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On May 10, 1984 agreement was reached with the MOH on the restructuring
of this project component, based on the findings of an in-depth
evaluation held during May/June of the previous year. The essential
elements of the reprogramming were:

Establishment of separate Family Planning Unit (FPU) within the MOH's
General Directorate of Health Services (DGSS);

Provision of long-term technical assistance to the Unit;

Limiting major activities to the training of MOH personnel in FP
distribution of reversible methods of contraception, establishing a
system of reporting and record-keeping and;

The definition of the MOH's position on FP as an effective intervention
for improved MCH care to its field offices..

The evaluation indicated that progress over the 11 months since the
reprogramming had been good, but further efforts could be made to improve
the effectiveness of the delivery of services. No major problems were
encountered and the purpose of the project could be achieved with further
investment in improving the efficiency of the Family Planning Unit.

Evaluaticn Methodology

The PACD for project 0263 was March 31, 1985. Planning called for
continuing funding under project 0288 provided progress under Project
No.520-0263 as reprogrammed had been satisfactory. This evaluation was
conducted from January 27 to February, 1985 to determine how well the
project had progressed and to recommend whether the project should
continue. Over a three-week pericd, an experienced evaluator of FP
programs travelled extensively to MOH installations, interviewed
personnel, and examined the procedures and materials used.

External Factors

In August 1983, the ruling Junta was overthrown. The present regime is
dedicated to bringing about a return to democratic government. For same
time now officials at the MOH have known that their on—going assignments
will depend on the outcume of the 1985 elections and, therefore, they have
been reluctant to enunciate a Family Planning policy since it is
considered to still be a touchy subject. Even though the USAID coasiders
suwch a national policy important to a reduction in the rate of population
growth, the lack of such public policy has not impeded progress under the
project.

Inputs
All financial inputs were delivered on time.

MOH administration of Family Planning activities were to be carried out
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by the legalized DGSS Family Planning Unit. As of February 1985 the Unit
has its own organization and was carrying out its functions but the
legalization of the Unit within the MOH has not been achieved. The
evaluation recognized tha it would be convenient for the Unit to be a
legal entity within the MOH, but such action does not preclude the Unit
having an adequate relationship with other dependencies of the MOH.

Project implementation supervision and control was vested in a Tripartite
Comittee representing the key agencies responsible for implementing
various project ccmponents. The evaluation found the work of the
Committee to be weak and reccmmended the Committee strengthen its
oversight functions, particularly in the provision of gquidance for family
planning activities.

Outputs

Although the evaluation covered a period of less than.ll months,
quantifiable outputs which serve to indicate whether the prior
reprogramming was successful are:

OQutput ‘ Planned Actual
a. Contraceptives Listributed
Orals 140,000 172,674.
Condoms 300,000 335,270
b. Training courses held (various
levels of responsibility) 35 35
c. Information System Established 1 1

Regarding the training ocourses held, the evaluation found a great
disparity in the knowledge of contraceptive methodology among personnel
at different levels. The evaluator recommended that a separate
department within the Familyv Planning Unit should be established and
course content should be carefully reviewed to establish an adequate
balance between theory and practice in contraceptive methodology.

In the distribution of contraceptives, no clear or definite policy was
found for providing contraceptives to acceptors. The evaluator
recommended that clear norms be established for the provision of supplies
and services and for the distribution of contraceptives.

Although the IEC System had been established, IE&C activities were
minimal being limited to serving already identified acceptors. The
evaluation recommended strengthening the projection of IE&C services to
the entire community.
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Purpose

The purpose is to establish an effective Family Planning Unit in the MOH
capable of providing MOH deperdencies with contraceptives, training its
personnel in family planning, reporting and evaluating the program.

The evaluator found that the MOH has the basic infrastructure and
wotivated personnel to meet the project purpose. Recommendations made
were to improve the efficiency and effectiveness of the Family Planning
Unit. It was the opinion of the evaluator that AID should oontinue the
financial support of the Unit to permit improvement in the effectiveness
of the delivery of services.

Goal

The project goal is to satisfy basic human needs of the poorest majority
by increasing access to Family Planning services and information. The
1983 contraceptive prevalence survey showed that only 4.6% of women in
this category were usirg contraception mostly because of lack of access
to information and services. This project is part of the USAID's
on-going populaticn program which uses both public and private sector
organizations to provide access to family planning.

Beneficiaries

The direct beneficiaries are the approximately 180,000 women of fertile
age, mostly residing in the poor rural highland areas of Guatemala.

Unplanned Effects

Not pertinent at this time.

Lessons Learned

The MOH has had a record of oconsiderable difficulty with the
implementation process, particularly with the distribution of supplies
and services. However, with this project they have proven capable
provided the right mix of conditions is worked out. In this case, the
reprogramming of the project component was a simplification of the
original design. The MOH was asked to do essentially only three things:
train, distribute and keep records. Secondly, the cost of long-term
technical assistance in the form of an advisor providing daily input is
well worth it. AID's previous resorting to short-term, albeit frequent,
consultancies proved ineffective. Constant follow-up is essential.

Special Camments

Under Section 17 the evaluator made three recommendations in the last
three paragraphs of the Section. These recommendations were for
structural changes to be carried out in the future and outside of the
scope of work. USAID/Guatemala is not taking action on these
recommendations until the Family Planning Unit becomes an effective
entity within the Ministry.
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