
I

..
• A,I.D. EVALUATION SUM~ARY· PART I ~b, It RL -le (;tt-.

1 \ 1. BEFORE FILLING OUT THIS FORM, READ THE
b,.. q \.0 \ D L ATTACHED INSTRUCTIONS.

2. USE LETTER QUALITY TYPE, NOT DOT MATRIX TYPE.

IDENTIFICATION DATA "f.,..-L'>
A, Reporllng A.I.D. UnII: B. Woe Evoluatioo Scheduled in Current FY Annual C. Evalultion Timing
Million or A!DIW Office USAID/PERU Evaluation Plan?

HPN Office Y.s fi] Slipplld 0 Ad Hoc 0 Interim Ii] Final 0
(ES' I Evoluotion Pion Submission O"tll: FY ..i!. QlY- Ell Post 0 Other 0
O. Activity or Activities Evoluated IList the following information for pro/eclls) or programIs' Iveluatadj if not applloable, lilt title end dlte of tha

evaluation rapmt.)

Project No. Project' Program First PROAG MOlt Racent Planned LOP Amount Obligated
or Equivalent PACD COlt (000) to Date (000)

(FY) (MolYrl
527·0328 PRIVATE COMMERCIAL FAMILY PLANNING FY 91 AUG. 98 5,000 6,000

-ACTIONS
E. AClion Decisions Approved By Mls.ion or AtDIW Office Dirllctor Name of Officer Re- Date Action

Action(s) Required sponll!)le for Action to be Completed

al General Management
- Select and hire project director Genera! Manager 12.31.94
- Establish short-term goals for project area General Manager 11.30.94
- Improve external and internal coordinations APROPO G.M. 11.30.94
• Develop cost accounting system and simplify accounting APROPO Adminl 12.31.94
procedures Financial Manager 12.31.94
- Develop new management information system Financial Manager 11.30.94
- Submit 1995 workplan incorporating evaluation recommendations General Manager 12.31.94
bl Financial Management
- Rationalize administrative and accounting personnel Fin.-Ad. Manager 12.31.94
- complete monthly balance sheets within 5 working-days of the end Fin.-Ad. Manager 12.31.94
of reporting period
- Submit advance requests on time, deducting cash on hand Fin.-Ad. Manager 10.30.94
cl Contraceptive social marketing ICSMI Component
- Reformulate CSM component and integrate it with mass Marketing Manager 11.30.94
communication
- Promote products within an educational message Marketing Manager 03.30.95

APPROVALS

F. Date of Mission Or AIDIW Office Review Of Evaluation: (Month) (DiY) (Year)

Project Committee review USAID/Peru 10 21 1994
G. Approvals of Evaluation Summary And Action Cecisions:

Project'-' Officer Representative of Eveluation Officer Mlslion tU;;tt
Borrower/Gronteo Office Dir.otor

Nome (Typed) Maria A. Borneck Carola de Luque Miriam Choy PfUl"'G llhnll
Signature af.k ~c.XJ1> \k...",,.L. &.,..Lv,;. (\ S7 ~r-

Date • L4,lt 'i Iq ';) 4fHTqr-rr- .- f»/t/,{ ,, Q./.4/ q~

Clearance:D/HPN:SKBrem~

AID 1330-5 (10·87) Page 1



SUMMARY (Continued!

d) Mass commynication component
• Establish clear objectives for mass communications (workplan 95·96)
• Develop a communication strategy that focuses on achieving specific
behavior changes in specific target groups
• Agree on clear procedures for review and approval
of IEC material

e) CQmmer?ial Services Deliyery Component
• Cancel the component

• Write a repon on the experience and lessons learned
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ABSTRACT

H. EvlluAtlon AbstrAct 100 not sxceed the speci providedI

The project aims at increasing the provision of modern contraceptive methods through commercial channell, in an effon to
decrease country dependence on elCternally·subsidized products and services. Th. proj.ct hlJS three components:
contraceptive social marketing, mass communicetion and commercial servic•• delivery. The project receives the technical
assistance of The Futures Group/SOMARC III and the Jonns Hopkins University/CCPIPCS.

The mid·term evaluation was conducted at the end of the third year because the first project year was d.voted mainly to
research and planning. Therefore, actual implementation started in the second year.

The evaluation found interesting achievements in the mass communication component. The implementing ag.ncy established
II an active mass media communication program, including a hotline and street theater with counseling servic... M....g•• and

communication campaigns were well designed. This component could not gauge the impact of these activitiet in terms of
behavior changes, however. The main recommendation for this component was to improve the establishment of objective.,
use behavior change as an Impact evalulltion indicator, and int.grate communication activities with locial merketlng lCtivitie••

1'he contraceptive social marketing component was found to be w.aker than the mass communication compon.nt, since
promotion and publicity activities conducted during the previous years appear to have had limited impact on program product
sales. This component was not found to be cost-effective. The elCception was a new condom brand launched two months
previous to the evaluation. Product sales surpassed projections, but at the time of the evaluation it was too ..rly to predict
longer-term success. The main recommendation for this component was to reformulate the marketing strategy, using en
integrated marketing approach, and providing additional information on m~dern contraceptives to potential userc.

The commercial services delivery component aimed at increasing the provision of family planning lervices to workers by private
enterprises and through insurance companies. This component did not succeed, mainly because the economic crisis in Peru
during 1990·93 affected the financial situation of commercial companies. The implementing agency and USAID nHd to
terminate or officially cance' this project component.

The evaluation also found that the implementing agency had weak management systems that affected performance in the
technical areas. The main recommendations of the evaluation in this area are to: change the managerial structure by edding 8

project manager; improve elCternal and internal coordination; rationalize project staff; improve or establish new management
information systems and financial systems; and up-date accounting records.

Regarding the technical assistance received from centrally-funded projects, the evaluation recommended considering the
possibility of changing the source of assistance for the contraceptive social marketing component; and reducing It for the rna..
communication component.

The main lesson learned in this project in that when a .mall organization increases its fundlnll levels and aetlvitl.. sub8t.8ntlalfy,
it needs to strengthen its management systems, along with the concomitant strengthening at specific technical"""'.
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A.I.D. EVALUATION SUMMARY· PART II

SUMMARY
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• Findings and conclusions (relale 10 queltion.

Miuion or Office

USAID/PERU/HPN

Dale ThiS Summery Prepared:

3/13195

Title And Dlte 01 Full Evaluation Report:

Evaluation 0' Iha Commeroi" F8mlly Planning Projeot ­
OOlober 30, 1994

a Purpose of Evaluation and Methodology Used

The purpose of the evaluation was to determine whether the project can provide a cost-effective means of attaining its objectives
and, based on this, to make a "go/no go' recommendation regarding continued USAID funding. In the case of project continuation,
the evaluation team was asked to make recommendations to improve project effectiveness, including the identification of any
additional technical assistance needs for the implementing agency.

Based on the scope of work and discussions with USAID staff, the evaluation team decided that the most appropriate methodology
was a qualitative one that included open·ended interviews with relevant persons, both internal and external to APROPO, and a
review of the relevant documentation, inclUding plans, financial and programmatic reports, research summaries, training and
educational materials.

• Purpose of the Project Evaluated

The project purpose is to increase the provision of modern contraceptive methods through commercial sector channels. Project
objectives and components are the following:

• Contraceptive social marketing component (CSM):
1. To establish a self-supporting brand of oral contraceptives within the commercial sector.
2. To expand the market supply by adding other social marketing brands of oral contraceptives.
3. To establish a self-supporting social marketing brand of condoms.
4. To pilot test other self-sustaining social marketing products.

- Commercial services delivery component (CSD):
5. To increase the number of employers and health insurance companies that oHer family planning services.

• Mass Communications (MC):
6. To develop a national family planning communications strategy and coordinate a national communication program.

7. A seventh objective, common to all three components, is to establish a strong institution able to carry out commercial family
planning programs.

• Findings and Conclusions

Major findings and conclusions by project component:

Contraceptive social marketing component

o Sales of two contraceptive pills (one of which was recently dropped from the program). an injectable, and vaginal tablet
promoted by the project were initially good, but have been stagnant for some time. Initial sales of the Piel condom, launched just a
few months ago, have been very good, but it is too early to predict its long-term success.

o Stagn..nt sales indicate that product promotion efforts have not been effective.

o There is no integration among the various media used for product promotion. They lack a common theme to create public
awareness that each forms part of the same program.

() The program's brochures do not contain sufficient information to attract new users.

o The annual costs for providing one couple year of protection were $ 6.74, 9.00, and 6.94 from September 1, 1991 to May 31,
1994, showing that the program is not cost-effective.

•
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Malis commynication componem
<APROPO, the implementing agency, has established a very active communication program that includes a regul.r prl..nce
in mass media, stroet theater with personal counseling, a telephone hotline, and other related activities.

Some of the major strengths are:

o The experienced and committed staff who carry out the activities.

o Many individual activities, such as the radio spots and the counseling service, seem very well done.

o APROPO's effons have brought the themes of sexualitY, human reproduction, and family planning into the mass media,
public forums, and popular consciousness.

o APROPO has arranged a great deal of free TV and radio time for its programs and messages.

o APROPO has made some progress in coordinating effons with the Ministry of Health, the Social security Institute and
PVOs.

Some problems or weaknesses in this component are:

o APROPO land its technical advisor, JHU/PCSI has been unable to gauge the actual impact of its many activities on
increasing the number of new users of modern contraceptive methods or improving the continuation ratll of users.

o APROPO's communication activities have been too oriented to communication objectives rather than behavioral ones.

o Communication activities have been poorly integrated with the contraceptive social marketing component and therefore
have lost opponunities for mutual suppon.

Commercial services deliverv component

o The CSD component never got off the ground, due to the adverse economic conditions in Peru, and has been
discontinued. It has not, however, been officially canceled.

Project management and organization.

The main weaknesses are the following:

o APROPO has a traditional managerial structure. A general assembly of affiliated members meets annu.'1y .nd elects the
Board of Directors. Although the board meets regularly and some financial and statistical information is provided to members,
this information is limited and does not provide a clear picture of the project'5 problems and how activities are related to
goals.

o APROPO has an energetic staff of 38 people under a General Manager. There has been a high staff tumover, however,
and most senior staff are new.

o Stronger leadership from the General Manager and mechanisms to ensure cooperation among the different .,.... are
needed to improve the operation of APROPO and the project.

o Staff do not have a clear concept of the goal and objectives of APROPO and of each project component. This limits the
contribution of each unit to the project's common goal and objectives.

o Administrative systems are not clear, as they are based on many management procedures and policies dispersed in
minutes, correspondence and memos.

o There is little coordination and cooperation among the different areas and project, indicating a continuing need for a
stronger internal coordinating mechanism.

