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EXECUTIVE SUMMARY
 

The United States Agency for International Development (USAID) awarded
 
a grant of U.S.$977,040 te the International Planned Parenthood Federation,
 
Western Hemisphere Region ( IPPF/WHR) , to support private sector family
planning information and services in the Caribbean. A mid-term evaluation 
of grant-supported activities was conducted between May 24, 1982, and June 1], 
1982. 

The scope of work for the evaluation called for a report on the status 
of implementation of the project, the effectiveness of the Caribbean Family
Planning Affiliation (CTPA), and the services tne project is providing, in 
addition to recommendations for revisi-ns of the original project design.
The evaluators carried out their fieln ,ork in St. Lucia, St. Vincent, St. 
Kitts-Nevis, and Antigua; gathered data; and conducted the initial evalua
tion of the project. The final conclusions, recomnnendations, and revisions 
were determ ined in consul tdt i o with representatives from the IPPF/WHR, t'e 
CFPA, and USAID. 

The eval tiUn team conicluded that the iplementation of the project
Ks on target; that the effect,iveness of the CFPA has been hampered by prob
1lems rel -ted t ins t.ution-bui! ing; that the Secretarial of the CFPA has 
established Adequate systems to handle requests to supply commodities, pro
vide technical i tahice, exchange personnel who are members of the CFPA, 
and train GOA jeher ,; nd that the CFPA has begun to raise its public 
profile and t, stlite thrroghout the region an awareness of the problem 
of Adolescent if-. n~nc!. 

The evaluaWtr, recomnend that AID cantinue to support the project as it 
was designed; tht the CFPA And the IPPF/WHR accelerate their efforts to 
combat the prablen m t dolescent pregnancy; that the LFPA focus primarily 
on the production .at i.udiuvisual materials and training; t.ha t the CFPA 
reorganize i4s necretariit; and that The budget he revised to provide greater 
supuo r for the rg qni, iformat.ion And educa,tion (11E) progrun. The 
evaluators ,lso r'ec ommend that the funds for I11 support available from the 
AID public ector population project be assigned to the CFPA. 
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I. INTRODUCTION
 



I. INTRODUCTION
 

Purpose of Assignment 

In Augus.t 198), the AID Regi nal Development Office in the Caribbedn 
('O/C) approved d ,rdnt of U.S.3977,040 to the Internati onal Planned Parent
hood Federation, ,entern Hemispnere Regiun (IFFP/WR), to encourage the .,ider 
acceptance of Wil/ pllnniuog (-P) in the Caribbean and to improve the delivery 
of fWnil ii 1anniqnj ervice.; in the private ;ector. The rint, a to be effec
tive through April .', 1T I. 

The IPPF ,/Jil ws chorled ,ith i opl emcntinq t.ieiCarihhe, n Fii ily 'lanning
 

Project (AuJo. W -0OYJ ) in coll. ,)orWt -1tl fe Car'i bean Fi oly' Pidnning
 
Aff i 1 i at ion (CIP A) and ', ,c tel f t il / plnI ni'g i nI aciat, ion, ; (F-PA!.) in the
0n~c~ -	 1hes- .ey nt."r L5K) inriO .:; tern i rilhe,.,less-developed co;untrieq, INV in tek ei d w . 

The p:u rpo Pf thi n ig inment w ., to conduct a midJ-term eva 1Lation ot
 
the progress of the [PPV'WHR , the CFPA, and the FPAs in achieving the objec
tives of the irant.
 

Objectiies of the Project 

The 	objectives of the Caribbean Family Planning Project are: 

1. 	To implement a regional information and education (I&E) 
prcgram which will (a) raise the publ ic prof ile of !he 
CFPA, (b) promote wider acceptance of famii ly planning; 
and (c) stimulate regional recognition of faimily life issues 
and pri b1 ers. 

2. 	To facilita te the impleoment:itior in-country of demon
strat ion and pillot program! in commnunity-baned distribution 
(CBD) and the use of radio drama for community education 
in family p1 ardning. 

3. 	 To establish nstem to supply commodities, provi tech
nical ass intance, and tra in members of the CFPA.
 

4. 	 To establ ioh a sys tem to exchange personnel who ire members
 
of the CFPA.
 

scope of Work 

The evaluation was designed to be both qualitative and quantitative.
 
'e av, ,j1tworn were required to gather data on the number of CFPA publ ca
inq ; the number at national and reqgional radio drama pro(ductions; the 

number of iudiovkinuol materials produced; workshops for field staff; CBD 
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distribution points in St. Kitts-Nevis and Grenada; the number of technicians
 
available to assist CFPA members; exchanges of personnel amony FPAs; and types
 
and quantities of commodities supplied. They were instructed to analyze the
 
data and review quarterly submissions, financial information, and other relevant
 
documents and then prepare a report on the status of implementation of the
 
project, the effectiveness of the CFPA, and the services the project is pro
viding. They also were requested to prepare recommendations for possible
 
revisions of the original design of the project.
 

In addition, the RDO/C requested that the evaluators maintain a broad 
perspective while assessing project activities and the capabilities of the 
CI'T4I Secretariat; that they bear in mind the new population project, which is 
to support population and family planning in the public sector; and that they 
assess the extent to which roles and current activities in the private sector 
complement the activities anticipated in the public sector project. 

Methodology and Itinerary
 

The evaluators gathered data on the development and implementation of
 
the project by conducting personal interviews and reviewing documentation on
 
the project and other materials, including grants and sub-grants, special
 
studies, publications, contracts with consultants, and correspondence
 
(see Appendix B). Key staff and consultants of the IPPF/WHR, the CFPA, and
 
the RDO/C, the staff and volunteers of FPAs in Antigua, St. Kitts-Nevis,
 
St. Lucia, and St. Vincent, a',d two public officials in St. Vincent were
 
interviewed (see Appendix A).
 

One of the evaluators, Bruce D. Carlson, spent Wednesday, May 19, in
 
New York, discussing the project with IPPF/WHR staff and reviewing documenta
tion on the project. Mr. Carlson arrived in Barbados on londay, May 24, and
 
was joined the following day by Charles Alleyne. Both evaluators remained
 
in Barbados on Tuesday and Wednesday for meetings with the health, population,
 
and nutrition officer of the RDO/C, Mark Laskin, and a population consultant,
 
Paul Clipson. They finalized the itinerary and travel arrangements at that
 
time.
 

On Thursday and Friday, May 27 and 28, the evaluators were in St. Lucia
 
and St. Vincent, where they met with staff and volunteers. They traveled
 
from Barbados to St. Kitts on tlonady, May 31, and, on June 1, met with the 
staff and the president of tho St. Kitts-Nevis FPA. That evening, they flew
 
to Antigua.
 

Meetings were held with the Antigua FPA on the morning of June 2, and with 
the program coordinator of the CFPA's Secretariat in the afternoon. On Thursday, 
June 3, the evaluators had separate meetings with the CFPA's training officer, 
a publications consultant to the CFPA, and the IPPF/WHR's Caribbean program 
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consultant. Discussions with both the program coordinator and the training
 
officer fo owed the meetings. The evaluators returned to Barbados on the 
evening of June 1. The fol lowing day, they reviewed their findings, both 
togJetn>,r dnd in cuinsult Ation with the P-JfJO!C's health, population, and 
nutrition offi cer ; duri nq the weekend, they prepared their report. 

The evlu ur"., liclussed their findiirl s an0d recommendations with the 
pro ect utIi i he IPP/WIII, Everold lhosein, on Tuesday, June .; on 
.ednesdaiv nuuuon, 'hey Tlt ,i the president of thu CFP, Don Mitchell, 

Sfrmer presient ii the FPA, Joseph ,eekes, and the program coordinator, 
Irton/ -Ih) ier . 

)n Thur" , the eviluatnrt,, the PO/C and 1PPF/WHP pro ect officers,
 
aPA volunteer',, rid the )rcqram coordinator met with the director of the
 
,DfiiC, Bill Wheeler. The purpose of this meeting was to discuss the reptrt 

and rod ifictionq . The final revisiuns that were to he incorporated into 
the report were reviewed with the PDO/C's project officer on Friday, June I. 
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II. BACKGROUND
 

Regional Needs
 

For most FPAs in the Eastern Caribbean, the primary tasks are to
create demand for and motivate new acceptors of family planning. 
 Service
delivery tends to be the responsibility of the government, with the private
sector providing support for information and education activities either
 
upon request or at the direction of the government.
 

There is a need for more innovative actio n ..I&E...-. Most people(more than 90 percent) in the LDCs 
are aware of family planning methods
and delivery services, but they do not seem to be motivated to practice
family planning. For this reason, efforts to provide more than knowledge
only--to stimulate the practice of contraception--are necessary.
 

