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Summary. The field of action of a system of veterinary attention is defined as a set of public and private
institutions that produce activities organized to act over the profile of the health of agricultural animals and
public health. The change in the role of the state observed in Latin America and the Caribbean facilitated
the patterns of social participation. It has contributed to strengthen the process of decentralization and the
configuration of veterinary attention systems at the local level, as an alternative to face, more efficiently, the
activities for the control and eradication of animal diseases. The systems influence the modification of
traditional schemes of the official services. This is a process in which a substantial part of its success depends
on a decentralization (transfer of power and resources, without rupture of communication and mutual
influence) since it renders viable the reinforcement of the local levels, mainly providing maneuvering
capacity in technical-administrative aspects at the field level.

The veterinary services in South America,
Central America and the Caribbean appeared as a
product of the sectorial needs and, in many cases,
due to the demands of the most important nations
in the world as far as international trade is con-
cerned. Starting from the implementation of dif-
ferent health campaigns they were legitimized and
obtained significant results in the prevention, con-
trol, and also, in the eradication of several dis-
eases.

Today, veterinary services are respon-
sible for impelling the sectorial policies and ex-
ecuting a significant part of the actions and ser-
vices derived from these policies. They are formed
by technical administrative units that areincharge
of producing and distributing animal health ac-
tions over the livestock population throughout the
geographical range of each country.

Their field of action is integrated to a
system of veterinary attention, meant as a set of
public and private institutions that produce orga-
nized activities to act over the profile of the hcalth
of agricultural animals and public health. These
institutions (manpower, equipment, machinery,

physical elements, and procedures), when they are
official, are located preferrably in the agriculture
sector.

In the past years, the stimulus for the
configuration of these systems of attention is the
relevance obtained, operating at the local level with
a high social participation, as an alternative to face
the activities for the control and eradication of
animal diseases, with better results.

In this task, the initiative taken by produc-
ers through their organizations in several countries
has been of decisive importance. Likewise, the
actions generated by this approach promote changes
from the viewpoint of the organization, finances,
and the development of mechanisms of health
assistance (vaccination, control of foci, and the
transit of animals) and of information and epide-
miological surveillance systems. The bases of vet-
erinary attention at the local level, the new demands
for information and epidemiological systems, and
some of the consequences derived from their appli-
cation are pointed out in this document.
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VETERINARY ATTENTION

The veterinary attention is responsible for
materializing the specific policies through the ex-
ecution of organized actions and services in accor-
dance with the features and global strategies de-
signed in each country, and in the context of its
physical and social ecosystems.

Veterinary attention is a social response
that has several potentialities for producing animal
healthactions. Toevery veterinary assistance model
corresponds distinct results regarding its produc-
tion of specific services, which are evaluated ac-
cording to: :

a) the adequacy in the rendering of ser-
vices to distinct animal populations that - express
different health profiles.

b) the directional efficacy of its opera-
tions and actions to face the problems of health and
livestock production, specific for each animal popu-
lation.

¢) the socio-economic efficiency in the
production of animal health services, measured
through the utilization of available resources.

d) the participative modality of the soci-
ety, in the relationship between the production of
services and the real health needs of the human and
livestock populations.

e) the adaptation to the national and
specific objectives of public health.

The veterinary attention articulates an in-
stitutional structure with an accumulated ability of
production of services; a technology for the produc-
tion of specific actions; a set of programs; a type of
relationship between the provisioning of animal
health actions and the part of the livestock sector
waited on, with the agencies that operate in animal
health and other actors involved; a set of rules that
establish the mechanisms of financing, of forma-
tion and utilization of human resources and the
rendering of services; a political criterion of direc-
tion; and a certain adaptability in relation to situ-
ational changes.

The role, hierarchy, and relationship of
these components in the configuration of a system
of health attention of animals as a whole, allow the
characterization of the different assistance models.
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These are ways of organization of the different
entities which provide attention, in a cattle space.
Most countries have a system of veterinary
attention directed to animal health, diversified in
three sectors: the official veterinary service, veteri-
nary services of cooperatives, associations or inte-
grated agencies production, and private attention.
Theinterrelationships between these forms
of veterinary attention vary according to the coun-
try. Frequently, there are no formal mechanisms
that orient the relationship between these various
sectors, and they act under scarce coordination.

