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15 December, 1978-15 June,  1979 

Mali Rural  Heal th  P r o j e c t  

Bjorn W. Nilson,  M.D. 

- 
I n t r o d u c t i o n  

June  16 ,  1979 i s  t h e  f i r s t  ann ive r sa ry  of t h e  s i g n i n g  of  t h e  
c o n t r a c t  between t h e  Harvard I n s t i t u t e  f o r  I n t e r n a t i o n a l  Development 
and t h e  Government of Mali. The f i r s t  s i x  months of p r o j e c t ' a c t i v i t y  
were p r i m a r i l y  devoted t o  e s t a b l i s h i n g  l i v i n g  and l o g i s t i c a l  arrangements;  
b u i l d i n g  knowledge, a t t i t u d e s  and unders tanding; .  e s t a b l i s h i n g  working 
r e l a t i o n s h i p s ;  and hammering o u t  t h e  dynamic team process  of coming t o  
common goa l s .  Whi le -  t h e  p a s t  s i x  months have seen  a c o n t i n u a t i o n  and 
matu ra t ion  of t h e s e  f u n c t i o n s ,  t h e  p r o j e c t  has  c l e a r l y  e n t e r e d  i n t o  t h e  
o p e r a t i o n a l  phase. Bui ld ing on o u r  exper ience  and drawing h e a v i l y  on t h e  
knowledge and enthusiasm of t h e  Malian team members, w e  have reso lved  a 
series of concre te  a d m i n i s t r a t i v e ,  t e c h n i c a l ,  l o g i s t i c  and communication 
problems, and are now completing f o u r  c y c l e s  of v i l l a g e  h e a l t h  worker (VHW) 
t r a i n i n g .  

I. Major Resu l t s  

Sixty-one VHW1s have been t r a i n e d  and a r e  now prov id ing  t r ea tmen t  
d a i l y  t o  f e l l o w  v i l l a g e r s  f o r  s i x  common i l l n e s s e s .  T h i r t e e n  v i l l a g e  
pharmacies have been e s t a b l i s h e d  and a r e  providing s imple ,  e f f e c t i v e  med- 
i c i n e s  a t  government c o n t r o l l e d  p r i c e s  (Table I ) .  S i x  m i l l i o n  Malian f r a n c s  
($14,000) worth of f i r s t - o r d e r  medicines have been s tocked f o r  sale i n  v i l l a g e  
pharmacies (Table 1 1 ) .  A r u r a l  popu la t ion  of approximately e i g h t e e n  thousand 
now has access  t o  a few simple h e a l t h  s e r v i c e s  under t h e  P r o j e c t  (Table I) .  
(A recent survey showed t h a t ,  i n  t h e  ar rondissement  of T o r o l i ,  approximately 
f i v e  times more p a t i e n t s  are ncw being seen  d a i l y  by v i l l a g e  h e a l t h  workers 
than  by t h e  government d i spensa ry  t h e o r e t i c a l l y  s e r v i n g  t h e  same a r e a ) .  I n  
t h e  p rocess ,  a number of t e c h n i c a l  medical  ques t ions  have been addressed;  an  
exper imenta l  drug d i s t r i b u t i o n  system designed and implemented; a v i l l a g e -  
to -na t iona l - l eve l  r e p o r t i n g  system worked ou t  and t e s t e d ;  and v e h i c u l a r  and 
material supply  systems c rea ted .  I n  s h o r t ,  Min i s t ry  of Heal th  Personnel  and 
t h e i r  f o r e i g n  c o u n t e r p a r t s  are now working t o g e t h e r  t o  t r a i n ,  supply and 
suppor t  VHW1s in some twenty ve ry  remote Malian c o m u n i t i e s .  

Discuss iun 

The number of v i l l a g e  h e a l t h  workers t r a i n e d  and t h e  q u a n t i t y  of 
medicines d e l i v e r e d  are n o t ,  however, t h e  f o c i  of t h i s  d i s c u s s i o n .  Major 
readjus tments  and cons ide rab le  a d d i t i o n a l  exper ience  are needed b e f o r e  
we  can speak a u t h o r i t a t i v e l y  about  t h e  op t ima l  approach t o  t r a i n i n g  and 



* 
suppor t ing  VAW's. This r e p o r t  w i l l  d i s c u s s  t h e  implementat ion of two 
b a s i c  o p e r a t i o n a l  p o l i c i e s , ' g i v i n g  s e v e r a l  examples of each i n  o r d e r  t o  a rgue  
f o r  t h e i r  importance i n  similar p r o j e c t s .  F i n a l l y ,  we s h a l l  ana lyze  a few 
major problems -- r e so lved  and unresolved -- wi th  s p e c i a l  emphasis on proposed 
s o l u t i o n s .  

The s t a r t - u p  phase  of t h e  p r o j e c t  has  se rved  a s  an in fo rmat ive  
t e s t i n g  ground f o r  a t  least  two a d m i n i s t r a t i v e  approaches t h a t  are o f t e n  
espoused b u t  seldom c a r r i e d  through on t h e  Sahel  h e a l t h  scene ,  p a r t i c u l a r l y  
i n  external ly- f inanced p r o j e c t s  ( see  r e p o r t  by B.W. Nilson,  " V i s i t  t o  Sine'- 
Saloum Heal th  P r o j e c t ,  8-9 March, 1979) : 1 )  d e c e n t r a l i z a t i o n ,  and 2) in teg ra -  
t i o n  and c o l l a b o r a t i o n .  

11. D e c e n t r a l i z a t i o n  as an Organ iza t iona l  Po l i cy  

The f i r s t  approach is d e c e n t r a l i z a t i o n  of  s p e c i f i c  program a c t i v i t i e s  
t o  t h e  c e r c l e ,  a r rondissement  and v i l l a g e  l e v e l s .  The i s s u e s  h e r e  a r e :  who 
has  t h e  problems, and who i s  most capable  of s o l v i n g  them? By p l a c i n g  problem 
d e f i n i t i o n  and r e s p o n s i b i l i t y  f o r  r e s o l u t i o n  c l e a r l y  i n  t h e  hands of t h e  people  
c l o s e s t  t o  t h e  work, feedback loops  a r e  s h o r t e r ;  rewards, bo th  p o s i t i v e  and 
nega t ive ,  a r e  more immediate; and a sense  of accomplishment is de r ived  p r i m a r i l y  
from doing t h e  work r a t h e r  than from ty ing  t o  s a t i s f y  a d m i n i s t r a t i v e  p o l i c y .  
The chal lenge  is  t o  d e f i n e  c e n t r a l  p o l i c y  i n  such a manner a s  t o  maximize t h e  
l o c a l  sense  of r e s p o n s i b i l i t y ,  s e l f - s u f f i c i e n c y  and p r o d u c t i v i t y ,  whi l e  main- 
t a i n i n g  enough knowledge of l o c a l  a c t i v i t i e s  and c o n t r o l  t o  s u p p o r t ,  i n t e g r a t e  
and analyze  t h e  e n t i r e  program. The fo l lowing examples i l l u s t r a t e  how t h i s  is  
being c a r r i e d  out .  

A. Mobylette D i s t r i b u t i o n  
The placement of n i n e t e e n  mobyle t tes  was one of  our  f i r s t  s t e p s  i n  

c r e a t i n g  l o c a l  r e s p o n s i b i l i t y .  I n  t h e  f a l l  of 1977, seven m b y l e t t e s  were s e n t  
t o  t h e  two c e r c l e s .  As t h e s e  mobylet tes  were ass igned  both  t o  t h e  seven new 
Peace Corps Volunteers  and t o  g e n e r a l  p r o j e c t  use, maintenance became d i f f i c u l t  
and r e p a i r s  grew expensive f o r  t h e  Volunteers .  For t h i s  and o t h e r  reasons ,  
by t h e  end of t h e  f i r s t  y e a r  f o u r  of t h e s e  mobylet tes  were n o t  func t ion ing  and 
t h r e e  were i n  v a r i o u s  states of d i s r e p a i r .  The Peace Corps a d m i n i s t r a t i o n  and 
v o l u n t e e r s  urged t h e  P r o j e c t  t o  buy more rugged motorcycles w i t h  h i g h e r  cub ic  
cen t ime te r  displacement. However, t h e  Peace Corps i t s e l f  has wi tnessed t h e  in- 
c reased  s e v e r e  a c c i d e n t  r a t e ,  r i s i n g  f u e l  and maintenance c o s t s ,  s c a r c i t y  of  p a r t s ,  
and rarity of experienced,  equipped mechanics involved i n  adopt ing  such a p o l i c y .  

Ope'ration M i l  buys t h e i r  agen t s  new mobylet tes  each yea r .  I n  o u r  opinion,  
t h i s  is  an expensive p o l i c y  i n  terms of r e sources  and worker a t t i t u d e .  It is 
g e n e r a l l y  agreed t h a t  w e l l  maintained mobylet tes  can last f o u r  y e a r s  o r  longer .  