In addition to the individual country's need for I&E, there is 
a need
to promote greater awareness of population and family planning issues throughout the Caribbean. To enable the FPAs 
to improve their capacity to develop
and manage I&E activities, special training must be provided for field
staff; technical 
assistance in specific areas must be made available; the

various family planning institutions must share informatien; and access 
to increased commodity support must be provided. 

It was 
in response to these needs that the Caribbean Family Planning

Project was developed.
 

Project Activities
 

The AID grant supports the activities of six major projects, including
an evaluation project. 
 The largest of the activities is a regional infor
mation and education program with seven sub-projects.
 

A. Project I: Regional I&E Program
 

1. Sub-Project 1: Publications
 

This sib-project involves the production and distribution of a
CFPA bulletin and a series of newspaper articles on 
family planning, population,

and development for use by regional print media.
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2. Sub-Project 2: Radio Drama Production 

The second sub-project entails the production and broadcasting
 
of a regional pilot radio program using , soap opera format.
 

3. Sub-Project 3: Radio Magazine 

In this sub-project, six monthly regional magazine programs are
 

produced and broadcast to draw attention to population issues in the
 
Caribhan. These are pilot programs.
 

4. Sub-Project 4: National Radio Drama, St. Vincent
 

The production and broadcasting of a national pilot series on
 
family planning are undertaken in this fourth sub-project in St. Vincent.
 

5. Sub-Project 5: National Radio Drama, St. Kitts-Nevis 

This sub-project also involves the production and broadcasting
 
of a nationc.l pilot series on family planning.
 

6. Sub-Project 6: Production of Audiovisual Materials 

In this sub-project, audiovisual materials are produced for FPAs, 
and slide and sound equipment and video play/recorder and monitoring units 
are provided. 

7. Sub-Project 7: Communication and Iraininrg in Life Education 

The seventh sub-project sponsors in-country and regional workshops 
for FPA personnel and others in communication, family planning, and family 
life education (FLU). 

Five other proje:ts are described below. 

B. PrLject I: Community-[Based Distribution Project 

There are two sub-projects in Project I; one is being implemented 
in St. Kitts-Ievis and one is being condticted in Grenada. The purpose of 
both is to expand non-clinical distribution points to provide easy and inex
pensive access to con!traceptive methods. 
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C. Project III: Technical Assistance and Common Services
 

The purpose of this project is to provide a resource pool of
technical assistants for members of the CFPA. Expertise in evaluation,

management, medical 
and clinical operations, project development, and
 
informatior: and education is being made available. 

D. Project TV: Technical Cooperation 

The funds for this project enable selected FPA personnel to visit

other FPAs to share their experience, particularly with demonstration
 
projects.
 

E. Project V: Commodities Supply
 

The funds allocated to this project are used to enable members of
the CFPA to obtain additiunal comimodities, including contraceptives.
 

F. Project VI: [valuation 

Mid-term and end-of-project evaluations are scheduled for this project.

Both evaluations are to 
be conducted by a team appointed by the IPPF/W;IR. The
team is to include one representative e,ch from the IPPF/WHR, the CFPA, and
AID/Barbados, as well as two outside experts. 

Executinq Ajencies 

Al thotugh the ultimate resrpons ib1 i ty for the implementation of the project
rests with the IPPF/Hl, the project is designed to be executed by the CFPA 
and three FPA'; . he IP PF! WIIR has siged a siob-grant with the CFPA to inmple
ment thc reg itmoal 1i[ proqrjii (excludinq the two nat iunal radio draimas) and

he project'; i ova1)1vi 1r techrliCk, ,is';l i';,cO arl(J COmmrlon services, technical 
cOOpert t.iori, nd f.(h r1 o;Jf coiSIml(Urditiou.. Tie 1at.i~er Uhree projects are 
bei oq executed hy the PA in collibor tion with the IPPF/,.tHP.. 

For tl l nh I.i ana 1 ri',hio '"rit ind th he tw,o JI) projects , the IPPF/WHR
hIs eio; na ted the I-PAs in Gr'enadai, Liitts-Je, is, zit.and St. Vincent as the 
ezecuting agencies. In accordance with this acLion, the IPmF/WttR has signed
sub-grants with the FPAs. 



-8-


Caribbean Family Planning Affiliation
 

The CFPA, founded in 1971, is a non-governmental regional organization 
representing the collective interest of 18 family planning associations in
 
the Caribbean. It is an affiliate of the IPPF/WHR. Its members are most of 
the Engl ish-, Dutch-, and French-speaking countries in the region. These in
clude Anguilla, Antigua, Aruba, Bermuda, British Virgin Islands, Curacao, 
Dominica, Grenada, Guadeloupe, Guyana, Martinique, Montserrat, St. Kitts-

Nevis, St. Lucia, St. Maarten, St. Vincent, ahd Suriname.
 

The CFPA's Council, comprising representatives of each member associ
ation, and the CFPA's Executive Committee, elected by the membership, manage
 
the affairs of the CFPA. 

The CFPA Secretariat, located in Antigua, serves as a technical resource 
and a clearinghouse and distribution center of population and family plan
ning informaL ion for member associations. 

The CFPf\ hac established a Project Advisory Committee (PAC), a mechanism 
for indepenent program review. The advisory committee, which meets at the 
time of the LFDA's Annual General Meeting, first met in May 1981. It counts 
omong its member representatives the Secretariat of the Caribbean Common
wealth (CARICOM), the Pan American Health Organization (PAHO), the University 
of the West Indies (9II), the University of Guyana, the Development Agency 
of the Car jbthen Conference of Churches (CADEC), the University of Suriname, 
the comin is oner of health in Aruba, and the United Nations Fund for Popu
lation Activities (UINFPA). In addition to its advisory function, the 
committee fcslet, colliboration between the CFPA and other regional and 
international )r'lanizdti ns. 

For the purpusen "F implementing the AID-funded Caribbean Family Plan
ning Project , the CFPA has establishc. . Project Execution Committee (PEC). 
This committee i, made up of the seven members of the CFPA Executive Committee 
and meets quarterly. 
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III. OBSERVATIONS AND FINDINGS
 

The evaluators' observations and findings have been divided into three
 
sections. The first section covers the implementation of individual
 
projects and sub-projects; the second part concerns the management and
 
monitoring of the overall project; and the third section contains the con
clusions drawn from the evaluation.
 

Project Implementation
 

A. Project I: Regional I&E Program 

1. Sub-Project 1: Publications: Press Articles and CFPA Bulletin
 

In accordance with thp project's objectives, the CFPA has pro
duced five issues of its quarterly, "Bulletin"; a sixth issue is to be pub
lished by July 1982. One thousand copies of each issue are distributed
 
among the CFPA's members and selected organizations in the region. 

The CFPA also produc.s an internal newsletter. "CFPA Open File," bi
monthly. To date, six issues of 500 copies each have been distributed to
 
the organization's members.
 

Some FPAs have responded favorably to the "Bulletin" as a means to 
promote the CFPA and its member associations. For example, some family

planning associations affix their name on the "Bulletin" and forward it
 
to the Ministry of Health (MOH), the Ministry of Education, and other 
government agencies.
 

The CFPA, displeased with the quality of its publications, hired a
 
full-time publications consultant, Matthew Roberts, in January 1982, to
 
assist the production staff. By June 1982, the CFPA's publications and
 
communications officers either had been released or had resigned. The CFPA
 
would like to review the results of this mid-term evaluation before replac
ing the personnel in these two positions.
 

Matthew Roberts and others have indicated that the "Bulletin" has tried
 
to serve a wide, unspecified audience, and that, consequently, it has become
 
diffused. rurthermore, with a press run of only 1,000 copies per issue,
 
circulation and impact, if any, are limited.
 

The publications consultant has recommended that a single relatively
 
inexpensive publication that combines the features of the "CFPA Open File"
 
and some aspects of the "Bulletin" bL produced to meet the Internal needs
 
of the CFPA's membership. He also has recommended that the CFPA attempt to
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meet the needs of policymakers and the general public with a series of
 
"special publications" and "occasional papers" for the former, and news
 

items and feature articles on population, family planning, and development
 
for the latter. These articles woula appear in regional print media, per
 
the original project objective.
 

To date, the CFPA has placed only one article in a regional publication:
 
a feature on the CFPA's role and programs in Caribbean Contact. However,
 
the CFPA and the IPPF/WHR have published two studies on adolescent preg
nancy in the Caribbean. Both studies were conducted in 1981 in Grenada and
 
Dominica; they were produced by Dr. Tirbani Jagdeo under the CFPA's tech
nical assistance project. The studies are a good example of "special publi
cations" on specific issues or problems which can be distributed to targeted

audiences, such as policymakers and health officials.
 

