a s s i s t a n c e  b e  pos tponed t o  a  l a t e r  d a t e .  

11. PRINCIPAL CONTACTS 

I. M r .  S c o t t  Edmonds, H e a l t h  and P o p u l a t i o n  O f f i c e r  
2 .  M r .  Neal  Woodruff ,  A s s i s t a n t  H e a l t h  and P o p u l z t i o n  O f f i c e r  
3. M r .  C a r l o s  Andr ino,  P r o j e c t  A s s i s t a n t  
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B.  roguer ria Nacional  ( N a t i o n z l  N e d i c a l  IJarehouse o f  t h e  Guatemala 
M i n i s t r y  o f  H e a l t h )  

1. D r .  C a r l o s  ~ a r c < a ,  C o o r d i n a t o r  
2 .  S r .  Manuel Cardenas ,  A s s i s t a n t  t o  t h e  C o o r d i n a t o r  

C .  ~ s o c i a c i 6 n  Pro-Biens t a r  d e  I n  F a m i l i a  (APROFAM) 

1. 3r. R o b e r t o  S a n t i s o ,  E x e c n t i v e  D i r e c t o r  
2 .  D r .  L u i s  G a l i c h ,  Medical  D i r e c t o r  
3 .  S r .  O s c a r  A l f a r o  Rubio,  C h i e f ,  Warehouse 

111. INITIAL ASSESSMENT OF THE GUATEMALA MINISTRY OF HEALTH LOGISTICS SYSTEM 

A .  Background 

I n  October-November 1979 F P E D ~ C D C  c o n s u l t a n t s  a s s i s t e d  APROFLY i n  a n  
e v a l u a t i o n  o f  i t s  D i r e c t  D i s t r i b u t i o n  o f  C o n t r a c e p t i v e  M a t e r i a l s  Program 
(DDP) ( s e e  FPEDICDC F o r e i g n  T r i p  R e p o r t :  Guatemala,  d a t e d  Decembzr 20, 
1979) .  An i m p o r t a n t  p a r t  o f  t h a t  e v a l u a t i o n  was t o  e s t i m a t e  t h e  number 
of  women a c t i v e  i n  t h e  program p r i o r  t o  t h e  t r a n s f e r  o f  r e p o r t i n g  respon-  
s i b i l i t i e s  f rom APROFAM t o  t h e  M i n i s t r y  o f  H e a l t h  (MOH) i n  1980. T h i s  
t r a n s f e r  o f  r e s p o n s i b i l i t y  i s  c a l l ~ d  f o r  i n  t h e  proposed t r i p a r t i t e  P r o j -  
e c t  Gran t  Agreement between t h e  MOH, APROFAM, and USAID. The agreement  
a l s o  p r o v i d e s  f o r  a p i l o t  p r o j e c t  i n  1981 i n  which t h e  MOH w i l l  s u p p l y  
h e a l t h  c e n t e r s  and h e a l t h  p o s t s  i n  3 d e p a r t m e n t s  ( s t a t e s )  w i t h  c o n t r a c e p -  
t i v e s ,  r e p l a c i n g  t h e  APROFAN DDP program. I f  t h i s  p r o j e c t  i s  e v a l u a t e d  
t o  b e  successEu1 ,  i n  1982 APROFAM w i l l  t r a n s f e r  r e s p o n s i b i l i t y  t o  t h e  XOH 
f o r  s u p p l y i n g  c o n t r a c e p t i v e s  t o  a l l  MOH f a c i l i t i e s  p r o v i d i n g  f a m i l y  p lan-  
n i n g  s e r v i c e s .  The t r i p a r t i t e  agreement  p r o v i d e s  f o r  FPED/CDC c o n s u l t -  
a n t s  t o  " a d d r e s s  d e f i c i e n c i e s  i n  t h e  (MOH l o g i s t i c s )  s y s t e m  and a l l o w  f o r  
i n c l u s i o n  o f  c o n t r a c e p t i v e s  w i t h  o t h e r  s u p p l i e s  d e l i v e r e d  t o  h e a l t h  ten- 

t e r s  and p o s t s  under  t h e  phased t u r n o v e r  c f  r e s p o n s i b i l i t y  f o r  t h e  D i r e c t  
D i s t r i b u t i o n  Program from APROFAM t o  t h e  MOH i n  y e a r s  two (1981)  and 
t h r e e  (1982)" o f  t h e  agreement .  