AID 1330-5 (10-8715



FinanCial management

o The project has spent 62 percent of its total budget by the close of its third year, equal to 95 percent of planned
expenditures for the period. Nonetheless, many irnponant budget modifications have taken place that roquire I revision of
the original budget.

o The generation of funds leading toward progressive self-financing has been below expected levels. Cost monitoring has
not taken place.

o A recent project audit found that the financial management was generally acceptable, with accounts providing I)

reasonable picture of the financial situation. The main problem noted was that USAID considered some expenses ineligible
for reimbursement according to the cooperative agreement and USAID regulations. The audit identified some procedures
and delays in monthly reconciliations that are in the process of being corrected.

o Most budget advances from USAID have been on schedule, despite APROPO's delays in submining its requests and
USAID's Controller having to reduce budget requests because of earlier unapproved expenditures.

• Princip&1 Recommendations by Project Component

The main recommendations are the following:

al General Management

• select and hire a Project Director; the General Manager will be responsible for external representation, including
seeking out additional funding sources
- establish short-term goals and objectives for the various project areas
- improve internal and external coordination
• develop a cost-accounting system and simplify administrative proced.ues
- develop a new management information system
- monitor project progress towards its objectives, including cost-effectiveness indicators
- submit 1995 workplan by October 30, 1994

b) Financial Management

- rationalize administrative and accounting personnel
- complete monthly account balances within 5 working days of the end of the reponing period
- submit requests for advances and balance of funds from previous months on schedule, deducting C11lh on hand

c) Contraceptive Social Marketing

- reformulate the CSM component and integrate it with mass communication activities in a way that is mutually
supportive (workplan 95-96)
• promote products within the context of an educational message that includes the following detail.: C1 t communicate
a theme that links the various components; (2) Integrate the various mass media; (3) create a new dispenser for the
brochures on which the name APROPO is more pronounced: (4) develop a slogan; (5t consistently use the logo; and
(61 create new brochures with more information and improved presentation

dl Mass Communications

- establish and maintain clear objectives for mass communication (workplan 95-961
- develop a communication strategy for 1995 that focuses on achieving specific behavior changes in specific target
groups
- agree on clear procedures for review and approval of materials

el Commercial Services Delivery

- cancel the component
- write a report on this experience with lessons learned
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ATTACHMENTS

K. Anaohmenll (Lilt ellechmenll submlllorl wilh Ihll E"aluation summary:~ alfllch copy of full e"aluallon report, liven If one WII llIubmilled
earlier: ,nsoh Itudioe, lurveyl, ale., frum "o/1·going" e"llluatlon, If relellont to the ollllluation report.)

Full e\laluDtion report

COMMENTS

L. Commentl By Million. AIDIW Offica lind BorrowerlGrlnteeo On Full R"port

• Comments by HPN Office:

This evaluation zeroed in on weaknesses in project management, virtually all of which had previously been d8t8~ted

by \i1e HPN Office. During the first three years c~ project ims:famentation, the cooperating agency has demonstrated
commitment, dynamism and creativity. However, despite these positive aspects, the HPN OHice has consistently
identified and worked to correct weaknesses in project planning, financial management and laci( of internal leadership
from the General Manager. At the time of the evaluation, for instance, a new financial and administrative manager
was in the process of being hired to help strengthen these two areas.

The HPN Office considers that the analysis of the social marketing component was limited. The evaluation concluded
that contraceptives sales were stagnant. This is partially true: Of the four products, sales of the two brands of pills
did not increase during the last year. Nonetheless, sales of the other two products increased: the Depo·Provera
injectable increased by 25 percent and the Lorophyn vaginal tablet by 10 percent. More importantly, the evaluation
did not mention that through sales of these four products, the project received more than US$200,OOO in fees from
participating laboratories. This income was used to cover most of ttIc. administrative costs of the cooperating agency.
Additionally, the evaluation underestimated the negative effect that external factors may have had on the demand for
contraceptive products within the commercial sector; these include a weak economic situation and I decrease in the
prevalence of pills in favor of such methods as the IUD and injectabltas.

USAID and the cooperating agency have accepted most recommendations, with the exception of the recommendation
to change the source of technical assistance In social marketing. The scope of work of this technical allistance,
however, will be reformulated by HPN and the cooperating agency. With regard to other major recommendations,
corrective measures will be monitored on a monthly basis.

- Comments by APROPO

APROPO considers the report a constructive Instrument to increase the performance of the Commercial Family
Planning Project, despite its lack of an Integrated approach.

Communications. It has a strategy based on audience studies and follows a methodology to assure that the
beneficiaries of project activities be sensitized to the media campaigns, obtain knowledge and change as required for
the adoption of family planning methods.

Social Marketing Component. This shouldn't be the only component of the project. IEC activities are crucial in
creating a culture, hence facilitating the adoption of family planning methods. SOMARC should be kept as technical
assistance. The Social Marketing Component have been efficient. It has incorporated four private companies that
produce four commercial contraceptives in social marketing philosophy. Likewise SOMARC has helped to establish
a condom plan which already has started, adding financial resources to the project.

Research shouldn't be only part of the communication component since it also serves the social marketing component
and does the monitoring and evaluation of all the project activities.
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•

,.
M~nagement. Actions are being taken to assure that the management system works In accordance to APROPO's new
thallenges. A project Director, cost-accounting system, revision of institution's structure and function, personnel policy are
being implemented.

Despite Peru's economic crisis, the increase of funding levels and of activities of APROPO, the Commercial Family Planning
Project is in the right track to achieve its objectives. The problems identified by the Evaluation Team had also been identified
by APROPO and USAID and we were working on them.

APROPO is concerned with assuring that the main projoct activities continue after project lifetime.
•

AID 1330-5 110-871 8
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EXECUTIVE SUMMARY

The Private Commercial Family Planning Project (527-0326) is a five-year USAJO-funded
project that started in September 1991 The implementing agency is A,poyo a Programas de
Poblacion (APROPO), a Peruvian pva founded in 1983 and devoted to educational and
communication activities concerning family planning and population This project follows another
USAJD-funded project implemented by APROPO from 1985 to 1990

The project purpose is to increase the provision of modern contraceptive methods
through commercial sector channels Project objectives are.

I. To establish a self-supporting brand of oral contraceptives within the commercial sector

2. To expand the market supply by adding other social marketing brands of oral
contraceptives

3. To establish a self-supporting social marketing brand ofcondoms.

4. To pilot test other self-sustaining social marketing products.

5. To increase the number ofemployers and health insurance companies that offer family
planning services.

6. To develop a national family planning communications strategy and coordinate a national
communications program.

7. To establish a strong institution able to carry out commercial family planning programs.

The objectives ofthe project's three components are the following:

• Contraceptive Social Marketing (CSM): to increase the availability of
affordable contraceptives in commercial retail outlets through market research,
audience analysis. brand advertising and promotion ofcontraceptive products
supplied by local manufa.cturers and training ofphannaey clerks.

• Commercial Services Delivery (CSD): to broaden the financial base for family
planning services through the increased participation ofthe private sector (mainly
employers and insurance companies) in the provision of services.

• (Mass) Communications (MC): to implement a massive education and
communications program to support brand advertising and improve the knowledge
of the population about modem family planning methods.



To strengthen the technical capabilities of APi(OPO to implement the three components,
the Mission requested. through buy-ins, the technical assistance of The Futures Group/SOMARC
for the CSM component, John Hopkins UniversitylPC:S for the Me component, as well as the
services of a private consultant knowledgeable in the marketing of health and family planning
services for the eso component.

The purpose of this mid-project evaluation is to "demonstrate whether the Project can
provide a cost-effective means of attaining its objectives and. [to) recommend a go or no-go
decision regarding continued project implementation " (Scope of Work)

Major questions to be answered by the evaluation team were the following:

• Is the project design appropriate')

• Are the three components attaining their objectives?

• What internal and external factors are influencing project performance?

• Are project monitoring and evaluation indicators appropriate?

• Is the project using the most cost-effective means to attain its objectives?

• How effective are the organization and management of APROPO and the proje<:t
in supporting achievement of project objectives?

• How helpful has technical assistance been?

• How supportive has USAID/Peru been?

• What are the project's major strengths and weaknesses?

• How can the project be improved in all of the above areas?

A four-person team worked in Peru from August 1-19. 1994 to try to answer these
questions. Their major findings are summarized in the next several pages, and their more detailed
findings and recommendations are found in the following chapters.
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Contraceptive Social Marketing lCSMl Component

Major Fjndim&s

Oven~lI, APROPO's efforts in this component have been disappointing Sales of
APROPO's two contraceptive pills (one of which was recently dropped from the program), an
injectable. and vaginal tablets were inirially good but have been stagnant for some time Initial
sales of the condom P,el, launched just a few months ago, have been very good, but it is too early
to predict its long"ierm success

While it is acknowledged that the project has functioned during difficult political and
economic times in Peru. the design of the CSM component should nonetheless have resulted in a
more successful program, The project's failure has been in its exe<:ution rather than in its design,

Despite the fact that there is a considerable market for CSM products, most of the
objectives and related outcomes of the CSM program identified in project documents have been
only partially attained. Without major refonns in the component, there is no indication that these
objectives will be fully reached during the two remaining years of the contract.

• Stagnant product sales indicate that product promotion efforts have not been
effective.

• There is no integration among the various media used for product promotion, i.e.
TV ads, brochures and displays. They lack a common theme that creates public
awareness that each fonns a part of the same program.

• The program's brochures do not contain sufficient information to attract new users.

Despite its investment ofmillions ofdoDars. USAlDlPeru remains uncertain that
APROPO is able to attain the project objectives set out for it.

The annual program costs for providing one CYP were S6.74, $9.00, and S 6.94 from
September I, 1991 to May 3I, 1994, clearly showing that the program is not cost effective.
Expenses are not producing the desired results (higher sales), nor does APROPO seem able to
adjust its indirect costs to sales activity. APROPO is not sensitive to the importance of reducing
CYP costs and is content to pursue its activities in the nonnal and usual manner.

The technical advisor SOMARC, either by its own choice. USAID insistence, and/or the
lack ofCSM capabilities of APROPO, has assumed the responsibility for management decision
making. As a consequence, decisions are not made by those who are responsible for the success
of the activity. The CSM Manager perceives the SOMARC representative to be her immediate
supervisor. even though he is external to APROPO and not even based in Peru.

