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EXECUTIVE SUMMARY 

REPORT ON EVALUATIOii OF THE HEALTH INSTITUTIONS 
FUNDED BY AID 122(d) GRANTS 

FOR AFRICAN PROGRAMS 
(Under Contract No. AID/SOD/PDC-C-0394, Work Order No. 24) 

I I. Introduction 

Beginning in  September, 1978, AID granted funds to a group of four U.S.-based 

health institutions, under Title 122(d) of the Foreign Assistance Act of 1961, 

as amended. Title 122(d) provides funds "to research and educational 

institutions for the purpose of strengthening their capacity to develop and 
carry out programs concerned with the economic and social development of 

developing countries." 

The four institutions which received these AID grants for health programs are: 

Howard University in Washington, D.C., Meharry Medical College in Nashville, 

Tuskegee Institute in Alabama and the Drew Postgraduate Medical School in 

Los Angeles. The granting process began with the first grants to Howard 

University and Turkegee Institute in September, 1978, followed by subsequent 
funding of the other two during the next calendar year. Each institution re- 

ceived a grant of $1 .25 million to be funded over a five-year period. The 
purpose of the grants was to develop within each institution a capability 

for providing training and technical assistance for the design and imple- 

mentation of improved health programs in developing countries, with particular 
emphasis on Africa. 

Howard University, in its application to AID, designated the areas of 

integrated rural health delivery systems and nutrition planning and ecology as 
its major foc i  for development. Yeharry Medical College chose the 2reas of 

emphasis encouraged by sa-7 ier ,413 funding, i .e. ,  maternal and child 

healthlfamily planning and applied nutrition program activities. The Tuskegee 

Institute focused on integrated rural and community development and 
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environmental health and endemic disease control. The Drew Postgraduate 
t-ledical School concentrated on health p lanning/management and integrated rural 

and community development programs. 

Development Associates, under an IQC contract with AID, provided a team of 

three specialists in evaluation, with competencies in general development 

assistance and public health, in training and curriculum development and in 

financial management to make onsite evaluations at the four institutions. 

The purpose of the evaluation was to determine the progress made by each of 

the four grantee institutions in achieving the stated objectives of its grant 
agreement, to review problems encountered in carrying out the grants as well 

as the effectiveness of the administrative controls and procedures adopted by 

the grantees, and to assess the likelihood of the final achievenent of all 

goals set forth in the grant agreements. 

The evaluation was carried out primarily by visits to the four institutions by 

the evaluation team, by interviews with appropriate members of their faculties 

and administrative staffs as well as with selected students, and a review of 

pertinent reports and other documents and accounts. 

The status of the grants to each of these four institutions is summarized 

below. 
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I I. STATUS OF HEALTH INSTITUTIOFJS Zt~lPROVEMENT PROJECT GRANTS 

A. Howard U n i v e r s i t u .  Washinaton. D.C. 

( P r o j e c t  Number 698-0412-2) 

The e f f e c t i v e  s t a r t i n g  da te  o f  t h e  g r a n t  was September, 1978. The P r o j e c t  

Ass is tance  Complet ion Date i s  September, 1984. 

As o f  January 31, 1983, o f  t h e  t o t a l  g r a n t  o f  $1,250,000, $867,031 had been 

d isbursed;  an a d d i t i o n a l  $33,616 has been encumbered, l e a v i n g  $349,353 i n  

funds a v a i  l a b l e .  

B.  f l ehar ry  Med ica l  Col lege,  Nashv i l l e ,  Tennessee 

( P r o j e c t  Number 698-0412-1 

The e f f e c t i v e  s t a r t i n g  d a t e  o f  t h i s  p r o j e c t  was a l s o  September, 1978. The 

P r o j e c t  Ass is tance  Complet ion Date i s  scheduled f o r  September, 1983. 

As o f  March 2, 1983, f r om a t o t a l  g r a n t  o f  $1,250,000, $867,584.07 had been 

d isbursed,  w i t h  an a d d i t i o n a l  $4,705.29 encumbered. A v a i l a b l e  funds  a r e  

$377,710.69. 

C. Tuskegee I n s t i t u t e ,  Tuskeqee, Alabama 

( P r o j e c t  Number 698-0412-4) 

The e f f e c t i v e  s t a r t i n g  d a t e  o f  t h i s  p r o j e c t  was August, 1979. The P r o j e c t  

Ass is tance  Complet ion Date i s  August, 1984. 