After approximately s i x  hours  of d i s c u s s i o n  a t  t h e  c e r c l e  and n a t i o n a l  
l e v e l s ,  t h e  P r o j e c t  decided t o  s e l l  t h e  mobylet tes .  a t  a reduced p r i c e  t o  each 

* The b a s i c  r a t i o n a l  philosophy and approach t o  providing primary h e a l t h  
c a r e  i n  West A f r i c a  is w e l l  p resen ted  by J-F Donnard, "Soins de  ante* 
Pr lmaires ,"  L'Enfant en  Mi l i eu  T r o p i c a l ,  P a r i s ,  1977, No. 108-109. 



team member involved i n  t r a i n i n g  and superv i s ing  t h e  VHW1s. Heal th  
personnel  now s i g n  a c o n t r a c t  o b l i g a t i n g  them t o  monthly payments t o  
t h e  P r o j e c t  a t  t h e  c e r c l e  l e v e l ,  such t h a t  t h e  c o s t  i s  reimbursed i n  
two years .  I f ,  i n  t h e  meantime, they are ass igned t o  ano ther  p o s t ,  
they have t h e  op t ion  of paying t h e  balance  and t ak ing  t h e  mobylet te  o r  
rec la iming 2/ 3 of t h e i r  investment . 

I n  t h e  p a s t  f o u r  t r a i n i n g  c y c l e s ,  h e a l t h  personnel  have d r iven  
mobylet tes almost d a i l y  t o  remote v i l l a g e s  under adverse  road c o n d i t i o n s ,  
proving t h a t  w e l l  maintained mobylet tes,  whi le  perhaps slower and more 
awkward than b igger  machines, can do the  job. Most h e a l t h  workers have 
taken i t  upon themselves t o  l e a r n  maintenance, o r  have found someone t o  
he lp  them. Some l i n e  t h e i r  t ires wi th  l o c a l  l e a t h e r  t o  p r o t e c t  a g a i n s t  
punctures.  A r e c e n t  assessment of t h e  cond i t ion  of t h e  newly-assigned 
mobylet tes i n  both c e r c l e s  showed them t o  b e  i n  good r e p a i r .  

From t h e  P r o j e c t ' s  viewpoint ,  t h i s  p o l i c y  of d e c e n t r a l i z i n g  own- 
e r s h i p  n o t  only h e l p s  recoup p a r t  of t h e  c o s t  ( t o  be used i n  t h e  purchase 
of a d d i t i o n a l  mobyle t tes)  bu t  a l s o  prolongs t h e  l i f e  of t h e  mobylette. 
From t h e  h e a l t h  worker1 s viewpoint ,  i t  r e i n f o r c e s  h i s  sense  of responsi-  
b i l i t y  and confirms h i s  p i v o t a l  p o s i t i o n  i n  t h e  execut ion of t h e  P r o j e c t .  

B. Landrover Al loca t ion  
Four Landrovers (two l a n d  cars and two.pick-ups) were ass igned 

t o  t h e  regions. Severa l  d i s c u s s i o n s  and d i r e c t i v e s  from Koulouba addressed 
t h e  ques t ion  of type  of v e h i c l e  t o  be  p laced and l e v e l  of placement ( reg ion ,  
c e r c l e ,  a r rondissement) .  Once t r a i n i n g  began, i t  became apparent  t h a t  
work should d i c t a t e  placement. The Regional  Di rec to r s  have very  u n s e l f i s h l y  
pe rmi t t ed  t h a t  t h e  v e h i c l e s ,  i n i t i a l l y  ass igned t o  them, be  used almost f u l l -  
t ime where P r o j e c t  needs a r e  g r e a t e s t ,  r e t a i n i n g  t h e  op t ion  t o  r e c a l l  a 
v e h i c l e  t o  t h e  Region f o r  t r a n s p o r t  of P r o j e c t  personnel  and supp l ies .  
However, maintainence and r e p a i r  have become t h e  c l e a r  r e s p o n s i b i l i t y  of 
t h e  ~ g d e c i n  Chef du Cercle.  The c e r c l e  is t h e  lowest  l e v e l  a t  which adequate  
v e h i c l e  care can be e f f e c t e d .  

Following t h e  same d e c e n t r a l i z a t i o n  approach, a stockroom of common 
r e p a i r  and maintenance p a r t s ,  t o o l s ,  l u b r i c a n t s  and f u e l  i s  maintained 
a t  t h e  Cerc le  l e v e l .  The d d e c i n  Chef i s  respons ib le  f o r  d ispensing,  
inven to ry ,  r eorder ing  and r e p o r t i n g  on v e h i c l e s ,  s u p p l i e s ,  gas use ,  and 
so on. H e  r e q u e s t s  advances r e g u l a r l y ,  based on a team budgetary dec i s ion .  
Forms f o r  r e p o r t i n g  i n v e n t o r i e s ,  budgets ,  p r o j e c t e d  needs,  and v e h i c u l a r  
use were developed n a t i o n a l l  and a r e  completed bi-monthly by t h e  team, 
under t h e  a u t h o r i t y  of t h e  d d e c i n  Chef. 

The Nat ional  D i r e c t i o n ' s  r e s p o n s i b i l i t y  is  t o  see t h a t  a l l  reasonable ,  
c l e a r l y  presented v e h i c l e  needs a r e  f u l f i l l e d  o r  answered. When t h e r e  i s  
doubt about t h e  appropr ia teness  of r e q u e s t s ,  they are g e n e r a l l y  f u l f i l l e d  
whenever p o s s i b l e  and quest ioned subsequently i n  team meetings when necessary .  
The func t ion ing  of t h e  system i s  f a r  from p e r f e c t ,  due t o  communication, 
t r a n s p o r t a t i o n  and our  own human d e f i c i e n c i e s .  Nonetheless,  w e  are c l e a r l y  
t r y i n g  t o  implement a p o l i c y  of responding t o  f i e l d  needs. 



C. S e t t i n g  Action P r i o r i t i e s  
The type  of h e a l t h  a c t i v i t y  w i t h  which t o  s t a r t  t h e  program was 

another  d e c i s i o n  made p r imar i ly  a t  t h e  per iphery .  I n  t h i s  i n s t a n c e ,  
major cons ide ra t ion  was given t o  t h e  concerns of the  v i l l a g e r s  themselves. 
Ear ly  i n  t h e  program we h e l d  workshops a t  t h e  arrondissement l e v e l ,  invol-  
ving a l l  t h e  h e a l t h  personnel  and f i e l d  workers i n  a g r i c u l t u r e  and o t h e r  
r e l a t e d  programs. We d i scussed  programs ranging from improving t h e  q u a n t i t y  
and q u a l i t y  of wa te r  t o  childhood immunization and n u t r i t i o n ,  t o  t h e  co l l ec -  
t i o n  of v i t a l  event  d a t a  -- a l l  w i t h i n  t h e  realm of t h e  v i l l a g e  h e a l t h  worker. 
A t  t h e  same t i m e  w e  had a  series of d i s c u s s i o n s  wi th  v i l l a g e  c h i e f s  and t h e i r  
adv i sors ,  o f t e n  wi th  t h e  e n t i r e  v i l l a g e  p a r t i c i p a t i n g .  It became c l e a r  
t h a t  n e a r l y  every connnunity was very  i n t e r e s t e d  i n  having simple,  e a s i l y  
a c c e s s i b l e  c u r a t i v e  services wi th  modern, proper ly  dispensed medicines. 
They were w i l l i n g  t o  pay market p r i c e s  f o r  drugs,  t o  choose and suppor t  
v i l l a g e  h e a l t h  workers, and t o  e i t h e r  c o n s t r u c t  a  smal l  pharmacy b u i l d i n g  
o r  buy a  small locked wooden'box f o r  drug s t o r a g e .  

A l i s t  of major h e a l t h  concerns,  a s  determined i n  our t a l k s  w i t h  
v i l l a g e r s ,  was compared t o  morbidity and m o r t a l i t y  d a t a  c o l l e c t e d  i n  
community d iagnos i s  sunreys.  We then  analyzed t h e s e  problems t o  determine 
which were manageable by e s t a b l i s h e d  technology. I n  each ar rondissement  
w e  i d e n t i f i e d  f i v e  o r  s i x  problems t h a t  were a t  once (1) of major concern, 
(2) p r e v a l e n t ,  (3) severe ,  and (4) t r e a t a b l e  ( inexpensively ,  s a f e l y  g d  
e f f e c t i v e l y )  . Example: V i l l a g e r s  complained t h a t  ma la r i a  was a  major 
problem, p a r t i c u l a r l y  i n  t h e  r a i n y  season (major concern).  Systemat ic  
examinations of a l l  c h i l d r e n  under f i v e  in  sample v i l l a g e s  showed t h a t  
approximately 1/ 3 had pa lpab le  sp leens  (high prevalence) . Ques t ion ing  
of arrondissement d ispensary  personnel  and v i l l a g e r s  r evea led  t h a t  un- 
t r e a t e d  "fever" v ic t ims  u s u a l l y  l o s t  3-5 days work (severe  from t h e  
p u b l i c  h e a l t h  p o i n t  of view) . Chloroquine is  a  simple, r e l a t i v e l y  s a f e ,  
inexpensive t r ea tment  f o r  mala r i a  ( t r e a t a b l e ) .  

