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UNITED STATES GOVERNMENT ' APPENDIX
Memorandum

TO ‘ PHA/POP/DAE, Mr. Robert D. Bush DATE: March 14, 1973

FROM ' A¥R/DP, Edward Donogh"uezlg ,
Charles D, Park 41{57

SUBJECT: Amended Family Planning Management Information PROP

Once comfortable with the "delivery systems' type lingo in which

this PROP 1s written, it becomes apparent that the purpose of the
project 1is valid, if not actually important, in establishing and

supporting family planning programs in the LDC's.

The PROP considers frankly and realistically the various difficulties
being encountered in managing a family planning program that are
presently being encountered by both AID and host country program
administrators. I only question the range of sophistication encompassed
from "small private clinics operated by unpaid volunteers" to inform-
ation-handling with "a basic set of modules expanding to the limits of
the IBM 360/30." More power to the contractor! The use of computers,
too, 1s an expensive operation, and the projected budget for this pro-
Jecl seews to make nu allowance for computer rental (except perhaps

if this is included in the contractor's overhead cost of 65% of direct
costs). I question as well the provision in the PROP for training of
the contractor's central staff, including the provision of language
training. Presumably a contractor is selected for a project on the
basis of having fully qualified personnel capable of performing with-
out AID-financed training.

With these comments, AFR/DP concurs in ‘amended PROP.
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AFR/DP, Mr. Edward Donoghue ! ' !Hatch 16, 1973
Mr. Charles D. Parkerx f

PHA/POP/DAE, E. V. Bush

Aunended Family Planning Manugement Information PROP ; ;
i

v
‘

Thaak you for your prcmnt consideration of the subject PROP. 1In response
to your corments let ne say:

i 1.° It iz not the intent of this project tov foist unwouted and overly
f sophisticated tcecinclogy upon LDC F.P. programs. Although the i

? computer is alrcady being widely used in the LDC context, it is [
| not the intenticn c¢f the preiect tu push electronic dita preccessing

vhaere irapproprizte. It i3 not expected that recurring incccuntry
costs will be fimded under this project. To tho eunteat that short
ternn conputer cosnts ardse thicy will bec fuinded under ‘'Other Dirccc

Coats.! . |
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include indepta reviens of crui soprais’ in ‘1~|'zkt_-u Lir pro-

viding assictanece te thote ciwn ¢ neuld o} ficluia liasuage

truaining for those wosbers of tiie core srafl bcing _hif“ﬂ; tu leng

torm £lold posts (ceg., learsuing Farci 4n preparation for =mlti-yoar

project in Afphanistan). In ziwe iunstaaces it wizgut alse be neccsanary ;
to awgument brovad core staff citills in specific tclhienical areas in |
xesponse to iost ceuatry probleans. This rculd be scecmplisihed elther

through short term training or through cenaultants,
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‘TO

FROM

SUBJECT:

oA PPMR (4 CFR) 11118

UNITED STATES GOVERNMENT

Memorandum

: PHA/POP - Mr. Robert D. Bush DATE: March 9, 1973

* LA/DR - Maura E. Hurleyml&

Amended Family Planning Management Information PROP

Concurrence is given on this PROP. The rationale and description
of the project is very well written and presented in this PROP.

We leave it to you to obtain assurance from PHA/PRS that the

extension of funding through FY 77 is consistent with new
guidelines concerning future funding.
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UNITED STATES GOVERNMENT

Memorandum

PHA/POP/DAE, Mr. Robert D. Bush DATE: March 30, 1973

ASIA/DP, Alexander SM%X(JL

Amended Family Planning Manegement Informetion PROP

I am sorry at our delay in providing Asia Bureau comments on this
PROP. Attached is a memorandum from John Alden that represents the
Bureau reaction. As you can see, we think the contract a useful one,
but there is some concern that the market in Asia is overstated and
es A result the budget larger than is required.

We concur in the amended PROP with the note that the budget should be
tightened up, as John has suggested, to the greatest extent possible.
Please keep in touch with John on further developments.

Attachment
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UNITED STATES GOVERNME?NT
Memorandum

TO ¢  Alexander Shakow, ASIA/DP DATE: 28 March 1973
FROM : John S, Alden, ASIA/TECH/PSD"
SUBJECT: Amended Family Planning Management Imformation PROP

Please pardon my delay in responding to PHA/POP PROP on family
planning management information; it somehow fell through the
cracks, The purpose of the management services for health (MSH)
contract - to beef up the general management and logistics
capability of the LDC family planning delivery systems - provides
a valid and needed service,

Although MSH is a very thinly staffed organization (which, I
believe, depends almost exclusively on AID POP funds for its
existance), our experience with thelr specialists (Rod 0'Connor
and Peter Rouselle who is now in Korea) has been quite good,

Much of the PROP-identified market for MSH's product is justified
by outstanding requirements identified Iin Asia Bureau countries.