2. Sub-Project 2: Caribbean Pilot Drama
 

This pilot project, which involves the production of 13 episodes
 
of 15 minutes each, to be broadcast twice a week over regional radio, has
 
experienced repeated problems ard delays. The first attempt, directed by the
 
CFPA's communications officir, was unsatisfactory. A new production has been
 
completed, however. The CFPA received technical assistance from Jones Madeira,
 
secretary-general of the Caribbean Broadcasting Union (CBU); technical re
visions were made by Alwyn Bully of Dominica and Dobrin O'Mard of Antigua,
 
with assistance from the CFPA's training officer. Final audio editing is
 
being done at this time at Radio Antilles, Montserrat. The pilot series is
 
expected to be broadcast in June 1982.
 

A discussion guide is planned. Work is expected to-begin on this book
let after production of the series has been completed.
 

3. Sub-Project 3: Radio Magazine
 

This pilot series of six monthly radio magazine programs, to be
 
produced by the CFPA and made available to all radio stations in the Caribbean, 
is scheduled for the second year of the project. In contrast to the radio
 
dramas, with their "emotional" appeal, the radio magazine is designed to
 
stimulate regional concern about population issues at an analytical level.
 
The CFPA ha, arranged with the Caribbean Broadcasting Union to produce and
 
broadcast 15 programs. The first four are in production and are scheduled
 
for broadcast in late June 1982.
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4. Sub-Project 4: National Radio Drama, St. Vincent 

This radio project is similar to the regional radio drama but 
is confined to the national level. The St. Vincent FPA is the executing
 
agency.
 

Despite problems in preparing scripts, 11 of 13 episodes have been
 
completed and three have been recorded. The theme of each is teenage
 
pregnancy. The FPA plans to air the program twice each week. It originally
 
planned to present the program during school hours, but events required a
 
shift to after-school hours. 

If the FPA is unsuccessful in airing the program during prime time,
 
it will attempt to coordinate the broadcasts with the schools. The FPA
 
already has a Saturday morning radio program for youth.
 

The FPA still plans to develop and produce 10,000 comic books based
 
on the radio drama. The comic books will be distributed to schools,
 
colleges, youth clubs, clinics, etc.
 

5. Sub-Project 5: National Radio Drama, St. Kitts-Nevis
 

This radio project is similar to the project in St. Vincent.
 
The St. Kitts-Nevis FPA is the executing agency.
 

The FPA contracted with a local playwright and a school teacher to
 
produce 13 fifteen-minute episodes. The subject of the radio drama is a
 
young girl who becomes pregnant and eventually dies.
 

The FPA twice tried to air the program but had to stop because of 
chan(ges in management at the radio station. Airing began again on May 26 
of this year, with broadcasts at 5:30 p.m. on Tuesdays and Fridays. 

The FPA advertises its family pla:ining services before and after each 
episode. The first advertisement is addressed to young girls and empha
sizes the importance of spacing. The second is aimed at young men and their 
obligation to act responsibly. Reference is made to the FPA and its con
fidential family planning services.
 

The FPA plans to conduct an evaluation at the end of the series before
 
-,broadcasting the dramas. It has scrapped the idea of a comic book, having
 
decided that it cannot overcome the problems of producing a version locally.
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6. Sub-Project 6: Production of Audiovisual Materials
 

This project was designed to provide the FPAs with audiovisual
 
materials upon request and to strengthen the motivational work of FPA field
 
staff, thereby increasing the number of family planning acceptors. The
 
CFPA's communications officer was to have supervised the project.
 

The project expected to respond to requests for posters, leaflets and 
pamphlets, slides, video tapes, film clips and short films, audio cassette 
tapes, and flip charts. The project also planned to make available to most 
FPAs a slide and sound projector and a video play/recorder and monitor. 

The production of audiovisual materials and the procurement of related
 
audiovisual equipment have required a great deal of effort and have delayed
 
other activities. In attempting to respond to requests from FPAs in each
 
country, the CFPA's communications officer proved that he was inexperienced
 
in producing audiovisual materials. To overcome this staffing problem, the
 
CFPA decided to include the production of specific audiovisual materials
 
among the functions of the training officer. This change, which became effec
tive in January 1982, is intended to be a temporary measure, but has added to
 
the burden of responsibilities of the training officer. The materials are
 
essential to training, but the need to produce them has resulted in the
 
postponement of activities in the training project in communication and FLE.
 

The CFPA decided to develop a systematic approach to the production
 
of audiovisual materials so that larger, standardized quantiLies of materials
 
could be produced for the entire region. This, it is felt, may be a more
 
effective approach than responding ad hoc to an individual FPA's requests.
 
The CFPA also decided that it would be wise to delay the procurement of audio
visual equipment so that the most appropriate and suitable equipment for the 
Caribbean could be selected. Martha Stuart Communications, Inc. (MSC) has
 
provided technical assistance in the selection of equipment.
 

The CFPA contracted MSC to conduct a three-week workshop on the use of
 
equipment and video production at the offices of the CFPA Secretariat. The 
workshop was held in April 1982, and was coordinated by the CFPA's training 
officer. Among the 22 participants were the staff of the CFPA Secretariat, 
one representative each from the St. Kitts-fievis and Dominica FPAs, three
 
representatives from the Antigua Broadcasting Service, and a few other
 
selected individuals. The emphasis was on practical exercises. The par
ticipants produced three 40-minute video programs which now form part of the
 
I&E program. The video productions include a teenage group discussion on
 
teenage pregnancy; a discussion on family life with Antiguan males; and inter
views with acceptors at a family planning clinic. The CFPA now has the capa
bility to produce video programs for distribution to the FPAs and to respond
 
to special requests for video programs at the country level. (The audiovisual
 
materials that have been produced or acquired by the CFPA are listed in
 
Exhibit II-A.)
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Exhibit i1-A
 

LIST OF AUDIO','ISIJAL MATERIALS
 

Posters
 

1,000 Teenage Posters (Suriname) 

1,500 Advertisements for FP Services (Suriname) 

300 Breastfeedin(j (Grenada) 

5,000 Family Plinnin j (General) 

Pamphl ets 

10,00C2 "Teenaglers and Sex" (Suriname) 

60,000 10,000 Each of 'Six Pamphlets on Family Planning 
lethods (General ) 

6,600 Six Pafmphlets (Anguilla, St. Lucia, and St. Vincent) 

Fieldworker Kits 

100 Pelvic Model and Sample Contraceptives (General)
 

Flip Charts
 

1,000 Human Reproduction and Contraception (General)
 

Video Prorjrams 

3 40 Minutes Each (General 

Brochures 

5,000 On the CFPA (General) 

Shopp i ng (Bjj 

25,000 "P1ln Your armily," with UFPA Logo (General) 

1 'a jtrti ! Y- on r i)i) nt 
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Audiovisual equipment was distributed to the CFPA Secretariat and 10
 
FPAs (Anguilla, Antigua, Dominica, Grenada, Guyana, Montserrat, St. Kitts-

Nevis, St. Lucia, St. Vincent, and Suriiname) in early 1982. Among the
 
equipment were 18 slide and sound projectors (seven FPAs received two
 
projectors) and 11 video play/recorders and monitors.
 

7. Sub-Project 7: Communication and FLE Training
 

This two-year project is to meet the in-service communication
 
training requirements of the FPAs through in-country workshops which also
 
include personnel from related development agencies. A key feature of the 
project is the production of training modules and supporting materials.
 

In 1981, the CFPA conducted three in-country workshops on family life
 
education counseling skills and a regional workshop on communications stra
tegy planning. This year, however, only one workshop in video production
 
has been held, because the training officer is committed to produce training
related audiovisual materials. However, workshops are planned for the third
 
quarter in Montserrat and Antigua, and follow-up to the three in-country
 
workshops held in 1981 is scheduled. Visits to Guyana and Grenada to assess
 
training needs also are scheduled.
 

The one-week workshop in Dominica was held on July 13-17, 1981, and
 
drew 26 participants. The workshop in St. Lucia took place on August 17-21,
 
1981, and attracted 36 participants. The 4orkshop in Antigua took place
 
on September 14-18, 1981, and had 25 participants. All three workshops
 
attracted personnel from the FPAs, the Ministry of Health, the MinisLry
 
of Education, the Ministry of Community Development, and other community 
groups. They provided an excellent opportunity to foster cooperation 
among the CFPA, the FPAs, and the public sector. For each workshop, the 
CFPA contracted a special training consultant and used local expertise 
to assist the training officer, who served as the key resource person. 

The regional workshop was a course in communications strategy planning.
 