The CSM component is understaffed with a resulting over-reliance mass media and point
of purchase activities to stimulate demand. The entire CSM component is implemented by one
manager, one sex educator, one trainer, one promoter of condoms, and one secretary. The CSM
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Manager requires additional training in family planning concepts, social marketing strategies, and
general business practices

Planning. understood to be the commitment of resources to achieve desired outcomes,
seems to be nonexistent Market projections are based more on external events, such as the
increase in 'he number of women of reproductive age and the general contraceptive prevalence
trend, than on the relationship between program inputs and the number of potential users,

SOMARC's technical af";istance is dictated as much by it own abilities to assist as by the
needs of the program, SOMARC has based its decisions on a model that has not been successful
in an Andean setting. The CSM Manager feels that needed suppon and/or approvals are
frequently delayed.

APROPO's recent contract with SOMARC regarding the promotion of condoms has
resulted in confusion within APROPO SOMARC feels that it provides technical assistance for
the CSM products other than condoms, iWI it has a co-operative agreement regarding the
condom activity. In other words, SOMARC perceives two very distinct roles ... to approve all
activities regarding condom sales and to merely otTer advice on other activities.

Some external factors, such as the improving economic situation in Peru, the well­
developed commercial infrastructure, and widespread attitudes favorable to fenility control,
should facilitate the achievement of component objectives.

Neither the General Manager nor the CSM staffof APROPO understand how CSM
programs must function if they are to be successful. The necessary integration ofcommercial
activity, mass media comnlunication and family planning has not been recognized nor pursued. If
the major recommendations presented below are NOT implemented. this program will not be able
to reach self-sufficiency.

RecommendatioDS

If USAIDlPeru and APROPO agree to implement the majority of the evaluation team's
recommendations, a four-month time frame should be developed to incorporate these changes. If
APROPO does not implement the majority ufthe recommendations, it is reconunended that
USAID cease funding the CSM component. Additional recommendations follow.

• The CSM component ofthe program should be reformulated by USAID/Peru and
APROPO to incorporate the recommendations made in this report. They should
agree to project milestones and formally monitor them. Early in 1995,
USAIDlPeru should make a decision regarding continued funding of this
component.

• APROPO should remain the implementing agency for the project. The team
considered possible alternatives to APROPO to manage the CSM component,
including another NGO or private sector distributor, but none offered clear

4



t

•

•

•

•

•

•

advantages over the current institution The team felt that APROPO's statT is
committed and capable of carrying out this program under better organization and
management

All of the U'3AIO-funded activities of the CSM and Me components (excluding
PL 480) should be coordinated and mutually supponive Individual mass media
activities mayor may not include reference to specific product(s), but they should
indeed enhance the image of APROPO

The program should ( I) communicate a theme that links its various program
components; (2) integrate the various mass media, i.e. TV ads, brochures and
displays; (3) create a new dispenser for the brochures on which the name
APROPO is more pronounced; (4) develop a slogan, which will help establish
institutional identity; (5) consistently use its logo to help consumers identify the
program's products; and (6) create new brochures that are larger, more colorful,
contain drawings and use a higher quality of paper and that present, in an
accessible format, more of the infonnation that women want and need.

The program should promote reproductive health, instead of family planning, and
include "avoiders" (women or couples who want to avoid pregnancy completely
for the time being) in the target population.

The program should promote its products within the context of promoting its
theme or within the context ofan educational message.

The project should monitor: (1) implementation of the agreed-upon changes
resulting from this evaluation, and (2) project progress towards its objectives.

The team found that SOMARC's assistance has often been neither very timely nor
helpful. USAIDlPeru and APROPO should mutually decide whether SOMARC
should continue as the source oftechnical assistance for the CSM component. The
team's CSM specialist feels that APROPO should identify a new source of
technical assistance for the CSM component.

Mass Communication (Me) Component

The intent ofAPROPO's mass communication activities is to improve the climate for
family planning in Peru and to promote increased use ofmodem family planning methods (and
purchase ofAPROPO's own social marketing products). It was planned that APROPO would
coordinate with other public health and family planning groups in convening a national conference
on family planning communication and in planning a national mass media campaign in support of
family planning.

Major Findinas

APROPO has established a very active communication program that includes a regular
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presence in mass media (TV. radio. newspapers, and magazines), national mass media campaigns
(the second "los tromes" campaign is about to begin), street theater with face-to-face counseling.
a telephone hotline. development offamily planning education materials for CARE, and training
of family planning promoters,

Some of the major strengths or achievements of these activities are,

• The experienced and committed staff who carry them out,

• Many individual activities, such as the radio infospots and the counseling service,
seem very well done,

• APROPO's efforts have brought the themes of sexuality. human reproduction. and
family planning into the mass media. public forums, and popular consciousness,
These are now common themes for people to read and hear about and see. They
are much less taboo than they were a few years ago.

• APROPO has arranged for a great deal of free TV and radio time for its programs
and messages. The mass media are becoming more and more open to giving free
coverage to these and other topics of social interest.

• APROPO has made some progress in coordinating efforts with the MOH and
IPSS, as well as a few NGOs (but much remains to be done).

Some problems or weaknesses in this component are the following:

• APROPO (and its technical advisor, JHUIPCS) has been unable to gauge the
actual impact of its many activities on increasing the number of new users of
modem contraceptive methods and on improving the continuation rates of persons
who initiate temporary modem methods.

• Objectives for the communication activities have never been clearly stated and then
maintained consistently.

• Although well done in some ways, APROPO's communication strategies have been
too oriented to communication objectives rather than behavioral ones.

• Communication activities have been poorly integrated with APROPO's social
marketing activities and therefore have lost opportunities for mutual support.

• The efficiency ofplanning and implementation has been affected by weaknesses in
APROPO's managerial systems (e.g., the lack ofclear, updated budget
infonnation).

• Delays and bad feelings have occurred because ofthe lack ofclearly defined roles
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and procedures for review, advice, and approval by USAID and JHUIPCS

RecQmmendations

• USAJD and APROPO should establish and maintain clear objectives for mass
communication.

• The communication strategy for 1995 should focus on achieving specific behaviQr
chan8~s specific target groups by defining activities to overcome the resistances
(obstacles) to adaption of those desirable practices.

• No changes in staffing the unit are recommended at present, except moving a full
Qr part-time research specialist into the unit.

• In the interest of improving the cost-efficiency of its activities, APROPO should
limit street theater performances to large audiences (200+); continue to pursue
attempts with IPSS tQ support the family planning hotline; and carefully evaluate
the family planning promoters befQre expansion.

• APROPO shQuld establish a family planning "news service" to stimulate and
facilitate media coverage ofthe topic.

• Clear procedures for review and approval of communication materials should be
agreed upon and fQIIQwed by APROPO, USAID, and JHU/PCS.

• Monitoring and evaluation methods should continue to be simplified and made
more operational and the amount ofdata measured should be reduced.

• Technical assistance from ffiUlPCS should continue to support mass
communication but at a reduced level.

Project Managemem and Oganintion

APROPO has a traditional managerial structure. AGeneral Assembly ofAffiliated
Members (AsociadQs) meets annually and elects a Board ofDirectors. Although the Board meets
regularly and financial and statistical information is provided to members, they have little
understanding ofthe project's problems or of how activities are related to goals.

APROPO has an energetic staffof 38 people under a General Manager. There has been a
high staft'tumover, and most senior staft'are ntlw. A new Financial and Administrative Manager
has just been hired to manage the accounting (financial) and administrative areas, up to now
separate areas under administrative and accounting assistants.

Stronger leadership from the General Manager and mechanisms to ensure cooperation
among the different areas are needed to improve the operation of APROPO and the project. The
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General Manager. although very active. delegates too many decisions. thereby not providing the
institution with needed supervision (in planning. goal seuing. training. monitoring and control)
She devotes most of her time to urgent and housekeeping activities and probably not enough to
imponant activities to strengthen the institution and to ensure its sustainability.

Staff do not have a clear conception of the goal and objectives of APROPO and of each
project component. This limits the contribution of each unit to the project's common goal and
objectives. Staffappear to be carrying out many activities that do not make a clear contribution
to APROPO's common goals.

The original project paper and contract had a clear and very detailed planning for many
areas, Activities in the execution of the project have deviated from the initial plan. affecting the
development of the project. its management and financial structure.

Administrative systems are not clear as they are based on many management procedures
and policies dispersed in minutes, correspondence and memos.

There is no personnel department. and persoMel policies that have developed over the
years are dispersed in many documents and files. A draft persoMel policy has been developed but
not approved or implemented. No clear or updated job descriptions are availabie. There is no
clear payroll information, due to the many types ofcontracts and funding sources.

The financial area seems to be overstaffed and not very efficient. Four employees handle
APROPO's accounting, where fewer than 20 vouchers are processed daily. Financial and
accounting records are ready two months late, although monthly reports are presented to the
Board. Cash management and cash flow estimates need improvement in order to allow and
efficient cash flow and the provision ofaccurate data for project planning and USAID reporting
requirements. Cost accounting procedures and reports must be established ifa self-supporting
organization is to be developed. Up to now, little attention has been given to cost considerations
or cost efficiency in project activities.

The CSO component never got off the ground, due to the adverse economic conditions in
Peru, and has been discontinued. It has not, however, been officially canceled, so APROPO's
financial reports still include CSO cost and accounting expenses, a practice that affects the
distribution ofcosts and cost indicators.

There is no list of the reports produced by APROPO nor guidelines on who is responsible
for the preparation ofvarious reports, when reports should be produced, or who should get them.
Many reports are prepared by the different areas ofAPROPO, but the information is seldom
analyzed or utilized for managerial decision making and planning.
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APROPO has developed a coordinating committee to plan activities, but meetings are very
informal, without a clear definition of purpose, agenda, minutes or system to record or follow up
decisions, There is little coordination and cooperation among the different areas and projects,
indicating a continuing need for a stronger internal coordinating mechanism,

External to APROPO, three additional actors play imponant roles in the development of
the Private Commercial Family Planning Project: USAID. SOMARC and JHUIPCS APROPO
claims that even small details of the project must be approved by USAID and the technical
assistance organizations, SOMARC for CSM and JHUIPCS for Me, Coordinating and approval
mechanisms are not clear and because of this, procedures take too long to complete.

Recommendations

Separate recommendations are given for general management of APROPO and for
management of the USAID project.