The PROP overstates the case on this for ASIA and perhaps also for
other countries., Thus far MSH involvement in Asia Bureau is this:

1, One management advisor stationed in Korea (Rouselle), This
advisor is integrated into ROKG government operations, He is
supported from regional POP funds - not the central contract,

This is a very usa{ul action,

2, One or two FP/MSH management surveys in Afghanistan
(funded from the central contract), A FP management PROP is now
being reviewed here, PHA is pushing for a sole-source selection
of MSH but other contractors feel they are qualified and gxe
interested in submitiing proposals,

3. MSH was considered as a resource for the Turkey POP
planning bureau project, but was dropped when they could not
field a specialist by June 1,

4, MSH is currently carrying out a short-term study in the
Philippines to assess the extent that present family planning
program progress is meeting the country's demographic objectives
- a valid and useful piece, but somewhat on the periphery of the
management information systems scope of the present contract,

This is funded from central contract funds, We know of no further
plans to use MSH in, the Philippine program,

Buy .. Savings Bonds Regularly on the Peyroll Savings Plan
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I do not know against what other priorities POP selec¢ted this project
for funding at the $2 million-plus level, hovever, I'have the impres-
sion that the size of the staff to be recruited and their support is
very generous considering the volume of business already identified,
Also, this budget covers only core costs pius consultancies, Country
activities would have to be funded from regional POP funds,

To sum up, the contract is needed and the contractor has demonstrated
competence, However, the LDC market is uncertain and the PROP over-
states the identified Asia Bureau market, I recommend that we concur
in the PROP but suggest a harder look at their budget - tailoring
the core staff to an idenfied market for the services,

Clearance
ASIA/TECH:RJBallantynéiEl&f
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ASIA/DP, Mr. Alexander Shakow - Avetl 3. 197
ASTA/TECR/PSD, Mr. John S. Alden pril 3, 1973

PHA/POP/DAE, Bobert De Bush

Amended Family Planning Management PROP

I woul( like to o 0 vin woz o Lo the 70 o valnal dn Jf}ﬂl..lan'u T

of T 1 Ve o e RN
for l“& 1n family planuiage lhey havz @ preject to ue\olup a visnagemcat
plaming model and a prcject to fnstitute a rezxicnal client rocerd

system In New Enzland. This will serve to breaden their staff cempetence
and will in effect create a larger pool from vhich to draw loug term
technical assistance resources.

The section oi tle 7707 to v™izh John refers 15 primarily concerned with
fh-a neat 1_01 "\1 3 ‘.. "~"‘\~1 LI DI p.r'Yr - I...:. -. Ta i c.r- 7t i"
stieing thove Wit i Lo Lo 4 0 : Jowi Laaistasce to
Asia fuunded under th#s project in the nesr futurc, but there 18 the

expecstaticn of substantial work.

At the end of April, the centrel contract will fund 5 man-months cof
assistance to Afghanistan to solve a warenousing croblem of Amnedinte
concerns We hope that M5H, Juce work in the Philippines will ccntinue,
although friction betwcen USAID/Manfda and MSH, Inc. may preclude this.

Perhiaps most sienificant 1s the case of Turkey. 1t wes precisely because
of the "thin staff" that MsH, Iuce was unable to respond ta the request
for assistance from USAID/Ankara within the time limit. Paperience
under this project has shoun thut a scesoned ceutral craf{ is the best
source of recruits for leny torm in-country tccliibeal essfistance slots.

The size of this project is bored on # projectieou of the rate ¢f requaests
for manasement assistance, a level which 1s 2 fraction of the nced for
such services.s As project mordtor there have been several instances
vhere problens or requests have ariscn (e.ge, Pakistan manzzeacnt and
data problens associated with the gencralizaticn of th2 Sielket delfvery
system) that I felt could bLest be handled by M5, Ine. In ‘" ese
instances M3H did not have tha resources to respond to the nead and
other gources of assistance wera utilized. Bassed ou the expovience

of the project to date, I am forced to conclude that the level of effort
called for in the PROP f8 nncessarys

BEST AVAILABLE copy
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. Revised 12/12/72
NONCAPITAL PROJECT PAPER (PROP)

Country: _Worldwide Project No. 932-11-570-951

Submission Date: December 23, 1972

Project Title: Fagmily Planning Manggcement Informgtion System

U.S. Obligation Span: FY 1971 - FY 1976

Physical Implementation Span: FY 72 - FY 77

Cross life-of-project financial requirement:

A. Statement of Goal

1. Goal. Devclopment of adequate systems for delivery of family plauning

services through the improvement of family planning program administration.
Nearly all IDC's have a family planning delivery system in some stage

of deveclopment. These range from small private clinics operated by unpaid

volunteers to povernment programs offering services in established hralth

centers. QeiaSERACNNEi W kagrvicito: patignts. A reliyivkypeor; ithe;.

Ab

GiapRcing,. mexmigals - ERS BB tacipt 1V6 edhntques ¥ SBALC; . the coverage,

N ods e nd mugBgemht tnfdindtion s Fitedbure pracxically. opgrexis topte.
The problem of developing adequate delivery systems for family planning
services, therefore, has four aspects: (1) expand the rarge of contraceptive
services offered, (2) improve the quality of delivery systems, (3) increase

the coverage of family planning delivery systems, and (4) %

Hepphiliayfon internal eva lua diién o f-pevformanco as 2. SBSAPOES o 1 of

This project addresses aspect #4 of the above goal statement. Proﬁram
management las been widely identificed as one of the crucial veri-bles in
family planning, program success and in most instances shortfall.  This has
Leen the perception of not ouly the douor organizatiouns in populncion-
lawily planning, but zloe of the fomily planning progran adimdnistrators in

the WDC'se All too often thesc program heads are faced with the task of
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program management with only the most rudimentary data on program outputs
and almost none en the input side. In this environment, cne can see that
even the most vigorous and dedicated administrator would be hard pressed to
mount an effective program.

It is hoped the use of management science groups will bring family
plarning evaluation closer to the program administrators and to the utiliza-
tion of effective program strategy. These groups have a practical and non-
academic focus and often considerable operational expericnce which lends
itself to the practical improvecment of program.