As o f  August 31, 1982, o f  t h e  t o t a l  g r a n t  o f  $1,250,000, $553,158.33 had been 

d isbursed;  $36,543.15 had been encumbered, l e a v i n g  $660,298.52 i n  funds 

a v a i  i a b l e .  

C DEVELOPMENT ASSOCIATES, INC. A 



D. Charles R.  Drew Postgraduate lledical School, Los Angeles, California 

(Project Number 698-0472-3) 

The effective starting date of this project was February, 1979. The Project 
Assistance Co~npletion Date is February, 1984. 

As of January 31, 1983, of the total grant of $1,250,000, $932,405.22 had been 

disbursed; $18,420.98 had been encumbered; and $299,173.80 remains in funds 

available. 
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The AID 122(d) g r a n t s  t o  t h e  f o u r  h e a l t h  i n s t i t u t i o n s  s t u d i e d  by  t h i s  e v a l u a t i c  

team have had a  p o s i t i v e  impact on p r e p a r i n g  t h e  s t a f f  and f a c u l t y  o f  t hese  

i n s t i t u t i o n s  t o  serve  n o r e  e f f e c t i v e l y  as p r o v i d e r s  o f  t e c h n i c a l  a s s i s t a n c e  i n  

h e a l t h  and i n t e g r a t e d  r u r a l  development t o  development agencies wor ldwide,  

a l t hough  most o f  them cou ld  have accompl ished more than t hey  have d u r i n g  t h e  t t  

o r  four  yea rs  i n t e r v e n i n g  s i nce  t h e  i n i t i a l  f und ing .  

A l l  o f  t h e  i n s t i t u t i o n s ,  w i t h  t h e  excep t i on  o f  Drew, have f aced  l eade rsh ip  

changes and r e o r g a n i z a t i o n s  which t e m p o r a r i l y  de layed t h e  growth o r  development 

o f  t h e i r  p lanned s t r e n g t h e n i n g  a c t i v i t i e s .  I n  a d d i t i o n ,  some r e f o r m a t i o n s  have 

come about and o t h e r s  a r e  p lanned as a  r e s u l t  of i n t e n s i v e  s e l f - e v a l u a t i o n s  by  

t h e  l eade rsh ip  o f  t h e  i n s t i t u t i o n s .  The r e s u l t  o f  these  changes i s  a  p o t e n t i a l  

improvement i n  t h e  read iness  o f  these  i n s t i t u t i o n s  t o  respond e v e n t u a l l y  t o  nee 

f o r  t h e i r  a d v i s o r y  se rv i ces .  Th i s  process p r o b a b l y  has caused de lays  f o r  t h r e e  

o f  t h e  i n s t i t u t i o n s  i n  a c h i e v i n g  one of t h e  ma jo r  i n t e n t s  of t h e  g ran t ,  t o  

p repare  themselves t o  assume r o l e s  i n  p r o v i d i n g  t e c h n i c a l  ass i s tance  t o  h e a l t h  

p r o v i d e r s  i n  A f r i c a  and t o  develop a  marke tab le  c a p a c i t y  which would end t h e i r  

dependence on AID f o r  g r a n t  as opposed t o  c o n t r a c t  suppor t .  However, these  

changes g e n e r a l l y  have had a  p o s i t i v e  e f f e c t .  I n s t i t u t i o n  b u i l d i n g  i s  a  slow, 
d e l i b e r a t e  process. Resu l t s  cannot be a n t i c i p a t e d  w i t h i n  a  f i v e  year  t i n e  f r a r  

under any circumstances. Because of t h e  need t o  p rese rve  what has been develop 

and t o  a v o i d  l o s i n g  t h e  impetus f o r  growth and improvement which was found  a t  a 

t h e  i n s i t u t i o n s ,  i t  i s  suggested t h a t  AID extend t h e  p e r i o d  o f  f u n d i n g  o f  these 

f o u r  g r a n t s  and, i n  e f f e c t ,  agree w i t h  t h e  team's f i n d i n g s  t h a t  more t i n e  and 

funds a r e  r e q u i r e d  t o  complete t h e  development process which has been i n i t i a t e d  

Some o f  t h e  i n a c t i o n  and con fus ion  which l e d  t o  program de lays  and r e o r g a n i z a t i  

o f  i n t e r n a t i o n a l  h e a l t h  s t a f f s  a t  these i n s t i t u t i o n s  a r e  expected phenomena o f  

1 g rowth and development. Some o f  t he  problems, however, have r e s u l t e d  f r om t h e  
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apparent inattention of AID to its responsibilities for monitoring and for 

providing answers to requests for interpretation of grant terminology and AID 

policy regarding procurement and contracting requirements. There has never been 
an AID evaluation of these grants prior to the deployment of the present team. 