GENERAL MANAGEMENT OF APROPO

Goals objectives. and structure of APROPO. The Board and General Manager should provide a
clear definition of the goals and objectives of APROPO and the project and how they interrelate.
The Board and General Manager should define the structure ofAPROPO, and the units areas and
their roles in contributing to the goals ofthe project and of APROPO. This structure should be
explained at all levels but mainly at the executive staff level, to ensure a clear understanding and
acceptance. The General Manager should prepare a draft proposal for the Board, including clear
goals and objectives ofAPROPO and the required structure, before the end ofOctober 1994.
The new structure should be in operation by January 1995.

SupervisionIMonitoring. The General Manager must improve supervision (in the modem sense,
to include planning, education and personnel development, evaluation. monitoring and control of
activities). Short-term goals and objectives for the different areas ofAPROPO should be
established and then tracked in monthly and quanerly monitoring reports. Goals, objectives, and
the reporting and monitoring plan should developed by the General Manager before the end of
November 1994.

Internal and external coordination. The General Manager should develop formal procedures for
the coordinating committee, including the development ofan agenda, minutes and fonow-up
mechanisms. These should be implemented immediately. A plan to reinforce the external
coordination efforts ofAPROPO should be developed by the General Manager and presented to
the Board ofDirectors and USAID before the end of 1994.
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Research Before the end of September 1994, the MC Manager should develop and present to
the General Manager a clear job description for the researcher, with a work plan to cover her
activities for 1995 Monthly reports on research activities and quarterly evaluations of research,
as reported monthly by the MC Manager, will determine the need and continuation of this
position,

Financial Manaier The General Manager should immediately review or develop job descriptions
for the new positions of Administrative and Financial Manager and Deputy Dirt-ctor, During a
trial period, the Financial and Administrative Manager should coordinate and supervise the
accounting and administrative areas, while the present administrator and accountant continue to
work in each of these areas for a trial period of no more than three months.

Personnel Management. Clear responsibility for personnel matters (without additional personnel)
should be established. The Financial and Administrative Manager, during his first quarter of
operation, should present to the General Manager and Board of Directors a draft on the functions
and operation of the personnel office and job description and job requirements for every position
in APROPO. APROPO's staffing requirements should be determined, based on the project
contract, organizational structure. procedures and job descriptions, The Gen~ral Manager and
Board ofDirectors should determine the staffing requirements of APROPO by the end of 1994.

Cost accounting and administrative procedures. The Financial and Administrative Manager
should prepare, by the end of the first quarter of 1995, a proposal fur a cost-accounting system
and formal policy manual covering administrative and financial procedures, collecting all
information available in minutes, correspondence and memos. The proposal should be presented
to the General Manager, and a manual on financial and administrative procedures should be in
operation by June 1995.

Management information system. A management information system should be developed by the
new Financial and Administrative Manager in coordination with the General Manager and the
senior staff. The identification ofmanagement information needs at the different levels should be
completed by the Financial and Administrative Manager by the end ofOctober 1994, and an MIS
should be in operation by the end of 1994.

PROJECT MANAGEMENT

Board ofDirectors. To ensure more active participation in the project by the Board ofDirectors,
the Board should discuss and approve any changes to APROPO's cooperative agreement with
USAID. For monitoring purposes and to ensure accountability ofthe General Manager to Board,
the Board should also approve quarterly reports. Mechanisms such as newsletters and meetings
could ensure that Board members and others receive regular and periodic infonnation.

Project workplan and budget. The General Manager should develop a very detailed workplan for
1995 and a less detailed plan for 1996. The workplan, including a proposed budget, should be
presented to USAID before the end ofOctober 1994. It should be approved by the end of 1994,
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and probably a new cooperative agreement or contract should be signed. The advantages of a
contract as opposed to a cooperative agreement should be considered.

Technical assistance cOQrdination, The General Manager should develop a proposal for clear and
functional procedures tQ coordinate activities of APROPO with USAID and with consultants such
as SOMARe, Hopkins or any other agencies that APROPO considers necessary. This proposal
shQuld be presented to USAJD befQre the end QfOctober 1994. Based on this proposal,
procedures shQuld be develQped with the agreement of all relevant institutions and a document
signed before the end of 1994.

Depyty pirector, ADeputy Director should be employed to strengthen the organization and
support the General Manager. The number-two person should be very experienced in ~. .
management and have a ciear understanding of marketing and communications. The person
shQuld have a "strong" personality and be observedly business-like and competent. The General
Manager should prepare a job description and qualifications and present them to the Board and
USAlD before the end of September 1994.

Project management/monitoring. For monitoring purposes, all workplans developed by APROPO
and reviewed and approved by USAlD should include short-term goals and benchmarks for
monthly and quarterly periods, and monitoring should take place immediately at the end of the
period considered. The General Manager should have a monitoring system in place before the
end of 1994, and APROPO and USAID should monitor and supervise APROPO and project
activities monthly and quarterly beginning in January 1995.

eso component. A clear definition ofthe situation ofthe eSD component, its effect on the
project's budget, on the managerial and accounting structure, and on the organizational chart
should be made, mainly at the executive staff level, to ensure that USAID procedures are
followed and that both USAID and APROPO have a clear understanding and acceptance orthe
situation. eSD funds should be used for other project activities, as reflected in the new workplan
and budget. The General Manager should present a proposal to USAID before the end of
September 1994, and USAID should make its decision before the end of 1994, ifpossible.

Persoooel policies. The General Manager should review the proposed persoMel policy with
USAID (as remuneration and incentives are involved) and present it to the Board ofDirectors of
APROPO before the end ofNovember of 1994. A new persoMel management policy, which
should consider causes ofturnover and corrective actiCln, should be instituted before the end of
1994.

Financial Management

General Findings '

The project had spent 62% ofits total budget by the close ofit's third year, equal to 95%
ofplanned expenditures for the period. Nonetheless, many important budget modifications have
taken place which require a considerable revision of the original budget.
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The CSM objective of increasing the provision of modem contraceptives has been partially
achieved. although saJes have not reached target levels, The generation of funds. leading toward
progressive self-financing. has been digppointing, Cost monitoring has not taken place

A recent project audit found that financial management was generally acceptable. with
accounts providing a reasonable picture of the financial situation. The main problem noted was
that USAID considered some expenses ineligible for reimbursement according to the cooperative
agreement and USAID regulations, The audit identified some procedures and delays in monthly
reconciliations that are in the process of beirdg corrected. Budget advances from USAID have
been on schedule, despite APROPO's delays in submitting its r~uests and USAID's Comptroller
having to reduce budget requests because of .earlier unapproved expenditures.

Recommendations

APROPO's new financial and administrative officer should establish a new accounting
system, rationalize the administrative and accounting personnel, and produce timely monthly
financial statements that managers can use for planning and decision making. More specifically.
APROPO should:

• Revise the project budget to reflect changes that have already taken place as well
as new changes that result from implementation of recommendations from this
evaluation. This should be complete'd within 90 days by the new financial and
administrative officer, with support ft'om the other managers.

• Obtain commitments outside ofUSAIL' to provide additional funds for
discretionary spending. APROPO should solicit funds from Associated Members
to cover expenses not eligible for reimbUlrsement.

• Institute new accounting procedures that will give costs for products and avoid the
reentry of data in order to classify costs.

• Complete monthly account balancing within five business days of the end ofthe
previous month. Prepare these balance sheets as an instrument for foUow-up, not
merely because they are required.

• Complete implementation ofthe pending recommendations ofthe auditors.

• Make a schedule for meeting payment obligations to avoid ineligible expenses.
Establish priorities for the monthly cash flow.

• Submit advance requests and balances ofthe previous month's funds to USAID on
schedule, deducting cash on hand.
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• Remove the function of cashier from the same person responsible for authorizing
payments

• Arrange for USAID to train the new financial and administrative officer as soon as
possible in its procedures and administrative and accounting policies.

• Rationalize administrative and accounting personnel within 90 days.

• Establish mechanisms for program managers to have access to up-to-date
accounting infonnation.
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Chlpter I:
INTRODUCfION

The Private Commercial Family Planning Project (527-0326) is a five-year USAID-funded
project that started in September 1991. The implementing agency is Apoyo a Programas de
Poblaci6n (APROPO), a Peruvian PVO founded in 1983 and devoted to educational and
communication activities concerning family planning and population. This project follows another
USAID-funded project implemented by APROPO from 1985 to 1990.

The project purpose is to increase the provision of modem contraceptive methods
through commercial sector channels. Project objectives are:

I. To establish a self-supporting brand of oral contraceptives within the commercial
sector.

2. To expand the market supply by adding other social marketing brands of oral
contraceptives.

3. To establish a self-supporting social maketing brand of condoms.

4. To pilot test other self-sustaining social marketing products.

5. To increase the number of employers and health insurance companies that offer
family planning services.

6. To develop a national family planning communications strategy and coordinate a
national communications program.

7. To establish a strong institution able to carry out commercial family planning
programs.

The objectives ofthe project's three components are the following:

• Contraceptive Social Marketinl (CSM): to increase the availability of
affordable contraceptives in commercial retail outlets through market research,
audience analysis. brand advertising and promotion ofcontraceptive products
supplied by local manufacturers and training ofpharmacy clerks.

• Commercial Services Delivery (CSD): to broaden the financial base for family
planning services through the increased participation of the private sector (mainly
employers and insurance companies) in the provision of services.

• (Mass) Communications (MC): to implement a massive education and
communications program to support brand advertising and improve the knowledge
ofthe population about modem family planning methods.
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To strengthen the technical capabilities of APROPO to implement the three components,
the Mission requested, through buy-ins, the technical assistance of Tht Futures Group/SOMARC
for the CSM component, John Hopkins UniversitylPCS for the MC component, as well as the
services ofa private consultant knowledgeable in the marketing of health and family planninM
services for the eso component.

1,1 Purposes of the Evaluation

The Project Paper (page 55) recommended two extemal evaluations, both focussing on
project impact, Project impact is understood as the achievement of the project purpose, which, in
this project, is to increase the provision ofmodem contraceptive methods through commercial
sector channels.

This evaluation, the first of these external evaluations, was completed at the end of the
third of five planned years of implementation. USAID/Peru directed that the evaluation tearn
judge whether or not the project can provide a cost-effective means of attaining its objectives and
to make a "go or no-go" recommendation regarding continued USAID funding. Furthennore, the
team was asked to make recommendations for improving project effectiveness, including the
identification ofany additional technical assistance needs for the implementing agency.