I n  each arrondissement t h e r e  thus  a r o s e  a l i s t  of f i v e  o r  six 
problems t h a t  were a t  once of major concern; common; severe  from a  p u b l i c  
h e a l t h  p o i n t  of  v i e w ;  and t r e a t a b l e  inexpensively ,  simply, and e f f e c t i v e l y .  
Appendix I1 shows how t h e s e  problems were r e f l e c t e d  i n  curr iculum des ign 
in  o u r  last two t r a i n i n g  cycles .  

A l l  of t h e s e  d e c i s i o n s  were made p r i m a r i l y  by t h e  people  who 
would be implementing t h e  s o l u t i o n s  and rece iv ing  t h e  senrices. The 
f u n c t i o n  of  Nat ional  l e v e l  s t a f f  p a r t i c i p a t i n g  i n  t h e  meetings was t o  
f a c i l i t a t e  t h e  process ,  provide  t e c h n i c a l  backup, d e s c r i b e  o t h e r  programs, 
and a s s u r g  l o c a l  s t a f f  of t h e i r  own a u t h o r i t y .  (The reader  is  r e f e r r e d  
t o  Morley f o r  a f u l l  d i s c u s s i o n  of t h i s  method of p r i o r i t y  s e t t i n g ) .  

D. Tra in ing Po l icy  
Where? I n  an e f f o r t  t o  b r i n g  people c l o s e r  t o  t h e  problems, 1- - 

t r a i n i n g  has  been done i n  t h e  most remote s e t t i n g  l o g i s t i c a l l y  p o s s i b l e .  
Our in i t ia l  7-15 day workshops, involving 12-20 people ,  were h e l d  i n  t h e  

* 
Morley , David, ~e 'h ia t r ie  dans les Pays en D&eloppement, P a r i s  : Flammarion, 

1977, Ch. 4. 



arrondissements of Tambacara and Toro l i .  More impor tan t ly ,  a l l  VHW's  
have been t r a i n e d  e i t h e r  i n  t h e i r  own o r  i n  a neighboring v i l l a g e .  

Who? A l l  t r a i n i n g  of W ' s  i s  done by v i l l a g e  and c e r c l e  2. - 
l e v e l  personnel:  Chef du Pos te  d d i c a l ,  Aide Soignant,  I n f i r m i e r  
d ' ~ ~ ~ i > n e  e t  Assainissement,  e t c .  The t r a i n i n g  of t r a i n e r s  is done 
by Cercle l e v e l  superv i sors :  ~ d d e c i n  Chef, Adjoint  ~ 6 d e c i n  Chef, e t c .  
Tra iners  have genera l ly  moved t h e i r  l i v i n g  qua r t e r s  from the  
c e r c l e  t o  t he  arrondissement (Tambacara) o r  even i n t o  v i l l a g e s  during 
t h e  t r a i n i n g  per iod .  (Twelve medical personnel ,  Peace Corps Volunteers,  
and t h e  Harvard physic ian spen t  two weeks toge ther  i n  t he  May-June t r a i n -  
i ng  in T a r o l i ) .  

3. . - How? I n  add i t i on  t o  s e t t i n g  course content  ( s ee  C., above), 
pe r i phe ra l  s t a f f  decide  where and when t r a i n i n g  w i l l  t ake  p l ace  by con- 
s u l t i n g  v i l l a g e  work p a t t e r n s ,  market days,  hol idays ,  and so  on. The 
course  dura t ion  and content  a r e  determined by t h e  problems addressed.  
Consult ing personnel  come t o  a s s i s t  in implementation and i n  improvement 
of ma t e r i a l s .  During t h e  Tambacara t r a i n i n g  cyc le ,  an  a r t i s t  and a 
pedagogue from t h e  Nat ional  Divis ion of Education pour l a  s a n d  spen t  
twenty days making v i s u a l  a i d s  and observing and c r i t i q u i n g  t he  t r a i n i n g .  

In order  t o  o f f s e t  the  inc reased  hardship ,  s epa r a t i on  from f ami l i e s  
and c o s t  incurred'  i n  d i sp l ac ing  h e a l t h  personnel  t o  t h e  v i l l a g e s ,  a small 
pe r  diem is paid by t he  P ro j ec t .  Our pre l iminary assessment i s  t h a t  t h i s  
w i l l  b e  a good investment of p a r t  of t h e  two d o l l a r s  U.S. p e r  person p e r  
yea r  s e rv i ce  planned f o r  i n  t h e  P r o j e c t  Paper. The accent  on decen t ra l i za -  
t i o n  impl ies  t he  a l l o c a t i o n  of an i nc r ea s ing  propor t ion of t he  h e a l t h  (and 
P r o j e c t )  budget t o  t he  periphery.  (The c o s t  of suppor t ing  t h i s  type of primary 
h e a l t h  c a r e  p r o j e c t  and our  r e l a t e d  po l i cy  recommendations w i l l  be t h e  s u b j e c t s  
of a subsequent r e p o r t ) .  

E. Support by t h e  Harvard I n s t i t u t e  f o r  I n t e r n a t i o n a l  Development, 
Education Development Center, and United S t a t e s  Agency f o r  I n t e r n a t i o n a l  
Development 

The decen t ra l i zed  system has  served t o  make H I I D  and EDC responses 
t o  in-country P ro j ec t  needs prompt and appropr ia te .  I n  t h e  p a s t  s i x  
months fou r  key back-up personnel  have come t o  Mali: D r .  Richard Cash, 
M r .  John Eddison, and M r .  Thomas Best of H I I D ;  and M r .  Charles Myers of 
EDC. Information exchange through r egu l a r  l e t t e r s ,  weekly two-way t e l exe s ,  
monthly d i c t a t e d  and taped f i e l d  r epo r t s ,  bi-monthly Cercle  r epo r t s ,  and 
t h e  prompt a c t i o n  of D r .  Cash and Ms.  Hanson have permit ted  r e l a t i v e l y  r ap id  
s o l u t i o n  of most supply ,  t e chn i ca l  and admin i s t r a t i ve  problems. USAID/Mali 
and USAID/Washington d id  an  admirable job of purchasing and de l i ve r i ng  
$30,000 worth of medicines w i th in  s i x  weeks of P r o j e c t  request .  As a r e s u l t  
of this ex tens ive  t e chn i ca l  back-up, we've graduallyrdeveloped in-country 
and c e r c l e l i b r a r i e s  of i n t e r n a t i o n a l  l i t e r a t u r e  on such s u b j e c t s  as primary 
h e a l t h  care ,  t r a i n i n g  of h e a l t h  workers, appropr ia te  technology, maternal  and 
c h i l d  ca re ,  and t he  major pub l i c  h e a l t h  problems common i n  Mali. 

As f i e l d  needs a r e  def ined,  we s h a l l  now have the  t e c h n i c a l  capaci ty  
t o  he lp  w r i t e  and reproduce appropr ia te  t r a i n i n g  guides and a i d s  adapted f o r  



both  VHW1s and t h e i r  t r a i n e r s .  (See Hor izon ta l  I n t e g r a t i o n  - Education Pour 
la '  Santg) . Having t h e  r e sources  of these  l a r g e  and experienced i n s t i t u t i o n s  
a t  t h e  P r o j e c t ' s  d i s p o s a l  dur ing  t h e  r e sea rch  and development p e r i o d  i s  
another  example of t h e  suppor t ing  r o l e  of "The Direc t ion ."  

F. Observations and Problems 
The p o l i c y  of moving d e c i s i o n s ,  people ,  and materials c l o s e r  t o  

t h e  per iphery  does n o t  e l i m i n a t e  problems ; i t  o n l y .  i n c r e a s e s  t h e  probabi l -  
i t y  of a  "bes t  f i t "  i n  t h e  s e a r c h  f o r  a  s o l u t i o n .  I n  d e l i b e r a t e l y  adopt ing  
t h i s  approach and adap t ing  i t  t o  a  h igh ly  c e n t r a l i z e d  system, o t h e r  problems 
r e s u l t :  

(1)  We've noted  some hes i t ancy  on our  p a r t ,  a t  t h e  Na t iona l  l e v e l ,  
t o  c a r r y  through j o i n t  d e c i s i o n s  wi th  which we do n o t  e n t i r e l y  agree .  On 
t h e  o t h e r  hand, t h e r e  is a c e r t a i n  r e s i s t a n c e  t o  change a t  t h e  pe r iphery  
once they have implemented and l i v e d  w i t h  t h e  dec i s ion .  Example: The 
P r o j e c t  symbol (on t h i s  r e p o r t ' s  cover  s h e e t )  w a s  designed and t r i e d  i n  
Koro and w a s  proposed f o r  adopt ion  by t h e  e n t i r e  P r o j e c t .  During a  g e n e r a l  
meeting t h e  Koro team members, i n  a  s t r o n g  d i s p l a y  of suppor t ,  urged t h e  
adopt ion  of t h e  logo i n  s p i t e  of t h e  g e n e r a l  tendancy t o  want t o  modify 
t h e  design.  Only now, t h r e e  months l a t e r ,  a r e  we g e t t i n g  around t o  
a c t u a l l y  p a i n t i n g  t h e  symbol on v e h i c l e s  and equipment. We f e e l  t h a t  t h e s e  
d i f f e r e n c e s  can produce a  c r e a t i v e  dynamic, p a r t i c u l a r l y  a s  mutual tvt 
and unders tanding develop through s o l v i n g  common problems. 