There have been few visits by AID representatives. The reason given is that rro 
travel funds are available for the monitoring effort. It seemed to the 

evaluation team that an investment of $5 million demands more effective 

stewardship than has been provided to these institutions. 

Therefore an immediate strategy for adoption is apparent. AID should review the 

status of requests which have accumulated from the institutions and provide rapid 

response to the outstanding issues which have been raised. AID should also make 

available funds for travel to the institutions by Africa Bureau program personnel 

and advisors from AID's technical resource offices as indicated by the 

outstanding requests from the institutions. AID should also host a meeting of 

the four institutions, with travel funds to be provided from each of the grants 

for the respective representatives sent by each institution. This meeting should 

discuss how the institutions can work together as a formal or informal consortium 

to pool their resources toward obtaining contracts for training and technical 

assistance. 

In summary, it is recommended that: 

e AID should allot additional resources, human and financial, to supervising, 
monitoring, evaluating, and supporting the activities of these institutions, 
including funds for travel by Bureau for Africa personnel to these 
institutions and for making the expertise within AID's technical offices 
available to the institutions. 

0 AID should convene semi-annual meetings of the four institutions to exchange 
information on programs, on African health conditions, on potential other 
donors, etc., looking toward the formal or informal union of these 
institutions into a consortium. Funding of such meetings can be paid by 
each institution from its grant, if necessary. The timing of the first of 
such meetings should be set for no later than three months from now. 

e The institutions have stated their concern that a number of requests for 
decisions involving their programs and budgets have not been answered by 
AID/Washington. The team recommends that AID/Washington review the status 
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o f  these  reques ts  and respond as q u i c k l y  as p o s s i b l e .  AID shou ld  a t  l e a s t  
acknowledge t h e  r e c e i p t  of l e t t e r s  and r e p o r t s  if no immediate a c t i o n  i s  
poss ib l e .  Th is  a p p l i e s  t o  t h e  annual r e p o r t s  as w e l l ,  s i n c e  t h e  
i n s t i t u t i o n s  have i n d i c a t e d  t h a t  t h e y  would a p p r e c i a t e  r e a c t i o n  and feedback 
from A I D  which w i l l  h e l p  gu ide  them i n  t h e  f u t u r e .  

o A  va luab le  resource  o f  t e c h n i c a l  i n f o r m a t i o n  i n  t h e  f o rm  o f  books, 
occas iona l  papers, j o u r n a l s ,  r e p o r t s ,  etc. ,  has been accumulated i n  t h e  f o u r  
h e a l t h  i n s t i t u t i o n s  th rough t h e  122(d) fund ing .  A I D  should e x p l o r e  w i t h  
these  i n s t i t u t i o n s  a  means f o r  e f f e c t i n g  an exchange o f  such i n f o r m a t i o n  and 
should a l s o  determine whether A ID 'S  r e f e r e n c e  s e r v i c e  c o u l d  a v a i l  i t s e l f  o f  
t h i s  resource, through r e c e i p t  o f  b i b 1  i o g r a p h i c  summaries, a b s t r a c t s ,  o r  
o t h e r  b i b l i o g r a p h i c  l i s t i n g s  f r om each o f  t h e  i n s t i t u t i o n s .  

o The f o u r  h e a l t h  i n s t i t u t i o n s  should con t i nue  t o  e x p l o r e  t h e  f e a s i b i l i t y  o f  
f o rm ing  a  consor t ium t o  poo l  t h e i r  human and m a t e r i a l  resources  more 

- 

e f f e c t i v e l y .  Each has un ique b u t  incomplete resources  and complementary 
overseas exper iences which would make them v e r y  c o m p e t i t i v e  w i t h  o t h e r  
s i m i l a r  t e c h n i c a l  resources  shou ld  t h e y  poo l  t h e i r  c a p a b i l i t i e s .  