2. Measurement of goal achievenment.

It should be clear that the achievement of the goal of improved family
planning service delivery systems will not be depcndcnt‘only on improved
program management. Many things (manpower and training of personnel, other
resource inputs, legal restraints on and availability of contraceptives
through private channels, development of new nou-medical intensive contra-
ceptives), will contribute to the attainment of the project goal, but
program administration is seen as a key variable.

It is expected that cftective propram managerent will produce at i
minimum a 10% increase in intermediate program cutputs within 2 years in those
countrics receiving assistance. These outputs are commonly measured as fauily
planmuing acceptors per yecar, number of initial acceptors vho continue to
utilize contraception after a specified period of time, and perhaps most
importantly, the percentage of the eligible fertile population contracepting
al. a point in time. Siwmilar jwprovements in efficicncy mdy be seen :un terms

of cost per acceptor, acccptors per family planning worker, contraceptive

prevalence as a function of program cost.
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3. Assumptions about goal achievement.

The major assumptions on which the hypothesis for achieving the
project goal is predicated are:(1) management is a significant factor in
family planning service delivery effectiveness. (2) The bureaucratic
structures in which family planning programs operate are not so inflexible
as to preclude decision naking basecd primarily on the goal of program
inprovement. This assumes the program administrators have sufficient
decision making power within their programs. (3) A primary goal of family
planning program administrators is to improve thec quantity and quality of
scrvices provided. This assumption is necessary for the output indicators
to have any validity and for the improved program administrative

capability to be translated into action.

Project Purpose

1. Statement of purpose

The purpose of this project is the widespread application of modern
managemnent techniques to the administration of family planning programs.

This approach will be an effective way to estahlish appropriale program
strategy, sound program administration and planning, and systems to establish
control of program operations.

TFamily planniug service delivery programs collect infecrmation on clients
served and activities performed by program personnel. This is usuallyrthc
biasis of the tabulations and reports known as service statistics, which
programs use to document. their activities, pay their workers and chart the
progress of their programe Although the format of the service data and the
vurput information penerated way vary extensively from projgram to propram, it
is clear that certain core elements do persist throuphout. input data trom

client visgits, fIeld worker reports, and facilities utillzatdon can he
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massive in volume and of varialle quality. These primary data, if available,
are usually so aggregated ;hat decision makers at all‘levels see only totals
and learn little of the changes in the delivery system that could affect
their decisions. Additionally, the time lags in aggrcgation and processing
may cause data to lose relevance for operational decision making. While the
data may be useful for research on demographic impact, accurate, timely, and
appropriate information is still needed to properly manage family planning
systems on a ccntinuing basis. In summary, existing service statistics data
are often of poor quality, redundant misaggregated, untimely, and most
important, unavailable to the program manager in & form that is relevant
to the decisions which he faces. Turther, control systems to insurc the
implementation of decisions and long range planning to insure good proyram
strategy are either wcak or non-existent.

The first phase of the project has confirmed these impressions and provided
an initial site opportunity to address them in practical terms, in cooperaticn
with the MOH/K. A-full time MSH site representative is now working in the MOH

to develop and institutionalize management planning and control competence in

\\\EbE\KDrcan National Program.

~.

The first year and a half of activities under the MSH prouject have focused
country program interest and cxpression of nced on the whole arca of manage-

ment. suppert and have substantially altercd the project environment.

Interest from the international community resulted in a request to MSH
Lo organize, with A1D concurrence, the first UNFPA sponsored seminar on
practical management issurs in Family Planning Programs, which was atteuded

by-23 coumtry program dirvectors, 18 international organizations and a

number of managemeut resource institutiows Fron Lhe developing world.
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Subsequent requests to MSH through AID missions, international organizations,
and direct inquiries have indicatcd~the depth of concern and heightened

interest in pragmatic management support and applied researquf/ﬁ;th AID/V.

— e

— . B .
_~support, specific requests for technical assistance have been addressed in

Afghanistan, Turkey, Ghana, thc Philippines, Antigua, and Brazil. Immediate
future plans include conclusion of an agreement for long term cooperativc e
effort with the Ministry of Health of Afghanistan, continued support to the
Philippine Population Commission and the MOH/Kprea.
A request from Brazil will be answered through IPPF and Ford Foundation channels.

The demand for management assistance has increased so rapidly that exten-
sive cooperation and flexibility on the part of AID/W and the contractor have
becn required to meet the most pressing requests from the field.

To date, this project has providced the primary thrust in the family
plaﬁuing management and it is expected that this will be the case for at
least another four years. 1In the short .run, the focus of the project is to
institutionalize management capacity in thosc countries with which MSH works
directly. 1In the longer run, the contractor will encourage the develnpment of
management assistance capability in the other donor organizations, and provide -
an expericntial framework to guide the utilization of indigenous managcment
resources. It is through these indirect processes that the project will
achieve the widespread coverage necessary to meet the nced, as existinq or
potential project resources can achicve only a small part of the task of
upgrading the mauagemoﬁt of family planning programs directly. The job is
jusL too large to vrely completely on a country by country approach.
2. Conditions cexpected at the end of the project.

This project will be completed when sufficient non=ATD funded technieal

assistance rescurces in family plamning manegenent area are available to
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meet the need. There are two types of indicators that will be useful in
measuring this achievement.

The first is to monitor the actual level of re¢source availability and
utilization in relation to the expressed demand; At the present time the
level of demand exceeds that which can be provided under the cxisting
project and by other donors. This trend of this demand is definitely
upvard and it is expected that it will be two years before the combined
resources can catch up with the requests. This project can be considered
completed when non-project technical assistance is sufficiently available
to meet all requests from LDC family planning programs for management
inputs. Perhaps a good indicator would be a two month turn-around from
receipt of request to significant and sustained action on that request.
The shortcoming of this measure is that it is dcpcndcné on expreassed
demand rather than need and does not take into account the educational or
promoticnal aspect of the project. That is,making programn administrators
more aware of managcment problems and of possible solutions.

