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ABSTRACT

H. Evaluation Abstract iDo net   -  ii tt» ton* prnvm»di

A',i interim process evaluation of the Social Marketing of Contraceptives (SMC) 
Project was carried out from October 16 to November 11, 1988 by an external, four 
person team of specialists. Field visits were wade to over 100 retail centers in 
Karachi, Rawalpindi, Lahore, Thatta and Peshawar.

The Project has made excellent progress toward achieving its objective of making 
condoms available to low income acceptors at affordable prices. With 
only two years of project activities completed, sales goals have been exceeded, the 
Sathi condom has achieved a high level of distribution and has become a highly 
visible, everyday consumer product. The marketing strategy including packaging, 
distribution, promotion and advertising has proved to be extremely effective. The 
existing sales reporting format was deemed less than adequate to generate necessary 
sales data. Research has focused on distribution issuas rather than on consumer 
identification and attitudes.

Major recommendations include the following:

(1) Condom distribution should be expanded through a greater number of retail 
outlets in a greater number of towns;

(2) Consumer demand in the rural areas should be investigated and developed;
(3) An oral contraceptive component should be added as soon as possible;
(4) A research plan should be developed and more extensive research undertaken 

regarding consumer attitudes, product use and effectiveness of advertising;
(5) The Technical Assistance Contractor should play a greater role in planning 

and executing market-oriented research;
(6) An Operating Group comprised of the Distribution firm, the GOP and USAID 

technical advisory contractors should be formed to maintain regular and 
frequent communication on project implementation activities;

(7) A large count consumer package should be developed and tested* however, no 
price increase should be considered until sales volume reaches 100 million 
condoms per annum.
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A.I.D. EVALUATION SUMMARY - PART II

  U M M A R Y

J. Summary ol Evaluation Findings. Conclualona and Recommendations (Try not to exceed the three (3) pages provided) 
Address the following Items:

  Purpose of evaluation and methodology used   Principal recommendations
  Purpose of actlvlty(les) evaluated   Lessons learned 
e Findings and conclusions (relate to questions)  

Mission or OHIce:

USAID/Pakistan

Date This Summary Prepared:

7/25/89

Title And Date Of Full Evaluation Report:
Evaluation of the Pakistan Social Marketing 
of Contraceptives Project

PURPOSE OF EVALUATION
The purpose ot tne evaluation was to assess progress to date under the SMC Project 
and the performance of the agencies involved. The findings and recommendations 
were to be used to guide project changes and provide direction for the remainder of 
the project. The evaluation was also to suggest a plan for introducing oral 
contraceptives into the SMC Project.

METHODOLOGY
The evaluation was carried out by a multi-disciplinary team of specialists from 
October 16 to November 11, 1988. The team members spent three days in Islamabad 
interviewing Population Welfare Division (PWD) and USAID officials, studying 
supporting documents and identifying their specific roles. The team then traveled 
to Karachi for in-depth discussions with W. Woodward Pakistan (Private) Limited, 
Population Services International Marketing Associates (PSIMA), the National 
Development Finance Corporation (NDFC), Domestic Research Bureau (DRB), Interflow 
Communications, and Insight Incorporated. As part of these meetings, performance 
and financial materials on file were reviewed. Field visits were made to trade 
sites in Karachi, Lahore, Rawalpindi, Thatta and Peshawar to observe the project 
activities first hand. To collect consistent information during these field 
visits, the team developed a standardized questionnaire which was filled out at 
every retail site. The team visited over one hundred urban and semi-urban retail 
centers including: pharmacies (49); groceries (14); general stores (29); kiryana 
*iiops (6); pan shops (10) and others (4). The retail outlets were located in 
diverse settings ranging from urban slums to affluent semi-urban areas.

i PURPOSE OF ACTIVITIES EVALUATED
' The SMC Project is an important component of the GOP's overall strategy for 
| providing family planning services throughout Pakistan. The major goal of the 
I project is to use the existing commercial network to make condoms and orals

available to low income acceptors at affordable prices. Project activities aim to:

i - increase the number of retail outlets that stock condoms or oral 
I contraceptives from 27,000 to at least 54,000;

distribute over 192 million condoms and 9 million cycles of orals;
provide at least 1.9 million couple years of protection (CYP);
avert about 450,000 births;
increase revenues to the extent that a substantial proportion of the ,
operating costs are covered until such time as the project becomes
economically self-sustaining;
undertake market research that would utilize the resources, talent and
expertise of the private sector in the launching, sustaining and fruitful
completion of this project.