The purpose  o f  t h e  c u r r e n t  c o n s u l t a t i o n  w a s  t o  fol low-up on  r e c o m e n d n -  
t i o n s  we made on u s e r  r e p o r t i n g  d u r i n g  our  October-November 1979 con- 
s u l t a t i o n  and t o  b e g i n  d i s c u s s i o n s  o n  t h e  l o g i s t i c s  sys tem w i t h  hlOH 
o f f i c i a l s  i n  t h e  ~ r o ~ u e r i a  Nac iona l .  At t h e  t i n e  o f  our  v i s i t ,  t h e  
t r i p  - t i t e  agreement  had n o t  been s i g n e d ,  and r e n e g o t i a t i o n  o f  c e r t a i n  
~ e c t i ~ i n s  o f  r h e  agreement  was s c h e d u l e d  f o r  F r i d a y ,  J a n u a r y  2 5 ,  1990. 
Nr. S c o t t  Edmonds r e q u e s t e d  t h a t  we n o t  a d d r e s s  t h e  u s e r  r e p o r t i n g  s y s t e m  
w h i l e  t h e  agreement  was s t i l l  b e i n g  n e g o t i a t e d .  He d i d  s t a t e  t h a t  t h e  
r e p o r t i n g  forms t h a t  we he lped  d e s i g n  i n  November 1979 were i n c l u d e d  i n  
t h e  t r i p a r t i t e  ag reement ,  b u t  t h a t  n o  one  i n  t h e  MOH had been  i d e n t i f i e d  
t o  b e  r e s p o n s i b l e  f o r  t h e  r e p o r t i n g  sys tem.  Thus,  t h e  r emainder  o f  t h i s  
r e p o r t  f o c u s e s  on o u r  d i s c u s s i o n  w i t h  ~ r o ~ u e r i a  Nac ioaa l  p e r s o n n e l  and 
follow-up d i s c u s s i o n s  w i t h  ADROFAM o f f i c i a l s .  
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B. F i n d i n g s  

Because we were o r i g i n a l l y  schedu led  t o  t r a v e l  t o  E l  Sa lvador  on 
Thursday,  J a n u a r y  24,  1980,  o u r  d i s c u s s i o n s  w i t h  ~ r o g u e r c a  Nac iona l  pe r -  
sonne l  were i n t r o d u c t o r y  i n  n a t u r e .  However, t h e s e  o f f i c i a l s  p rov ided  u s  
w i t h  a n  overview of  t h e  l o g i s t i c s  sys tem and i n s i g h t s  i n t o  some of  t h e  
s y s t e m ' s  problems. 

The Droguer<a Nacional  i s  an agency o f  t h e  M i n i s t r y  o f  H e a l t h .  I t  i s  i n  
c h a r g e  o f  procurement a n d  d i s t r i b u t i o n  o f  medica l  equipment ,  d r u g s ,  medi- 
c a l  s u p p l i e s ,  and o f f i c e  s u p p l i e s  t o  t y p e  B h e a l t h  c e n t e r s  ( o u t p a t i e n t  
c l i n i c s )  and h e a l t h  p o s t s .  The ~ r o ~ u e r i a  Nac iona l  o p e r a t e s  from a n  
a d m i n i s t r a t i v e  o f f i c e  and 3 g e o g r a p h i c a l l y  s e p a r a t e  warehouses  i n  Guate- 
mala C i t y .  S i n c e  November 1978 t h e  medic ine  warehouse has  occup ied  tem- 
p o r a r y  q u a r t e r s  i n  a  wing o f  a  p s y c h i a t r i c  h o s p i t a l  pending ass ignment  o f  
a  permanent f a c i l i t y .  S t c c k  o r d e r  forms l i s t  89 m e d i c i n e s ,  69 o f f i c e  
s u p p l y  i t e m s ,  and 35 items f o r  minor s u r g e r y  a v a i l a b l e  t o  h e a l t h  c e n t e r s  
th rough  t h e   roguer ria Nac iona l .  

The MOH e s t a b l i s h e s  l i m i t s  on t h e  amount o f  med ic ines  t o  b e  d i s t r i b u t e d  
t o  t y p e  B h e a l t h  c e n t e r s  and h e a l t h  p o s t s  of  US 63,200 and US $800 p e r  
annum, r e s p e c t i v e l y .  I n  1979 US $977,500 w a s  a l l o c a t e d  f o r  medica l  
s u p p l i e s  f o r  a p p r o x i m a t e l y  171  h e a l t h  c e n t e r s  and 520 h e a l t h  p o s t s .  

S u p p l i e s  f ror i~  t h e  3 warehouses  a r e  s h i p p e d  t o  t h e  h e a d q u a r t e r s  o f  t h e  
a r e a  h e a l t h  c h i e f s ,  l o c a t e d  i n  each  o f  t h e  2 1  d e p a r t m e n t a l  c a p i t a l s  
e x c l u d i n g  t h e  Department o f  Guatemala. I n  Guatemala S i t y  t h e  s u p p l i e s  
a r e  packed i n  i n d i v i d u a l  boxes f o r  e a c h  h e a l t h  c e n t e r  and h e a l t h  p o s t  and 
t r a n s p o r t e d  t o  t h e  Area C h i e f ' s  h e a d q u a r t e r s  i n  MOH v e h i c l e s .  Resupply 
o f  h e a l t h  a r e a s  i s  schedu led  e v e r y  3 months. The  roguer ria Nacional  does  
n o t  have t r u c k s  of i t s  own and must r e q u e s t  v e h i c l e s  from t h e  MOH motor 
pool  t o  make sh ipments .  