1.2 Focus and Objectives of the Evaluation

While the evaluation assessed all of the components of both the program and the
implementing agency (APROPO), USAIDlPeru emphasized the identification of "bottlenecks" or
problems and to the specific recommendations necessary to solve them. Accordingly, the specific
evaluation objectives were:

• To assess whether the project design is realizable through the configuration;

• To assess whether the project is attaining its objectives and desired impact through
its three components.

• To identify the positive and negative factors, external or internal to the project or
APROPO, that are influencing project perfonnance by component.

• To assess the appropriateness ofthe project indicators used by USAlDlPeru and
APROPO to monitor and evaluate perfonnance.

• To determine if the project is using cost-effective means to attain its objectives and
ifdifferent cost alternatives for project strategies and activities have been
considered.

• To assess the extent to which the organization and management of the project and
ofAPROPO are facilitating the achievement of project objectives.

IS



• To assess the manner in which technical assistance has been provided to APROPO
and its usefulness

• To assess the need for further clarification of the procedures for authorizations by
USAIDlPeru and the timeliness ofadvances.

• To assess the project's major strengths and weaknesses

• To make recommendations concerning the project's continuation, design,
objectives, management, monitoring and evaluation, strategies by component,
support by USAlDlPeru, compliance with USAIDlPeru regulations, technical
assistance, and other aspects as proposed by the evaluation team.

In the team's initial briefing, USAIDlPeru expressed its particular interest in the project's
progress towards financial sustainabiJity. the team's consideration of an alternative implementing
agency, and the impact ofUSAlDlPeru management on project performance. Specific questions
asked included:

• What is APROPO's ability to progressively cover its administrative (indirect) costs
through income from the project components?

• Would the program function better with another implementing agency?

• What is the impact of USAIDlPeru, both positive and negative, on the project?

1.3 Methodology of the Evaluation

Based on USAIDlPeru's scope ofwork and the team's discussions with USAID sta1f, it
was decided that the most appropriate evaluation methodology was a qualitative one that included
open-ended interviews with relevant persons, both internal and external to APROPO~ and a
review of the relevant documentatio~ including plans, reports, research summaries, training and
educational materials, and financial documents.

1.4 Overall Evaluation Strategy and Procedures

The tasks were divided among the four team members in accordance with their specialties.
While working on their tasks independently, each followed the points raised in the Focus and
Objectives of the Evaluation, as appropriate to their area ofwork.

• The social marketing specialist, Mr. Alan Lambert, evaluated the Contraceptive
Social Marketing (CSM) component of the project. He also served as Team
Leader.

• The communications specialist, Mr. Michael Favin, evaluated the Mass

16



. ,

Communications (MC) component of the project
• The specialist in the design, management and evaluation of health and family

planning programs, Mr. Victor Jaramillo, evaluated the CSO (Commercial Service
Delivery) component, which has for all practical purposes has ceased to function,
as well as APROPO's organization. managerial procedures. and internal
functioning

• The financiaJ management specialist. Mr. Julio Zavala, assessed the financial
aspects of the project and APROPO.

Their respective repons are found in the following four chapters.
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2.1 PROJECT DESIGN

While it is acknowledged that the project has functioned during difficult political and
economic times in Peru, the design of the CSM component should nonetheless have
resulted in a successful program. Accordingly, any program shol1comings were not
caused by poor design. The project's shortcomings have been caused by its execution
rather than its design.

Individual and joint actions of the actors (APROPO. SOMARC, USAlDlPeru) have
interfered with the proper execution of the program design. The majority of the design
considerations need not be changed in any attempt to revitalize the program so that it
fully reaches its objectives,

2,2 ATTAINMENT OF COMPONENT OBJECTIVES

The project purpose is to increase the provision of modem contraceptive methods through
commercial sector channels.

Despite the fact that the·" is a considerable potential market for CSM products. most of
the objectives and related outcomes of the CSM program have been only partially
attained. At this time, there is no indication that they will be fully met during the two
remaining years of the contract.

While the objectives themselves are normal for CSM programs in the Andean region. the
implementing agency's actions to date have been inadequate. The outcomes to date
related to the objectives (taken from the Project Paper, pp. 26·27) were as follows:

2.2.1 To establish a self-supportins brand ofOCs

The income received from sales ofboth brands ofOCs has been less than the
promotion costs for these brands.

Current sales of the remaining DC brand in the program are stagnant. There is no
indication that levels will reach the volume required to make a substantial financial
contribution to cover APROPO's expenses. (See Annex. Chart I).

2.2.2 To expand the market SUpply ofOCs

The program was able to attract the Nordette brand ofOCs to participate in CSM.
The recent announcement by Wyeth's representative that the company will
discontinue participation in the program with Nordette and the unsuitability of
other manufacturers will make this objective very difficult to reach in the short
term.
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2 2 3 TQ establish self-sYPPQnjn[l SM brand cQndQm

Because this activity has just begun, it is tQQ early tQ determine IQng-term
CQnsumer demand for this product.

Sales are being made through only one wholesaler, which may limit CQverage.

The price set fQr the product did nQt consider APROPO's Qperating costs and may
be insufficient tQ permit self-suppon,

2.2.4 To test Qther self-systajnjng SM prQducts

The prQgram was able to attract panicipatiQn Qf bQth an injectable and a vaginal
tablet. AdditiQnally, it is cQnsidering the direct importation and sale Qf an IUD.

2.2.5 PilQt test new CSM prQducts

All cQntraceptives promoted by the prQject were available in the market befQre this
project. The only "new" product is the Piel brand Qf cQndQms.

2.2.6 TQ achieve a sianificant level Qf operatiQnal CQst recQveQ'

Cost recovery is driven by two factors: (1) high sales volume, and (2) a low cost
per CVP provided. At present, such income is stagnating if not decreasing.

In addition to stagnant sales, CVP costs are quite high, averaging 57.60 for the
period September I, 1991 to July 31, 1994. (See Chart II.)

2.2.7 Reduce myths and rumors (address the general lack ofinfQunatjon)

The stagnant sales indicate no significant changes in the pattern, reported in DHS,
ofdiscontinuation of pill use nor in the program's ability to attract new users.

Levels ofunderstanding regarding OCs have remained constant during the three
last years.

The program's brochures do not provide sufficient information to generate an
improvement in knowledge about OCs.

2.2.8 Target effQrts to mQderate and lQ'wer-income WQmen and men whQ wish tQ limit or
space their children

The program's direct promotion ofcontraceptive products is directed to couples
seeking to avoid an unwanted pregnancy. The stagnant sales ofthe program's
product and the high cost per CVP indicate that these efforts could be more
effective.
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229 Increase the yse prevalence of modem methods ofcontraceptjon

For the current fiscal year. the program aims to deliver some 85.000 CYP This is
virtually the same number ofCVP provided last year (Chart II,)

While the program actively promotes four modem methods ofcontraception. the
stagnant sales of the products other than the newly introduced Pie! condoms
indicate that the CSM program is not contributing to increasing the overall use of
such methods.

2,2, 10 Contribyte to the control of donated products

APROPO conducts audits at pharmacies in order to identify and bring to the
attention of the authorities the availability ofdonated products in the private
commercial sector. CSM staff have attended conferences on this issue.

2.3 RECOMMENDATIONS: COMPONENT OBJECTIVES

2,3.1 A program directed to tap the considerable latent demand for OCs (as expressed in
the "intent to use" module of the DHS) and that addresses and is able to
significantly lower OC discontinuation rates will result in a much larger market for
the program's product and thereby improve its chances in establishing a self­
supporting brand ofOCs.

2.3.2 The use ofonly one OC enables APROPO to concentrate its resources on one
product only, which should assist it in generating higher sales.

2.3.3 APROPO must ensure that condoms receive the same extensive coverage that the
other CSM products enjoy. Upon reaching good distribution ofits condom at the
pharmacy level. APROPO should explore other commercial outlets such as
supermarkets. kiosks and other habitual points of purchase for direct sale.

2.3.4 Sales must significantly increase and/or low cost per CVP must be attained to
increase cost recovery.

2.3.5 The brochures need to be made more attractive so that potential users will be
motivated to read them.

2.3.6 APROPO can best control the distribution ofdonated products by increasing
public demand for its products that are available only in the private sector.
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24 ATTAINMENT OF OBJECTIVES CSM PRODUCT PROMOTION

2.4.1 General

The stagnant sales levels for the CSM products indicates that product promotion is
not working effectively

The decision to promote identical products (Microgynon and Nordette)
simultaneously by brand was limiting, costly and ineft'ec:tive.

The way in which APROPO is using mass media is no different from how it would
sell"soap." It stimulates neither attitudinal nor behavior change.

2.4.2 StrateiY

Areview of the "Brief Para La Agencia de Publicidad: Anticonceptivos Orales·­
Microgynon y Nordette" indicates that the advertising agency was informed that
the strategy was to place media messages that emphasized the product as opposed
to a campaign theme.

As the advertising agency has produced appropriate messages for its other clients,
the fault clearly lies with APROPO, which submitted the brief.

The agency cited the very cumbersome decision-making process that required
satisfying both SOMARC and APROPO as well as the time involved to reach a
consensus. Agency staff stated that the whole process has been one of"fits and
starts" as opposed to one ofdevelopment.

2.4.3 Integration

There is no integration between the various media used for product promotion,
i.e. TV ads, brochures and displays. They lack a common element or theme that
informs the public that each forms a part ofthe same program.

2.4.4 Brochures

The brochures being used by the program to attract new users are unsatisfactory
for their objective. Averaging some 320 words eac~ the brochures give
insufficient information on which to base an informed choice about a particular
method. Women's fears about the method are not sufficiently addressed. The tone
of the brochures is medical, which only serves to reinforce women's fears. The
physical size of the brochure, the number ofpages, and the quality ofpaper used
all convey a message that the product is unimportant. The cover does not invite a
potential or actual user to take it and read it, let alone save it. The brochures do
not indicate that they are one ofa series of four different brochures.
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2 4 5 Dispenser

The brochure dispenser contains the name"APROPO" at the very bottom where it
is often difficult to read. The link between the products. brochures and APROPO
is thus obscured,

2.46 Institutionalldentiflcatjon

No attempt has been made to identify what APROPO stands for. Areview of the
mass media indicates that the public at large might easily think that APROPO is a
manufacturer ofcontraceptive methods.

2.5 RECOMMENDATIONS: CSM PRODUCT PROMOTION

2.5.1 The program needs to communicate a theme that links its various program
components.

2.5,1.1 This theme should be one unrelated to reproductive health because when
a woman purchases. for example. an OCt she is not buying an OC per se
but rather the protection that it affords her from an unwanted pregnancy.