The project places primary emphasis on increasing availability of contraceptives, 
with program self-sustainability as a secondary concern.
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M A R Y (Continued)

FINDINGS AND CONCLUSIONS

1. Management; The organizational structure of the project is well suited to 
sustain project activities. W. Woodward Pakistan (Private) Limited, the 
local manufacturing and marketing firm that has been contracted to carry out 
condom distribution for the project, is given considerable discretion in 
conducting the on-going management. Its links with the PUD are handled 
effectively by Pakistan Consultancy Services (PCS). USAID provides technical 
assistance through Population Services International Marketing Associates 
(PSIMA), whose resident advisor's experience and talents provide an important 
asset to the continued success of the project. Roles and operating 
procedures are not entirely clear, however, and this confusion has begun to 
erode the spirit of cooperation that has contributed substantially to the 
success of the project to date.

A problem among project principals has been disagreement over what sort of 
sales data should be yielded from the management information system (HIS). 
The MIS issue was resolved during the evaluation, with the agreement that 
Woodward will implement the same sales reporting format that is used by Lever 
Brothers, the largest and most experienced market of consumer products in 
Pakistan. The time and effort expended in developing the MIS has been very 
cost-effective.

2. Marketing Objectives and Strategies: For the most part, the initial project 
strategies have been oriented toward distribution and sales. In these areas, 
the project has succeeded in achieving all of its stated goals. According to 
retailers, extensive distribution and effective displays of the product are 
resulting in strong consumer sales.

The packaging of the project condom, Sathi, and consistent use of high 
quality graphics and design elements in both point of sale and communications 
materials represent perhaps the highest quality product presentation observed 
in an SMC project anywhere. Woodward has also done a superb job in achieving 
product distribution within its 161-town sales universe. The present network 
of distributors is a good base from which to achieve the iwrt stages of 
expansion.

The strategy for product promotion and advertising has consisted of 
developing a consistent message and a phased plan for its introduction. This 
two-pronged approach has proved extremely effective. When plans for TV and 
radio advertising were delayed, it was decided to increase the emphasis on 
promotion efforts among distributors and retailers. The success of these 
efforts reinforce the value of regular promotional involvement of the retail 
trade through display and incentive programs. Advertising through cinema 
halls has also been commendable. It is important, however, that TV and radio 
be Included within a full mix of all available media. The problems with 
respect to TV and radio advertising have now largely been resolved.

»
Sales results to date suggest that the copy and media strategies for the 
launch of Sathi were appropriate. Very little is known, however, about 
whether the program is reaching its intended target audience low-Income 
urban and semi-urban population or what kind of Impact the advertising and 
promotional campaigns are having on the consumers' attitudes and usage. 
Thus, the next step is to gain the insights needed to refine the 
communications strategy and expand the appeal across the full range of target 
consumers.
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• U M M A R Y IContlnutd)
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Research; A number of research projects have been completed and a few others 
are currently under way. The primary focus of these projects has been on 
distribution issues rather than on consumer Identification and attitudes. 
The problems that were identified in the research already carried out were 
generally ascribed to lack of appropriate experience of local research 
companies, coupled with failure to take advantage of PSIMA's and PCS's 
insight in this area. No overall plan for research has been drawn up.

Price and Sustainability: Although sustaxability may be a long-term project 
goal, up to now the product price has been set purposely very low to aid the 
effort to increase distribution, particularly among low-income people. The 
general opinion was that this decision was correct and that it should not be 
tampered with until sales have at least tripled from their current annual 
level. At that time, some fixed expenditures will *lso have stabilized 
re'Jative to sales, allowing larger per unit profits.

Quality Control: Anecdotal evidence from retailers and quality test 
completed by the National Research Institute of Fertility Control (NRIFC) 
indicate that there may be a problem with old Sathi inventory (manufacture 
dates from 1984) or ineffective use of the product by the consumer.