If a  formal consor t ium i s  n o t  a t t r a c t i v e  t o  a l l ,  t h e r e  would s t i l l  be 
b e n e f i t s  acc ru ing  shou ld  a1 1  i n s t i t u t i o n s  s y s t e m a t i c a l l y  share i n f o r m a t i o n  
among themselves on a v a i l a b l e  f a c u l t y  and c o n s u l t a n t  e x p e r t i s e ,  t e c h n i c a l  
i n f o rma t i on ,  resources  a t  each i n s t i t u t i o n ,  r e s u l t s  o f  f i e l d  t r i p s ,  
deve lop ing  c o u n t r y  h e a l t h  data,  e t c .  

o Each 122(d) g r a n t  agreement c o n t a i n s  a  program focus  f o r  each i n s t i t u t i o n .  
T h i s  i s  commendable. AID should con t i nue  t o  i n c o r p o r a t e  t h i s  p o l i c y  i n t o  
f u t u r e  122(d)  g r a n t  n e g o t i a t i o n s ,  w i t h  t h e  r e c o g n i t i o n  t h a t  t h e  i n s t i t u t i o n s  
i n v o l v e d  i n  t h i s  program a r e  r e l a t i v e l y  sma l l  and cannot be expected t o  
exce l  i n  a l l  areas o f  p u b l i c  h e a l t h .  

o AID shou ld  make a  d e l i b e r a t e  e f f o r t  t o  employ t h e  t e c h n i c a l  e x p e r t i s e  
a l r e a d y  a v a i l a b l e  i n  these  i n s t i t u t i o n s  i n  o r d e r  t o  i nc rease  t h e i r  exposure 
t o  overseas h e a l t h  programs, by  r e c r u i t i n g  as i n d i v i d u a l  members o f  a  h e a l t h  
s e c t o r  assessment, p r o j e c t  des ign  o r  e v a l u a t i o n  team, f a c u l t y  who a r e  
p a r t i c i p a t i n g  i n  t h e  i n t e r n a t i o n a l  h e a l t h  programs a t  these  i n s t i t u t i o n s .  
AID, when ap rop r i a te ,  may a l s o  wish t o  r eques t  t h a t  an i n s t i t u t i o n  p r o v i d e  
an e n t i r e  team f o r  such an assignment. AID shou ld  a l s o  encoura e  t h e  use o f  
t h e  s a b b a t i c a l  as a  t i m e  when f a c u l t y  o f  these  i n s t i t u t i o n s  cou d  g a i n  an 
overseas exper ience. 
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o A I D  should cons ide r  ways o f  a s s i s t i n g  t h e  g ran tee  i n s t i t u t i o n s  t o  dea l  w i t h  
t h e  problems caused by  l eade rsh ip  changes i n  t h e i r  122(d)  programs. One 
avenue t h a t  m igh t  be exp lo red  i s  t h e  development o f  f u t u r e  leaders  by means 
o f  an i n t e r n s h i p  program f o r  f a c u l t y  and s tuden ts  o f  those  i n s t i t u t i o n s ,  
e i t h e r  a t  AID/Washington o r  overseas. Another approach t h a t  may war ran t  
c o n s i d e r a t i o n  would be a  p o l i c y  by  t h e  g ran tees  o f  o b t a i n i n g  f o rma l  
commitments f o r  f i x e d  p e r i o d s  o f  s e r v i c e  f rom f u t u r e  program d i r e c t o r s .  

o Because e s t a b l i s h i n g  separa te  graduate degree programs i n  i n t e r n a t i o n a l  
h e a l t h  may be a  c o s t l y  and s low process, and d u p l i c a t i v e  o f  e x i s t i n g  e f f o r t s  
w i t h i n  U.S. p u b l i c  h e a l t h  school,  t h e  f o u r  i n s t i t u t i o n s  shou ld  e x p l o r e  
a l t e r n a t i v e  uses o f  t h e i r  t r a i n i n g  p o t e n t i a l .  I n  many cases, t h e i r  energ ies  



may better be devoted to developing curricula for in-country training 
targetted to primary health care activities or to providing short-term 
training in combination with study tours in the U.S. of health officials 
from developing countries, as some institutions are already doing, There 
are benefits from providing selected international non-degree courses or 
adding international health modules to existing courses, so as to complement 
the professional specialties of already trained personnel. These are 
effective but less costly ways of "internationalizing" public health 
training. 

o At several institutions, there has been difficulty in assuring the 
continuation of the international health course(s), into which much thought 
and resources have gone. This is due to the internal problems of the 
academic department which presented the course in the past or because the 
international health project is not located within an academic unit. It is 
recommended that some bureaucratic solution be arrived at as soon as 
possible so as not to lose the efforts thus far devoted to this significant 
course. Until this problem is solved, the international health staff should 
use the international health forum series as a means of developing and 
testing new curriculum so as not to lose valuable materials which have been 
developed under the grant. 