(2) The s t a r t - u p  pe r iod ,  dur ing  which each team member had t o  
h e l p  develop and implement h i s  r o l e ,  was d i f f i c u l t  and p a i n f u l .  Our 
i n i t i a l  workshops in each c e r c l e ,  designed t o  i d e n t i f y  needs ,  d e f i n e  
t h e  program goa l s  and h e l p  team members develop t h e i r  r o l e s ,  were only  
p a r t i a l l y  s u c c e s s f u l ;  much subsequent  work had t o  be  devoted t o  complet ing 
t h e  t a s k .  I n  r e t r o s p e c t ,  t h e  t a s k  w a s  probably too  ambit ious i n  s i z e  and 
scope,  cons ide r ing  t h a t  change i n  r u r a l  Mali is a  slow and c a u t i o u s  phen- 
omenon . 

(3) P r o j e c t  des ign  i s  i n  c o n f l i c t  with a ground-up program develop- 
ment. The P r o j e c t  Paper should  have s p e c i f i e d  q u a n t i f i a b l e  o u t p u t s  
(e .g . ,  number of h e a l t h  workers t r a i n e d ,  v i l l a g e s  reached,  pharmacies 
e s t a b l i s h e d ,  e t c . )  i n  a  c u r v i l i n e a r ,  r a t h e r  than s t r a i g h t - l i n e  p rogress ion .  
We were expected  t o  produce t h e  same numbers i n  y e a r  one a s  i n  y e a r  two -- 
a d i s t o r t i o n  of  t h e  n a t u r a l  e v o l u t i o n  of t h i s  type  of P r o j e c t .  This  
s i t u a t i o n  fo rced  unnecessary compromises i n  such a r e a s  a s  materials de- 
velopment, q u a l i t y  c o n t r o l  and r e p o r t i n g .  

(4) For Malian and e x p a t r i a t e  team members t o  work and l i v e  under 
rural cond i t ions  is  ve ry  demanding, b u t ,  i n  our  op in ion ,  a  necessa ry  r e s u l t  
of d e c e n t r a l i z a t i o n .  Unfor tunate ly ,  i t  has  taken i ts  t o l l  on one of t h e  
Harvard a d v i s o r s  who has  been t o r n  between p r e f e r r i n g  t o  l i v e  i n  b y e s  
wi th  his family and f u l f i l l i n g  t h e  work demands i n  r u r a l  ~el imane ' ,  By 
mutual agreement, h e  w i l l  be  phas ing o u t  h i s  work dur ing  t h i s  r a i n y  season 
and rep laced  by another  p u b l i c  h e a l t h  physic ian  r e c r u i t e d  s p e c i f i c a l l y  t o  
l i v e  i n  ~ e l i m a n e ' .  D r .  ~ e S o l <  and h i s  w i f e  have managed t o  do t h e  work w e l l ,  
b u t  on ly  a t  t h e  expense of emotional  and p h y s i c a l  stress. 



(5) I n  decen t r a l i z i ng  P r o j e c t  implementation i n  two c e r c l e s  sit- 
uated a t  opposi te  ends of t he  country,  the  problems of t r an spo r t a t i on  
and communication become c r i t i c a l .  Land t r a v e l  from Bamako t o  e i t h e r  
c e r c l e ,  v i a  the  b e s t  veh i c l e s  ava i l ab l e ,  r equ i r e s  two days; t e legraph  
messages rou t i ne ly  t ake  fou r  days; and even the  emergency RAC system 
of t h e  Secre ta ry  of the  I n t e r i o r  took n ine  days from desk t o  desk, 
Yelimang t o  Koulouba, a t  l a s t  t r i a l .  Misunderstandings r e s u l t ,  v eh i c l e s  
a r r i v e  unnecessa r i ly ,  and ma te r i a l s  and r epo r t s  a r r i v e  l a t e .  The Nat ional  
func t ion  of coordinat ing s t u d i e s ,  responding t o  t e chn i ca l  and ma te r i a l s  
r eques t s ,  and ga ther ing  program informat ion f o r  ana ly s i s  and r e t r i e v a l  
becomes sna r l ed .  The Regional l e v e l s  have o f t e n  been l e f t  uninformed and 
uninvolved. A l a r g e  p ropor t ion  of t he  budget i s  wasted on unnecessary 
veh i c l e  t r a f f i c ,  i n e f f i c i e n t  s t a f f  time, and haphazard t e legraph  a t tempts .  
C lea r ly ,  an improved communication system would go a  long way toward help- 
i n g  the  P r o j e c t  r e a l i z e  i t s  goals .  

111. I n t e g r a t i o n  and Col laborat ion 

A. Ra t iona le  
The second major ope ra t i ona l  po l icy  t h a t  has  guided P r o j e c t  

development has  been t h a t  of maximizing co l l abo ra t i on ,  cooperat ion and 
i n t e g r a t i o n  wi th in  and ou t s ide  t h e  Minis t ry  of Health. The team concept 
of management i s  c lo se ly  a l l i e d  wi th  i ts po l icy  of decen t r a l i z a t i on .  
There a r e  many cogent arguments t o  suppor t  its adoption:  

(1) An i nd iv idua l  group member's i d e n t i f i c a t i o n  wi th  o rgan iza t iona l  
goals  and t h e i r  r e a l i z a t i o n  w i l l  be  g r e a t e r  i f  he p a r t i c i p a t e s  i n  s e t t i n g  
them. 

(2) Group members managing t h e i r  own organ iza t ion  have a  g r e a t e r  
sense  of con t ro l  of t h e i r  l i v e s ;  they a r e  f r e ed  from the  t h r e a t  of a r b i t r a r y  
power. 

(3) Group members learn f r o m  each other. 

(4) S a t i s f a c t i o n  of h igher  l e v e l  needs f o r  self-esteem, acceptance,  
and s e l f - a c t u a l i z a t i o n  i s  more l i k e l y  under t h i s  sy s  tern. 

(5) S t a t u s  d i f f e r e n t i a l s  a r e  broken down, f o s t e r i n g  more open, 
honest  communication. 

(6) By exemplifying t he  management team i n  ac t i on ,  e f f e c t i v e  lead- 
e r s h i p  a t  upper management l e v e l s  moves down through t he  o rgan iza t ion .  

(7) Combining group resources  o f t e n  r e s u l t s  i n  b e t t e r  dec i s ions .  

B. Descr ip t ion  of t h e  Pol icy  in Action 
Eleven s e r v i c e s  w i th in  and ou t s i de  t he  Minis t ry  of Health have pro- 

vided over one hundred and seventy-f i v e  consu l tan t  days i n  t he  f i e l d ,  no t  
counting t he  f a r  g r e a t e r  amount of time spen t  by Malian t echn ic ians  cu r r en t l y  
working fu l l - t ime  and l i v i n g  i n  t he  c e r c l e  (Table 111) . There is  near ly  



d a i l y  c o n t a c t  between l e a d e r s  of these  o r g a n i z a t i o n s  and Bamako s t a f f .  
Cerc le  l e v e l  team members work and l i v e  t o g e t h e r  en brousse  f o r  days a t  
a t i m e .  (For an o u t l i n e  of  t h e  personnel  involved and c h a r a c t e r i s t i c s  
of t h e  last  t r a i n i n g  s t a g e  i n  Koro, see Appendix 11) .  

C. Program S t r u c t u r e  Encouraging Col l abora t ion  
Besides t h e  expressed commitment of t h e  ~ i r e c t e u r - ~ g n d r a l  Adjo in t  

and program p lanners  t o  maximize team i n t e g r a t i o n ,  s e v e r a l  d e l i b e r a t e  
, p o l i c i e s  have f o s t e r e d  i n t e r a c t i o n  and team cohesiveness.  

(1) The h o s t  country c o n t r a c t  under which e x p a t r i a t e  s t a f f  i s  
no t  only  encouraged, b u t  o b l i g a t e d  t o  answer d i r e c t l y  t o  t h e  Malian 
Government, f r e e s  them from t h e  p o t e n t i a l  double-bind of working f o r  
two masters. Consequently, t h e  e n t i r e  team works d i r e c t l y  wi th  and f o r  
Malian government p o l i c y  makers who have t h e  exper ience ,  knowledge and 
r i g h t  t o  a d j u s t  program des ign t o  evo lv ing  circumstances ( s e e  Appendix I, 
Adjustments i n  P r o j e c t  Paper) .  Furthermore, r e p o r t s  such a s  t h i s  can be  
w r i t t e n  t o  answer p r i m a r i l y  t h e  needs of t h e  h o s t  country  and on ly  sec- 
o n d a r i l y  those  of t h e  funding source  o r  even t h e  mother i n s t i t u t i o n .  
C lea r  l i n e s  of c o n t r a c t u a l  o b l i g a t i o n  make common o b j e c t i v e s  p o s s i b l e  and 
promote team cohesiveness.  

(2) Complementary s k i l l s  i n  team composition encourage c r e a t i v e  
i n t e r a c t i o n .  Malian and e x p a t r i a t e  p h y s i c i a n s  and o p e r a t i o n s  o f f i c e r s ;  
U.S.  Peace Corps Volunteers ;  i n f i r m i e r s  and inf i rmi 'e res  of a t  least t h r e e  
l e v e l s  and f o u r  s k i l l  c a t e g o r i e s ;  a phys ic ian  s p e c i a l i z i n g  i n  t r a d i t i o n a l  
medicine; t e c h n i c i a n s  i n  community development; coopera t ive  agen t s ;  a 
pedagogue and art ists;  p l u s  s e v e r a l  o t h e r  personnel  suppor t ive  of comun- 
i t y  development a c t i v i t i e s  have a l l  had a c t i v e  r o l e s  i n  t h e  program. 

