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Executive Summary
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Mercy Ships is a global charity which serves the poorest of the poor in the developing world. Mercy Ships deploys hospital ships to host nations to serve the dire needs of the local population as part of a regional program strategy to address the need for sustainable health care access. Mercy Ships provides curative surgical interventions and community-based preventative health strategies, working with health authorities to build capacity and provide sustainable development of local medical personnel and facilities. Collaborating with qualified local and international partners, Mercy Ships projects provide practical and holistic support to developing nations striving to provide health care access for all. 

Since 1978, Mercy Ships has directly served 2.2 million people in the Caribbean Basin, Central America, the Pacific Islands and sub-Saharan Africa. As an international Non-Governmental Organization (NGO), Mercy Ships collaborates with local agencies to target the nations listed by the UN Human Development Index (UNHDI) 
 as some of the world’s poorest countries.

Thanks to generous support from donors including the Oak Foundation, Mercy Ships was able to commission the 498-foot, state-of-the-art Africa Mercy in May of 2007 to serve the continent of Africa—and in particular sub-Sahara West Africa. The hospital onboard the Africa Mercy was put into service later that year. The hospital, complete with six operating rooms, a 78-bed ward, laboratory, pharmacy, and accommodations for over 450 multi-national crew and personnel, has achieved record results since its deployment. Not only has the hospital been able to produce results, but the staff has been able to train more local medical personnel and provide construction services for medical facilities to build capacity for after the ship has sailed.

At the time of Africa Mercy refit, it was thought that the life of the Frich’s generators could be extended by adding Harbor generators to the ship. Unfortunately, this has not been the case as problems emerged with the Harbor generators and the Frich’s generators now need to be replaced. Strategically, by changing all of these generators with four more efficient generators at this time, the life-span of the new equipment will coincide with that of the onboard state-of-the-art hospital.  Substantial operational cost savings will also be gained through these replacements due to increased fuel efficiency of the new generators as well as the type of fuel they will use.

The Africa Mercy is expected to serve its target region for the next 30 years addressing fragmented health and infrastructure systems, lack of trained professionals, and inadequate resources preventing millions of children and adults from receiving life-saving treatments and vital medical services. 

The total funding required for the generator replacement project is US$6,289,484.

	Project Code:  AFMFG9

	Project Goal:   To maximize the life and impact of the Oak Foundation Hospital onboard the Africa Mercy by replacing aging ship generators so that the generator life will match the life of the hospital.

	Project Objectives: 

· To replace 30-year-old Frichs generators onboard the Africa Mercy with four new, more efficient and reliable generators for the purpose of:

· Reducing the noise in the operating rooms

· Decreasing fuel consumption

· Decreasing costs by 50% by using IFO-180 instead of marine diesel oil 

· To install fuel tanks to accommodate the heavier IFO-180 

· To upgrade the electronic engine control systems


	Total Project Duration:  September 2010 to February 2011

	Project Manager and Staff:

Jim Paterson

 SnrVP International Operations

jim.paterson@mercyships.org
903.939.7085
	Headquarters Contact Person: 

Grant MacLean

Director, Resource Development

grant.maclean@mercyships.org
903.939.7053



	Budget Summary:
Total Ship Generator Replacement Costs

 $   6,289,484 
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The Project at a Glance
Organizational Background 

Mercy Ships was founded in 1978 with a vision to use ships as mobile bases of operation to bring aid and assistance to the poor in the world’s most destitute nations. Based in Texas, with support offices in 14 nations, Mercy Ships reaches the world’s most remote regions and most disadvantaged people groups. In addition to immediate assistance offered through the specialized onboard surgeries, the focus includes long-term programs that promote sustainable change. Over the past 31 years, Mercy Ships programs have improved the quality of life of the poor in 53 developing countries. 
The former flagship vessel, Anastasis, was converted from a passenger vessel into a hospital ship in 1978. Healthcare and community development teams have performed thousands of surgeries and implemented programs increasing access to clean water and sanitation, basic education, income generation, and food production. In 2007, after over 28 years of service the 522-foot Anastasis was de-commissioned. In its proud service history, the Anastasis was a leading international medical center for treatment of diseases prevalent in the developing world including noma, vesicovaginal fistula (VVF) and life-threatening tumors. 