The a r e a  h e a d q u a r t e r s  a r e  r e s p o n s i b l e  f o r  f u r t h e r  shipment  t o  h e a l t h  
c e n t e r s  and h e a l t h  p o s t s  and do n o t  m a i n t a i n  r e g i o n a l  warehouses .  Some 
a r e a  h e a d q u a r t e r s  have v e h i c l e s  which t h e y  u s e  t o  d i s t r i b u t e  s u p p l i e s  t o  
a l l  h e a l t h  f a c i l i t i e s  w i t h i n  t h e i r  a r e a .  Where v e h i c l e s  a r e  n o t  a v a i l -  
a b l e ,  t h e  cons ignee  must  p i c k  up s u p p l i e s  o r  have them sh ipped  by p u b l i c  
t r a n s p o r t .  

The f o l l o w i n g  o b s e r v a t i o n s  c a n  b e  made on t h e  MOH l o g i s t i c s  sys tem,  based  
on o u r  r ev iew o f  USAID documents,  our  v i s i t s  t o  t h e  3  warehouses i n  
Guatemala C i t y ,  and o u r  d i s c u s s i o n s  w i t h  D r .  C a r l o s  G a r c i a ,  C o o r d i n a t o r  
o f  t h e  ~ r o g u e r c a  N a c i o n a l ,  and w i t h  members o f  h i s  s t a f f :  

1. The Droguer<a Nac iona l  budget  f o r  med ic ines  i s  i n a d e q u a t e  and i12s 
n o t  i n c r e a s e d  s i g n i f i c a n t l y  i n  r e c e n t  y e a r s .  For  example,  t h e  amount 
budgeted f o r  1978 and 1979 was US $977,500,  d e s p i t e  t h e  i n c r e a s i n g  
number o f  h e a l t h  c e n t e r s  and p o s t s  o p e r a t i n g  i n  t h e  c o u n t r y .  Accord- 
i n g  t o  D r .  ~ a r c i a  t h e  1980 budget  i s  US $1, l77,OOO, a  202 i n c r e a s e  
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o v e r  t h e  p r e v i o u s  y e a r ' s  budge t .  However, he e s t i m a t e d  t h a t  approx i -  
m a t e l y  100 new h e a l t h  p o s t s  w i l l  open and t h a t  t h e  c o s t  t o  p r o c u r e  
d r u g s  and med ic ines  w i l l  c e r t a i n l y  i n c r e a s e  d u r i n g  t hc y e a r ,  making i t  
i m p o s s i b l e  t o  establish i n v e n t o r y  l e v e l s  a d e q u a t e  t o  meet a n t i c i p a t e d  
demand. Thus,  t h e  MOE a p p a r e n t l y  e x p e c t s  i n c r e a s e s  i n  c o v e r a g e ,  
a l t h o u g h  t h e  l o g i s t i c a l  b a s e  has n o t  been p r o v i d e d  £07 s u c h  expans ion .  

2.  The MOH e s t a b l i s h e s  l i m i t s  c n  t h e  amount o f  m e d i c i n e s  t o  be d i s -  
t r i b u t e d  t o  h e a l t h  c e n t e r s  a t  US 63,200 p e r  annum and US $800 f o r  
h e a l t h  p ~ s t s .  I n  o u r  o p i n i o n ,  t h e  u s e  o f  f i x e d  q u a n t i t i e s  o f  d r u g s  
p e r  h e a l t h  centei-  and h e a l t h  p o s t  i g n o r e s  t h e  p o p u l a t i o n  s i z e  and 
d i s e a s e  ep idemio logy  o f  t h e  ca tchment  a r e a s  and c r e a t e s  i n b a l a n c e s  i n  
t h e  l o g i s t i c s  sys tem.  According t o  D r .  ~ a r c c a ,  MOH a u t h o r i t i e s  a t  t h e  
c e n t r a l  l e v e l  have n o t  responded t o  a t t e m p t s  by H e a l t h  Area  C h i e f s  t o  
a d j u s t  a l l o c a t i o n s  t o  d i f f e r e n c e s  among t h e  p o p u l a t i o n s - a t - r i s k .  