A preferable, but more difficult approach would be to monitor the
actual progress in solving management problems in family planning in
rclation to the magnitude of the need (rather than demand). This would
imply the existence of some organized surveilance of family planmming
management~evaluation activities on a worldwide busis, which does not
presently existe A scparate project to devclop this capability has beln
approved by A1D but has not Leen contracted for lack of an acceptable
organization to carry out the cffort. It is hoped that this project can
be contracted for in the aear future, in which case it will form the
backbone in the wcasurement of achievement in the MIS project as well as

othar projects in the managenent-evaluation area.
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3. Basic assumptions about achievement of purpose.

These assumptions are; -
1) that ﬁodern wanagement techniques will be relevant within the LDC
context. This recognizes that while cultural and individual differences
do exist among countries, these management techniques are sufficiently
flexible to meet the varying conditions and needs in population programs.
This further assumecs when U.S. approaches are inappropriate that country's
specific alternatives can and will be developed.
2) that once the experien. . of adapting these techniques to several
1L.DG F.P. programs has been gained, this will serve as a foundation for
expansion., This assumes that there are sufficient core similarities in
L.D.C. management problems that instructive . generalizations early project
experience.
3) an increasing capability and interest on the part of the non-AID donor
organizations in F.,P, management is assumed. This assumes that they will
either receive increased resources or will reallocate their cfforts into
this area.
4) the widespread existance of competent in-country management talent is
assuned and can be tapped. These skills can be located both in private
management consultant firms agd in local schools of business, management,
and public administration. These resources arc vital if a problem of this
magnitude is to be solved.
C. Statement of project outputs.
A primary output of the original MIS project was to initiate the Manapement
Information Systewm Approach in a specific operating family planniﬁg programs,
Thic is being pursved in Korea, with MSH staff memhers vorking with the sationsl

program and a similar relationship is being developed in Afganistan with the
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with the Ministry of Health. In both instances the focus is on helping

the local program administrators identify and remedy their own management
problems. The focus at this level is on improving the strategy and efficiency
of the family planning programs being assisted.

Further they will identify and work with host country counterparts to
leave a residual competence in the applicatibn of modern management techniques.
This will include informal (on-the-job) training and where necessary formal
instruction. The contractor will also encourage the utilization of competent
host country management consultant groups, thereby minimizing the need for
future outside technical assistance.

The original project also-called for a series of methodological manuals
pulling together the experience gained in Korea and Afghanistan. These
manuals were to serve as a foundation tor the provision of management assistance
to additional countries.

The revised project will additionally fund scveral outputs which the
project experience to date indicates are important to the rapid achievement
of the project purpose. The demand for“assistance in the management areas has
been much stronger than anticipated and the response of the other donor
organizations much more rapid. 1n order to take advant#ge of the high level
of interest, the contractor will:

1. expand the number of countries to which he is capable of providing long
;
term assistance. 7The revised contract will provide sufficient rcsources
for the contractor to develop plans for such assistance in response to
field requests and under AlD/W concurrence. The resources will also
be available to begin work on snch activities for up to six months,
while alternative funding is being sought, It is expected that as sooa

as possible;, conslstent with being responsive with host country needs,
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that the concerned-U.S.AID, the Office of Population, or other appropriate
funding source will finunce the long term in-country costs under a task
order arrange@ént. To date, the contractor has been unakle to meet all
the requests for assistance from the field because of a lack of persﬁnnel.

1t is hoped that core staff expansion will provide an expef;enced pool

of technical staff from which to draw in-country project teams.
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2) experience has shown that the long term continuous assistance is
nct always aporopriate. Often - certain management and planning
task demand only intermittent short term advisory se:?iceé.

Examples of this type of situation would be inveﬁtory and logistics

problems, pulling together the data and strucﬁuring. The analysis
" necessary for long range program planning, providing assistance in
translating long range plans into annual opgnating budgeis, revisions
in existing service statistic systems to make them more relevant to
program management. The core staff expansion mentioned above will
provide both the necessary manpower and the breadth of technical
experience to meet the needs for short term assi tancé. This effort
will be responsive to needs for such assistance expressed by the
LDC/FPP's, USAID's, and in some instances other donor organizations
(although an effort will be made in this instance to ;ocure at least
partial funding from the concerned organization.). Yet this res-
ponsiveness must be tempered to some extent. The experience to date
has indicated that often assistance is requested for & specific
progran problem (eg. logistics in thpp) that is only a symptom of a
pervasive leck of program management and planning. In th;se instances
short term assictence in eliminating the symptom, will only highlipght
another problem and so on. In iheuc casce it is incumbent upon the
contractor to perceive the underlying problem, inf'orm all parties
concerned diplomatically, both of the real problem and possiblé solut{ons,
and of the expected benefit (or lack of) in meeting the original request
(elimination of the superficial problem). 1t is not enough that
ussistance be responsive Lo expressced host counlry necds, the ausislance

musl be erreclive in improving, the M.T. program.
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3) As stated earlier the contractcr will>never have sufficient
resources to provide all the technical éssistance resources necessary

in F.P. management. The only efforts toward wholesaling envisioned in
the original contract were a) the manuels which were mentioned above and
b) creation of an advisory committee with representatives from as broad
a representation of other technical assistence and donor organizations
as possible. It was hoped that the latter would provide a vehicle for
spreading the results of the project as rapidly as possible. Experience

to date has shown that his involvement is indeed productive, but is not
sufficient.