2.5.1.2 A well communicated theme such as the phrase "Toma el control de tu
vida" (take control ofyour life) gives a woman the sense that she is doing
something good for herselfwhen she purchases the program's products.

2.5.1.3 The appearance ofthe theme in all media reduces the resistance to that
media for the same reason.

2.5.2 The CSM Manager should develop a campaign using different media with a
common theme to enhance consumer awareness and the image of both the
program and APROPO.

2.5.3 The CSM Manager should developed new brochures that are larger. more
colorful. contain drawings. and use a higher quality paper. They should
incorporate more ofthe information that women want and need in a
manner that is acceptable to them.

2.5.4 The CSM Manager should review the contents ofthe brochures with the
medical advisor ofeither Schering or Upjohn. regardless ofwhether the
brochure relates to their particular product. In this way. the program is
assured ofproviding medically correct advice.

2.5.5 The CSM Manager should develop a new dispenser for the brochures on
which the name APROPO is more pronounced. preferably at the top.
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2 5 0 In the absence ofa name that conveys something about the institution. such
as "PROSALUD" or "PROFAMILIA". panicular attention must be given
to this, The CSM Manager should develop a slogan such as "APROPO es
PRO SALVO" to help establish institutional identity

2 ~ 7 The General Manager. CSM Manager and MC Manager should work
together to develop a slogan for APROPO that will facilitate its
identification in all of its activities

2 6 FACTORS AFFECTING PRODUCT PROMOTION

APROPO is an institution that implements many isolated activities that appear to be "good
ideas" but which do not necessary contribute to reaching any strategic objectives.

2.6, I Absence of Direction

The absence ofdirection within APROPO is reflected in its often uncoordinated
activities. This clearly hinders its ability in reaching program objectives.

2.6 2 Manasement

This situation is brought about by APROPO's organizational structure. the absence
of strong managers, and a lack of managerial skills.

2.6.3 RelatiQnships with External Panies-General

Difficult relationships with both USAlDlPeru and SOMARC, its technical advisor,
have contributed to APROPO's inability to reach its stated objectives. Owing to
the lack ofmanagerial skills within APROPO, both external groups have been
forced to take actions not envisioned either in the coQperative agreement nor the
contract for technical assistance. The two external organizations responsible tQ
suppon APROPO's activities no longer believe in APROPO's ability to implement
viable and gQaI-directed activities despite its having done so at the commencement
Qf the program.

2.6.4 Relationships with USAlDlPeru

Afairly adversarial relationship has existed for a number ofyears. PriQr
disagreements, unrealized and poorly communicated expectations. and less-than­
harmonious relatiQns persist.

USAID/Peru is aware ofthe lack ofmanagement within APROPO and correctly
responds by placing more controls on it. The General Manager responds by
abdicating managerial responsibility to the USAID prQject manager to facilitate
program monitQring, if not to shift blame for errors and mistakes. The parties
have been unable to change the nature and scope of the relatiQnship.
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Despite its investment of several million dollars, USAJDlPeru rtmains uncertain
that APROPO is able to attain the project objectives set out for it Unfortunately,
this doubt serves to increase USAJDlPeru's dissatisfaction with APROPO, along
with what USAJD perceives as a lack of responsiveness by APROPO to its specific
requests for action

26,5 Relationships With SOMARC

SOMARC initially did not want to undertake the CSM component with APROPO
It too is aware of the lack ofdirection and managerial skills within APROPO but
is unable to implement constructive change.

Further compounding the situation is the recent implementation of APROPO's
contract with SOMARC for the condom program, From SOMARC's perspective.
this is a separate contract; there is CSM and a separate condom program, for
which SOMARC has more direct managerial responsibility,

2,7 PROJECT INDICATORS

2.7.1 While the USAID-selected indicators of "unit sales" and "contribution to
overhead" are appropriate measures, with an underlying concern for CVP
delivered, the accompanying program cost per sale per CYP is not being
calculated.

The institution is unable to visualize the cost of its decisions, whether for
advertising, other promotions or G&A expenditure, as it attaches to CVPs
delivered.

2.8 RECOMMENDATIONS: PROJECT INDICATORS

2.8.1 It is recommended that target costs per CVP be established for the remainder of
the contract by USAIDlPeru. In this way the institution will better understand the
relationship between cost and sales, with the objective of increasing cost
effectiveness and/or stimulating a real interest in cost alternatives.

"

'I

2.8.1.1 APROPO must fully understand what costs should be included in the
calculation and what CVP measures should be used. With regard to the
former, careful attention must be giving to including all indirect expenses,
such as G&A, and to formulating an equitable means ofdistributing these
costs among APROPO's the various activities.
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2 9 COST CONSIDERATIONS COST EFFECTIVENESS

=9 I Cost per Coyple year of Protection

The high program cost of providing one CVP for the period September I, 1991 to
July 31, 1994 (57,60) clearly shows that the program is not cost effective, For
comparison, the cost per CYP in the Venezuelan CSM program was 53 IS in the
second year of operation. Expenses do not produce the desired results (higher
sales) Mr does APROPO seem able to adjust its indirect costs in relation to sales
activity. Increasing program inputs are seen as the means of increasing sales, while
little or no attention is paid to CVP cost.

2.9,2 Managedal ContrQls

Results clearly indicate that program inputs have been ineffective, yet there has
been little. willingness tQ alter either the approach used or the infrastructure.

2.9.3 ~

The review of media to SUPPQrt CSM demonstrates a lack Qfquality, integration
and objectives. The seemingly related but, in reality, highly disjointed media
activities are void of any synergy. Costs dse without an accompanying increase in
sales.

2.10 COST CONSIDERATIONS: COST ALTERNATIVES

2.10.1 StrateI}'

APROPO is not sensitive to pursuing cost alternatives as a means of reducing CVP
costs and is content to pursue its activities in the normal and usual manner. New
jobs are created in response to new needs without consideration of improving the
utilization of existing staff Management is slow in halting activities that are of
questionable benefit to its objectives, such as the pharmacy training program.

2.11 RECOMMENDATIONS: COST CONSIDERATIONS

2.11.1 Guidelines need to be introduced. such as cost per CVP, to force APROPO to
seek cheaper ways of implementing its activities.

2.11.2 APROPO's CSM Manager should continue the use of the "Pre-Venta" purchase
for annual TV time as opposed to spot purchase. The cost differential of some
40% when applied to the large amounts spent on TV publicity, result in significant
savings.
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2 12 INSTITUTIONAL ORGANIZATION

2 12 I Structure

The organization of APROPO itself is one of the factors that severely limits its
ability to reach its objectives. The organizational environment is developed along
the lines of an educational institution as opposed to one designed to promote
commercial activities.

2.12.2 Managing Director

The managing director is virtually divorced from both the process and
responsibility of decision making for CSM activity.

212.3 Inter-pepartmental Co-Operation

Despite sharing some similar communication objectives. the CSM Manager and the
Communications Manager do not coordinate their activities.

2.13 HUMAN RESOURCES AND STAFFING

2.13.1 CSM Manlier

The CSM Manager is very intelligent and committed to her task (as opposed to the
specific objectives ofAPROPO), but requires additional training in family
planning concepts, social marketing strategies, and general business practices.

She feel comfortable with media planning and developing because ofher
experience in advertising. Her prior work with cosmetics gives her a strong
consumer products orientation.

2.13.2 Staffing

The entire CSM component is implemented by one manager, one sex educator,
one trainer, one promoter ofcondoms, and one secretary. The component relies
on the ability ofthe mass media and point ofpurchase activities to stimulate
demand.

2.14 RECOMMENDATIONS: HUMAN RESOURCES AND STAFFING

2.14.1 Because there are no in-house capabilities to address these needs, the General
Manager should arrange for outside specialists to conduct training sessions on
family planning, social marketing, and general business practices to improve the
organization's human resources.
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2 14 ~ To strengthen the program's ability to reach its objectives. promoters at the
pharmacy level should be added to current CSM statY'

2 14.3 The CSM Manager must reorganize her staff and eliminate those positions not
directly supporting CSM objectives,

215 FINANCIAL MANAGEMENT. PLANNING AND REPORTfNG

2.15, I ManaKement of Expenses

The CSM Manager does not manage the expenses of the CSM component.
Rather, sums of money are allocated to panicular activities, This allocation
appears to be driven by availability andlor contractual obligations as opposed to
need. It is not clear that such funds are actually managed and that competing
alternatives are analyzed in relationship to some independent measure such as
cost per CYP,

2.15.2 Plannini

Planning, understood to be the commitment of resources to the achievement of
desired outcomes, seems to be nonexistent. Market projections are based on such
external events as the increase in the number ofwomen of reproductive age and
global trends in contraceptive use as opposed to the relationship between program
inputs and potential users.

2.15.3 Month-End Reportins

While such documentation exists, it is not clear that the infonnation is readily
understood or effectively used. For example, concern exists for month-to-month
variation, which is too short an interval to draw conclusions. Longer-term trends
seem to be ignored in determining the success ofexisting campaigns.

2.16 RECOMMENDATIONS: FINANCIAL MANAGEMENT, PLANNING AND
REPORTING

2.16. I The CSM Manager needs to interact more with both Schering and Upjohn, which
have the best capacity to understand the market and to improve the relationship
between activities and results.

2.16.2 The CSM Manager needs to be trained to understand and use of monthly and
cumulative sales figures.
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2 11 DECISION MAKING AND DELEGATION

2 17 I Role of SOMARC

SOMARC. through its own choice. USAIDlPeru insistence. and the lack ofCSM
capabilities of APROPO. reluctantly assumed the responsibility for management
decision making As a consequence. decision making is separate from those who
are responsible for the success of any activity, The CSM Manager considers the
SOMARC representative to be her immediate supervisor

"

2, 17 I, I

2,17,1.2

The time required to complete the decision making process is excessive. so
there is no timely management of the program,

The impact of this process has been to limit statT understanding of their
work.

2.17,2 The General Manaier

Many decisions regarding the CSM component are made by persons outside of
APROPO, The General Manager chooses to be divorced from both the process
and responsibility ofdecision making for CSM.

2.17,) APROPO

In many instances, there is either an inability and/or a lack ofdesire by APROPO
to take the necessary decisions regarding CSM activity. In other instances, the
General Manager delegates to the CSM Manager. However, such delegation does
not incorporate a discussion or analysis ofthe decision taken. Therefore, the '
CSM Manager may not fully consider organizational concerns.