3.  H e a l t h  Area C h i e f s  a l s o  complain  t h a t  t h e  amounts budgeted  a r e  t o o  
low, t h a t  t h e y  do  n o t  r e c e i v e  a l l  t h a t  i s  b u d g e t e d ,  and t h a t  f r e -  
q u e n t l y  d r u g s  o r d e r e d  a r e  n o t  d e l i v e r e d  w h i l e  unorde red  d r u g s  ars 
d e l i v e r e d .  Some h e a l t h  c e n t e r  D i r e c t o r s  b e l i e v e  t h a t  t h e  s o l u t i o n  t o  
t h e  b u d g e t a r y  c o n s t r a i n t s  t h e y  o p e r a t e  u n d e r  i s  s i m p l y  t o  w r i t e  pre-  
s c r i p t i o n s  and l e t  t h e  p a t i e n t s  p u r c h a s e  t h e i r  m e d i c i n e s  a t  pha rmac ies  
( m u n i c i p a l  o r  p r i v a t e ) .  By do ing  s o ,  t h e y  by-pass t h e  l o g i s t i c s  sys -  
tem,  making i t  i m p o s s i b l e  t o  e s t a b l i s h  r e a l i s t i c  i n v e n t o r y  l e v e l s  
based  on a c t u a l  demand. 

4 .  S t o c k o u t s  and low i n v e n t o r y  l e v e l s  f r e q u e n t l y  o c c u r  i n  t h e  m e d i c i n e  
warehouse  o f  t h e  ~ r o ~ u e r i a  Nac iona l .  T h i s  may b e  due  i n  p a r t  t o  t h e  
procurement  p r o c e s s  o f  t h e  MOH and i n  p a r t  t o  h o a r d i n g  a t  t h e  h e a l t h  
f a c i l i t y  l e v e l .  S t o c k o u t s  a l s o  o c c u r  a t  t h e  h e a l t h  f a c i l i t y  l e v e l  
b o t h  because  of l i m i t e d  s u p p l y  and u n a n t i c i p a t e d  changes  i n  demand. 

5. The med ic ine  warehouse ,  which i s  l o c a t e d  i n  a  wing o f  a  p s y c h i a t r i c  
h o s p i t a l ,  i s  small and d o e s  n o t  l e n d  i t s e l f  t o  t h e  p r a c t i c e  of  p r o p e r  
warehous ing  t e c h n i q u e s .  T h i s  warehouse is a l s o  p h y s i c a l l y  s e p a r a t e d  
( a b o u t  a  30 minu te  d r i v e )  from t h e  o t h e r  2 warehouses .  The m e d i c a l  
equipment  warehouse ,  a l t h o u g h  l a r g e ,  i s  m o s t l y  f i l l e d  w i t h  o b s o l e t e  o r  
damaged equipment .  The o f f i c e  s u p p i y  warehouse ,  l o c a t e d  i n  a  b u i l d i n g  
t h e  same s i z e  a s  t h e  med ica l  equipment  warehouse ,  s h a r e s  s p a c e  w i t h  a  
h o s p i t a l  ward. I t  appeared  t o  u s  t h a t  u t i l i z a t i o n  o f  s p a c e  i n  t h i s  
warehouse was p o o r l y  managed. We asked  D r .  ~ a r c i a  whe the r  t h e  
~ r o ~ u e r c a  Nac iona l  cou ld  d i s p o s e  o f  o b s o l e t e  and damaged equ ipment ,  
combine t h e  o f f i c e  s u p p l y  and equipment  warehouses ,  and t h e n  move t h e  
med ic ine  warehouse  t o  t h e  v a c a t e d  o f f i c e  s u p p l y  warehouse.  He 
responded t h a t  t h i s  would be  v e r y  d i f f i c u l t  t o  do because  o f  t h e  r e d  
t a p e  t h a t  would b e  i n v o l v e d  i n  equipment  d i s p o s a l .  He a l s o  i m p l i e d  
t h a t  t h e  MOH may n o t  a c t  f a v o r a b l y  on t r a n s f e r r i n g  t h e  m e d i c i n e  ware- 
house  because  t h e  equipment and o f f i c e  s u p p l y  warehouses  a r e  l o c a t e d  
i n  temporary  space .  The c u r r e n t  med ic ine  warehouse  does  n o t  have ade- 
q u a t e  s p a c e  t o  s t o r e  c o n t r a c e p t i v e  s u p p l i e s  f o r  t h e  e n t i r e  c o u n t r y .  
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6. The ~ r o ~ u e r g a  N. -~r iona l  does  n o t  have i t s  own v e h i c l e s  and must  r e l y  
on t h e  MOH motor p o o l  f o r  t r a n s p o r t .  A p p a r e n t l y ,  no agency of t h e  NOH 
has  permanent ly  a s s i g n e d  v e h i c l e s .  According t:, D r .  ~ a r c z a ,  sh ipments  
a r e  o f t e n  de layed  because  v e h i c l e s  a r e  down f o r  ma in tenance  o r  b e i n g  
u t i l i z e d  f o r  o t h e r  purposes ,  e .g. ,  t h e  a n n u a l  i m u n i z a t i o r  p rogran .  
D r .  Garc<a s t a t e d  t h a t  h i s  o p e r a t i o n s  would b e  more e f f i c l e r i t  i f  he 
had e x c l u s i v e  u s e  o f  2 10-ton t r u c k s .  