The restrictions regarding the expenses of
the official services for veterinary attention are a
challenge to their operation and management. The
systematics of work of the veterinary services force
development of their actions by analyzing the pos-
sibilities for intersectorial actions with other areas
of cattle development, livestock credit, education,
universities, technical-scientific institutions, agri-
culture and health, among others, which facilitate
the mechanisms of control over the animal diseases.

The current political definitions to elimi-
nate some animal diseases, as part of the develop-
ment process, are accompanied by greater demands
from the systems of veterinary attention. This as-
sumes that the new requirements for change do not
refer exclusively to quantitative changes in terms of
resources, but also to qualitative changes in the way
of operating and organizing the veterinary attention
systems.

Several experiences of the countries of this
region confirm the usefulness of strengthening the
technical administrative infrastructure of the local
levels.

VETERINARY ATTENTION AT THE
LOCAL LEVEL

The structural adjustments of the Latin
American economies and the consequent reduction
of public expenditures, have started to be compen-
sated with the direct participation by the private
sector in the collection and administration of the
resources (6). Such participationis observed through
the different organizational forms assumed by the
models of shared management in veterinary assis-
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tance and productive service units in the field.
Starting from these structures, actions intended to
gain impacts with efficacy and efficiency are imple-
mented.

In the case of the animal population, the
impact is related to the measurement of epidemio-
logical and productive indicators that express the
animal health conditions. Closely related are a
series of elements pertaining to the field of organiz-
ingservice networks for veterinary assistance. Their
analysis is of great importance in the configuration
of local attention units. This configuration enables
the development of a capacity for a greater aid
response and a better power to resolve the real
problems of a local space, based on the epidemio-
logical method.

The actions of veterinary attention orga-
nized systematically at the local level, resolve the
priority problems of the human and/or animal
population present in this local space. They provide
an answer to the priority needs of the human groups
and their animal populations.

Achieving a capacity for programming,
management, and operation does not depend only
on the operational capacity of the unit. The weight
that the decentralization “climate” has in each
country is fundamental among other things, be-
cause a proportion of the possibilities of counting on
its own resources originating from the central level,
that would serve as complement of those coming
from the local community, depends largely on it.

This mode of organization rests upon cer-
tain general principles which are highlighted, as
follows (1, 3, 4, 5):

a) The administrative decentralization
and microregionalization, seen as strengthening
and conditioning elements of the development of
these local attention units, permit the decision-
making process and the administrative manage-
ment of events to be accomplished at the level in
which the problems occur and in which the appli-
cation of solutions should be more effective. This
process has a tendency to become generalized in the
management of services in all sectors.

It grants a larger capacity for decision in
the local sphere and permits an adequate program-
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ming anda better compatibility between the policies
and the needs, at a more managcable level.

A very important aspect tobe considered is
the way the links with the central level are estab-
lished so that the administrative management does
not atomize the institution. An harmonious man-
agement is necessary between the local and the
central levels.

b) Social participation is another aspect
of great importance in terms of development of local
veterinary attention systems. It should be conceived
as a process of reciprocal responsibilities between
the human populations and the veterinary attention
services. The local power structure and the ways it
is manifested over the inhabitants of a local space,
directly affect the social participation and therefore,
the characteristics of the local modes of veterinary
attention.

Linked to the previous theme, the way the
distinct social actors operate within the local space
should be evaluated, as well as the conformation of
the stage for meetings and dialogues about a plan
or program of veterinary attention. The actors, their
powers, conflicts and possible alliances and the
adequate mechanisms at every local stage, are
decisive aspects for the real viability of the pro-
grams at this level.