(3)  The d e c i s i o n  of program p lanners  t o  provide  o f f i c e  space i n  
t h e  Min i s t ry  ( d e s p i t e  i t s  remoteness t o  o t h e r  s e r v i c e s )  has  made f o r  
f r equen t  and p roduc t ive  in te rchange  between Minis t ry  o f f i c i a l s  and f u l l -  
t ime P r o j e c t  s t a f f  . 

(4) The involvement of  t h e  AID Heal th  O f f i c e r  i n  n e g o t i a t i o n s ,  
weekly and q u a r t e r l y  s t a f f  meetings,  the  t r a i n i n g  program, and f i e l d  
visits has  pe rmi t t ed  h i s  unders tanding of and p a r t i c i p a t i o n  i n  program 
development, n o t  only  p rov id ing  t h e  P r o j e c t  wi th  t h e  b e n e f i t  of  h i s  know- 
l edge  and exper ience ,  b u t  a l s o  avoiding p o t e n t i a l  misunderstandings and 
c o n f l i c t .  

(5) Shar ing  s e c r e t a r i e s ,  s u p p l i e s ,  v e h i c l e s ,  d u p l i c a t i n g  machines, 
and o t h e r  r e sources  wi th  t h e  Min i s t ry  has  he lped e x p a t r i a t e  s t a f f  under- 
s t a n d  a d m i n i s t r a t i v e ,  o r g a n i z a t i o n a l ,  m a t e r i a l  and personnel  c o n s t r a i n t s .  
I n  most i n s t a n c e s ,  by working t o g e t h e r  we've made s i g n i f i c a n t  p r o g r e s s  
toward f i n d i n g  a t  least p a r t i a l  s o l u t i o n s .  

(6) Regular weekly team meetings w i t h  t h e  ~ i r e c t e u r - ~ 6 n < r a l  Ad j o i n t  
(Malian P r o j e c t  D i r e c t o r )  and a l l  team members i n  Bamako provide  a forum 
f o r  d i s c u s s i n g  P r o j e c t  p lanning,  p o l i c y ,  and implementation. Minutes of 
t h e s e  meetings are d i s t r i b u t e d  t o  a l l  team members. I n  a d d i t i o n ,  t h e  



P r o j e c t  Di rec to r  has  always found time i n  a busy schedule t o  d i scuss  
problems and po l i cy  of  a more u rgen t  n a t u r e .  

Our t h i r d  q u a r t e r l y  team meeting, scheduled f o r  9 and 10 J u l y  
1979, w i l l  be h e l d  a t  t h e  ce rc le  l e v e l  i n  Koro f o r  the  f i r s t  time. 
Cercle  and arrondissement personnel ,  as w e l l  a s  those  from t h e  Na t iona l  
and regional  l e v e l s ,  p a r t i c i p a t e  i n  t h e s e  meetings,  where major i s s u e s  
in program des ign a r e  debated and resolved.  

Bimonthly r e p o r t s  from t h e  & r c l e s  inc lude  r e q u e s t s  f o r  informa- 
t i o n ,  funds,  m a t e r i a l s  and medicines,  a s  w e l l  as news of c u r r e n t  a c t i v i t i e s ,  
p lans  and problems. L e t t e r s ,  a c t i v i t y  r e p o r t s ,  telegrams,  and f i e l d  
visits from Bamako s t a f f  h e l p  complete t h e  c i r c l e .  The proposed r a d i o  
system between Koulouba, the  regions ,  and t h e  Cerc les  should h e l p  p e r f e c t  
this communication system. 

D. Observations and Problems 
The.c lose  i n t e g r a t i o n  of h o s t  country and e x p a t r i a t e  f a c t i o n s  i n  a 

P r o j e c t  of t h i s  type poses some i n t e r e s t i n g  problems: 

(1) Concerns over  h igh  b e n e f i t s ,  generous pe r  diems, and l i b e r a l  
amounts of s o p h i s t i c a t e d  drugs,  equipment, and v e h i c l e s  a s s o c i a t e d  w i t h  
t h e  "Operations" must be faced  in t h e  l i g h t  of t h e  M i n i s t r y ' s  commitment 
t o  s i m p l i c i t y ,  economy, and GRM r e p l i c a b i l i t y  . 

(2)  E x p a t r i a t e s  a r e  sometimes g u i l t y  of being impa t ien t ,  overly- 
demanding, and quick t o  look o u t s i d e  of  Mali f o r  s o l u t i o n s .  They have 
t o  remind themselves t h a t  t h e  Malians a r e  capable of s o l v i n g  t h e i r  own 
problems, and t h a t  t h e i r  r o l e  as e x p a t r i a t e s  is  merely t o  c a t a l y z e  and 
f a c i l i t a t e  t h e  process .  It i s  sometimes d i f f i c u l t  f o r  suppor t  i n s t i t u -  
t i o n s  t o  accept  t h a t  i n  most i n s t a n c e s  t h e  most va luab le  c o n s u l t a n t s  a r e  
a l r e a d y  i n  Mali. 

(3) Minis t ry  personnel  a r e  over  burdened by r e s p o n s i b i l i t i e s  w i t h i n  
and o u t s i d e  the  country.  The 'Min i s t ry  of Health needs a d d i t i o n a l  f inanc ing  
and space t o  permit  a d i r e c t o r  of primary h e a l t h  c a r e  s e r v i c e s  t o  c a r r y  
o u t  Minfs t ry  p lans  over  the  nex t  f i v e  years .  

(4) Foreign-trained ( p a r t i c u l a r l y  American) phys ic ians  o f t e n  
f i n d  themselves c r i t i c a l . o f  c u r r e n t  West Afr ican medical  t r ea tments  
and approaches. Mere condemnation of  common p r a c t i c e s  (such a s  f requen t  
use of i n j e c t a b l e s ,  and t h e  use of t e t r a c y c l i n e  i n  young c h i l d r e n )  i s  
seldom convincing and usua l ly  abras ive .  I f ,  indeed,  l o g i c a l  arguments 
and d a t a  f o r  changing such p o l i c i e s  exist, they need t o  be presented i n  
the  c l e a r e s t ,  most convincing way p o s s i b l e .  Furthermore, we must have 
a h i g h  t o l e r a n c e  f o r  t r ea tments  t h a t  a r e  symptomatic, harmless and t r u s t e d  
by t h e r a p i s t  and p a t i e n t  a l i k e .  (We were r e c e n t l y  q u i t e  impressed by a 
t r a d i t i o n a l  h e a l e r  i n  Koro who had e igh teen  mental p a t i e n t s  l i v i n g  i n  h i s  
concession. He was p r a c t i c i n g  group and family therapy,  running a h a l f -  
way house in te rmedia te  c a r e  f a c i l i t y ,  and us ing r o l e  p laying,  j u s t  t o  
mention a few "modern" p s y c h i a t r i c  techniques) .  



IV. - Goals and P l a n s  

Having d i scussed  t h e  r a t i o n a l e  and implementation of t h e  p o l i c i e s  
of d e c e n t r a l i z a t i o n  and c o l l a b o r a t i o n ,  we hope t o  have given t h e  r eader  
a f a i r l y  comprehensive i d e a  of program s t r u c t u r e  and major a c t i v i t i e s  and 
problems t o  da te .  To complete t h e  p i c t u r e ,  this f i n a l  s e c t i o n  w i l l  d e a l  
wi th  P r o j e c t  goa l s  and p l a n s  i n  o u t l i n e  form. (De ta i l ed  work p l a n s  a r e  
p resen ted  i n  our r e g u l a r  meetings and r e p o r t s ) .  

The upcoming r a i n y  season,  when both ar rondissements  a r e  v i r t u a l l y  
i n a c c e s s i b l e  f o r  t h r e e  t o  f i v e  months) w i l l  g i v e  us an oppor tun i ty  t o  
p repare  f o r  t h e  nex t  work season.  

A. Well w r i t t e n ,  c l e a r l y  p resen ted  t r a i n i n g  m a t e r i a l s  f o r  
h e a l t h  personnel  and WWts need t o  be  pe r fec ted .  We f e e l  t h i s  could  be 
an a r e a  f o r  f r u i t f u l  c o l l a b o r a t i o n  between t h e  f i e l d ,  Educat ion  pour l a  
~ a n t g ,  and EDC. 

B. Pre l iminary  s t u d i e s  of  t h e  e l d s t i n g  h e a l t h  s i t u a t i o n  need t o  
be  analyzed and presented .  Both c e r c l e s  a r e  c u r r e n t l y  analyzing t h e i r  da ta .  

C. Drawing on t h i s  exper ience ,  a s t andard ized  approach t o  c o l l e c t -  
i n g  r e p r e s e n t a t i v e  morbidi ty  and m o r t a l i t y  d a t a  i n  o t h e r  ar rondissements  i n  
a sys temat ic ,  s imple  and usab le  manner needs t o  presented .  We are c u r r e n t l y  
working on such a p r e s e n t a t i o n  a t  t h e  Na t iona l  l e v e l .  