To this end the contractor must be able to participate in training
activities and international conferences. Such meetings will provide
a broader base from which to transmit the results of the project to LDC
family planning program administrators, the ultimaté target of the project
activities. They must also have the freedom to work with LDC managcment
groups and other donor ‘organizations to upgrade their capability to
provide assistance in family planuing program management. In the long
run this is perhaps the most important aspect of this project. In order
to involve the LDC manaéémonL groups the contractor will have the authority,
subject to AID/W concurrence, to subcontract LDC activities to such ﬁirms,
both to obtain their assistance in solving inmediate problems, but more
importantly, to encourage their participation in the fani ly planning area

on a longer run basis.
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The above outputs called for general support in the family planning
l"management" area. Yet just whaﬁ activities would fall under the
"management" heading are not clear. It is hoécd that the outline which
follows will clarify the types of decision making for which the contractor
will provide support. Managerial decision activities fall into three
categories:

Operational Control
Management Control
Strategic Planning
In brief, these categories may_be defined as follows:

Operational Control

Operational Cuntrol is the process of assuring that specific tasks are
carried out efficiently and e¢flectiveiy. Examples of operational control
decisions in family planning programs would include:

Scheduling of visits: When should a patient on pills make the next:

visit?

Inventory Control: Do we have enouéh pills in stock or should we
reorder?

Client Record Maintenance: Does the patient's history, previous
record of visits, or physical exam indicate that further
attention is required?

Accounting Systems: When and how much should statf be pald?

Stal{ Scheduling: Whic nurses, midwives, ficldworkers, physiciaus,
etc., will be assigned to cach werk location and work period?

Mapagement Cortrol

Mariagemeut Contrul is the process by which managers assure that resources

are obtajned and used effectively in accomplishment of the
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organization's objectives. Examples of family planningvmanagement control
decisions would include:

Short Term Staffing and Capacity Requirements: With expected
program growth, how many nurses, midwives, field workers will
be needed?

Scheduling of Mobile Teams and Supervisory Personnel; When and
where should the teams be sent for adequate coverage? What
priority should local problems have in assigning supervisory
support?

Performance Monitoring (""Evaluation'): How are local units/areas
doing relative to.assigned objcctives and.milestones? Which
areas are doing substantially better or worse than expected?
What accounts for the variance?

Eétablishing Performance Goals: What intermediate objectives, such as
numbers of acceptors and continuing active users are required to
achieve stated goals? How should the performance of service
units and individuals be ‘guided by these goals?

Short term Budgeting: What financial resources are required to
meet planned needs in the months ahead? Does today's situation
indicate thaf‘rcallncation of the preseut period's funds
would better meet actual conditions?

| lucentive Systems: What rewards will stimulate persounel and
clients in accord with program objectives?

Ficeldwork Allocation: What balance should be drawn between

follow-up and recruitment of new patients?
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Media Scheduling: What placement, timing and frequency of
messages should be used?

Training: What skills and experiences are required? Which are
available and which must be developed?

Strategic Planning

Strategic Planning is the process of decidirg on the objectives of
the organization, the resources used to attain these objectives, and the
policies that ére to govern the usc of resources. Examples of strategic
planning decisions include:

Service Facility Location: What location should be selected and

why?

Target Population Definition: What defines it? Where are the
people located? Does theoretical clarity of definition at
the central administration level mean anything realistically
in the field?

Longer Range Budgeting and Forecasting: What financial and human
resources will be required to build towards program goals?
Where will they come from? What proportions of private and
public inputs are realistic?

Resource Allocation and Policy Options: What constitutes acceptabie
program clenents? Will private scctor activities be cucouraged?
What mcthods will be offered? Ts abortion supported? What
are the costs and benefits of bullding (awily plaunlng into
MCH aud othier health services? How broadly will cvﬁmunity

iuvolvenent be sought?
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The "management assistance" will be assessed in several ways:

a. The technical quality of the assistance will be verified by the
project monitor through review of the related documentation and on

site visits to those countries receiving assistance,

b. The responsiveness and relevance of the assistance to host country
needs will be monitored both by the concerned USAID on a continuing
basis and by the project monitor in site visits.,

c. Finally, both the concerned USAID's and the project monitor will
assess the outcome of each contractor initiative in tcrms'of change

in family planning program strategy and effcctivencss. This is perhaps
the best test of the relevance and quality of the technical assistance
provided, if it is not used then its worth must be questioned. It
must be additionally recognized that this type of change is not a short

term phenomenon.

The achievement of the above outputs are bascd on the following assumptions.
1) LDC Family Planning Program Admninistrators both perceive the nced for
assistance in management-evaluation and are willing to accept such assist-
ance. Although this is a sensitive area the experlence of MSH under the
early stages of Lhis project has indicated that if the technical assistance
agent.s arc willing to work "for" the manager "within” the program hLis

hclb will be accepted. The situation where an adviscor sits outside Lhe
program and delivers a monulogue on what is being done wrong must be avoided.
2) The concerned UéAID's must also be sensitive to family planning

management problems and receptive to outside assistauce. Again experience
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has indicated that lack of such sensitivity can kill or delay considerably
the provision of assistance even when host country interest is high.
3) Perhaps most inportantly the program administrator must be prepared
to make the investment of time aund resources necessary fo; project payoff.
and should not
The contractor can not/work in isolation. The problems he works on can
not theoretical but must be based on the realities of the situation as
viewed by the program manager and his staff. This means that the host
country counterparts must be involved in depth in this type of assistance.
D. Statement of Project Inputs.
1. Inputs
As stated in G this project will not attempt to fund long term
technical assistance in specific countries. These instances will
be funded by task orders under detailed "scopes of work'" specific
to the country concerned. The task at hand is the exploration of
possible sites for long term assistance, the initiation of work
(up to 6 months) while executing task orders, provision of short
term manapewent assistance, and disscwmination of generalizible
managerent-evaluation fiﬁdings resulting from the {ield experience,
To carry out these tasks over the time frame of the project the
contractor will have tc provide the following inputs:
a) Skilled wanpouer will be the most important input into this
project. Although manapement -cpid. talent will predominate
the nature of the work will also necessitate Lrainiag and

demographic inputs., The individuals necded for the central
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contract are:
Program Manager ~
¥