¢) The development and intersectorial
relationships are of great importance in the configu-
ration of local modes of veterinary attention. The
relationship among the sectors of health, agricul-
ture, and education, (including universities), com-
merce, specific industries, political levels and oth-
ers are basic to establish, in a solid and effective
way, an integrated action that may be expressed
through a largeractivity in the changes of the health
conditions of the human population and the produc-
tivity of the animal population.

d) Strengthening the financial and ad-
ministrative capacity at the local level. The achieve-
ment of the goal of complete coverage of veterinary
attention at the local level, with maximuin effec-
tiveness and efficiency, in the social, economic, and
political context of that environment, depends mainly
on the operating capacity and thercfore, on the
capacity of programming and managing the activi-
ties of veterinary attention.
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In this context of administration at the

local level, management is understood as the pro-
cess through which a “cooperative group of per-
sons” guide its actions to reach common objectives
for solving determined problems or needsin animal
health, applying the available resources in the best
possible way. It is a process of information-deci-
sion-action through which the livestock problems
that need solution are identified, guidelines for
action are established, and measures to obtain re-
sults are applied in accordance with the adopted
guidelines.
’ Management tasks at the local level have
three areas: The planning corresponds to the deci-
sion-making, process to establish future courses of
action. It means to decide in advance on what to do,
how to do it, when to do it, and who should do it.

The execution is a process though which
the management has to accomplish the decisions
taken. It includes the activitics of organization,
management, communication and management of
resources. The control corresponds to the monitor-
ing, evaluation, and corrective intervention of ac-
tivities and directions to reach what is expected or
planned.

_ It is necessary to change the traditional
ways of generating, distributing, and evaluating the
financial resources in terms that they meet the real
needs, at the local level, of the livestock sectors in
accordance with specific risks as well as of the
programs of national interest, and that they are
applied with more flexibility and efficiency. In this
field, the experiences obtained are significant, par-
ticularly in Argentina and Colombia, in terms of
mobilizing private financial resources in foot-and-
mouth disease programs.:This process of usage of
alternative resources of local financing and its local
community administration has generalized a greater
effectiveness of health actions.

' ¢) Aderivationof these topics isthe need
to incorporate the strategic-situational thought and
other procedures for local planning at the level of
velerinary attention. (2)

This conception presupposes an essen-
tially different relation vis-a-vis the normative plan-
ning, in that the one who plans is part of the planned
reality, a reality that includes other social actors that
react in different ways, planning, on a more or less
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systematic basis, responses to the plans coming
from the government or from any other sector, in
accordance with their interests.

This way of conceiving the starting point
of planning modifies the idea of the planner who
manipulates reality in accordance with the elabo-
rated diagnosis and the designed objectives, facing
economic agents that react with predictable and
rational behavior. The situational conception of
planning deals with social actors whose reactions
arc not absolutely predictable and therefore, in
which some events can be forecasted only occasion-
ally, since the usual is to face quasi-structured
processes.

In short, veterinary attention at the local
level promotes the intersectorial levels, the integra-
tion of other sectors, the active participation of
several sectors of the livestock segment (producers,
private veterinary services, etc.), mobilizing avail-
able resources in the community, with the purpose
that the activities specific of the veterinary attention
have continuity, effectiveness, and efficiency.

MANAGEMENT ASPECTS OF
VETERINARY ATTENTION AT THE
LOCAL LEVEL

Social participation constitutes the main
element of success in the campaigns for control and
eradication. The plans at the local level generate
new needs that arise from the management of
resources coming from the public and private sec-
tors. A matter of great interest is the search of
procedures that in a fast and effective way, improve
the management of veterinary attention. Frequently,
these conditions are obtained through its better
usage and systematizing what exists and what is
being made.

These procedures imply making defini-
tions concerning the maximization of the effective-
ness or efficacy of veterinary attention, or the
minimization of the operating costs (efficiency) by
means of progressive modifications of the services
intended to improve the technical efficiency and the
use of resources. Other applications of these tech-
niques of rationalization in decision-making may
refer to the ficlds of management of personnel,



vaccination, transport and storage of vaccines, cold
chains and others.

Among the resources, the most outstand-
ing aspect is the one related to human resources.
The beginning of new integrated mechanisms of
health-agriculture and the organization of local
modes of veterinary attention at the local level
require adaptation of the current ways of training
and qualification of professionals, technicians, and
assistants. These proposals compel the creation of
the necessary conditions to develop a process of
teaching animal health in a training scheme which
is in contact with reality, in the field, transforming
their own local units of veterinary attention into
educational units. This education involves the con-
tinuous training of all service staff, including the
users and the local community as a whole.