D. Cur ren t ly  used p r o c e s s  i n d i c a t o r s ,  e. g., number of V H W t s  t r a i n e d ,  
visits t o  t h e  f i e l d  by s t a f f ,  automobile use, drug s a l e s  and u s e ,  e t c . ,  
need t o  be more uniformly a p p l i e d  and analyzed.  We f e e l  t h a t  t h e  new PCV's 
might be  very  h e l p f u l  i n  t h i s  t a s k .  Simple, more c l e a r l y  p resen ted  r e p o r t i n g  
forms a r e  be ing produced. 

' E. P l a n s  f o r  d e t a i l e d ,  c o n t r o l l e d  s t u d i e s  of t h e  e f f e c t s  of t r e a t -  
ment and p reven t ion  i n t e r v e n t i o n s  should  be developed. For  example: how 
does a nivaquinization (malaria prophylaxis) program affect child growth, 
s p l e e n  i n d i c e s ,  p a r a s i t e m i a  rates and hemoglobin l e v e l s ?  These s t u d i e s  w i l l  
b e  conducted on a l i m i t e d ,  de f ined  popula t ion  and w i l l  demand c a r e f u l  a t t e n -  
t i o n  t o  des ign  and implementation. They should  o f f e r  a good oppor tun i ty  t o  
invo lve  W ' s  in s c i e n t i f i c  program eva lua t ion .  

F. Current  community development p r o j e c t s  (e.  g. , a dam i n  Koro, 
l a t r i n e s  i n  Tambacara, a deep w e l l  i n  Diongaga) need t o  b e  developed and 
expanded. Funding sources  such as CARE, which has a l r e a d y  p a r t i a l l y  
f inanced two ba r rage  p r o j e c t s ,  should  be induced t o  p a r t i c i p a t e  t o  a g r e a t e r  
e x t e n t .  Gerry Goodrich i s  working a c t i v e l y  i n  t h i s  a r e a .  Rob Mart in ,  a 
Peace Corps Volunteer  eng inee r ,  w i l l  be working wi th  t h e  P r o j e c t  f u l l - t i m e  
s t a r t i n g  June 15 t o  he lp  develop a p p r o p r i a t e  technology. Four new Peace 
Corps Volunteers ,  i n  a d d i t i o n  t o  working half- t ime i n  d a t a  c o l l e c t i o n ,  
a n a l y s i s  and r e p o r t i n g ,  w i l l  be involved w i t h  t h e  Community Development 
Agents i n  applying a p p r o p r i a t e  technology. The i r  t r a i n i n g  program w i l l  be 
designed around a d e t a i l e d  job d e s c r i p t i o n  c u r r e n t l y  be ing developed. 



G. A b e t t e r  communication system a t  a l l  l e v e l s  i s  despera te ly  
needed. A proposal  f o r  a s i n g l e  side-band rad io  system between t a r g e t  
arrondissements (mobile) and Cercle ,  Regional and National  c en t e r s  ( f ixed)  
a t  a cost  of approximately $2000 per  pos t ,  has been submitted t o  and approved 
by t h e  Minis t ry  of Health,  and we a r e  awai t ing l i c ens ing  from the  Minis t ry  
of the  I n t e r i o r .  An e l e c t r i c a l  engineer from Boston w i l l  come t o  Mali 
i n  Septemter t o  he lp  t r a i n  Malian counte rpar t s  t o  i n s t a l l  and mainta in  the  
sys  tem. 

H. P lans  f o r  expanding our  cu r r en t  coverage and f o r  re - t ra in ing  
working W ' s  i n  p reven t ive  a spec t s  of h e a l t h  work (e.g.,  c h i l d  immuniza- 
t i o n ,  vi tal  s t a t i s t i c s  c o l l e c t i o n ,  we l l  c leaning,  e t c . )  need t o  be developed. 
This planning w i l l  be one of the  major concerns of an upcoming conference 
i n  Koro. We hope t o  begin  our  next  phases of t r a i n i n g  as soon a s  v i l l a g e s  
become acce s s ib l e  a t  t h e  c l o s e  of t h e  ra iny  season,  using pe r f ec t ed  t r a i n i n g  
ma te r i a l s  and techniques ,  a wider scope of p reven t ive  a c t i v i t i e s ,  and more 
experienced t r a i n e r s .  

I. Our cu r r en t  drug and equipment l o g i s t i c  and c o n t r o l  systems need 
t o  be  expanded and improved. Mark LaPointe and Peace Corps Volunteer Debbie 
Kreutzer a r e  working on t h i s .  By December, we should  have some u se fu l  c o s t  
d a t a  (e .g . ,  What does i t  c o s t  t o  t r a i n  and support  a VHW? What should a 
sample budget look l i k e  f o r  a ~ d e c i n  Chef wishing t o  start a s i m i l a r  p r o j e c t  
i n  a new ce r c l e? )  

J. A l l  of t h i s  exper ience  must be  documented, analyzed and repor ted  
f o r  d i scuss ion ,  use and dissemination by t he  GRM. This is  the  ob j ec t  of 
r epo r t s  such a s  t h i s  and more d e t a i l e d  d a i l y  riotes de s e r v i c e ,  minutes of 
meetings,  c e r c l e  r e p o r t s  and p o s i t i o n  papers.  As we gain  experience,  t he se  
conclus ions  w i l l  become inc r ea s ing ly  valuable .  

K. Until r e cen t l y  w e  were very  concerned about t h e  l a ck  of an  ade- 
qua te  system wi th in  t he  P r o j e c t  t o  provide f o r  t r a i n i n g  maternal  and c h i l d  
h e a l t h  ca re  personnel .  We have begun t o  reso lve  this by providing b a s i c  
i n s t r u c t i o n  t o  s i x t e e n  t r a d i t i o n a l  b i r t h  a t t endan t s  i n  Tambacara and by 
suppor t ing t h e  t r a i n i n g  of e i g h t  in termediate  l e v e l  midwives (matrones r u r a l e s )  
wi th  t he  Centre d' Animation e t  de l a  coope)ration i n  Koro. This month, 
wi th  t h e  f i n a n c i a l  help  of A I D ,  we have placed a physic ian and two q u a l i f i e d  
sage-femmes i n  a w e l l  designed course f o r  t r a i n i n g  West Afr ican s p e c i a l i s t s  
in maternal  and c h i l d  hea l th .  We have hopes t h a t  when these  people r e t u r n  
a f t e r  t h r e e  months of i n t e n s i v e  i n s t r u c t i o n  they w i l l  make a major con t r i bu t i on  
t o  t h e  team. 

Conclusion : A Hope and a Challenge 

The VHW system he lps  disadvantaged people he lp  themselves. These 
people are l e a rn ing  t h a t  they do no t  need t o  s u f f e r  as t h e i r  f a t h e r s  and 
t h e i r  f a t h e r s  be fore  them d id ;  des t iny  i s  no longer  an acc iden t .  No one 
can p r e d i c t  where t h i s  new sense  of mastery w i l l  l e ad ,  bu t  expec ta t ions  
w i l l  s u r e l y  r i s e  and l e ade r s  w i l l  be found t o  help  r e a l i z e  them. People i n  
t h e  helping p rofess ions  w i l l  f e e l  i nc r ea s ing  p ressure  t o  answer t he se  r i s i n g  



e x p e c t a t i o n s .  At t h e  same t i m e ,  t r a i n i n g ,  s u p p o r t i n g  and r e t r a i n i n g  of VHW's 
p l a c e s  unusual  s t r e s s  on t h e  M i n i s t r y  of H e a l t h ' s  a r rond i s semen t  and c e r c l e  
l e v e l  h e a l t h  s t r u c t u r e s .  A d d i t i o n a l  demands a r e  made on l i m i t e d  s t a f f ;  re- 
f e r r a l  problems i n c r e a s e  i n  number and complexi ty ;  new knowledge, t echn iques  
and work h a b i t s  c r e a t e  s t a f f  d i s s a t i s f a c t i o n  w i t h  e x i s i n g  equipment ,  medica- 
t i o n s ,  f a c i l i t i e s  and budgets .  I n  s h o r t ,  we are i n t r o d u c i n g  a  major  d i s e q u i -  
l i b r i u m  i n t o  a sys tem t h a t  was i n  d e l i c a t e  b a l a n c e .  We a r e  f o s t e r i n g  t h e  evo- 
l u t i o n  of a  new h e a l t h  sys tem - one t h a t  w i l l  b e  molded by f o r c e s  a r i s i n g  
. d i r e c t l y  from r e a l  human n e e d s . r a t h e r  t han  s imply t h e  concerns  of  t h e  h e a l t h  
p r o f e s s i o n .  J u s t  beg inn ing  t o  g l impse  t h e  s i g n i f i c a n c e  of t h i s  p o t e n t i a l  
q u i e t  r e v o l u t i o n ,  we a r e  p r e s e n t e d  w i t h  b o t h  a hope and a c h a l l e n g e  t o  
h e l p  c r e a t e  a more r e spons ive ,  dynamic s e r v i c e  i n s t i t u t i o n .  