- MD/EPID/PlU

Managenment Scientist
Demographer/Researcher
System Analyst
System Programmer \
Education/Training Managcr1
Administrgg}ve Assistan{vai

The three major tasks of the project; developing long teru tech,

o syt bl e 1, . - M e e
&g, providin, chorl tern Llechnic:l assistance, and

- - . . . veny

the disserenation of poneralized F.P', munageniont methodolo;y
developed frou the practical experience demand rhis skilled manpower.

These individuals will also be the pool from which the

incountry teams~z££L"bc drown. Thus can be looked at as orderly
staff development toward the ultimate purpose of the project,
improvement in LDG fn@fly planning program management.,  This will
include not only language and techaical training, but perhaps

most importantly development of the sensitivity necded in vorking

in the overseas enviroumnnt,

b) Substantial travel inputs will be necestary. Developuent of

pruject ‘sites must take place in the country fnvolved and nei in

the V.S,

c) The project will provide cousultants as needed to address
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QEESEE%; LDC family planning managemcnt problems. Althougp,

as the_ubove staffing pattern indicatc;,M;Q;Méefgéﬁéazkgzaff

will have competence covering many disciplines, problems which
they are unable to address are bound to arise. The ability to
draw on consultants will expand the functional breadth of knowledge
of the project staff, This is also an excellent transitional
status for bringing on permanent staff. It provides time for the
prospective employee and the contractor to acsess each other,
expecially in the LDC environment. |

d) The development of an advisory comnittee was‘carried out in

the first phase of this project. The experience to date has

showm that it is an effective conduit of informatisn to other U, S,
and international organizations. In the case of the UN, they held

an international conference on management drawing heavily on the

work of the project contractor,



EXPENDITURES UNDER ORIGINAL PROJECT

Fy 72 FYy 73
Actual Actual
Expenditures Expenditures Projected Expenditures
Jan Feb-June Total
hYalaries $69,000 $45,000 $ 50,000 $95, 000
Materials 2,300 1,500 8,000 9, 500
Travel 14,000 15,000 8,000 23,000
Consultants 4,500 8,000 6,000 14,000
Subcontract - - - -
Other Direct
Costs 3,500 2,000 10,000 12,000
Wwerhead 47,500 31,000 32,000 63,000
Fee - - -
Total $140, 800 $102,500 $114,000 $216,500
“otal through FY 73 (projected) $357,300
*udgeted original project $561.,000

Mrojected residuval as of June 39, 1973
(applicd Lo FY 74 - FY 75 Budget) - $203,700



PROPOSED BUDGET FY 74-75

Preliminary Budget

New Fuuding FY 74-75

Salaries FY 7& MM FY 75 MM
Project manager 25,000 12 26,000 12
MD 34,000 12 36,000 12
MD/Epid 16,000 6 32,000 12
Management Scientist 12,000 6 24,000 12
Demographer 12,000 6 18,000 9
Systems Analyst 16,000 12 18,000 12
Systems Programmer 15,000 12 17,000 12
Education/Training Mgr. 5,000 3 10,000 6
Admin., Assistant 11,000 12 12,000 12
Total 150,000 189, 000
Direct Costs
Materials 40,000 25,000
Travel 18,000 20,000
Consultants 10,000 10, 000
Subcontracts 30,000 40,000
Other Direct Costs 25,600 15,000
Overhcad (65% of salaries) 97,000. 123,000
Total 220,000 233,000
Fee 26,000 30,000
Grand Total 396,000 452,000
TOTAL $848, 000
Projecred residual in preject
as of June 30, 1973 $203,700
$644,300



PROJECTED BUDGETS FY 76 ~ 77

FY 76 FY 77
Salaries 233,000 250, 000
Materials 25,000 25,000
Travel 20,000 25,600
Consultants 10,000 15,000
Subcontract 30,000 30,000
0.D.C. 15,000 15,000
o/d 151,000 162, 000
484,000 522,000
Fee 33,000 34,000
TOTAL 517,000 556,000
TOTAL LIFE OF PROJECT WUDGET
FY 72 140, 800
‘FY 73 216,500
FY 74 393, 000
FY 75 455,000
FY 76 517,000
FY 77 556,000
Total Life of Pruject
funding 2,278,300
Previcus Funding 561,000
Additional Tunding needed
over life of project 1,717,300


http:PROJ~:.cT
http:BlIDGF.TS

-19 -

The major assumption behind the attainment of these inputs is the
ability of the contractor to select and recruit the high quality personnel
necessary for carrying out the scope of work. To date the contractor has
been quite successful in recruiting effective personnel and there is every

reason to believe this situation will persist,
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F. Course of Action
The.project will be of 72 months duration. The steps to be taken
are (steps 1 - 3 have been completed):

