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ABSTRACT 

The Pathfinder Fund is a private, international non-profit

organization established in 1957. 
 A.I.D. Bureau for Science and
 
Technology, Office of Population (S&T/POP) has been funding a

cooperative agreement with Pathfinder since 1967. 
 The purpose of
the project is to introduce voluntary family planning services,

information, and training in developing countries and to make
existing family planning service systems more effective in both
public and private sectors.
 

Pathfinder is in the last year of 
a five-year $60,000,000

cooperative agreement. 
An external management review was
conducted in July 1989, by Coopers & Lybrand. The purposes ofthe review were to: 1) to analyze Pathfinder's changing external

envirorment in terms of funding patterns, competition, political

factors, and technical developments in the field, and use this
 
analysis along with an internal organizational assessment in

crder to best position Pathfinder for the future, 2) to assess
 
Pathfinder's current strengths and weaknesses, as well as its
constraints and opportunities, for internal planning use, and 3)

to respond to the USAID's desire for a program review and collect 
the information necessary to evaluate Pathfinder's effectiveness
 
given USAID's objectives.
 

The management review concluded that while Pathfinder's objective

has remained ciear over the years, the organization (and by
implication, its purpose) is currently suffering from a lack of
 
consensus concerning strategic direction, an inappropriate
organization structure, and a strategic planning process which
 
has been repeatedly disrupted by exogenous, often political,

factors. This has 
resulted in weak internal management,

disillusioned staff both at headquarters and in the field, a
jeopardized relationship with A.I.D., and in 
some instances,
 
compromised program performance.
 

The audit recommended that Pathfinder 
reexamine its
 
organizational structure; strengthen its relationship with 
A.I.D.; improve internal management field support systems; and
 
diversify its revenue base.
 

COSTS 
1. Evaluation Coosl 

1. Evaluation Team Contract Nu*nbr OR Contract Cost OR 
Name Affliation TOY Prsron Days TOY Cost (U.S. 5) Source of Fun's 

Daphne Kempner Coopers and Lybrand Non-A.I .D.
 
Monies
 

Sean Rush Coopers and Lybrand
 

2. MIsslon/Offioe Professional Staff 
Perion-Days (Estimate) 

3. forrower/Qrente* Professional 

Staff Person-Days (Estimate) 
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J. 3ummary of Evaluation PlnIngs. Coneaslone and Ressmmendatlons (Try not to exceed the Owe (3) pese gproVded)
Address the fellewng Items:

* Purp oe Of evaluation amd Inethoey Uesd * Pdnolpl reoommnndatlions* Purpego of eOvty(Ieo) evaluated * Lessons lernod
" Findings and aenolulena(relate to tetilons
 

Mission or Offle: 
 jDate This 3um, y Pro.re: Thite And Do. Of PUR Evl"1,00 Repot: 

In the current environment of growing fiscal constraints, the Office

of Population is 
requiring greater accountability, cost-effectiveness,

and sustainability of the programs it 
supports. In short, the Office
 
is looking for greater impact from its 
scarcer 
resources. As one of

USAID's principal cooperating agencies, Pathfinder faces a 
new
challenge of changing its approach to achieve the mission that has

evolved over time. 

Wi-h a g-eater number of organizations active in population and family

planniiy and an ever increasing competition for funds, it is moreimportant than ever before for Pathfinder to substantiate its positions 
as 
a broad based family planning service delivery organization in
A.I.D.'s portfolio.
 

Purpose and Methodology of Evaluation
 

The purpose of 
the review by Coopers and Lybrand was: a) to analyze the

changing external environment in terms 
of funding patterns,
*competition, 
 political factors, and technical developments in the filed
and use this analysis along with an internal organizational assessmentin order to best position Pathfinder for the future; b) to assess
Pathfinder's current strengths and weaknesses, as well as 
its
constraints and opportunities, for internal planning use; 
and c) to
respond to the A.I.D.'s desire for 
a program review and collect the
information necessary to evaluate Pathfinder's effectiveness givenA.I.D.'s objectives. The methodology consisted of briefings, document
review, visits to four field sites in Africa, interviews with staff
* from A.I.D., 
Pathfinder's headquarters and international staff.
 

Findings and Conclusions
 

There were a number of criteria essential to the successful governance

and operation of an organization like Pathfinder which were used to
evaluate its programs and activities. The criteria included a clearly

defined and communicated mission and strategic direction, strong
 

1 
 internal management, effective service delivery, a diversified funding
base, and solid working relationship with A.I.D. 
The evaluation

confirmed that the project mission is clear, but pointed to areas whererefinement is necessary to improve program outcomes. 
Pathfinder is
Icurrently suffering from a lack of 
consensus concerning strategic
direction, an inappropriate organization structure, and a strategic

planning process which has been repeatedly disrupted by exogenous,
*often political, factors. 
This has resulted in weak internal
 
management, disillusioned staff both at headquarters and 
in the field,
a jeopardized relationship with A.I.D., and in 
some instances,

I compromised performance. 
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Principal Recommendations 

Pathfinder has developed a world-wide reputation for its pivotal

role in international family planning and has experienced a
 
doubling in size during the past four years. However, despite
this growth in both stature and size, its management,

organization on planning systems have not kept pace. 
In short,

there is a fundamental gap between Pathfinder's programmatic

initiatives and its underlying management infrastructure which is

causing many of the current problems. 

j 	 The audit recommended that Pathfinder:

f 	 1. Reexamin its organizational structure, the role and optimal 
composition. 

2. Strengthen its relationship with A.I.D. by improving

responsiveness and clearer communication.
 

3. Improve internal management, integrated technical and
 
financial support of field programs; upgrade headquarters
systems; and improve strategic planning with field staff
involvement.
 

4. Pursue both domestic and international funds to diversify its
 
revenue base.
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