Regarding financial resources, costs should
be linked to the magnitude and quality of production
of services. Techniques for control of unit costs
should be applied by the type of services. In addi-
tion, as the private sector assumes administrative
responsibilities for local management, financing
alternatives should be reviewed in terms of expected
results.

The existence of an information system for
planning and management in animal health to
answer these problems, is related to the character-
istics of the decision-making process for accom-
plishing activities inherent to these processes. The
logical sequence in these is the following: determi-
nation of the variables of results observed and of the
goals expected for each one; measurement of re-
sults; comparison of the results with the goals; if
there have been significant discrepancies (prob-
lem)between them, determine the causative factors
(why); feed-back this information to the decision-
maker; decision about the discrepancies; corrective
action.

The vaccinations, the control of transit,
and the control of foci, are three fields in which the
local units of veterinary attention require an infor-
mation system that contemplates the consecutive
stages which these activities go through. Following
is the description of several basic elements to be
considered in the substantial activities at the local
level:
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Vaccination

The program of the vaccination activities
includes the delimitation of the geographical space
in which the vaccination will be implemented. It
should define the number, code, and location of the
establishments involved. The data is presented by
code ina cross-section map of the working area. For
each establishment, there will be an updated size
and structure of the herd and the existing infrastruc-
ture. There will be evaluation of the accessibility
and the routes and vaccination schedules will be
designed in terms of the variables of time and cost.

Regarding the availability of vaccines, it
should define the demands for their supply in a
timely manner. It should organize a safe cold chain.
Likewise, the profile of staff hired for the operations
will be established. The alternatives for purchase
and financing of biologicals, the adequate storage of
vaccines, the mechanisms for their delivery and
registration, the organization of the transport sys-
tem, the transport of vaccinators and inspectors, the
actions intended to obtain a wide participation of
the community and of local organizations, the
relationships with other local programs of the region
with the purpose of obtaining a greater consistency
in the campaign.

The execution presupposes the: need to
strengthen the participation of producers, starting
from the notification of dates in which each estab-
lishment will be visited, completion of the routes
and vaccination schedules for each team; the ad-
equate and timely delivery of vaccine to each team,
each day of vaccination; the achievement of daily
vaccination performances (head/vaccinator/day);
the indices of return to some properties for not being
ready for vaccination. The “inclusion” of “non-
registered” properties; monitoring the level of ac-
complishments of the commitments of several so-
cial sectors during the course of vaccination.

The evaluation of each stage of vaccina-
tion in a local unit implies: a quick elaboration and
simple analysis of the data; meeting of the Service
veterinarians with the local committtees with repre-
sentatives of the diverse community sectorsinvolved
(essentially livestock breeders) who have made
committments and assumed responsibilities in vacci-
nation; identification of problems, in the vaccination
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stage performance of indicators of efficiency and
efficacy; analysis of the role of each social sector
in vaccination; adjustments of the responsibilities
and in the operations for future stages.

Control of foci

The planning contemplates the following
steps: to characterize properties/quadrants with
risks of occurrence based on entrance of animals
from other regions and/or livestock auctions; low
coverage of suppliers, slaughterhouses and labora-
tories in the neighborhood and frequency of disease
occurence; to organize notification committees or
other providers of information in the lo- calities:
to organize rounds of official inspection or
monitoring of ocurrence.

The execution of the activities for control of
foci require the availability of equipment, material,
and transportation. Inmediately afier the notification
and registration, visits should be made to the affected
building and the corresponding complementary
visits. The affected area will be determined estab-
lishing the characteristics of the affected area and of
the perifocal area. In this area the following should
be put into effect: collection of samples,
desinfections, interdictions that might be necessary
the restriction in moving animals products and
subproducts,and the vaccination.

The evaluation includes: the timeliness of
visits and attention; efficacy level in measuring the
control of foci, internal morbidity rate, and exist-
ence of secondary foci; level of accomplishment of
the responsibilities of the several groups involved;
costs indicators and efficiency of foci control.

