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I.   List of Programs

Interplast is the first international humanitarian organization to provide free reconstructive surgery for children with clefts, disabling burns and hand injuries.  Over the past 38 years, Interplast has provided approximately 68,000 life-changing surgeries for those who have no other access to care.  

Children with cleft lips and palates frequently become malnourished because of difficulties with eating and nursing, and are often ostracized from society due to their appearance.  Cleft palates create profound speech impediments, relegating children with such a condition to silence and isolation. Children with massive burns can have trouble using their arms or moving their heads; and children with injuries or birth defects of the hands or eye area can face a lifetime of unemployment.  Sadly, these patients are often steeped in extreme poverty, lacking access to the few trained plastic surgeons or medical facilities in their own regions. Interplast gives these children the opportunity to lead normal, productive, economically self-sufficient lives. 
Interplast's typical entry point into new locations takes the form of two-week surgical team trips by skilled U.S. medical volunteers who provide direct surgical services to the patient population and medical education to local medical professionals.  Through such trips, Interplast cultivates contacts and identifies potential new medical trainees at our program sites and helps existing doctors on the ground with their backlog of cases.  

Week-long visiting educator workshops often follow, led by expert Interplast volunteers to improve the skill levels of surgeons and other health care professionals in the developing world.  These formal seminars on topics like pediatric anesthesia, nursing, emergency burn care, and hand surgery provide hands-on training for doctors and nurses helping the poor in their own communities.  This educational component is the springboard for achieving Interplast's ultimate goal, which is local medical empowerment and local medical self-sufficiency.  
Eventually, Interplast hopes to operate year-round surgical outreach centers at every one of our 30 program sites, helping thousands of children with disabling burns and other deformities through the healing hands of doctors in their own communities.  Interplast already supports 12 such outreach centers in Africa, Asia and Latin America. 
This application will focus on Interplast’s surgical team trips as the featured program. This program is very well-established and has been documented and evaluated thoroughly over the years.
II.   Program Activities and Budget for Featured Program
Visits by reconstructive surgery teams are the historical model used by Interplast to bring surgery to people in need around the world.  In keeping with our mission of local empowerment, each of these trips has a planned educational component, including lectures and hands-on training for local doctors, surgical residents, and nurses.  We expect to send 15 such trips this year to countries all over the world, including Bangladesh, Bolivia, China, Ecuador, India, Peru and Vietnam, as well as our new sites in Africa – Bamako, Mali and Addis Ababa, Ethiopia.  Interplast teams will be reaching some of the poorest children in the world – children who do not have access to this type of medical care. 
Each medical team is comprised of an average of 12 to 15 volunteers, including surgeons, anesthesiologists, pediatricians, operating room and recovery room nurses, speech and physical therapists if necessary, translators, and a trip coordinator.  Our teams are staffed leanly, to allow more room for the education of local medical professionals through participation with American surgical teams, and to avoid burdening the local hospitals.  An average of 60 to 80 children with birth defects or injuries will receive free reconstructive surgery through one Interplast surgical team trip. The trips serve all who ask to be served, as long as the deformity or injury is operable, the patient is healthy enough to undergo surgery, and team has enough time to fit the patient into the schedule.
Each trip is outfitted with three-quarters of a ton of medical supplies and equipment, since our program sites often do not have such items for large volumes of free surgeries.  Our medical supplies budget includes:  1) personnel to pack for trips and maintain inventory; 2) purchasing new capital equipment that is portable, durable, and enhances safety; and 3) restocking reusable and disposable surgical supplies, medicines, and anesthesia.  

The actual cost of a surgical team trip is approximately $65,000 to $75,000.  This cost estimate is the result of two years of program evaluation by our executive management team, overseen by our Board of Directors and Development Committee. Interplast’s team trips, and their respected budgets, now reflect a concerted investment in the education and capacity building of local medical staff that is focus of all of Interplast’s other programs.  For example, each trip now includes two translators to assist in the operating room for hands-on training and at classroom lectures, instead of only one.  
It is important to note that Interplast’s recent expansion into China and Africa has raised the average budget for all trips.  Team trips to China and Africa are significantly more expensive than trips to other locations due to higher travel costs, fixed hospital payments at higher rates, and increased shipping charges for medical supplies and equipment.  We have also included a small portion of the president and CEO’s time into our calculation of each trip’s actual cost in order to reflect her participation in strategic planning about the role of surgical team trips in the organization’s overall program, and her involvement in some aspects of day-to-day management of the trips such as volunteer staffing and recruitment.  The budget detail below reflects the cost of one surgical team trip to a site in Africa.
FY 2008 Budget for one Interplast Surgical Team Trip to Africa
	Item
	Description
	Budget 