7.  Intermediate ( r e g i o n a l )  warehouses do n o t  e x i s t  i n  t h e  MOH l o g i s -  
t i c s  sys tem.  S u p p l i e s  a r e  s h i p p e d  t o  t h e  Area C h i e f s '  h e a d q u a r t e r s  
which ,  i n  t u r n ,  a r e  r e s p o n s i b l e  f o r  g e t t i n g  t h e  s u p p l i e s  t o  t h e  h e a i t h  
c e n t e r s  and p o s t s  under  t h e i r  j u r i s d i c t i o n .  D r .  G a r c j a  s t a t e d  t h a t  he 
h a s  no c o n t r o l  o v e r  t h e  s u p p l i e s  once  t h e y  r e a c h  t h e  Area C h i e f s '  head- 
q u a r t e r s ,  and f r e q u e n t l y  t h e  s u p p l i e s  do n o t  r e a c h  t h e i r  f i x 1  d e s t i -  
n a t i o n s  i n  a  t i m e l y  f a s h i o n .  Al though D r .  ~ a r c i a  ag reed  t h a t  t h e  u s e  
o f  r e g i o n a l  warehouses may b e  more e f f i c i e n t ,  he was p e s s i m i s t i c  t h a t  
t h e  MOH would budge t  funds  t o  e s t a b l i s h  and m a i n t a i n  them because  of 
t h e  c o s t s  invo lved .  

C .  I m p l i c a t i o n s  

In t h e  above d i s c u s s i o n ,  an  overv iew o f  t h e  ~ r o ~ u e r c a  Nac iona l  l o g i s t i c s  
sys tem i s  p r e s e n t e d .  Al though n o t  e x h a u s t i v e ,  t h e  overview does  demon- 
s t ra te  t h a t  s e r i o u s  problems e x i s t  i n  t h e  ~ r o ~ u e r z a  Nacional .  The pur-  
c h a s i n g ,  a l l o c a t i o n ,  and warehouse problems a f f e c t  t h e  d i s t r i b u t i o n  o f  
s u p p l i e s  and p o s s i b l y  t h e  u t i l i z a t i o n  o f  t h e  h e a l t h  c e n t e r s  and h e a l t h  
p o s t s ,  which i s  p u r p o r t e d  t o  b e  low. Most o f  t h e s e  problems a r e  amenable 
on ly  t o  h igh  l e v e l  p o l i c y  changes  i n  t h e  MOH and t h e  Government o f  Guate- 
ma la ,  and t h u s ,  do n o t  r e a d i l y  l e n d  themse lves  t o  t e c h n i c a l  a s s i s t a n c e  
p rov ided  on a  p e r i o d i c  b a s i s .  P r imary  among t h e s e  problems i s  t h e  amount 
of money budgeted f o r  medic ines  and d r u g s ,  and t h e  f i x e d  q u a n t i t i t e s  o f  
d r u g s  a l l o c a t e d  t o  t h e  h e a l t h  c e n t e r s  and h e a l t h  p o s t s .  Unless  p o l i c y  
changes  a r e  made a f f e c t i n g  t h e s e  i s s u e s ,  i t  i s  h i g h l y  u n l i k e l y  t h a t  t h e  
c u r r e n t  i n v e n t o r y  imbalances  could  b e  r e s o l v e d .  U n l e s s  major  p o l i c y  
changes  i n  b u d g e t i n g  and d rug  a l l o c a t i o n  o c c u r r e d ,  improvements made i n  
warehousing,  t r ? n s p o r t a t i o n ,  i n v e n t o r y  c o n t r o l ,  and management would 
r e s u l t  i n  v e r y  l i t t l e  impact on t h e  e f f i c i e n c y  and e f f e c t i v e n e s s  of t h e  
medica l  s u p p l y  system. P o l i c y  changes  i n  b u d g e t i n g  and d r u g  a l l o c a t i o n  
a r e  needed t o  a l l o w  t h e  sys tem t o  o p e r a t e  under  c o n d i t i o n s  o f  f u l l  sup- 
p ly .  F u l l  s u p p l y  i s  e s s e n t i a l  t o  t h e  e s t a b l i s h m e n t  o f  maxiinum and mini-  
mum s t o c k  l e v e l s ,  which,  i n  t u r n ,  would have a  p o s i t i v e  e f f e c t  on inven- 
t o r y  imba lances  and hoard ing  p r a c t i c e s  t h a t  a r e  c u r r e n t l y  commonplace. 
Al though i t  may be  i m p o s s i b l e  t o  have f u l l  s u p p l y  f o r  a l l  i t e m s  a s  a  
minimum, e f f o r t s  cou ld  be made t o  a s s u r e  e q u i t a b l e  d i s t r i b u t i o n  o f  what 
is  a v a i l a b l e .  Th i s  cou ld  b e  done by e s t a b l i s h i n g  how w e l l  t h e  h e a l t h  
c e n t e r s  and p o s t s  u t i l i z e  s u p p l i e s  t h e y  r e c e i v e .  