It was jointly planned and coordinated by the WHR's Caribbean program ad
viser and project officer and the CFPA's training officer. It was held in 
Antigua for one week in October 1981. In addition to representatives from 
14 FPAs, the executive director of the Trinidad and Tobago FPA attended 
the meeting. 

The workshop combined lectures on communication theory and strategy 
planning with the actual design of communications plans for ainall groups of 
pa~ticipants. A manual, an outline of the entire course, was given to eacn 
participint before the workshop was held. This served as a reference. 

All the participants from the rPAs who were interviewed commented favor
ably on the regional workshop, although sonie thought that too much material 
,znd work was cranrned into too short a period. 
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In assessing the in-country workshops, the training officer reported

considerable difficulty in "training" most of the FPA field workers. 
 The
 
educational level of the field workers is quite low; thus, the ability of
 
these personnel to acquire knowledge or skills in only one week is very

limited. Moreover, it is questionable whether the field workers are able 
to commun!,ate family planning and family life concepts, and that they

have the necessary skills for effective interpersonal communication. Field 
workers should receive continuing in-service training from FPA staff to re
inforce the level of knowledge and to ensure that the correct message is
 
being conveyed.
 

The training officer believes that family life and youth educators do 
have sufficient training, background, and skills to benefit from special

training in a workshop of one or two weeks. Such personnel can communicate
 
effectively and have stature in the community, which enables them to lecture
 
or participate in community meetings, radio shows, etc.
 

The CFPA Secretariat is now receiving requests from the FPAs for train
ing for Ministry of Education teachers in sex education. These requests
 
stem, in part, from the workshop on family lire education, co-sponsored by

the CFPA and CRESALC in Antigua in November 1981. The workshop included
 
participants from the ministries of education in the region and focused on 
cu-riculum development in the schools.
 

The requests also reflect the FPAs' growing recognition that the CFPA
 
can assist in providing sex education. Of particular interest is the appar
ent shift of ministries of education toward the introduction of sex education 
in the schools. The need for sex education is acknowledged, but there is a 
problem of adequat'ly preparing selected teachers and developing a meaning
ful syllabus. Foitunately, the CFPA training officer is well aware of the 
many hurdles that must be overcome to Implement successfully a sex educatioI 
project. The first such effort will be initiated in Montserrat in September 
1982. 

B. Project II: Commu-ifty-Based Distribut'-on
 

1. Sub-Project 1: Grenada CBD
 

Reports indicate that to date, the FPA has been successful in 
achieving the objectives of this three-year project. Although there was
 
some staff turnover, the CBD project employed two additional CBD coordina
tors (field supervisors), increased its staff of fiel" worKers from 13 to
 
15, and added seven outreach workers. At the end of the first.year, the
 
number of CBD outlets had increased from 59 to 71; the project's goal was
 
81. The outreach program to youth also was reacti,1ied.
 



Free condoms and Neo-Sampoon are distributed. The association is
 
seeking the Ministry of Health's approval to dispense oral contraceptives
 
from government medical stations using a coupon system.
 

The number of acceptors in the project is not found in reports, but
 
the figures for mid-1981 indicate that an average of 154 condoms and 11
 
tubes of Neo-Sampoon per distributor are distributed each quarter. Based
 
on 100 condoms or 10 tubes of Neo-Sampoon per year per couple and 70 distri
bution points, the project is currently serving an estimated 2,000 acceptors.
 

The project has received or hats produced locally some 8,000 leaflets on
 
each contraceptive, produced locally 80 wooden CBD signs, and received 100
 
metal signs from the IPPF/1IHR. At the recommendation of a CFPA consultant
 
who was stucying adolescent fertility in Grenada, the association increased
 
its publicity about the CBD program by running a series of four advertise
ments in the local newspaper. The association also used a CFPA publications
 
consultatit to assist in the layout and production of Outreach Magazine.
 
The government granted permission to publish the magazine beginning in the
 
second quarter of 1982.
 

2. Sub-Project 2: St. Kitts-Nevis CBD
 

Despite a slow start, because of internal organizational prob
lems, the St. Kitts-Nevis FPA is on target in achieving the objectives of
 
this three-year project.
 

In accordance with the project's objective, the number of distribution
 
points has been increased from 28 to 40; 10 distribution points are located
 
in Nevis. The outlets are largely shops and bars, but a few are factories
 
and police stations. There are no data available in reports, however, to
 
indicate whether the number of new acceptors is increasing at the targeted
 
rate of 800-1,000 per year. The IPPF/WHR has prepared a data collection
 
sheet for the FPA to overcome this problem.
 

Two youth educators, one male and one female, were appointed in June
 
1981, to work in St. Kitts, and a female youth educator was hired in May
 
1982, to cover Nevis. The youth educators meet with youth groups, factory
 
workers, and in-school youth.
 

A three-day seminar was held in late 1981 for the outreach workers,
 
youth educators, and nurses. In dddition, the CBD manager visited Grenada
 
in July 1981, under the CFPA's technical cooperation project, to meet with
 
the CBD coordinators of the Grenada Planned Parenthood Associa'io, (PPA)
 
and to discuss the implementation of the project.
 

The FPA recently received 60 metal CBD signs from the CFPA for each 
distribution point. The signs normally are displayed outside the shops, 
nailed to the wooden or concrete walls. The association advertises its 
services on the radio and television, and in the press. The new CBD signs 
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are being used to promote the availability of contraceptives--condoms and
 
Neo-Sampoon--at the FPA's 40 distribution points. Two brands of pills

also are being distributed at a few select distribution points.
 

As a result of a recent program review of -he FPA by the IPPF/WHR's

Caribbean program consultant, and meetings with the Caribbean program
adviser and project officer and a consultant tc the St. Kitts-Nevis FPA, 
the association decided to offer its contraceptives free of charge. The 
IPPF/WHR's program consultant had argued that FPAs' contraceptives were
"relatively expensive compared to ... [contraceptives provided by] govern
ment-run health centers [and] the program is insufficiently advertised-
and this is a fatal weakness, given the kind of competition that it [the 
program] gets from government-run health centers." The nominal charges of 
5¢ E.C. per condom and 50t E.C. per strip of 10 Neo-Sampoon were dropped
in the last week of May 1982. This change continues to be announced in
 
30-second television spots on the evening news twice each week and is ad
vertised in the two local newspapers on Saturdays.
 

In addition to increased advertising and the use of an improved CBD
 
data collection system, the IPPF/WHR consultanc suggested that "perhaps,

the FPA may want to forego any claim to these proceeds from shopkeepers,

reduce the price of contraceptives between 25 percent and 50 percent and
 
thereby become rore competitive--price wise--with the health centers ....
"
 
It is difficult to imagine that the price of contraceptives was or might

have been a critical factor in the performance of the association's CBD
 
program. The price of 5 E.C. (U.S.$0.02) per condom is negligible, and
 
compares with an average of $1.00 E.C.-$1.50 E.C. (U.S.$0.40-$0.60) per
condom in the pharmacies. A reduction by 50 percent, or even 100 percent
(to U.S.$0.01, or zero), is 
not likely to lead to any increase in the

quantity of contraceptives distributed. In fact, it is possible that 
the FPA will experience a decline in the CBD program. Even though the
 
amount that shopkeepers received from low-cost sales was minimal 
(i.e.,

50 percent of all sales), the proceeds were, at the least, a token of the

association's appreciation and helped to offset the shopkeepers' costs 
for such items as paper bags, time, and service. Now that contraceptives 
are "free," it is likely that the association will have to find another
 
way to compensate the shopkeepers.
 

The recommendations and recent actions of the FPA in St. Kitts-Nevis
 
contrast sharply with activities in most CBD programs around the world
 
which charge for contraceptives, even where identical contraceptives are
 
available at no charge from government health centers. A more innovative
 
apiroach to this CBD project might be to increase the price of the two
 
contraceptives as many as five times, to 25¢ E.C. (U.S. $0.10) per condom
 
and New-Sampoon tablet. This change in pricing would differentiate marked
ly the association's program from that of the government, yet, the products

would be available at only one-fourth the cost of products in the commer
cial retail rariet. (The Antigua PPA sells four condoms for $1.00 E.C.
 
and pills for $3.OU E.C. per cycle.) In addition, because the shopkeepers

would retain one-hal.U of the proceeds from the sale of contraceptives, 

http:U.S.$0.01
http:U.S.$0.40-$0.60
http:E.C.-$1.50
http:U.S.$0.02
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there would be at, uddc incentive, albeit a small one, given the relatively 

low volume of sales, to promote the use of contraceptives. Moreover, 
because of financial diffic'ilties common to all FPAs, the St. Kitts-Nevis 

association would welcome any additional revenues the CBD program might
 

generate.
 