PHASE I 1. A series of visits will be made to countries which show poten-

tial as test sites. The contractor will work closoly wiLh the U%AIDS to

e

determine those countries which have real intcrest in this _area, This is

R, e
especially important because of the close working relationship that must

be formed between the contractor and program managers of the countries

receiving assistance., The contractor will visit those sites from which
positive expressions of interest are forthcoming. The contractor will be

looking for several things on this trip.

a. He will assess the degree of intercst in management assistance
~. . - . S

and it relevance to solving host couany problems,

b, He w1]1 examine thc present mnnngement-evaluation sysLem in

each country. The types of data co]lcctcd the frcquoncy of collcclion,

the types of Teports generated and their dlstrlbutlon will be examlncd

In general, they will pet a ''feel" for the ¥Fp program efforts and the
types of evaluation presently being used,
c. Perhaps most importantly, the coutractor will become fawiliar

with 'the individuals respOHSLblc for Pprograu wanageuent. The poteutial

- sl et

of the adninistrators Lo utilire and participate in the development of,
such a systemn is crucial,

d. Finally, the systems by which decisions arve transmitted to
Lhn opevating units of the FP program will be examined.

yd}/ JAHUd o these crileria, two sites will be scelected Lrom wmwong those

—

‘Yi_lggd*_ Because the project is in the eestiug and developmental stape,



the sites most favorable tb success in terms of interest, previous ex-
perience, and potential impact will be chosen. These choices, along with

a plan of acti?n}3 ill be submitted to AID for clearance. Actual long
N ~ \’) x_‘}l- N ~&n -~ D .
- v term assistance will be’ funded by mission task orderJor by other donor

Y, organization —tf-necessary AID/W)
2. Formatlon of an international advisory group of expe:ts to guide

the project and promote dissemination of the projecL results. This group

will meet semiannually to review the progress of the firqt pha e of the

program. It may 1nc1ude advisors from major lnternatJondl agencies such

as the World Health Organizatlon and the World Bank, The Population Council,
as well as the population centers and operating field programs.
. R o _

R ] o
¢ f¢\?¥5‘dThe major purpose of this effort is to involve the other groups working

in nonularlon in this project. This will occur ar two levols, First it

is necessary to keep abreast of other efforts in this areca and the advisory
committee will be a formal nechanism for accomplishing this., Secondly,

it is very important that the various organizations participate in the
spread of this approach for FP management-evaluatiou Lf the project proves
a success. By involving these other groﬁps, the resources and impetus
behind this effort can be multiplied. To get this type of cooperation, it
is important that the other groups working in population be involved [(vom
the start and have a real sense of participation,

PHASE 11 3. The contractor will pldcc a m1uimum of gne _stafi member Ain ua'h of the

——————
——

test sites as sonn as practical after the decision on the countries has

——

been made. Additi-nally, the project director will participate in thig

period of initial centact on an intermittent basis. The initial efforts

mfll be to obtuLn detailed kanowledye of program operations and ranut\.“.u
e e

and to esLabli:h norkxng relatlonshxps with the host country officials.
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At this stage host country t.chnical counterparts, in addition to

ot st

the program administrators, will be identified. These counterparts.will

oo

work with the contractor throﬁghout steps 4 -~ 6 and 7b and will serve as
a residual of management competence after the contractor terminates activities

in a specific country. This counterpart relationship will constitute
' e

relevant and effective informal traiﬂ}ggﬂgggw;gmwill be augmented by

formal instruction where necessary. The utilization,where possible,.of
k-———-‘______,_,__,__....‘w—»'——*"'"'—. B . T L E S L PP C
local management consultants will enhance another potential source of

e e

residual competence.
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4. Once tihis basic groundwork has been done, work will progress on

getting the program administrators to '"think through' their program and
B .

their roles within it. The development of this framework is probably

P s - ~

the most éﬁrciél 6f the.project for several reasons.

a. An cxternally imposed picture of program operstions, decisions,
and problems can not capture the political and cultural realities that
program administrators must face. No management system can afford to
ignore thesce factors, because such a system will not be either useful ot
meaningful.

b. If the program administrators do not understand and feel ns
sense of participation in the system developed, it is highly unlikely that
they would put enough trust in it to use it in decision wmaking. Rather,
they would fall back on the old system of program administration.

c. Tt is necessary to pluce the information in a framework in
wvhich it has meaning. This picture should provide a basis for deriving
the implications of certain results or findings and relating them to the
decisions made within the FP prograt.

d. Tinally, it is important that admiunistrators explicitly majp

[N

out the system used for translating decisions into action. Specific alton-

tion must bn-hufﬁ‘Lémtha problem i improvudlggcisjuuu are to have any
elfect.

This framework requires an evolutiunarvy process of development
and testing. Since one of the foei of this project is how information is

used, attention will bu direcled at specifying Low information from service

~—— e T

stalistics and FAP surveys coe be dwegrored to obtain overall program

e 1 e e
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implic 'ions. This implics building a model of how a manager sees his

program operation. This structure wvill probably be simple initial}y. but
can be elaborated by the manager as he learns wore about his system and
desires to.more fully utilize hie data. This will be accomplished through
- continuous contact betwean the program admiaisirators and the project
field staff. To this end a specific host country counterpart to work on

this project will be identified.

5. Once the initial program framework is avrived at, the filling of
e e vt e e o 00 St 4 s w s L -

gaps in the data available and translating the data into the information

I
necded for specific decisions wust be accomplished. Although a country

e

with advanced data collection wechauisms will be sought as a test sitc,

it is likely that some chanves will be needed. 1L i also likely that an
in-depth review of the data collected will indicate areas where the rvee
portiug bllr‘d{,‘).l can be lessened,  The contractor will assist the host
country in making these shifts, with a winimuin of disruption. The goal
will be to aceowmplish changes within Lhe esisting date collection system.