Supply  management o f  c o n t r a c e p t i v e s  by t h e  ~ r o ~ u e r l a  Nac iona l  would b e  
l e s s  invo lved  and would r e q u i r e  o n l y  r e l a t i v e l y  minor changes  i n  t h e  
l o g i s t i c s  sys tem.  Such changes  c o u l d  e a s i l y  b e  a d d r e s s e d  by FPED/CDC 
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c o n s u l t a n t s  on a  p e r i o d i c  b a s i s ,  because  t h e  c o n t r a c e p t i v e  d i s ' r i b u t i o n  
sys tem would o p e r a t e  under  c o n d i t i o n s  o f  f u l l  s u p p l y ,  p rov ided  t h a t  s u f -  
f i c i e n t  warehouse  s p a c e  and o t h e r  improvements a r e  implemented.  A poten-  
t i a l  problem a r e a  c o u l d  b e  t h e  d i s t r i b u t i o n  o f  c o n t r a c e p t i v e s  from t h e  
a r e a  h e a d q u a r t e r s  t o  t h e  h e a l t h  c e n t e r s  and h e a l t h  p o s t s .  T h i s  problem 
cou ld  b e  r e s o l v e d  by a s s i g n i n g  t h e  p i c k u p  t r u c k  c a l l e d  f o r  i n  t h e  tri- 
p a r t i t e  agreement  t o  t h e  3  d e p a r t m e n t s  o f  t h e  p i l o t  p r o j e c t .  I n  addi-  
t i o n ,  r e l a t i v e l y  h i g h  maximum and minimum c o n t r a c e p t i v e  s t o c k  l e v e l s  
c o u l d  b e  a s s i g n e d  t o  t h e  h e a l t h  c e n t e r s  and h e a l t h  p o s t s  i n  t h e  3  d e p a r t -  
ments a s  w e l l  a s  t o  a  r e g i o n a l  warehouse ,  i f  one  i s  e s t a b l i s h e d .  

I f  t h e  p i l o t  p r o j e c t  i s  e v a l u a t e d  i n  t e rms  of  t h e  ~ r o g u e r z a  N a c i o c a l ' s  
a b i l i t y  t o  s u p p l y  b o t h  m e d i c i n e s  and c o n t r a c e p t i v e s  i n  a  3-department 
a r e a ,  i t  i s  u n l i k e l y  t h a t  t h e  med ic ine  component would b e  judged s u c c e s s -  
f u l  b e c z u s e  o f  t h e  c o n s t r a i n t s  d i s c u s s e d  e a r l i e r  i n  t h i s  r e p o r t .  The 
ques t i .on  would b e  th?n ,  i f  t h e   roguer ria Nac iona l  d e m o n s t r a t e s  t h a t  i t  
can  e f f e c t i v e l y  s u p p l y  c o n t r a c e p t i v e s  t o  t h e  p i l o t  a r e a  h u t  n o t  medi- 
c i n e s ,  s h o u l d  t h e r e  b e  a  t u r n o v e r  o f  r . e s p o n s i b i l i t y  f o r  5 ' 2  D i r e c t  D i s -  
t r i b u t i o n  Program from APROFAM t o  t h e  MOH i n  y e a r  3  (1382)  o f  t h e  tri- 
p a r t i t e  agreement?  We recommend t h a t  t h e  p a r t i e s  t o  t h e  t r i p a r t i t e  
agreement  e s t a b l i s h  i n  t h e i r  n e g o t i a t i o n s  t h e  c r i t e r i a  t h a t  w i l l  b e  used  
t o  e v a l u a t e  t h e  p i l o t  p r o j e c t .  