C. Project III: Technical Assistance and Common Services
 

The purpose of this tnird major project is to provide a resource
 

pool of technical consultants tu assist in improving the quality of work
 

of the CFPA's mcmber associations. It was anticipated that technical assis

tance would be needed for evaluation, management, medical and clinical oper

ations, project development, training, information, and education.
 

A Consultant Roster has been developed, and the FPAs are asked to
 

submit technical assistance requests, using standardized CFPA request forms.
 

Copies of FPA requests to the CFPA are forwarded to the IPPF/WHR, and all 
technical assistance contracts are signed by both consultants and the IPPF/
 

The technical assistance provided to d~te, including organization,
WHR. 

assignment, consultant, and dates, is described below.
 

1. Grenada PPA
 

Mr. Matthew Roberts assisted the FPA in designing the layout
 

for and editing the youth magazine (June 7-20, 1981). In addition, he
 

advised the association on radio production, newspaper advertising, and
 
the redesign of CBD leaflets on the condom and Neo-Sampoon. 

Dr. Tirbani ,agdeo was contracted to undertake a study of adolescent
 

sexual behavior and the problem of teenage pregnancy in Grenada as a Carib

bean case study. The period of his appointment was from June 22, 1981, to
 

September 18, 1981. Dr. Jagdeo made recommendations, based on the findings
 

of his study, for new adolescent programs and for modifications of existing 
youth programs. He also identified "major shortcomings" in the association, 

... between different levelsparticularly "serious human relations problems 

For these, he also offered some suggesof the organizational hierarchy." 


tions.
 

of reference in critically analyzing
Dr. Jagdeo went beyond his terms 

the organization. ard it was the responsibility of the CFPA and the IPPF/
 

WHR to edit out his findings on adolescent pregnancy from his observations
 
The mixing of the two
on the organization's structure and its members. 


subjects was inappropriate. The approach detracted from the academic merit 

o. the study; exposed a publicly one-sided and highly negative view of a 

CFPA member; and undermined efforts to foster relationships and build 

confidence, action which is so important to the CFPA and its members.
 



2. Dominica PPA
 

The FPA in Dominica requested that Dr. Tirbani Jagdeo conduct 
a study on teenage pregnancy and evaluate the adolescent programs and the
 
management of the association. The period of his appointment was from
 
November 2, 1981, to December 31, 1981. Dr. Jagdeo's contract with the
 
IPPF/WHR als) required that he compare the findings on teenage pregnancy

in Dominica with the findings of the CFPA study in Grenada. As were the
 
results of the Grenada study, the findings on adolescent pregnancy in
 
Dominica were publishc. and distributed by the CFPA and the IPPF/WHR.
 

The executive director of the Montserrat FPA, Mr. Neville Samuels,
 
aided the association in developing its 1982 Work Program during the first
 
quarter of 1981. 

3. St. Kitts-Nevis FPA 

The executive director of the Montserrat FPA also assisted the
 
St. Kitts-Nevis FPA in developina and preparing its 1982 Work Program during 
the second quarter of 1981. 

4. Suriname Stichting Lobi 

A medical consultant, Dr. Nadia Comvalius, was contracted to
 
assist in the training of physicians as part of a national symposium on
 
contraceptive technology. The symposium took place in November 1981.
 

5. CFPA
 

Mr. Matthew Roberts was appointed as a full-time consultant
 
for one year, beginning in January 1982. Retained as a publications con
sultant, he is serving as a consulting editor for the CFPA's "Bulletin"
 
and the "CFPA Open File"; providing technical assistance to C- A members
 
to help produce publications; and assisting the CFPA in developing and
 
producing audiovisual communications materials.
 

Mr. Roberts was contracted as a publications consultant because the 
performance of the CFPA's publications and communications officers was 
below standard. Unfortunately, however, the contract which Mr. Roberts 
signed with the IPPF/WHR, instructing him to "report to the CFPA program
coordinator as required," created some tension within the CFPA Secretar
iat until the lines of authority were clarified. Mr. Roberts now reports
directly to the CFPA's program coordinator, and not to the IPPF/WHR. 
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Apparently, when he assumed his position, Mr. Roberts did not clearly

understand or recognize the importance and necessity of the CFPA's Editorial
 
Committee, which includes the professional staff of the Secretariat, the 
IPPF/WHR's Caribbean program consultant, and himself. It appears that he
 
did not receive a sufficiently adequate orientation to the organizational
 
structure of the Secretariat, the problems and needs of the organization,
 
and the role which he is expected to play.
 

Mr. Tony Best, who is based in New York City, was contracted to serve
 
as a public relations consultant to the CFPA. His contract with the IPPF/

WHR calls for as many as 30 days of consultation between December 1, 1981, 
and December 31, 1982. Mir Best helped the CFPA produce its 1981 Annual
 
Report, which was distributed to CFPA members, government officials, and
 
regional organizations in the Caribbean.
 

To date, Mr. Best has assisted the CFPA in producing the "Brochure";

preparing press releases on CFPA activities; planning and preparations for 
the Annual General Meeting, which was held in May this year; and promoting
 
the CFPA as a regional organization. He also has prepared a "Public
 
Information Plan," which, at this time, is being reviewed by the CFPA.
 

Mr. Best is under contract to the IPPF/WHR to undertake consultancies
 
unrelated to the CFPA's work. Because he is employed by both the CFPA and
 
the IPPF/WHR, the Seuretariat has been confused about his role and respon
sibilities and, most important, is unclear as to whom he reports.
 

Martha Stuart Communications, Inc., provided extensive technical assis
tance in the last quarter of 1981. The agency advised the IPPF/WHR on the
 
development of video materials for the CFPA, established a video network
 
among CFPA members, and identified suitable portable video equipment for use
 
in the Caribbean. 

The CFPA supported the participation of Mr. Robert Semple, a profession
al fundraiser, in a fundraising workshop in Aruba in October 1981. One repre
sentative from each of the CFPA's member associations attended the workshop.
 

D. Project IV: Technical Cooperation
 

The purpose of this project is to enable the personnel of CFPA 
member associations to share their experiences with demonstration projects

and to capitalize on the managerial skills of other member assuciations.
 
The objective is to fund a maximum of one person frum each FPA. The CFPA
 
sends standardized request forms to the FPAs.
 

In 1981, four persons were funded under this project. They were from 
the FPAs in Dominica, Guyana, St. Kitts-Nevis, and Suriname. The newly
appointed executive director of the Dominica FPA visited the FPAs in Grenada 
and Barbados in July to become familiar with these associations' programs 
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and organizational activities. The I&E director of the Guyana FPA visited 
the Suriname association in July to exchange information on commodity re
porting, dis trihution, storge, and procedures. The C[BD manager of the 
St. Ki tts-Nevis FPA Ilso traveled to Grenada in July to observe and discuss 
the impilementation of the LD project. In Septeiber, the administrative 
aide of the Suriname FPA visited the Curacao association to review adminis
tr,tive procedures. 

Three of 
trips to the 

tie 
CFPA. 

four 
1he 

FPA 
three 

particip
were 

ants 
from 

subnitted 
Dominica, 

brief report
Guyana, and 

s 
St. 

on their 
Kitts

evi s. 

E. Project V: Commodities Supply
 

Standardized forms prepared by the CFPA are used by the FPAs to 
request special commodity assistance. The requests are sent to the CFPA 
and t.hen forwarded to the LPPF/WIHR for processing. The commodities are 
purchased either with CFPA funds or tht counterpart contributions of the 
I P P FWH R. 

The cWmaodities that have been supplied to date are listed in Exhibit 
III-B. 

F. Project VI: Evaluation 

It is sta..ed in the project description of the Caribbean Family 
Planning Project that the mid-term evaluation will include one representa
tive each from the !PPF/,HR, the CFPA, am.J the AID Caribbean Regional 
Development Office, in addition to two outs .le exprts. Antigua, St. [itts-
Nevis, Grenada, ard St. Vincent were desijnat _d for visits. 

Fhe original design for the aid-term 2v~iiution was altered sli'ghtly. 
The field 40 rvk, data goathering(, and initial project evaluation were done 
by the two outside consul tants, Charles ,\lleyne and Bruce 0. Carlson, who 
constituted the "travel inr; team." The count.ries e re visited as scheduled, 
but 2t. Lucid was substitutted for Grenada. 