In the un\:;ly:ais of tho data, the contractor will focus on making

"the inforraticn in its final form very speciflic to the needs of the ine

dividoals vithin the P orgunization,  Rountines ta porlone Lhe necensonry
et e e e
dats reduction and annlysis will be developed. Thewe voutines will

et e e e

present the i)n!‘rnrmnt."mn in the simplest and wost usncful form feasible..
Many of these routines ov components will beosalficicutly complen thet
compruterization will prove necessary, but the coaphasin will he on the

vl et ticiont way of perfonning these Lasks rather thas o Masing (RRZ

cetgatte £, Tuelher caint Tap soltwasc witl be vliliaed vhere practical,
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Those routines or components which make use of the computer will
be designed flevibly in two dimensions. The first dimension is, of course,
the basic modules meet the program's initial informatioﬁ needs in useful
and understandable ways. They will be designed to expand (either inter-
nully or through the addition of other componcnts) in an cvolutionary
direction as family planning exccutives perceive the need For, aud request
additional data analysis.

The second dimension will be to develop a sceries of components
that will permit expansion of the inlormntjun—ﬂnndling capability as were
corputational capacity and user sophistication becomes available.  Speci-
fically, a basic sct of modules would expand to the limits of the INM 360/30,
for exawple, then expand again in scope for programs that mipght have access
to higher order 360 equipment.

6. As mentioned carlier in this proposal, no management inforwation
system will improve @ program iu isolation, In recogonition of this, the
contractar will also assist in the developwent of manapoment. structures
and procedures which will utilize the full poetential of the M1S. This work
will include a [ul) survey of the present adainistrvative structure ia the
prototype countries with sjecilic (but practical) sug,estiocas for strenptheniag
it. These suggestions will bhe iv terms of changed administrative stracture,
comuunications vehiclen, training and stafling patterns, budectiog, colunedity
procurcment, and, dvowony instances, direct Thew of the informatjos o vhich
decisions mie buved (Whijch ivply action),

NN Yo Frovision tor citrapolation of work and expericnce te other Citueations,

L a o recoenized that it ds wital, 10 the project Js to have we, Lieai-
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ficant impact, that provision be made for applying the findings to other
countries. This step of the project will now be funded as phase 3, to

run concurrcently with phase 2.

a. The contractor will work closely with international oxganiza-

tions (such as the UN) and other AID contractors. This will enable the

latter groupé to utilize the appreaches developed in thelr technical

assistance efforts.

b. The contractor will work directly in other countries in response
to perceived host country need and requests to analyze and support manage-
ment innovation in family health programs. These problem/opportunitics
will be pursued through a process of initjal screening and field assessment
where indicated. Requests requiring further specific acrion may be handlod
throvgh central funding; task orders, cooperative fundiug with other
funding offices o1 by referral te other ageucies.  Such assistance way be
provided on both a long term or a short termn basis.

c. The contractor will hold seminars aud.quulop training activities
designed to give LCD Efégﬁém maﬁagerq access to the approaches developad,
Facets of this training include an interactive cowputer model (dnsignud to
let the program wanagers cxplore various evaluation and data analysis
techniques and teailor a systow which fits his needs).

d. The contrecter will undertaoke to have coentral stafl trained and
avalluble to respond to geauine reguests fov manopement input, including
the provision of language treining, and background preparation throuph

the most eflective chauncls available at the contractor's head office.


http:COI!lput.cr
http:he;:a1.th
http:or;guni.za

E. Rationale

AID's experience in poﬁﬁlation over the last several years has |
indicated a striking diversity in the efficicncy & effectiveness of
family planning programs in the less developed world. In part this
can be attributed to cultural differences, different levels of
deveclopment and receptivity, and of course differcnces in the level
of resource inputs, Yet, a substantial portion of the variance can
not be explained by these obvious factors. Most observers in the
field attribute this substantial residual to differenies in pro-
gram strategy, management, and lcadership.

This recognition has in the past year been increasingly reflected
in requ2asts for technical assistance from LDC family plgnning adminis-
tratorse Requests [or assislance under éhqsgsul & 1I ol this projeci
alone have been recieved from Korea, Afganféf;;, Phil., Ghana, Turkey,
Brazil and both the UNFPA and IPPF/Western Hemisph;rc. These requests
ware followed up by site visits by the contractor. In these instances
MSli, Inc. provided (both written and verbal) an assesments of the
situation and problems along with recommended courses of action to
the hast country and USA1D.  The contractor was able to arrive at
conclusions which were not only percieved av valid by the parties
involved, but served to clarify the underlying problems in the specific
situationse There was a clear respense that assistance in program str;tegy
and management were needed and desired by the liost country administrators

& USALD Personnel (us reflected in roquests for coutinued MSH, Inc assistance.)
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The problems addressed by this project are’régl;. The ;eaﬁohpe‘of
'LDC FP program administrators to assistance in this p&tentially sensitive
area has been both open and positive. Both the level and trend in
requests for management assistance indicate a fapidly increasing
demand. This level of intrest in mirrored in the other family
planning donor organizations, lending credibilfty'to the assumption
that they will lend their resources to téchnical‘assistance in the
management area.

When AID and MSH undertock this project, less than two years ago,
we were breaking new ground in family planning. Our experience has confirmed
the importance of this project, the receptivity to the MSH approach
among LDC FP administrators and the necessity of continuing to drive

1is etfort forward.
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