2.18 RECOMMENDATIONS: DECISION MAKING AND DELEGATION

2.18.1 SOMARC should train the CSM Manager sufficiently so that she is able to make
decisions regarding C8M activity.

2.18.2 The General Manager should review all decisions made by the CSM manager for
appropriateness and conformity with organizational goals and objectives.

2.19 TECHNICAL ASSISTANCE

2.19.1 Timeliness

Technical assistance as provided by SOMARC is dictated as much by its ability to
respond as by the needs of the program. Therefore, in many instances, needed
support and/or approvals takes more time than the CSM Manager would like and
results in more cost and less effectiveness than is possible.
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2 19 2 TecbnoloiY Transfer

The scope of work for technical assistance specified tbat training of a CSM
component manager would be undertaken The CSM Manager, who has been
working with APROPO since November 1993, has already participated in a IO-day
training session in Colombia witb the SOMARC representative and
PROFAMILlA, a Colombian NOO Additionally, the SOMARC representative
has made two site visits

2,19.2. I

2.19.22

2.19.2.3

Judging by the media inputs and program activities, this training has not yet
provided a clear understanding of the objectives and methods of social
marketing.

To date, the Manager is unable to determine the size of the potential
market.

To a degree, judging by the Piel promotion, some technology transfer has
taken place.

2.19.3 C2nsnsus Buildins

The scope ofwork for technical assistance for the CSM component talks of
"assisting", "working with", and "facilitating" APROPO's tasks. Theoretically,
adherence to these principles would lead to consensus-building.

2.19.3.1 SOMARC's need to assume management responsibilities. the absence of
the General Manager within CSM activity, and the continuing development
ofthe CSM Manager results in decisions by SOMARC that APROPO may
follow, but not agree with.

2. 19.4 COORDINATION-SOMARC/JHUIPCS

Technical assistance from SOMARC and JHUIPCS was to offer APROPO the combined
expertise ofboth groups in th~ development of its campaigns. Regarding CSM, this joint
effort was never realized because SOMARC wanted to control the components ofits
technical agreement.

2.19.5 IMPLEMENTATION

As SOMARC has been forced at times to take the responsibility for management decision
making, APROPO has implemented many ofthese decisions.
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220 RECOMMENDATIONS TECHNICAL ASSISTANCE

2 20 I The scope or work for technical ..ailtance nllkes no reference to "timeline"a" nor
doe. it specifY a particular time frame within which d,ecision making should take
place. Nonetheless. these are important i.lues, so USAIDlPeru should review
APROPO's complaints regarding delays and determine what, if ilny, new
procedures. need to be in'\nlentented

2.20.2 SOMARC should evaluate the trainina it offered, whelhf:r it was sufficient, and
whether the CSM Manager needs furthor training.

2.20.3 SOMARC should cooperate with procedures whereby both the General Manager
and the CSM Manager are responslible for all decisions regarding CSM activity.

2.20.4 The agreement between USAJDlPeru and the SOMARC specifies tasks and a
description of technical assistance activities, In no place does this agreement state
or imply that SOMARC will assume responsibilities for management. Where
SOMARC approval was needed, prior to implementation ofcertain activities, this
could rail outside of the scope of the agreement. Therefore, USAIDlPeru should
either require SOMARC to conform to the agreement or the agreement should be
changed.

2.21 USAIDlPeru

By design, the most important relationship within the CSM component is the relationship
between USAIDlPeru and APROPO. Accordingly, both the expectations and
responsibilities on the part ofeach one must be clearly communicated and understood.

2.21. I Coordination

Although meetings and telephone conversations are frequent, miscommunication
still occurs too frequently.

2.21.2 &Uu

USAIDlPeru's intent was to assist APROPO in becoming a self-sustaining
institution through effective management ofa CSM program. USAID itselfdid
not desire a managerial role other than in contract management.

2.21.3 Reporting

Marketing plans are done for one- and five-year time frames. Planning for more
than three years is only an exercise in "number crunching." since long-range
forecasting is so difficult.
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2 21 4 ~ept of Self.Syatainabilily

The definition of "self-sustainability" needs to be clarified

2 22 RECOMMENDATIONS USAIDlPeru

2 22. I It is recommended that USAIDlPeru introduce contractual changes that specify the
responsibilities for each of the panicipants

2.22.2 USAIOlPel\l should continue regular meetings with APROPO to allow for the
quick resolution of any outstanding issues. Each meeting should begin with a
review of the follow-up actions taken since the last meeting.

2.22.3 USAlDlPel\l should make every effort to ensure APROPO's responsibility and
right to make decisions, but simultaneously USAID must be able to express its
own opinions as pan of this process.

2.22.4 As the funding organization, USAlDlPel\l must exercise its right of monitoring
and evaluation.

2.22.5 USAIDlPel\l should fully clarify its reporting needs to APROPO.

2.22.6 USAIDlPel\l should make every effort to reduce any uMecessary paper work and
reporting requirements.

2.22.7 The aMual plan ofwork should be simplified as much as possible.

2.22.8 It is necessary for USAIDIPeru to redefine the self-sustainability objective.

2.22.9 USAIDlPeru should recognize that the attainment ofcomplete self-sustainability
will require more time than the contract period and is therefore not a realistic goal
in the short term.

2.22.10

2.22.11

Some new indicator needs to be developed and introduced by
USAIDIPeru, such as percentage of sustainability attained, to measure
progress toward this objective.

USAIDlPeru and APROPO should jointly prepare a new budget for future
CSM expenditures and these should be tracked monthly.
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223 OVERALL ASSESSMENT MAJOR STRENGTHS

2 23 I EXQseno.us yarjable,a

Th~ program should benefit from the current economic situation in Peru and the
country's well.developed commercial infrastructure These favorable conditions
include

• The extensive network of pharmacies

• No prohibition against brand advertising

• Increasing number of women of reproductive age

• Proportionately large urban population

• Awell developed commercial infrastructure

• CSM brands held their own while Peru's economy was ravaged by inflation
(showing a strong demand)

• The key collaborating organization, Schering, is committed to CSM

• Apositive business atmosphere prevails

• Licensing of pharmacies has been liberalized

• The leakage ofdonated condoms into the commercial sector has been
reduced

• The infonnal sector has expanded (giving many people more disposable
income)

• Alarge proportion ofthe target population has good access to mass media

• Radio ownership is universal

• Traditional methods have high use and high failure rates (indicating a
potential market for CSM)

• High discontinuation rates with OC use (ability to reduce discontinuation
among already users ofOCs will significantly increase the current market)
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2 23 2 EndoKenou5 Variable5

APROPO itself has many strengths that can assist its etTons These include

• APROPO has a highly influential Board of Directors who are committed to
its overall objectives and who are a potential source of funding for
APROPO's activities

• The General Manager enjoy's the Board's confidence and is deeply
committed to the APROPO's overall objectives. She is well known in the
community and has positioned APROPO well within the NGO and public
health environment.

• The General Manager is aware and able to admit that APROPO. in its
current form, is unable to reach its objectives.

• CSM staff llre intelligent and committed to the overall program objectives.

2.24 OVERALL ASSESSMENT: MAJOR WEAKNESSES

Certain factors hinder APROPO's ability to meet the objectives as set out in the project
paper. These conditions are both external to APROPO and internal to it. Clearly, some of
these weaknesses can be corrected in the short term while others will require a longer time
frame.

2.24.1 External Conditions

Current attitudes and practices:

• Men report the same health fears about contraceptive methods as women.

• Condoms are associated with pre- and extra-marital affairs.

• The tendencies for early childbearing and reaching the desired family size in
a relatively short time result in a relatively short period when many women
are potential users ofOCs.

• People have high reliance and confidence in traditional methods despite
high failure rates.

Actors other than USA.ID:

• The UN donation of300,000 injectables ofDepo-Provera may dampen
interest in securing this method from the private sector.
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• There is some leakage into the private sector which then competes directly
with the program's product

• SOMARC is not following its scope of work for technical assistance Its
active managerial and decision making role is inappropriate

• SOMARC bases its decisions on a model that has not been successful in the
Andean setting. This model emphasizes low price and product promotion
through mass media. It promotes family planning to couples and does not
utilize promoters at the pharmacy level,

USAIDtWashington:

• Donates significant quantities ofOCs. IUDs. condoms. and injectables
which are given at no cost in public-sector institutions. Particularly in
periods ofeconomic crisis, this may dampen interest in securing these
methods from the private sector.

There may be some leakage into the private sector, which then competes
directly with the program's products.

2.24.2 Intema) Weaknesses

• Neither the General Manager nor the CSM staffof APROPO understand
how CSM programs must function if they are to be successful.

• Neither has an understanding ofcommercial strategies and practices.

• CSM staff lack training on basic skills needed in successful CSM
programming.

• The importance ofa successful CSM component for the future of
APROPO is still not an essential part of the organization's environment.

2.25 RECOMMENDATIONS

2.25.1 Continuation

The existence in Peru of a delivery system that offers modem contraceptive
methods at accessible prices and that uses the mass media to promote behavioral
and attitudinal change is critical in attempting to raise the prevalence in the use of
such methods. Every possible effort should be made to ensure the continuation of
this project.
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It is recommended that the CSM component of the program be reformulated to
incorporate the recommcndatioM made in this report If USAID/Peru and
APROPO agree to implement the majority of the evaluation team's
recommendations, " four-month tim' frame should be developed to incorporate
these changes

If APROPO does not implement the majority of the recommendations. it is
recommtfided that USAID cease funding the C8M component but move quickly
to support C8M through some other organization(s).

The consideration of possible alternatives to APROPO to manage the C8M
component, such as the placement of it in another NGO or private sector
distributor. did not otTer any clear advantages over the current institution.
APROPO's staff is capable of carrying out this program upon the implementation
of team's recommendations.

2.25.2 Project Desisn: Overview

Project planning documents specified the various necessary components in the
design of the C8M component that should have resulted in a successful program.
The majority of these considerations need not be changed if the decision is made to
continue.

2.25.3 Design Components to be AJtert;d

2.25.3.1

2.25.3.2

Target Audience

In contrast to the current emphasis on ~th family planning and on both
"spacers" and "limiters". it is recommended that there should be a
promotion ofreproductive health and the indusion of"avoiders" in the
target population. This will help to reduce consumer reluctance (since the
words "family planning" produce negative attitudes and emotions in some
potential users) and increase the size ofthe potential market.