The final1 conclusions, recoommendat ions, and revisions of the original 
Droject d.. ign were discussed with representatives of the IPPF/'HRIR (Averold
Hose it,), the CFPA (Don titchell, Anthony Ribeiro, and Joseph Weekes), and 
the ADC'/C tark Las kin). 
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Aruba FPA 
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Dominica PPA 
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St. Lucia PPA 
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Exhibit III-B
 

LIST OF COMMODITIES, BY FPA
 

Number Item 

600 Units Disposable Gloves (IPPF/WHR) 
350 Units Lippes Loops (IPPF/WHR) 
288 Units Plain Condoms (IPPF/WHR) 
100 Tubes Neo-Sampoon (El Salvador and 

juatewal FPAs) 

4 Units Female Pelvic Models 
40 Tubes fY Je 1ly 

200 Uni ts Pre guancy Test~s 
300 Units Tear-,),rp lests 
100 Units Spec& ie 

1 Unit Gynecological Table, with Accessories 

3 Units Sphygroma norieters 

50 Units Lippes Loops 

1 Unit Nicrocassette Tape Recorder 

3 Each Male and Female Pelvic Models 

1 Unit 35m Carmera 

30 Tubes Neo-Sampoon 
1 Unit Manual Typewriter 
1 Unit Desk Clculator 
1 in it Xerox Phot:ocopier 

1,200 Cycles Micrng ynon (IPPF/WHR) 

1 Unit Filing Cabinet 
Neo-Sampoon 
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Project Management and Monitoring
 

A. Organization 

The organizational charts that follow (see Exhibits III-C and
 
III-D) illustrate the organizational responsibilities for implementing
the Caribbean Family Planninj Project. Ultimate responsibility for the
 
project rests with the IPPF/WHR's Board of Directors, which is advised
 
by the Caribbean Program Committee. The program adviser for the Carib
bean reports to the director of program coordination and the regional

director and serves as the project officer. He is assisted by the pro
gram assistant, who is also hased in the IPPF/WHR's offices in New York
 
City, and a Caribbean program consultant, located at the headquarters of
 
the CFPA Secretariat, St. Johns, Antigua.
 

The IPPF/WHR signed sub-grants with the CFPA and three FPA . to
 
implement the various projects at the regional and national levels.
 
The executive directors of the FPAs in Grenada, St. Kitts-Nevis, and
 
St. Vincent thus have operational responsibility for their respective
 
projects.
 

Responsibility for the projects implemented by the CFPA rests pri
marily with the Executive Committee, which also serves as the Project
 
Execution Committee. Day-to-day activities are the responsibility of the
 
program coordinator, who receives assistance from three technical offi
cers in publications, communication, and training.
 

B. Staffing: IPPF/WHR
 

The grant with AID was signed in August 1980. In December, the
 
IPPF/WHR requested permission to convert the funds for "consultant fees" 
under WHR support costs to the payment of salary and benefits for a 
full-time program assistant to the project officer, based in New York. 
AID concurred. The program assistant, Casey Margard, follows up requests 
to the CFPA for technical assistance, technical cooperation, and commodi
ty supplies, drafts quarterly reports, and monitors the four sub-projects 
of the FPAs.
 

In January 1982, the IPPF/WHR contracted Dr. Tirbani Jagdeo, who
 
holds a Ph.D. in sociology, to serve as a "Caribbean program consultant"
 
at the CFPA's headquarters in Antigua. In a memorandum to the CFPA's
 
member associations and to the FPAs in Barbados, Jamaica, and Trinidad
 
and Tobago, dated February 5, 1982, the regional director indicated that
 
"Dr. Jagdeo (would) function both as an IPPF/WHR field officer in the
 
Caribbean and as a CFPA consultant to member associations on program re
view, program development, and program evaluation." He further pointed
 



-26-

Exhibit III-C 

IPPF/WHR ORGANIZAfIoi, CHART:
 
CARIBBLAN FAMhILY PLANNING PROJECT
 

Board of Dir,>ctors' 

Caribbean 

rograrn CoITnnittee 

Reg inna 
D i r e- -o 

Dir 

Progr-'rim,J .n4:,ionj 

SPr-ojrr:i ,: 1vor'/ 

Cari bbean Program 
Progrim Consul taint Assistant 

L[LW-]rF P 



-27-

Exhibit III-D 

CFPA ORGANIZAIION CHART: 
CARIBBEAN FAMILY PLANNING PROJECT 
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out that Dr. Jagdeo would work "under the general supervision of our Carib

bean program adviser."
 

Dr. Jagdeo's contract with the IPPF/WHR Rnecifies certain duties.
 

Dr. Jagdeo is to serve as a liaison between tle IPPF/WHR and the CFPA and
 

its member associations; assist the Caribbean program adviser in monitor

ing the work of the CFPA; and undertake specific research and technical
 
assistance assignments in the Caribbean, as agreed upon by the IPPF/WHR
 
and the CFPA.
 

According to the IPPF/WHR, Dr. Jagdeo was purposefully given an am

biguous role so that he would have the flexibility to wear two hats, that
 
of the CFPA and that of the IPPF/WHR, whichever was deemed more appropriate
 

or convenient. Thus, although he assists FPAs in IPPF/WHR-related tasks,
 
such as program reviews and the development of work programs and budgets,
 
he can also serve as a linkage between the CFPA and the FPAs. The role of
 
liaison is viewed as very important, because each FPA seems to have a dif
ferent perception of the CFPA and the IPPF/WHR.
 

Unfortunately, the ambiguity has created more problems that it has
 
resolved. The FPAs are not sure whether Dr. Jagdeo is representing the
 
IPPF/WHR or the CFPA. For example, Dr. Jagdeo conducted program reviews,
 
an IPPF/WHR function, in four countries: St. Lucia, St. Vincent, St. Kitts-

Nevis, and Guyana, in that order. He sent the reporte on his visits to
 
St. Lucia and St. Vincent to the FPAs with a cover letter on CFPA station
ery. Dr. Jagdeo noted in his cover letter that his "task was to do a
 
critical evaluation of the FPA."
 

The staff and volunteers in each of the three associations visited by
 
the evaluators were perplexed and angered by the "critical evaluation."
 
They claimed that they were unaware that Dr. Jagdeo's terms of reference
 
included such an evaluation. Moreover, they were generally not pleased
 
with "the way he went about it."
 

When the subject was later discussed with Dr. Jagdeo, he asserted that
 
his tasks and responsibilities were spelled out in the regional director's
 
memorandum, and that the arrangements for country visits were made by the
 
IPPF/WHR's program adviser. He had, he said, sent the reports to the FPAs
 
on CFPA letterhead to help improve the relationsiips between the CFPA Sec
retariat and the associations, and thereby enhance the image of the CFPA,
 
which, he noted, is very poor.
 

Dr. Jagdeo's ambiguous role has also created problems with the CFPA
 

Secretariat. Because Dr. Jagdeo is employed by the IPPc/WHR, reports to
 
New York, and monitors the CFPA, there is considerabie tension between him
 
and the CFPA's professional staff, particularly the progra,; coordinator. 
in a general sense, the problem is a question of authority In the office, 
that 's,who is in charge. Dr. Jaideo acknowledges t,.at he and the IPPF/WHR 
program adviser could have done a btter job of explaining the role of the 
Caribbean program consultant to the JFPA's program coordinator and staff.
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The project officer, Dr. Everold Hosein, has played a prominent role
 
in managing the administrative support in flew York for the executing agen
cies, orchestrating the use of technical consultants to assist the CFPA

Secretariat and the FPAs, 
and serving as a liaison to AID in Barbados and
 
Washington, D.C.
 

As the IPPF/WHR's Caribbean program adviser, Dr. Hosein travels fre
quently to the headquarters of the CFPA Secretariat and to member countries.
 
In addition to his broad program development skills, he possesses particular

knowledge of and experience in communications. This asset is especially

important, because the principal contribution to family planning of the CFPA
 
member associations is I&E.
 

Dr. Hosein has coped well witn his dual role as 
program adviser and

project officer. On occasion, the role of project officer requires a 
more
 
executive-oriented posture, a position in which Dr. Hosein admittedly feels
 
uncomfortable and which proves awkward at times for the CFPA Secretariat
 
and the FPAs. Nevertheless, Dr. Hosein is adept at switching back and forth
 
between the two positions.
 

C. Staffing: CFPA
 

The grant signed in August 1980, was termed an "operational program

grant (OPG)," even though the CFPA Secretariat had no staff and oftice facil
ities at the time. In fact, it was not until January 1981, that the CFPA
 
appointed a program coordinator, a publications officer, and a communications
 
officer and that the sub-grant with the IPPF/WHR was signed. A training

officer was added inMarch, and the headquarters office in Antigua was in
augurated in April. Thus, 
it took almost nine months before the infra
structure of staff and support services was 
In place.
 