TABLE I 

PERSONNEL TRAINED, ' PHARMACIES ESTABLISHED, AND POPULATION SERVED 

KORO CERCLE: 

Anakaga Dogon 

Birga Peulh 

Birga Dogon 

Midwives trained Village Pharmacies 

Andiama Tena 

VHW' s trained Population Served 

Bondo Tena 

Koromatintin 

Tins agou 

Sansagou Pin 

Dj id ia  

PEL-' CERCLE: 

Tambacara 

Diongaga 

Diagadromu 

Dogof ery 

Diabougou 

~ e r s i ~ n a n g  

/ 
Komodinde 

- - 

TOTALS : 



TABLE I1 

MEDICINES DELIVERED TO THE PHAREUCIES, AS OF 15 JUNE 1979 

Value i n  Malian Francs 

500,000 

438,750 

5,020,000 

474,825 

718,800 

TOT& 7,152,375 

Medicine 

Acetyl s a l i c y l i c  
Acid, 300 mg 

( a sp i r i n )  

Chlo roquine 
Phosphate 
(Aralen ) 
250 mg 

P e n i c i l l i n V K  
250 mg 

Sulfasoxizole  
(Gantrasin) 
500 mg 

Sulfacetamide 
Op thalmic 
Solut ion 15% 

( b o t t l e s  of 
30 cc) 

Number of Tablets  

Koro ~ e l i m a n g  Total  

25,000 

20,000 

25,000 

3,500 

70 

L5,OOO 

15,100 

25,200 

16,000 

1,128 

40,000 

35,100 

50,200 

19,500 

1,198 



TABLE I11 

PARTIAL LIST OF COLLABORATORS AND THEIR CONTRIBUTIONS 

O r g a n i z a t i o n  Pe r son  ( 6 )  I ~ l v o l v e d  P r i n c i p l e  C o n t r i b u t i o n s  and Role 

A. I n t e r n a l l y  ( w i t h i n  
t h e  M i n i s t r y  of  I l e a l t h )  

Educat ion  Pour l a  s a n d  M. Roumba 
M. Togo , 
M. B e r t h e  
M. Diaki te )  
M.  one' ' 

I n s t i t u t  N a t i o n a l  d e  P r o f .  ~ o u m a r k  
- Recherches s u r  l a  Pharmaco- 

P A .  
Dr. ~ o n g  

...-.-- pge e t  l a  ~ d d e c i n e  Tradi -  
t i o n n e l l e  

Pharmacie d 'Approvision-  
men t 

A f f a i r e s  S o c i a l e s  

M. Ha id ra  
Mme. ~ r a o r e /  

f l  
M. Toure 

P r i n c i p l e  c o n s u l t a n t s  i n  t h e  p l a n n i n g  and exe- 
c u t i o n  o f  workshops i n  t h e  t a r g e t  a r r o n d i s s e m e n t s .  
M. Togo h a s  v i s i t e d  each  Region t w i c e  and  now s e r v e s  
f u l l - t i m e  a s  pedagogic  c o n s u l t a n t  and team member. 
Mssrs. D i a k i t g  and ~ e r t h 6  bo th  l i v e d  a t  t h e  t r a i n i n g  
sites developing  and t e s t i n g  v i s u a l  a i d e s .  M. ~ i a k i t c  
is now a l s o  f u l l - t i m e  v i s u a l  a i d  c o n s u l t a n t  f o r  t h e  
P r o j e c t .  The N a t i o n a l  D i v i s i o n  of  Educat ion  Pour  l a  
s a n d  h a s  been i n s t r u m e n t a l  i n  p r o d u c t i o n  and dup l i ca -  
of many P r o j e c t  t e a c h i n g  m a t e r i a l s .  

D r .   on$ h a s  been  o u r  p r i n c i p l e  c o n s u l t a n t  and team 
member f o r  T r a d i t i o n a l  Medicine.  He p a r t i c i p a t e s  
weekly i n  P r o j e c t  meet ings  and h a s  made e x t e n s i v e  
f i e l d  v i s i t s ,  i n t e g r a t i n g  P r o j e c t  a c t i v i t i e s  w i t h  
t r a d i t i o n a l  medic ine ,  i d e n t i F y i n g  competent  t r a d i -  
p r a c t i t i o n e r s  f o r  P r o j e c t  r e f e r r a l ,  c a t a l o g i n g  l o c a l  
h e r b s ,  and t r a i n i n g  s t a f f  i n  t r a d i t i o n a l  h e r b s  and 
c u r e s .  We hope t o  work w i t h  t h e  INRPMT t o  add some 
t r a d i t i o n a l  h e r b s  t o  v i l l a g e  pharmacies  and develop  
r e f e r r a l  s o u r c e s  f o r  such  problems a s  p s y c h i a t r i c  
i l l n e s s  and s e t t i n g  of  s imp le  F r a c t u r e s .  

T h i s  d i v i s i o n  h a s  been o u r  p r i n c i p l e  c o l l a b o r a t o r  
f o r  impor t ing  and s t o c k i n g  medic ines .  A l l  sh ipmen t s  
d rugs  a r e  brought  i n t o  M a l i  under  t h e i r  a u s p i c e s  
and s t o r e d  p r i n c i p a l l y  a t  t h e  N a t i o n a l  depo t .  

M. ~ o u r g ' s  knowledge and l e a d e r s h i p  s k i l l s  were a  
c r i t i c a l  e lement  i n  t h e  Tambacara workshop, where 
he  l i v e d  f o r  two weeks a c t i n g  a s  a d v i s o r  and consul-  
t a n t .  A f f a i r e s  S o c i a l e s  h a s  s u p p o r t e d  o u r  team C e r c l e  
Leve l  Community Development a g e n t s  w i t h  s a l a r y  and 
m a t e r i a l s .  They were i n s t r u m e n t a l  i n  p l a c i n g  Mme.  

i n  Koro as a s o c i a l  worker .  



TABLE TII, cont inued 

Organiza t ion  Person ( s )  Involved P r i n c i p l e  Con t r ibu t ion  and Role 

0 
Centre  Na t iona l  Pour l e  M. Kane 
~ 6 v e l o ~ ~ e n i e i 1  t Comn~unau t a i r e  M. S y l l a  

M. ~ o u r g  

Div i s ion  de N u t r i t i o n  M. Simaiga 

Div i s ion  d' l lygisne e t  M. Tandia 
d lAssa in i s scn~en  t M. sangare/ 

M. Bagaga 
M.Dolo . , 

School of Medicine 
School of Nurs ing - 

D r .  Ba 
M. ~ o n a t g  
Mme . 

S e l e c t e d  and ass igned two members of t h e i r  g r a d u a t i n g  
c l a s s  t o  work f u l l - t i m e  wi th  the  P r o j e c t ,  one i n  each 
c e r c l e .  The Center  has  provided suppor t  and counse l  
f o r  community development a c t i v i t i e s ,  a s  w e l l  a s  coor- 
d i n a t i n g  funding from c A ~ ~ / M a l i .  

Provided t e c h n i c a l  a d v i c e  and s u p p o r t  f o r  planned survey 
i n  ~ e l i m a n 6  which, due t o  poor communications, was pos t -  
poned. They have a l s o  a s s i s t e d  a s  t e c h n i c a l  c o n s u l t a n t  
i n  t h e  Koro workshop. 

P a r t i c i p a t e d  as environmental  h e a l t h  c o n s u l t a n t  i n  t h e  
~ e l i m a n g  and Koro s t a g e s .  Suppl ied  t e c h n i c a l  a d v i c e  
a t  t h e  Nat ional  l e v e l .  Mssrs. Bagaga and D o b ,  a s  
a g e n t s  i n  t h e  c e r c l e s ,  p a r t i c i p a t e  d a i l y  i n  team a c t i v i t i e  

P l a n s  t o  involve  s t u d e n t s  a t  a l l  l e v e l s  i n  o u r  f i e l d .  
programs have been d i scussed  and w i l l  be  implemented 
when t h e  o p e r a t i o n a l  phase of  t h e  program h a s  pe rmi t t ed  

B. E x t e r n a l l y  ( o u t s i d e  
t h e  Min i s t ry  of  I lea l th)  

us t o  g a i n  enough exper ience  and s p e c i f i c  r e s e a r c h  t o p i c s  
t o  c r e a t e  an organized,  superv i sed  l e a r n i n g  environment. 

Centre  dlAnimation e t  de  M. Zachar ia  
l a  Coopgration (CAC) M. . D i a l l o  

M. ~ i d i b g  (Mopti) 
M. ~ r a o r d  (Kayes) 
M. N'Diaye ( ~ e l i m a n g )  
M. D i a l l o  (Koro) 

DNAELA 

op$ra t ion  M i l  

* 

M. Dia l lo ,  
M. Konate 
M. Kinard 

/ / 
The Direc teur-Genera l  Adjoin t  was p a r t i c u l a r l y  ins t rumenta  
i n  h e l p i n g  M. LaPointe des ign  a  drug d i s t r i b u t i o n  and con- 
t r o l  system. They made a  seven-day t r i p  t o  Kayes and 
~ e l i m a n i ?  t o  a s s u r e  CAC coopera t ion .  The CAC agen t  i n  Koro 
has  been t h e  p r i n c i p l e  p lanner  and iniplementor i n  e s t ab -  
l i s h i n g  and superv i s ing  t h e  r ecord  system f o r  e i g h t  pharma 

T r a n s l a t i n g  t e c h n i c a l  m a t e r i a l s  i n t o  Dogon and ~ a r a k o l l g  f '  
t h e  P r o j e c t .  A s  w e l l  a s  p a r t i c i p a t i n g  i n  t r a i n i n g  work- 
shops,  DNAFLA a g e n t s  have worked c l o s e l y  w i t h  Koro medica l  
pe r sonne l  i n  t r a i n i n g  VHW's  t o  be  t e a c h e r s  of a d u l t  edu- 
c a t i o n ,  and v i s e  v e r s a .  