R e s o l v i n g  t h e  med ic ine  s u p p l y  s y s t e m ' s  problems i s  more complex and long- 
t e r m  t h a n  e f f e c t i v e l y  i n t e g r a t j - n g  c o n t r a c e p t i v e  s u p p l i e s  i n  t h e  ~ r o ~ u e r i a  
N a c i o n a l  s u p p l y  sys tem.  A p o t e n t i a l  problem w i t h  t h e  proposed t r i p a r t i t e  
agreement  i s  t h a t  i t  c o u l d  b e  i n t e r p r e t e d  t h a t  FPED/CDC i s  r a s p o n s i b l e  
f o r  chang ing  p o l i c i e s  n e c e s s a r y  t o  improve t h e  med ic ine  s u p p l y  sys tem 
d u r i n g  t h e  i n t e g r a t i o n  o f  c o n t r a c e p t i v e s  i n  t h e   roguer ria Nac iona l  l o g i s -  
t i c s  sys tem.  C l e a r l y ,  t h e  s c o p e  of work i m p l i c i t  i n  making t h e  m e d i c i n e  
s u p p l y  s y s t e n  e f f e c t i v e ,  even  i f  a r e a s o n a b l y  good d i s t r i b u t i o n  sys tem i s  
i n  p l a c e ,  exceeds  t h e  agreement  c u r r e n t l y  i n  e f f e c t  be tween AID/POP/W and 
FPED/CDC. Thus ,  i n  a d d i t i o n  t o  FPED/CDC TDY a s s i s t a n c e  t o  i n t e r p r e t  d i s -  
t r i b u t i o n  o f  c o n t r a c e p t i v e  s u p p l i e s ,  w e  b e l i e v e  t h a t  a  f u l l - t i m e  l o g i s -  
t i c s  c o n s u l t a n t  s h o u l d  b e  a s s i g n e d  f o r  1 y e a r  t o  work w i t h  t h e  D r o g u e r i a  
Nac iona l  and t h e  MOH. It i s  o u r  u n d e r s t a n d i n g  t h a t  t h e  h e a l t h  l o a n  
c u r r e n t l y  under  s t u d y  i n c l u d e s  a r e s i d e n t  a d v i s o r  i n  management/ 
a d m i n i s t r a t i o n .  We recommend t h a t  t h i s  a d v i s o r  b e  a s s i g n e d  and t h a t  h i s  
scope  o f  work i n c l u d e  r e s p o n s i b i l i t i e s  r e l a t e d  t o  t h e  med ic ine  s u p p l y  
sys tem.  I f  a n  a d v i s o r  i s  a s s i g n e d ,  FPED/CDC c o n s u l t a n t s  can  c o n t i n u e  t o  
~ r o v i d e  t e c h n i c a l  a s s i s t a n c e  t o  t h e    rogue ria Nac iona l  i n  i n t e g r a t i n g  
c o n t r a c e p t i v e s  i n t o  t h e  s u p p l y  sys tem,  and i n  e x t e n d i n g  t h e  s y s t e m  
n a t i o n w i d e  i n  1982 i f  t h e  p i l o t  p r o j e c t  i s  s u c c e s s f u l .  FPED/CDC con- 
s u l t a n t s  would work c l o s e l y  w i t h  t h e  r e s i d e n t  a d v i s o r .  

I V .  FOLLOW-UP WITH APROFAM 

During o u r  November 1979 c o n s u l t a t i o n  we found t h a t  t h e  APROFAM c e n t r a l  ware- 
house  c o n t a i n e d  329,617 c y c l e s  o f  N o r i n y l  1+80 w i t h  1974-1975 GSA i n s p e c t i o n  
d a t e s  ( i n s p e c t i o n  d a t e s  co r respond  c l o s e l y  t o  manufac tu re  d a t e s ) .  
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We recommended t h a t  e x c e s s  s u p p l i e s  o f  N o r i n y l  1+80 b e  sh ipped  t o  a n o t h e r  
c o u n t r y  a n d ,  i f  t h i s  were n o t  f e a s i b l e ,  d i s t r i b u t e  t h e  s t o c k s  a s  q u i c k l y  a s  
p o s s i b l e  i n  Guatemala w i t h  w r i t t e n  g u i d e l i n e s  f o r  t h e i r  use .  Dur ing t h i s  
v i s i t  we were inforr r  ?d by t h e  Wsrehouse Chief  t h a t  no Noriny: 1+80 had been 
i s s u e d  i n  e i t h e r  1978 o r  1979. At tempts  by ~ S A ~ ~ / G u a t e m a l a  and DS/POP/FPSD t o  
l o c a t e  a  r e c i p i e n t  c o u n t r y  have proven u n s u c c e s s f u l ,  p r i n c i p a l l y  because  o f  
t h e  age  o f  t h e  s t o c k ,  and no a c t i o n  has  baen  t a k e n  by APROFAM t o  d i s t r i b u t e  
t h e  c o n t r a c e p t i v e s  w i t h i n  t h e  c o u n t r y  because  D r .  S a n t i s o  i s  under  t h e  
impress ion  t h a t  t h e y  w i l l  b e  e x p o r t e d .  

The Chief o f  t h e  APROFAii warehouse a l s o  informed u s  c h a t  l e r g e  q u a n t i t i e s  
o f  condoms w i t h  manufac tu re  d a t e s  o f  1974-1975 a r e  a l s o  on hand i n  t h e  ware- 
house.  A r e v i e w  o f  i n v e n t o r y  c o n t r o l  c a r d s  s h ~ w e d  4 ,486,512 p i e c e s  on hand 
a s  o f  December 31,  1979. Only 442,368 p i e c e s  o f  t h e s e  cmdoms a r e  c o l o r e d  
( T a h i t i  b r a n d ) ,  and t h e  remainder  a r e  w h i t e .  According t o  t h e  Warehouse 
C h i e f ,  t h e r e  i s  l i t t l e  demand f o r  w h i t e  condoms. (Data  from t h e  1978 CPS 
i n d i c a t e  t h a t  t h e r e  i s  l i t t l e  demand f o r  condoms i n  g e n e r a l - - l e s s  t h a n  2% o f  
c o u p l e s  u s e  condoms). The c u r r e n t  o v e r s u p p l y  s i t u a t i o n  f o r  condoms i n  Guate- 
mala  i s  d u e ,  i n  p a r t ,  t o  t h e  l a r g e  shipment  o f  s u p p l i e s  (5 ,494 ,000)  r e c e i v e d  
by APROFAN i n  1976; expec ted  demand was s p p a r e n t l y  o v e r e s t i m a t e d  i n  1975. 
Based on d a t a  from t h e  1978 CPS, a b o u t  600,000 condoms a y e a r  a r e  r e q u i r e d  
by MOH/APROFAN u s e r s .  I f  demand s t a y s  a t  t h i s  l e v e l ,  t h e  c u r r e n t  i n v e 2 t o r y  
( i n c l u d i n g  w h i t e  condoms) i s  s u f f i c i e n t  f o r  7  y e a r s .  