In the initial month;, the CFPA prepared and distributed standard request forms, so that the ma-
FPAs could indicate their needs for audiovisual 

terials, technical assistance, technical 
cooperation, and commodities. Also,

*he CFPA technical officers were engaged In their respective project activi
ties. Consequently, the basic posture, or strategy, of the CFPA was to wait
 
and respond to FPAs' requests.
 

The project encountered some problems with this appxaach. 
 One problem

was the function of the FPAs themselves and their varying levels of ability

to identify needs and make requests based on such needs. 
 Another problem

was that the CFPA initially was 
too weak to respond fully to the requests.
 

Ideilly, rither than wait, the CFPA Secretariat should have taken the

iritiitive, acted (isinaiqqressive Innovator, and server! as 
an effective 
change ,,ent. However, as desirable as this approach rriqht have been, Itwould not have been possible. The CFPA was not properly staffed to play
such a role an', according to some CFPA "old timers," the more aggressive 
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role would not have been accepted by most of the FPAs, dpparentl) because
 
of the FPAs' strong orientation toward the IPPF/WHR and the unsettling
 
experience of the CFPA Secretariat in the late 1970s.
 

The CFPA Secretariat has been adversely affected by the tendency to
 
act as a "compartmentalized bureaucracy" and by staff limitations. Although
 
the Secretariat has only four professional staff members, roles are narrow
ly defined and people are inclined to work only in their respective areas.
 
This situation is attributable in part to the design of the project and the
 
assignment of specific projects to each staff member. For example, the sub
project on communication and family life education training is a stand-alone, 
two-year project. It has its own project uirector, the training officer; 
the publications officer focuses on press articles and the newsletter; and 
the communication officer concentrates on radio dramas and the radio maga
zine, in addition to the production of audiovisual materials.
 

It might have been possible for the CFPA Secretariat to have functioned
 
well, even though tasks were highly compartmentalized. However, the narrow
 
responsibilities exposed the limitations of certain staff members, with the
 
result that others had to assume additional job responsibilities. Because
 
of the limitations of the publications and communication officers, the CFPA
 
Secretariat had to hire a full-time publications consultant to produce the
 
CFPA "Bulletin," subcontract the work on the radio drama and the radio maga
zine, and assign to the training officer responsibility for producing select
ed audiovisual materials. Eventually, the inadequacies and resulting dis
ruption led to the departure of the publications and communications officers
 
in June 1982.
 

It is important to note that the CFPA program coordinator, who was
 
originally employed to manage the AID-funded project, has had to assume
 
idministrative and representzational duties within the CFPA Secretariat.
 
A former permanent secretary in several ministries in St. Kitts- Nevis,
 
Anthony Ribeiro has considerable experience in handling administrative
 
and financial matters. In fact, Mr. Ribeiro's background and skills are
 
better suited to administration and finance than to program development.
 
With an informal management style, he has managed to keep the various CFPA
 
projects moving forward, despite the difficulties and tensions resulting

from staff limitations, limited or unclear authority, and the ambiguous 
role of the Caribbean program consultant.
 

General Conclusions 

. Implementation Status 

Generally, the Implementation of the Caribbean Fanily Planning 
Project i proceeding well, but Is slightly short of the target. Despite 
,ome initial start-up difficulties and staffing problems within the CFPA 
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Secretariat, the IPPF/WHR and the four executing agencies have complied

with the terms and conditions of the various projects and sub-projects and
 
are striving to achieve the grant objectives within the allotted time. De
lays in implementing the regional and national radio projects and providing

feature articles for the regional print media have caused the project to
 
fall short of its target; currently, implementation is approximately 75
 
percent of the target.
 

B. Effectiveness of the CFPA
 

Problems in developing a competent professional staff have limited
 
the etfectiveness of the CFPA as an executing agency. Lacking staff and
 
office facilities at the time the grant was made, the CFPA had to spend a
 
considerable amount of time on institution-building, a necessary step in
 
the effective implementation of a project. The primary difficulties of
 
the CfPA are those of any small organization: staff selection and turnover.
 
The performance level of two of the four professional staff members who were
 
appointed in early 1981 proved inadequate, and they are no longer with the
 
organization. To overcome the staffing limitations, the CFPA Secretariat
 
had to contract with conezultants and place additional responsibilities on
 
other staff members, an approach that further hampered the implementation
 
of some activities. The key to coping successfully with the inevitable
 
staff constraints of a small organization, such as the CFPA, is to estab
lish a core staff whose technical skills and managerial experience are
 
sufficiently developed to permit a high degree of flexibility in carrying

out and subcontracting work. A team approach and good planning are also
 
essential.
 

C. Services Provided
 

In accordance with the project's objectives, the CFPA Secretariat
 
ha, established adequate systefms 
to handle requests to supply commodities,
 
.ovide technical assistance, exchange CFPA member personnel, and train
 

CFPA members. However, because of the staff's limitations and the CFPA's
 
history, a "wait-anr-respond" strategy has been adopted to meet the needs
 
of the CFPA's member associations.
 

Now that the basic audiovisual materials and equipment have been pro
duced and distributed and the staff of the Secretariat are more experienced,
it can be expected that the Secretariat will become more active in taking 
the initiitive to asit the FPAs. 
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D. Regional Impact 

It is dif'icult. to determine whether th i project has promoted 
wider acceptanc, of fimily plinrinj, one of the ubje(tive, if the grAnt, 
but. the CFPA 4 !sbegun to r.i10 it 21 UI i c )1T0f I e A nd st Imu IAte 

regional awareness t ,t. leo I,,,n ait Iyi i I e prli, (on. Ie tr i n o 
workshops have proven tIH be an i pur I it vrleh .i t)r re, h in(I public 

sector institut ion'; inl i ro I. ni l I tA IV ir i',ic v'il ue 

the worknh'ol12 Va i e ' ',' , ', ;)'r ! i 1 11-' i e n"A t' Ireh elp ;)i,";!. ).i. I' t' 

of FPAs vi i-.- n, ,Oi' ron ppc i i ;"vernm !rI'*:n:( r ' j:. lI(, I e 'PA 
has received rej'i nt j i A + ': ' P2 , ra :v , v I1r 11n 11 2T, )1 off, (,,Iion 
to develo,p x c ?no'i a :W. i Ijr/la e I!-i n n y liq :1fr 11i I w;'vi I II(e 

has also helped I i vau ve a ! nor rI jo ril tic , i 'A,tionr, nfti ,-,. it 1e 
of the CFPA. [hei pd,1 ni,, ) ) ' tnin C ,.K Y 1,(I '( l,icot )i it, 01,)"e 

(h ie h is ub! I pri ''me 1 im i n no w 1 he ; PA t r ) 

no h ' nIt () f ",r',t iliM Ait e 
p~ I A -10 n ( , o i 

bndy, is e peM &a I/ . ' .,V,' )'t t f 1i t 
req ion, I recul0n t ,)r o Im I / Itu i %,n ,ungArd p raf)I', , LhiO oLItfPA has 

fn nced ,n :,uol Khed, irn cr, l, i'h the /W P', two ijporration with 1lPP 
tOnt case turIQ, an it) lannent prejnancy A the ,;irilhbeirl. Foll ow- up 

to these 2t. eln n, ),Ion u(W 

E. A Special Proh Iem 

Most of the CFPA member countries have relatively low crude birfh 
rates. These rates, ringing from 16,/1,000 to A1/1,000, are reflected in 
the 1.0 percent-2.0 percent rit~e of population growth. However, principl
1o because of orut-0rtion, or Krt.ucure,the demogrph1c cnmplnOSiti )n, Age 


of these Cuntrie1 K"1ChLr',CkerintiL C of luCh o(wuOLr r'0 ,, ilirlri1 i'ldh, Vihere 

population ,rJVw h Wtaen ire . percent aor hiljer .ini rieir1/ 50 er ent. A 
the popult 1 n K aide r ie 15S. 7 he i . nt ri, (.,)rit.ail i d i pi)5 U r tibberv 

port ioni e per-er.nal e W, /qun pI) le, diid VeldI .r" i(.C,in t i'fr pp ', 

m,.1tel j ane-tOhird of Al1 ,req[na ncien. reuve , o'venl t I )oe( !, ,elialf
frt,ilit/ rite i' declining', the Jr(J i W O W 0 lbr2 Onrlt Wneviti
ble a contirued iJO riteo f teero, e pre)nnc/ i, pe Cr tjo f .ot 1 
fertili./. For t hiS r ecsro , teenage pregJnancy will rem n A qpeoihl prob-
I em fo r the CFPA' S membe r co un tr ie a nd the ir res pec tive governments. 
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Project Focus
 

A. General Focus
 

The general focus and thrust of the AID grant to 
the IPPF/WHR

should not be altered. The CFPA and its member associations have a very
important role to play in I&E efforts--in both the private and public 
sectors--and once they are effectively implemented, the services and

activities that are part of the Caribbean Family Planning Project will
 
enable the organizations to make a significant contribution to 
family

planning in the Caribbean. Thus, the project should continue to focus
 
on the use of mass communications, the production of audiovisual materi
als, the training of personnel, and the provision of technical assistance. 