The 265-foot Caribbean Mercy was added to the fleet in 1994 and deployed in the Caribbean Basin and Central America. The Caribbean Mercy provided eye care services and cataract removal for more than 10 years. The fifty-plus year old ship was retired in 2006 as a result of its age and rising maintenance costs. 
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The 498 foot, 16,500-ton Africa Mercy is the newest ship in the fleet and was deployed to Liberia, West Africa in 2007 in its maiden service. With six surgical suites and a 78-bed hospital ward, the Africa Mercy has twice the surgical capacity of the Anastasis.

In 2008, Mercy Ships programs offered through the Africa Mercy, again serving in Liberia, reached record levels of numbers served.  This performance is being repeated in 2009 with record numbers of surgeries, new capacity building programs introduced and new training programs offered onboard.  The dream of launching this amazing floating hospital has become a reality!

Since inception in 1978, Mercy Ships has provided medical and humanitarian services valued at over $748 million and impacting more than 2.16 million people as direct beneficiaries.

Some of the more notable statistics include:

· Performed more than 35,822 surgeries such as cleft lip and palate, cataract removal, straightening of crossed eyes, orthopedic, and facial reconstruction.

· Treated more than 212,000 people in village medical clinics. Performed more than 194,081 dental treatments.

· Taught over 14,629 local health care and professional workers, who have in turn trained many others in primary health care.

· Taught 100,021 local people in primary health care.

· Trained local medical professionals in modern health care techniques.

· Delivered more than $60 million worth of medical equipment, hospital supplies, and medicines.
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Completed more than 900 community development projects including construction of schools, clinics, orphanages, water wells, and agriculture programs.

The field personnel onboard the ships are primarily volunteers, including doctors, nurses and community development technicians. Ship-based staff members do not receive a salary for their services but instead contribute monthly fees to cover room and board expenses. This significantly reduces the organization’s operational costs. More than 40 nationalities are represented by the crew. 

Mercy Ships also has well-established relationships with numerous business entities that offer gifts-in-kind support, dramatically offsetting program costs. For every dollar raised by Mercy Ships, two dollars are leveraged into goods and services. Corporate partners such as Johnson and Johnson and Alcon contribute donations of medicines and medical supplies, enabling the sponsor to contribute to the global community.

Needs Assessment

The acquisition of the Africa Mercy represented the culmination of a thorough process of project analysis and research into the best possible platform to utilize for the construction of a hospital ship. The vessel was owned and operated by the Danish Government as a passenger and rail ferry. The Africa Mercy’s original design as a roll-on/roll-off vessel displayed a key advantage to Mercy Ships due to the large open decks that had been used for rail and vehicle transport.  These decks presented a clean area in which installation of the hospital unit and program staff accommodations could be carried out. Ten years ago, the hull, engine room equipment, and navigational equipment were also in good condition. The basic ship construction and outfitting complied with current safety codes creating a clear advantage over older style ships. 

Retrofitting this former rail ferry into the world’s largest non-governmental hospital took careful planning and engineering. Due to the plans for the Africa Mercy to be in port in Western Africa for ten months of each year, harbor generators were installed during the retrofit to relieve the burden of the original ship generators. 

Although this has preserved the Frichs generators for a few additional years, the Harbor generators are expensive to run (especially in a rising fuel cost environment) and inadvertently created a structural sound problem that affected some of the operating rooms and subsequently, the number of surgeries that could be performed.  As a result they are only sparingly used. Consequently, the Frichs generators are being used more and have become increasingly difficult to maintain. Since the purchase of the ship, this equipment is now ten years older and although the hull and hospital is expected to have a service life of 30 years, the generators are at the replacement stage.

Goals and Objectives

Goal:  To maximize the life and impact of the Oak Foundation Hospital onboard the Africa Mercy by replacing aging ship generators so that the generator life better matches the expected life of the hospital.

Objectives:
· To replace the 30-year-old Frichs generators onboard the Africa Mercy with new, more efficient and reliable generators for the purpose of:

· Reducing the noise in the operating rooms

· Decreasing fuel consumption 

· Decreasing costs by 50% by using IFO-180 instead of marine diesel oil
· To install fuel tanks to accommodate the heavier IFO-180 

· To upgrade the electronic engine control systems
Project Description

The maritime crew onboard the Africa Mercy has done a great job in keeping the Frichs generations running for most of the current field service. Recently though, one of the generators had a notable failure on the electrical end which caused the machine to come off line under full load. Despite the extra maintenance being carried out, Mercy Ships engineers expect incidents like this to increase in frequency.