0 The applicability to the grants of AID Handbook 13, Chapter 1, paragraph IU 
should be clarified. In discussing grantee's procurement system, paragraph 
13(e) (2) of the Standard Provisions appends a parenthetical reference to the 
cited regulation, but does not explicitly state whether the requirements of 
the Handbook so specified are to be followed by the grantee. 

None of the four institutions visited had ever received a copy of the cited 
regulation, nor indicated any familiarity with it. The unavailability of 
this regulation was at least partially responsible for Drew's negotiation 
without competition of a $40,000 contract with a consultant firn owned by a 
former Drew Dean, who subsequently returned to Drew as its President and 
Dean. 

o The authorization in the grant agreement with Drew to reimburse that 
university for indirect costs amounting to $112,268, as included in the 
illustrative budget appended to the grant agreement, should be reviewed and 
clarified. 

o AID should audit as soon as possible the more than $3 mi7 lion in 
documentation held by the four institutions under review, which support the 
disbursements by AID of grant funds to date. The need for such an 
examination is particularly indicated at Meharry, in the face of adverse 
findings on t-leharry's procedures in a series of audits conducted by the 
inspector Generai o f  X U ,  by >1eharry1s firn of c~rtff ied gublic xcountants, 
and by the Coiiege's internal auditors. 

o The requirements respectfng :he Special 3a2k Accgunt, in Paragraph C of the 
Payments Provisions to the grant agreements should be clarified. Because 
Howard and Tuskegee interpret this regulation as requiring that all 
disbursements be channeled directly into the Special Bank Account, and 
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because such a procedure would be incompatible with their computerized 
accounting systems, those institutions have elected not to receive an 
advance of funds from AID, and to operate with their own funds with 
subsequent reimbursement from AID. 

Meharry, on the other hand, has received an AID advance of funds, and 
directly charges its Special Bank Account with all grant expenditures except 
payroll. For the sake of compatibility with its computerized payroll 
system, it is necessary for Meharry to charge its payroll checks indirectly 
to the Special Bank Account, after first going through its regular bank 
account. 

Finally, Drew, also with an advance from AID, charges all grant expenditures 
directly to its regular bank accounts, obtaining monthly reimbursement from 
its Special Bank Account. Drew believes that this procedure enables it to 
"ascertain the balance of the advance account at any time." Thus, Drew 
believes that its disbursement procedures are also in accordance with the 
applicable provisions of the grant agreement. 

m The geographic source requirements as set forth in the Standard Provisions 
to the grant agreements appear inconsistent with those contained in Handbook 
13, Chapter 1, Paragraph IU, despite the fact that the latter regulation 
seems to be included by reference in the grant agreements. According to the 
Standard Provisions to the grant agreements, the grantee is faced with an 
order of preference in determining whether to purchase from the United 
States, selected free world countries, the cooperating country, or special 
free world countries. However, the grantee is allowed to make his own 
decision, which must be properly documented. On the other hand, the above 
cited Handbook reference requires the issuance by AID/Washin ton of formal 
geographic source waivers. This apparent contradict ion shou 9 d be clarified. 

Note: The Africa Evaluation Guidelines were reviewed by the Evaluation Team. 
The questions for the most part were not found to be applicable to this 
project as they are more appropriately concerned with discrete in-country 
development projects. 

The first question, "What constraint did this project attempt to relieve?", 
is applicable to the Health Institutions evaluation in the sense that 
improved technical assistance and training for health programs should lead 
to more effective health service delivery. The extent to which such 
technical assistance and training are not available implies a constraint 
on improvements in health services. 

The second question, "What technology did the project promote to relieve 
this constraint?", may be answered in a general way. New methods of 
planning and managing health programs may be considered the "technology" 
of this project. The problem here is that the grants will hopefully briqg 
to bear upon developing countries such a great range of knowledge about 
modern ways of designing and implementing health services that neither a 
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single technology nor a small group of technologies will be identifiable 
in this project. Rather, the rants will stimulate the application of a 
broad spectrum of health plann 9 ng and management techniques across many 
substantive areas including maternal and child health, family planning, 
nutrition, primary health care, etc. 

The balance of the questions in the guidelines are simply not applicable 
to the 122(d) grant mechanism. Therefore we refer the reader to the 
discussion and recommendat ions. 
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