B. Special Theme
 

The CFPA and the IPPF/WHR should accelerate their efforts to
 
combat the problem of adolescent pregnancy. They should bring academi
cians and researchers together with health, education, and community

development planners and experienced FPA executives to 
review studies
 
on 
the problem and to design a multi-prongpd strategy to address it.
 
The forum or workshop should have few participants, should focus on

practical alternatives, and be action-oriented. The CFPA Secretariat
 
should disseminate the results and use 
them to support or develop pro
jects in both the private and public sectors. This special focus is

consistent with the goals and objectives of both the project and the
 
CFPA, and should be well received and supported by the FPAs and their
 
respective governments.
 

The Projects
 

A. Project I: Regional I&E Program
 

1. Sub-Project 1: Publications
 

Based on the consensus of those who were interviewed about

CFPA publications, it is recommended that the CFPA follow the advice of
 
Its publications consultant; that is, thAt it combine the "CFPA Open File"
 
and some aspects of the "Bulletin" into a single, inexpensive publication
 
to meet the internal needs of the CFPA's membership.
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The CFPA should attempt to produce six or more feature articles
 
over the next 18 months. In addition, it should produce "special

publications" and "occasional papers," when appropriate, and continue
 
the studies on teenage pregnancy. Special efforts should be made to
 
maximize the distribution of publications to targeted groups and indi
viduals.
 

2. Sub-Project 2: Caribbean Pilot Drama
 

Now that the series is ready to be broadcast, the CFPA
 
Secretariat should ensure that publicity about the radio drama is aired.
 
The FPAs should be advised of the scheduling and requested to provide

feedback. The decision to broadcast the series a second time over re
gional radio or to disseminate it for use at the national level should
 
be based on a plan of action, and not ad hoc reaction. 

3. Sub-Project 3: Radio Magazine 

In collaboration with the Caribbean Broadcasting Union and
 
its 16 radio stations, the CFPA should "monitor" the impact of the first 
four 15-minute broadcasts to establish a rationale for taking the neces
sary next-steps. 

4. Sub-Projects 4 and 5: National Radio Drama, St. Vincent and 
St. Kitts-Nevis 

The IPPF/WHR should increase its assistance to the FPAs in
 
evaluating the local radio dramas, so that an informed decision can be
 
made about the dissemination of the episodes to other CFPA members.
 

5. Sub-Project 6: Production of Audiovisual Materials
 

The CFPA Secretariat should concentrate on the production

of audiovisual materials for 
those FPAs which have received slide and
 
sound and video equipment, and for training programs. Consistent with
 
its recent decision, the CFPA should emphasize the production of stan
dardized materials for the private and public sectors. The CFPA Secre
tariat should also extend its video program development capability to 
the FPAs. A producer (and, if necessary, the CFPA camera) could travel 
to the FPAs to produce, for example, two 20-minute tapes for local use. 
The subject could be groups of teenagers discussing contraceptives, etc. 
The producer could be a member of the staff of the CFPA Secretariat or 
one of the participants trained at the April workshop (e.g., the program 
coordinator of the St. Kitts-Nevis FPA).
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The CFPA should seriously consider a recent proposal for L regional

advertising campaign. The campaign would involve the daily use of six
 
30-second spots to encourage and promote family planning in eight member 
countries over a three-month period. This effort would represent another
 
important I&E contribution to both the private and public sectors.
 

6. Sub-Project 7: Communication and FLE Training
 

Based on experience to date, the CFPA Secretariat should
 
design a new strategy to meet the FPAs' training needs. There are four
 
groups for whom training might be considered: field workers, youth educa
tors, teachers, and trainers of field workers. 
 For the first and last
 
groups, the CFPA might want to consider a workshop to train the trainers
 
of field workers. By identifying and training one person from each of

the eight countries, the CFPA would have a core of trainers for in-service 
training of field workers. 

The training of teachers is a public sector function, bu'. it would
 
aid the FPAs in getting sex education into the ministries of education.
 
The interest of the latter has been expressed in Guyana, Montserrat, St.
 
Lucia, and St. Vincent. The CFPA will have to determine what would be
 
the best approach to training teachers (e.g., long-term training programs,

pilot and demonstration projects in selected schools, etc.). 
 The IPPF/WHR

has indicated that funds from the Swedish International Development Author
ity (SIDA) might be available for preparing textbooks. It is recommended

that the CFPA continue to follow up and pursue this opportunity, because 
it is consistent with the focus on adolescent sexual behavior and presents 
yet another entry point to the public sector.
 

B. Project II: Community-Based Distribution 

1. Sub-Projects 1 and 2: Grenada and St. Kitts-Nevis
 

It is recommended that the projects in Grenada and St. Kitts-
Nevis continue under the general supervision of the IPPF/WHR, and that the
IPPF/WHR assist tiO FPAs in presenting, each quarter, data on the CBD 
programs in a matrix format which indicates performance over time; select
ing and mixing contraceptives and siting distribution points; and in 
St. Kitts-Nevis, evaluating activities and resolving the issue of charg
ing or not charging for contraceptives (if a decision is made to charge
for the products, the range of prices also should be determined).
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C. Project III: Technical Assistance and Common Services
 

Project III still constitutes an excellent source for special
 
assistance to the FPAs. However, the CFPA Secretariat should be more
 
aggressive in identifying the needs of FPAs and in selecting technical
 
consultants. All contracts for consultants should be signed with the
 
CFPA, and not the IPPF/WHR.
 

D. Project IV: Technical Cooperation 

This modest project to promote technical cooperation is being
 
implemented as originally anticipated and should be continued.
 

E. Project V: Commodities Supply
 

This fund, little used to date, should be used by the CFPA
 
Secretariat to respond to the special commodity needs of the FPAs.
 
Again, the CFPA Secretariat may have to take the initiative, and not
 
wait.
 

Organization and Management
 

Given the small staff of the CFPA Secretariat and the need for 
greater flexibility and teamwork, it is recommended that a core staff
 
of three key professionals be established: an executive secretary and
 
two program officers. The positions of program coordinator, training
 
officer, communications officer, and publications officer should be
 
eliminated.
 

The executive secretary would be in charge of the office, have
 
responsibility for administrative and financial matters, and coordinate
 
all program dctivities. The program officers would report to the execu
tive secretary and be responsible for a broad range of program activities;
 
one would focus primarily on training and the other on communications.
 
Each program officer would coordinate projects, supervise technical per
sonnel, and arrange for subcontracts with consultants and organizations. 
By involving both program officers in artivities such as the production
 
of audiovisual materials and training, the staff of the CFPA should be
come more fully integrated and work as a team. The assignment of broader
 
responsibilities to a core group and the effective use of consultants
 
should provide greater flexibility for the CFPA, while also limiting the
 
costs of maintaining full-time professional staff.
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LIST OF PERSONS CONTACTED
 

AID/RDO/C
 

[ i I Wheeler, Director
 

Mark Laskin, Health, Population, and Nutrition Officer
 

Paul Clipson, Population Consultant
 

IPPF/ WIIR
 

llernan Sanhuezda Regional Director 

Robert McLaughlin, Director, Program Coordination 

Everold Hneirn, Projrim Adviser and Project Officer 

Casey arqiari , Prograr Assistant 

Tirba ni ,arjdeo, Caribbean Program Consultant 

CFPA 

Don Mitchell, President
 

Joseph Weekes, Formerly, President
 

Anthony Ribei ro , Prograrm Coordinator
 

Allison Lewis, Trininj Officer
 

Matthew Roberts, Publ ications Consul tant
 

Antigua FPA 

Hazelyn Benjamin, Executive Director 

Daisy Matthewq, Formerly, [xecutive Director 

Steadman Manwarren, Distributor and Driver 

A-I
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St. Kitts-Nevis FPA 

Dorothy Blake, President 

Marlene Lihurd, Prnqram Coordinator 

William Chaderton, Mandger, CBD 

St. Lucid FPA 

Geor!je 1J. Co'pton, President 

Raymond Louisy, [xecutive Director 

Pa tricia B1 sette, Proprin PrIdnner 

Veronica Gurdon, Administrative Assistant 

St. Vincent FPA 

ilaro 1d Rampersrud, 

F, usti ni iuntce, 

Preident 

Fxecutive Director 

St. Vincent MOH 

John ,aunder',, Director, National family Plannin,' 

Irma Young, A:S tstnt Permanent Secretary 

Program 
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