F inancing DNAFLA. op$ra t ion  M i l  encadreurs  have been 
very coopera t ive  i n  e x p l a i n i n g  P r o j e c t  a c t i v i t i e s  and 
p rov id ing  v a l u a b l e  informat ion .  



Appendix I 

Adjustments i n  P r o j e c t  Paper 

A review of t h e  January 1977 P r o j e c t  Paper e n t i t l e d  Mali Rural  
Health Serv ices  Development r e v e a l s  t h a t  a l l  c r i t i c a l  performance ind i -  
c a t o r s  have been m e t  o r  exceeded. However, as might be expected,  many of 
these  i n d i c a t o r s  and much of t h e  paper ' s  substance  has  l o s t  i t s  rceaning 
wi th  t h e  passage of t i m e  and accumulation of exper ience .  Thus t h e  GRM 
has  decided to :  

(1) Delete t h e  Regional P u b l i c  Health Advisors. 

(2) S t a r t  i n  both  c e r c l e s  simultaneously r a t h e r  than s e q u e n t i a l l y .  

(3)  Decrease t o  f o u r  t h e  number of Peace Corps Volunteers.  

(4)  Rely h e a v i l y  on h o s t  country consu l t an t s .  

( 5 )  Take over complete budgetary c o n t r o l  foy  v e h i c l e s ,  v e h i c u l a r  
maintenance and medications.  

(6) Have AID purchase and s h i p  medications.  

(7) S t rengthen and e n l a r g e  t h e  r o l e  of community development i n  
t h e  P r o j e c t .  

(8) Maximize coopera t ion between s e r v i c e s  i n  both c e r c l e s .  

The A I D  Health Advisor has  been a r e g u l a r  p a r t i c i p a n t  i n  o u r  n a t i o n a l ,  
l e v e l  and trimestrial planning meetings and f u l l y  understands t h e s e  and o t h e r  
evo lu t ions  i n  po l i cy .  The Harrard  Technical  Team f u l l y  suppor t s  these  ad- 
justments a s  having grown o u t  of c a r e f u l  cons ide ra t ion  by n a t i o n a l  l e a d e r s h i p  
i n  the l i ght  of practical experience and extensive discussion. The implications 
of these  changes on P r o j e c t  budgeting w i l l  be minimal, but  a combined AID/GRM/ ' 
Harvard meeting a t  t h e  n a t i o n a l  l e v e l  is  planned f o r  J u l y  t o  review t h e s e  
i s s u e s .  



APPENDIX I1 

TRAINING OF VHW'S I N  KORO 29 MAY - 6 JUNE 1979 

Bondo Tens S e c t e u r  de  Base 

I. P a r t i c i p a n t s :  

- 
Dis tance  

VHW V i l l a g e  from s .  de  b. (kms.) Sex Approx. Age ~ a n g u a g e / ~ i t e r a c y  

JEAN 
1,OUIS TOGO 
KANDIEME TOGO 
NOUN I N I O N  
AI.1 
ALLAY E 
1.AIA 
lCnSSANE 
1iAMADOUN TOGO 
OUSMANE TOGO 

Andia a  Tena 
Bondo Tena 
Bondo Tena 
Koromatint in 
Koromatint in 
Tinsagou 
Tinsagou 
Sansagou P i n  
Sansagou P i n  
D j  i d i a  
~ o u r s i n d g  

French,  Dogon 
French 
French 
French 
i l l i t e r a t e  
Arabic  
i l l i ~ e r a t e  
Arabic  
Arabic  
i l l i t e r a t e  
i l l i t e r a t e  

Dispensary Per sonne l  P o s i t i o n  P o s t  Dispensary Pe rsonne 1 P o s i t i o n  P o s t  

D r .  M. KOULIBALY P h y s i c i a n  Koro 
W. KONE Nurse KO r o  
M. BAKE Nurse Koro 
F. BAGAYOKO Nurse Koro 
M. GUINDO Auxi l i a ry  Nurse Koro 
K. DAMA Nurses Aide T o r o l i  

D. DOLO Health Technic ian  Koro 
Y. TOUP* Community Dev. Tech. Koro 
T. DIALLO CAC Agent Koro 
G. SAGARA DNAFLA Agent T o r o l i  
D r .  P.G. KELLY H I I D  P h y s i c i a n  KO r o  
B. LAMBL Peace Corps Volunteer  Koro 

11. Schedule:  29 May 30 May 31 May 1 June 2 June 3 June 

8 : 00 am-noon t rad  . eye problems : m a l a r i a l  d i a r r h e a ,  re- f i e l d  work i n  f i e l d  work i n  

e 
t h e o r i e s  conj  unc t iv i -  f eve r ,  chlor-  hydra ti-on v i l l a g e s  v i l l a g e s  
& t r e a t -  tis, f o r e i g n  oquine pro- (DOLO) 
rnen ts b o d i e s ,  sod- phy lax i s  m a l n u t r i t i o n ,  

ium sulamyd. ' 
(GUINDO) 

arm measurem' t .  

BEST AVAILABLE COPY 

4 June 5 June 

resp .  d i s -  g e n e r a l  r e v i e  
ease:cough, d e l i v e r y  of 4 
b r o n c h i t i s ,  ba tches  of  m e  
pneumonia (Andiama Bond 
a s p i r i n  
(LAMBL) ... /. .. 



APPENDIX 11, cont inued 

29 May 30 May 31 May 1 June 2 June 3 June 4 June 5 June 

3:00 pm- r o l e  of t h e  headaches,  scabs ,  ab- exam, I I 

5:00 pm VHW (Y. TOURE) toothaches ,  cesses ,  pen- r e t u r n  t o  
rheumatism, i c i l l i n  Koro due 
a s p i r i n  (M. BARE) t o  r a i n s  
(F . BAGAY OKO) 

9:00 pm- --  ours ind; Bondo Tena -- -- -- 
1 1 : O O  pm Andiama Tena 

g o i t e r  (KONE) Koromatint j  
notebooks and Sansagou Pi 
manuals f o r  
i l l i t e r a t e s  

Koromat i n  t i n  Tinsagou 
Sansaqou P i n  D j i d i a  

* 
111. Remarks : 

1 - 5 "  
The second s e s s i o n  s e r v e d  t o  t r a i n  t h e  t r a i n e r s  a s  much a s  the  v i l l a g e  h e a l t h  workers (vHW'~). 

/-- 

The v i l l a g e s  w e r e  more sp read  out t h i s  t i m e ,  t hus  t h e  VHW's p r e f e r r e d  t o  come t o  t h e  Sec teur  
de Base each  morning and r e t u r n  t o  t h e i r  homes i n  t h e  evening.  

The t r a i n i n g  zone was e x c l u s i v e l y  Dogon. 

Every morning and evening,  each team member would t a k e  h i s  t u r n  i n  l e a d i n g  a d i s c u s s i o n  on one of  
t h e  themes. The v i l l a g e  ch ie f  was asked t o  send p a t i e n t s  a p p r o p r i a t e  t o  t h e  theme of t h e  day. I f  no one were 
a v a i l a b l e ,  t h e  t r a i n e r  would a c t  o u t  a s k i t  with the  VHW's. 

The fo l lowing w e r e  used f o r  t r a i n i n g  m a t e r i a l s :  t r ea tment  s h e e t s ,  memoranda i n  French, a Dogon 
t e x t  ( t r a n s l a t e d  from t h e  memoranda by one of t h e  VHW's,  w i th  t h e  h e l p  of  a P e l  miss ionary) .  
4 

One of t h e  o b j e c t i v e s  of t h e  t r a i n i n g  was t o  develop notebooks and memoranda and t o  t r a n s l a t e  m a t e r i a l s  
i n t o  Dogon. To h e l p  wi th  t h e  l a t t e r  t a sk ,  M. Dedeon Sagana from DNAFLA kind ly  accepted t o  t ake  p a r t  i n  t h e  program. 

M r .  Tou~nani D i a l l o  from t h e  Cooperat ive conducted t h e  evening meetings,  dur ing  which t h e  v i l l a g e r s  
decided upon t h e  managcrnent and s t o r a g e  of  medicines. 

As a follow-up t o  t h e  t r a i n i n g ,  i t  w a s  envisaged t h a t  c e r t a i n  team members would spend a few days 
working w i t h  t h e  VlIW's  i n  t h e i r  own v i l l a g e s .  

W r i t t e n  by Barbara Lamb1 
Peace Corps Volunteer ,  Koro 

. 9  

* ( t r a n s l a t e d  from F r a c h  o r i g i n a l )  