In order to minimize the risk of further power outages, which would result in greater stability for the hospital power supply, Mercy Ships proposes removing the Harbor generators and replacing the Frichs generators with larger, more powerful generators. The proposed solution is to install four generators, two of which would be sufficient to fully power the vessel, one which would be available for back-up and one which would be in maintenance mode.  These functions would rotate between the four generators on a planned schedule. The current four generators require three to be in operation at any time to power the hospital leaving no back-up if maintenance is being performed on the fourth. The proposed solution would also create easier access to space for maintenance (and easier maintenance in general), alleviate the structural sound issues, provide more reliable engines with decreased fuel consumption, and the ability to burn intermediate fuel oil (IFO-180) at a 50% reduction in price/metric ton compared to the marine diesel fuel now required.  At current prices, the more efficient generators and reduced cost of fuel would result in over $800,000 in savings per year. Existing “dry” tanks will be converted to ensure sufficient capacity for this new fuel type. 

To complement the more powerful and efficient generators, the 30-year-old main electronic engine control system also needs to be replaced.  Due to the age of the original system, parts and maintenance are becoming more difficult and a new system would allow Mercy Ships crew to safely command the ship and avoid damage to the vessel, other vessels, or the environment.  

The benefits of replacing the Frichs generators for the Africa Mercy, those she serves, and the original investment of the Oak Foundation are compelling. The proposed timeline to complete the retrofitting is from September 2010 to February 2011. 

The program portfolio of the Africa Mercy includes: 

1) Curative medical/surgical interventions

· Specialized Surgeries

· Obstetric fistula (vesicovaginal or VVF fistula)

· Cataract and specialized eye surgeries

· Noma, maxillo-facial, and cleft lip and palate

· Orthopedic and burn reconstruction

· Dental treatments

2) Preventative health strategies with local partners

· Community health and nutrition education 

· Well rehabilitation and construction and Latrine building and construction

· Training of local water and sanitation technicians

· Agricultural productivity and land-use projects

3) Health infrastructure and capacity building

· Education of health care professionals including surgeon fellowship programs and WHO’s Integrated Management of Childhood Illnesses (IMCI) programs 

· Health care facilities construction and/or renovation

· Biomed technician training and equipment repair

· Hospital administration training

Services offered by Mercy Ships are free of charge to all recipients and provided without regard for race, gender, or religion.

Reporting/Accountability

Mercy Ships International is registered as a charity in the United States with key support offices in the UK, Netherlands, Germany, Spain, Switzerland, Australia and Canada along with local offices in another seven nations. Mercy Ships complies with all auditing and tax laws of those countries. Mercy Ships is also a signatory to the International Red Cross Code of Conduct. 

Reporting and accountability is accomplished by Mercy Ships through a comprehensive annual report and external auditing. Customized individual reports are produced for donors such as foundations and corporations on an agreed upon basis and related to specific program funding. The Mercy Ships Reporting Officer manages and records all statistics in a tracking database profiling each service area. 

Detailed Budget

	Description
	 Total 

	Generator sets, fuel processing modules, etc.
	        1,570,000 

	Miscellaneous supplies, electrical equipment, etc.
	           394,484 

	Shipyard costs, dry-docking, labor, etc.
	        3,000,000 

	Project management
	           350,000

	Berth, Docking, Services
	           350,000 

	Emergent works/contingency
	           625,000 

	Total Ship Generator Replacement Costs
	 $   6,289,484


All donations to Mercy Ships are completed gifts that will be used, directly or indirectly, to advance the charitable purposes of Mercy Ships. Funds received in excess of project needs may be used where most needed. Donor designation will be honored to the fullest extent possible.

Mercy Ships ( PO Box 2020 ( Lindale, Texas, 75771 ( USA


Tel: 903 939 7000 ( Fax: 903 939 7189 ( Email: info@mercyships.org ( www.mercyships.org
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� The nations served by Mercy Ships rank at the bottom of the Human Development Index (HDI) as measured by the United Nations. This index is a composite scale that has three dimensions: life expectancy at birth, adult literacy rate and mean years of schooling, and income as measured by real gross domestic product per capita. Like all one-dimensional scales that attempt to measure multiple complex variables, it is flawed by inherent inaccuracies, but it is nonetheless a useful comparative measure of the well-being of a population.
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