Oral Contraceptives: Although orals do not appear to be popular in Pakistan 
at this time, it is possible that with proper training and detailing provided 
to the medical profession, and well-implemented consumer advertising, 
acceptance of orals could be increased significantly. More research is 
needed to answer questions related to the knowledge, attitudes, and practices 
of the target population and the medical community with regard to this method,

Although the project is off to a very good start, there remains much to be done to 
expand on the accomplishments made to date and to establish the Sathi brand for the 
longer term. Progress to date, however, and the potential for future successes, 
are convincing evidence that the project should be extended for at least another 
four years.

RECOMMENDATIONS

Twelve major recommendations are contained in the report to support implementation 
of this overall strategy. These are:

(1) An Operating Group comprised of Woodward, PCS and PSIMA should be formed to 
maintain regular, frequent communication on project activities.

(2) An analysis of ex-distributor sales by trade class can and should be
maintained by Woodward to fulfill the information requirements of the PWD.

(3) PSIMA should play a greater role in the planning and execution of 
consumer-oriented marketing and research activities.

»
(4) Woodward should increase the number of major towns covered through its'

distributors from the current base of 160 to the roughly 300 towns covered by 
other major marketers of consumer products.

(5) An investigation should be carried out to identify a strategy for developing 
consumer demand in the rural areas.
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t U M M A B V (Continued)

(6) Woodward and PSIMA should define the target market more precisely 1n order to 
refine and expand the current communication and promotional strategies. r -

(7) Research should be undertaken to measure consumers' awareness of current 
advertising and their attitudes toward It.

(8) Based on the Identification of the different segments of the target audience, 
specific advertising executions should be developed for distinct groups, 
e.g., for lower urban economic levels and rural populations. The advertising 
message and theme should remain consistent.

(9) Attempts should be continued to remove the restrictions on the use of 
television and radio advertising.

(10) A research plan should be made on an annual basis to parallel the marketing 
plan. PSIMA and PCS should work with Woodward and the PWD in developing this 
plan.

(11) The larger count consumer package should be developed and tested, but caution 
should be exercised in the introduction of a premium priced brand. No price 
increase for the current Sathi condom should be considered until sales volume 
reaches 100 million condoms per annum.

(12) An oral contraceptive component should be added to the project as soon as 
possible.

LESSONS LEARNED

Four important lessons learned in the process of project implementation to date 
should be taken into account in planning for the future:

The marketing and distribution skills of Woodward, the extensive experience 
of the supporting organizations (NDFC and PSIMA), and the high level of 
commitment from the GOP have all played an essential role in the successful 
development and implementation of the project.

Effective communication among the Implementing agency, the government, and 
the other players involved will remain essential to the long-term viability 
of the project.

The activities that have kept the distributors and retailers actively 
involved in the Sathi project have played a major role In the success of the 
project. Through trade seminars and display week contests, Woodward has made 
the trade feel that this was their project also.

The extensive use of attractive, well-designed POS retail materials has 
helped to desensitize the public to condoms and has contributed to the 
acceptance of Sathi as an everyday household Item.
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______________ ATTACHMENTS______________________________
'•. Attachments (Llal attachment* tubmlttad with thl* Evaluation Summary; always attach copy et full evaluation r«port. ay%n If on* wat tubmlttad 

_earllaf! attach ttudlai. turv^i. etc.. from •on-oolno- avtiuatton. If ralavant to tha •valuitton raoorl.l____________________________

1. Evaluation Report

COMMENTS
L. Commenti Bv Million. AID/W OHIce and Borrower/Qrant»» On Full Report

Mission Comments:
The evaluation does not favor the Introduction of a premium brand condom, nor does 
it favor a change in the price of Sathi or its price structure. USAID sees this as 
a shortcoming of the evaluation. In an effort to Increase project 
self-sustainability, the Mission proposes to undertake market trials to assess 
feasibility of a price increase for Sathi and the introduction of a premium brand 
condom. The price structure of Sathi was changed in August, 1989 upon agreement of 
GOP, USAID, Woodward, PSIMA and NDFC. This change in the price structure will 
allow an additional 26 paisa/Sathl sale to be used for project activities, likely 
In advertising and trade incentive activities. Development and testing of a larger 
count consumer package is under consideration.

Woodwards now maintains monthly records of ex-distributor sales by trade class as 
required by PWD.

Research was carried out in early 1989 to measure consumers' awareness of current 
advertising and their attitudes toward it.
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