Transit control

The program isbased on the epidemiologi-
cal control of animal transit. It assumes that in the
breeding regions (exit of animals) an exit control
should be made, and in the areas of rearing and
fattening (entrance of animals), an entrance control
should be made.

For the exit control, it is necessary to
characterize the risk of propagation of the disease by
property or quadrant of the grid map, according to:
previous occurrence of the disease in the property,
through its effects on the buyers; antecedents of
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previous vaccinations; the establish communica-
tion channels with the veterinary units of the cattle-
receiving areas,

For the entry control, it is necessary 10
characterize the risk of propagation of disease
through establishments or quadrants of the grid
map, according to: vaccination history; origin of in
coming animals; proximity to properties with cattle
supplies, laboratories, and slaughterhouses;
iinformation received on the origin of animals upon
arrival; establishment of various measures, such
as inspection at the origin or destination, according
to antecedents; establishment of the routes of transit
flow: identification of the places of auctions, fairs,
expositions, and slaughterhouses: elaboration of
control schemes of movement of animals; and
establishment of the responsibilities of the several
community sectors.

The execution consists of: developing mea-
sures for health inspection of vaccination establish-
ments, whenever exit or entrance controls require;
toinspect auctions, fairs and places of cattle concen-
tration; carrying out control of highways and flows
of cattle courses; activating the mechanisms for
horizontal communication; activating local com-
mittees of collaboration in the control of transit of
animals.

The evaluation supposes: level of effi-
ciency in the control of the movement of animals
(number of secondary foci or movements at a dis-
tance); degree of accomplishment of horizontal
communications; degree of monitoring situations
of significant risk (origin or destination); level of
attainment in commitments made by community
groups; level of knowledge of the movement of
animals.

Insofar as the decisive levels are clearly
assigned to the administrative instances of the veteri-
nary attention service, it is possible to recognize the
information needs in a specific way, enabling an
availability of proper information. The information is
only. valid as a source or product of the action. A
mistake cannot be made in considering the informa-
tion more valuable than the action. The information
process ( compilation, processing, and analysis) is
not an end in itself, in the field of veterinary
attention,



CONCLUSIONS

The strenghtening of the veterinary atten-
tion at the local level is conceived as the attainment
of a basic organization to produce animal health
services in a determined geographic-populational
cattle raising space.

Veterinary care should enable the articula-
tion of all existing resources, whether sectorial or
extrasectorial, in a geographic locality for its better
utilization and its adequacy to the needs of the animal
population, defined in terms of risk. It should assume
responsibility for attention of cattle herds through
the demands of producers, stimulating the partici-
pation of the livestock raising community, and
establishing a mutual relationship of responsibili-
ties among the different participating social seg-
ments in the solving of animal health problems.
Local management should incorporate to its action
the analysis of:

a) The interpretation by of the different
social agents of the problems of public health and
animal health in the social, economic, cultural and
political context of the given setting.

b) Patterns of veterinary intervention to
modify the reality in terms of public health and
animal health, in accordance with the needs of the
communities.

¢) Formulation of an environment fa-
vorable to creativity and innovative ideas in the
methods of veterinary attention which provide sat-
isfactory answers to existing problems.

d) Development of an information and
epidemiological surveillance system that incorpo-
rates new users into decision-making.

The local levels of the animal health ser-
vices are not autonomous entities from the view-
point of management and assistance. On the con-
trary, they depend on the higher hierarchical levels,
and they are spaces for meetings between the ser-
vices and the users. In order to advance towards
better results, it is necessary to decentralize (trans-
fer of power and resources, without rupture of
communication and mutual influence). This ren-
ders viable the reinforcement of the local levels,
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especially providing them with a maneuvering ca-
pacity at the field level, in technical-administrative

aspects. ~
Attempts are made to obtain a greater and
better capacity of response to the changing and
specific requirements of a livestock population that
presents similar epidemiological problems while at
the same time, facilitates the interaction of the
livestock community with the veterinary services,
in the tasks of animal health.
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