	Lodging
	Shared rooms (volunteers pay most of their own meal costs).  
	$4,369

	Hospital costs
	Purchasing supplies locally; payment to local hospital for use of operating room, etc.
	$598

	Shipping
	Of ¾ of a ton of medical supplies.
	$2,945

	Travel
	Medical volunteer travel (r/t coach); in-country travel by bus/train; visas and other documentation.
	$22,367

	Miscellaneous (travel-related)
	Customs payments; some food and supplies.
	$1,411

	Insurance
	For medical volunteers.
	$1,634

	Medical supplies and  equipment
	Purchase of surgical, anesthesia and  PACU supplies, equipment and pharmaceuticals.
	$7,173

	Trip secretary supplies
	Supplies for screening patients and recording surgical procedures and tracking expenses.
	$227

	Miscellaneous office
	Labels, folders, dues and subscriptions, staff training seminars, etc.
	$46

	Information technology
	Includes computer consulting and maintenance.
	$327

	Occupancy costs
	Allocated portion of telephone, postage, equipment, office supplies, occupancy, utilities, and janitorial.
	$1,827

	Personnel
	Program expenses to plan and execute surgical team trips, including making travel arrangements, setting educational curriculum, handling customs issues, shipping medical supplies, etc.  (Allocated portions of salary and benefits of president and CEO, chief medical officer, director of international services, and other relevant staff.)
	$26,374

	Communications
	Allocated portion of communications and public education - for production of annual report, medical policies handbooks, education materials, etc.
	$5,777

	TOTAL
	Approximate
	$75,075


III.   Monitoring and Evaluation of Featured Program
Interplast prizes evaluation in all of its medical services and education programs in order to understand the impact of our work and improve at every step.  After each surgical trip, all team members are required to complete detailed trip reports about the patients screened and treated, supplies used, logistics, etc.  These reports are reviewed by management staff and six medical specialty committees, including a Quality Improvement Committee, which meet quarterly to establish rules and policies. These committees report to the Board of Directors.  

Interplast also uses technology to provide monitoring and quality assurance.  Doctors on surgical trips upload case information onto donated Palm Zire handheld computers as a part of Interplast’s Patient Care Improvement Project.  We expect that this data from all of our trips and remote sites can be used to generate reports that measure our impact over the years.  These tools will also help further general research into clefts and burns
In addition to these mechanisms for measuring our success, Interplast’s executive management team conducts in-person site visits of our programs throughout the year.  Site evaluations sometimes lead to difficult decisions.  Over the past two years, key Interplast volunteers and management visited two long-time Interplast sites in Peru and Honduras, and determined that Interplast’s services were no longer consistent with our strategic plan in those locations (although programs in other areas of Peru remain).  Before exiting from a program site, Interplast ensures that reconstructive surgical services are available through other nonprofits – either from the United States or locally – and determines that long-term educational programs for plastic surgeons would not be viable, as conducted by Interplast. While this is always a hard choice to make, it does mean that Interplast’s resources are made available to pursue other opportunities – for instance, the recent expansion into Africa.

In addition to anecdotal evidence that Interplast is sometimes able to collect through long-term follow up on patients, there are also studies beginning to come out about the economic benefit of providing surgical services which eliminate or diminish a disability, such as the surgeries that Interplast provides. The World Health organization recognizes as a measure of public health the Disability-Adjusted Life Year (DALY). The DALY is a health gap measure that extends the concept of potential years of life lost due to being in states of poor health or disability. Using the DALY measure, Interplast can theoretically calculate the amount of economic burden caused by the disabilities we repair, and hence can come up with a figure estimating the dollar benefit our services bring to Interplast’s patients as well as, indirectly, their families and communities. Interplast’s Chief Medical officer, Scott Corlew, M.D., M.Ph., is currently finalizing a paper for publication on this topic, specific to the economic benefit of cleft lip and palate repair in developing countries which we would be happy to share with you when it is complete. 