T h i s  e x c e s s  i n v e n t o r y  s h o u l d  n o t  come a s  a s u r p r i s e .  Da ta  ori c o n t r a c e p t i v e  
f l o w  and e s t i m a t e s  o f  a c t i v e  u s e r s  by method were a v a i l a b l e  i n  AID/POP1s 
Family  P l a n n i n g  S e r v i c e  S t a t i s t i c s  1975 and 1976 Annual Repor t s .  I n f o r m a t i o n  
on subsequen t  y e a r s  was a v a i l a b l e  i n  t h e  q u a r t e r l y  and a n n u a l  r e p o r t s  sub- 
m i t t e d  by ~ S ~ I D / G u a t e m a l a  t o  AID/POP/FPSD, i n d i c a t i n g  v e r y  low usage  l e v e l s  
f o r  condoms. End-of-year s t o c k  b a l a n c e s  by method s h o u l d  a l s o  have been i n d i -  
c a t e d  i n  t h e  Annual Budget Submission (ABS). 

Given t h e  a g e  o f  b o t h  t h e  Nor iny l  1+80 and t h e  w h i t e  condoms, t h e  amount o f  
s p a c e  t h e y  occupy i n  t h e  APROFAM warehouse ,  t h e  a p p a r e n t  low demand f o r  t h e s e  
commodi t ies ,  and t h e  a p p a r e n t  d i f f i c u l t y  i n  s h i p p i n g  them t o  a n o t h e r  c o u n t r y ,  
w e  recommend t h a t  t h e i r  c o n d i t i o n  b e  de te rmined  i n  o r d e r  t o  d e c i d e  what d i s -  
p o s i t i o n  c a n  be made of them. I f  t h e  d e c i s i o n  i s  made t o  d i s p o s e  o f  t h e  w h i t e  
condoms o r  s h i p  them t o  a n o t h e r  c o u n t r y ,  a d d i t i o n a l  s u p p l i e s  o f  c o l o r e d  con- 
doms would b e  n e c e s s a r y  t o  supplement t h e  442,368 p i e c e s  on hand. Based on 
c u r r e n t  demand, a b o u t  a  m i l l i o n  p i e c e s  a r e  needed e a r l y  i n  FY 1981. I f  t h e  
d e c i s i o n  i s  made t o  d i s p o s e  o f  o r  s h i p  b o t h  t h e  N o r i n y l  1+80 and t h e  w h i t e  
condoms, a d j u s t m e n t s  w i l l  need t o  b e  made on t h e  FY 1982 C o n t r a c e p t i v e  Pro- 
curement T a b l e s .  

A s  o f  November 2 1 ,  1979, 625,390 c y c l e s  o f  Nor iny l  1+50 w i t h  GSA i n s p e c t i o n  
d a t e s  of 1974 and 1375 were  on hand i n  t h e  APROFAM warehouse.  I n  o u r  r e p o r t  
c o v e r i n g  t h e  October-November 1979 c o n s u l t a t i o n ,  we recommended t h a t  t h e s e  
c o n t r a c e p t i v e s  h e  r e s t a c k e d  by i n s p e c t i o n  d a t e  t o  i n s u r e  t h a t  t h e  o l d e r  s t o c k s  
would b e  used f i r s t .  I t  was o u r  u n d e r s t a n d i n g  t h a t  t h i s  has  been a c c ~ m p l i s h e d .  
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The quantities on hand of Norinyl 1+50 represent approximately a 1-year sup- 
ply, taking in consideration the DDP and APROFAM's clinical and CBD programs. 
Nevartheless, because of the age of these commodities, their draw-down should 
be closely monitored. 

Finally, during our discussions at APROFILLY we learned that the second draft of 
the Spanish version of the 1978 Contraceptive Prevalence Survey (CPS) final 
report. which is being edited by APROFAM, should be ready for review by FPED/ 
CDC during the second week of February 1980. Service statistics from APROFAM's 
1975 clinic operations in the Department of Guatemala were also obtained. 
These data will be compared with CPS data on source of contraceptive service. 
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