Theme

The program needs to communicate a theme that links its various program
components and that is unrelated to reproductive health.

When a woman purchases. for example, an OC, she is not buying an OC
per se but rather, the protection that it affords her from an unwanted
pregnancy. A well communicated theme such as the phrase "take control
ofyour life" gives individuals the sense that they are doing something good
for themselves when they purchase the program's products.
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2.25.3.4

2.25.3.5

2.25.3.6

2.25.3.7

2.25.4

The promotion of a common theme through various media will increase
consumer awareness of the program and of APROPO, adding to the public
perception of importance of the theme and the organization It will also
breed familiarity that lessens people's resistances to program messages

AdyertjsjOi StratCiY

While it is important to promote the program's products, the CSM
Manager should ensure that the tone of messages is educational rather than
patently commerCiial.

Thjrd Party Product Management

APROPO must acknowledge that it cannot manage brands whose thi'.:s
remain with another party, i.e. Microgynon (Schering) and Depo (lidohn).
The CSM Manager should arrange regular meetings with the
pharmaceutical companies to share experiences, objectives, and 0;;·; ~'Of\1es.

Pricing

The pharmaceutical companies and the general manager of APROPO
should establish prices for CSM products that reflect the economic T~b ~i

orboth the manufacturer and the implementing agency. It should d<'~ j~,IS~

be set at a low price, which will encourages sales but which requi.r~\f.

substantial, open-ended subsidies for continuation.

CSM publicity should introduce the concept ofa price for t'he product that
people can afford to pay.

Other Products

To date, all commodities have been donated or provided by a third party.
The CSM Manager can import the Copper T 380-A IUD for resale. The
high demand, low price, and considerable mark-up will add to APROPO's
ability to generate funds to cover its costs.

Sponsorship

The CSM Manager should combine many or all CSM products in one
commercial and mention all brands in all printed media, not only to achieve
cost effectiveness but also to emphasize the importance of the overall
program.

Design Components to be Removed
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2.25.5

225,5.1

2.25.5.2

2.25.5.3

~Wwal Retailer Traininl& prQl&ram

Although evaluations show that training participants gain knowledge. it is
not clear that phannacists have sufficient time to counsel women on family
planning,

Moreover, many women in Latin America are too shy to request
infonnation related to reproductive health in public and from a stranger In
a study of 900 Venezuelan women (SES C& D) of reproductive age done
in 1991. only 2% indicated that they would go to the pharmacy to seek
answers to their questions about problems relating to sexual relations,

This component has minimal benefits to CSM objectives,

~ Desisn Components tQ Be Added

promoters

The CSM Manager should hire promoters to work in the five largest cities
to the promQte program at the pharmacy level. Much prQmotional activity
should occur at this pQint of sale. such as the distribution of brochures and
the like.

Such visits can be used to explain the program and its objectives, promote
its products, and investigate the sale ofdQl1at~ commodities.
Additionally, the high degree ofattention greatly enhances the program's
ability to Qbtain the !lUPPQrt Qf this grQUP which is the backbone ofthe
program.

Outreach Presentations

The CSM Manager should implement outreach presentations tQ pharmacies
and wholesalers in conjunctiQn with manufacturers ofCSM brands. The
idea is to hold an event and invite pharmacy and distributor staffto attend a
speech in which the program is explained in detail. Additionally, the
manufacturers are given the opportunity tQ explain the reasons fQr their
participatiQn in the prQgram. The inclusiQn Qfthe upper management ofthe
manufacturers will greatly enhance the program's image.

Integration Qf APROPO's EffQrts

The CSM Manager must ensure that all Qf APROPO's efforts support the
viability ofthe CSM cQmpQnent.
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2 2~ 5 4

2,25,5.5

2.25.5.6

Conferences

The CSM Manaser should actively panic:ipate in all CSM product
manufacturer's conferences and meetings for the medical profession and
explain the program and its objectives By observing the link a prestigious
manufacturer and APROPO, the medical profession will appreciate the
importance of this activity and possibly give more suppon

Oego-PrQyer. Trainini

The very particular secQndary effects of Depo use makes it necessary to
provide users with easy access to basic infomation, The CSM Manager
should design and implement Depo-Provera training. Such training should
be incorporated into the promoters' work at the phannacy level. In
addition, operations research should be undenaken with the A.I.D.-funded
INOPAL III program in order to detennine the effectiveness of this
strategy on improving continuation rates.

Sales Force

In order to promote the sale of IUDs and condoms (and possibly other
products), which are either donated to or purchased directly by APROPO
for resale, a sales force is required. The size of the fQrce should be based
Qn the level ofactivity.

2.25.6 PROJECT MONITORING AND EVALUATION

PrQject mQnitoring. subject tQ USAlDlPeru's and APROPO's willingness tQ implement the
recQmmendatiQns contained in this repon, would focus Qn: (1) the implementation Qfthe
agreed-upon changes and (2) the mQnitoring and evaluation of the project itself.

2.25.6.1

2.25.6.2

Plan Qf ActiQn

Atimetable/plan shQuld be jointly prepared by USAID/Peru and APROPO
that reflects the agreed-upQn changes based on the recommendations
contained in this report. Compliance with the plan should be reviewed at
the USAIDIAPROPO biweekly meetings. on a regular basis.

MQnthly Meetings

A recQmmended compQnent ofproject management is the implementation
ofa monthly meeting ofall primary participants in the CSM program in
order to discuss the previous month's activities. This meeting should
include the USAID/Peru program officer and the top management of
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APROPO. Schering. Upjohn. Medifanna. and the advenisins aseney In
this way, those who are the most experienced in this type of acti\ity will
have the direct opponunity to help shape the program and increase its
effectiveness.

Program Eyaluation

Gauging program impact on increased knowledge and prevalence of use
necessitates waiting a number of years. Market trends (IS opposed to a
month-by-month evaluation) remain the best predictor of program success.

Short-tenn indicators of programmatic impact will remain product sales as
reported by the IMS information system, cost per CVP. and a calculation
of the percentage of self-sustainability,

Additionally, analysis of sales of like products, while related to the direct
sales figures of the program's products, also can reveal the program's
impact. An analysis of a sudden surge in sales. for example, ofNordette, at
a time when Microgynon sales are stagnant, would indicate either
inadequate promotion by APROPO, Schering or both and/ttr the
effectiveness ofa sales strategy for Nordette that should incorporated into
APROPO's promotion ofMicrogynon as well.

2.25.7 PROJECT STRATEGIES

The CSM strategies should be understood as the underlying process in the attainment of
the program's objectives. They, in turn, generate the design components that are
incorporated into the action plan While some of the original strategies can be maintained,
the recommendation is made to alter others and to incorporate some new ones.

Strategies to be altered:

2.25.7.1

2.25.7.2

Brands Selected for Mass Media

In order to maximize program sales and to make its promotional activities
more cost effective, all CSM products should be included in mass media
promotion.

Informational Materials

In order to maximize program sales and to make promotional activities
more cost effective, all products should be supported by informational
materials that will be made available at point of purchase.
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22573 Product Promotion

In order to maximize proaram sales and to make promotional activities
more cost effective, all products should be promoted at all outlets

New strategies to be introduced

:! 2S 7 4

2.25.7.5

2.25.7.6

Promotion of Reproductjve Health

Reproductive health is a broader concept than family planning because it
includes this and other components as well, such as AIDS and STD
prevention, matemal-child health, and the avoidance of unwanted
pregnancy,

Actively being promoted as part of the ICPD conference in Cairo,
reproductive health offers a viable alternative to family planning in that it is
a concern of all women for their entire reproductive period. Promoting
reproductive health will increase the program's target population
significantly. Offering more information and products related to all aspects
reproductive health will greatly enhance the quality of care component of
the program.

Add an AIDS Prevention Component

The increase in the number of AIDS cases and the number of iiiV-infected
individuals can greatly alter perceptions offamily planning. APROPO
should introduce an AIDS component into its program.

Promote the Condom as a Female Method

Increasing the prevalence ofcondom use. both for AIDS prevention and
family planning. will necessitate changing its image. Currently. it is
perceived as the method ofchoice when • man is with a commercial sex
worker or a partner other than his wife.

Because SIDs may remain hidden to a worn&\, but are manifested on the
external genitalia ofa man. it may be ofgreater importance to her to have
the protection that a condom offers.

It is important to incorporate program design components that empower
the woman to negotiate with a man regarding condom use. that it is okay
for her to buy condoms and offer. if not demand. that her partner use one.
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2.25.78

2.25.7.9

2.25.7.10

~romotc P&grodyctlye Health to "Ayojdcrs tl

Women with no children and who do not currently want children (avoiders)
comprise a significant ponion of women of reproductive aHe The
exclusion of this group in the project paper is an error as significantly
lowers the potential sales volume of the program's products The program
has a responsibility to assist these woman. since they too have reproductive
health needs.

promote MelNael to Reduce Discontinuation

Some 56% of pill users discontinue within three months of initiation. This
PHS finding implies a severe lack of information regarding secondary
effects, Cutting this figure in half would add 500.000 cycles to the OC
market. The CSM Manager needs to develop and implement mass media
messages specifically to dissatisfied OC users in order to reduce
discontinuation,

CQncentrate CSM Activities in Urban and Semj-Urban Areas

A1mQst two-thirds ofthe total population live in urban or periurban areas,
with a high degree Qfcoverage by phannacies and TV (both necessary
ingredients to successful CSM programming). In order to maximize the
cost effectiveness of the program. efforts should be initially directed to
these areas. Rural areas will be included as the program's base expands.

Direct promQtiQnal Material to Users of Traditional Methods

As one halfofall contraceptors are using traditional methods which result
in much unwanted pregnancy. the program should prepare messages andlor
brochures that are directed to explaining the high failure rates that attach tQ
these methods. A self-administered Q& A section would, based on other
survey~ reveal to the woman that she indeed does not understand the
method and would be better able to manage her fertility by using a modem
method. It is important to remember that these women have already
decided to contracept and are very different from non-users ofa method.
The attempt here is to get them to change methods (or at least to
understand traditional methods better).

2.25.8 PROJECT SUPPORT BY USAIDIPERU

PrQject support to date has not been able to help APROPO completeiy develop the
necessary skills and resources to effectively manage the CSM program. While much effort
is dedicated to this and to insure the smooth running of APROPO's activities, there is a
lack offormal procedures that might facilitate the attainment ofthese objectives.
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USAIDfPcru should recognize that the commercialization ofcontraceptive methods by
APROPO for its own account. such as the condom and the IUD. involve normal
commercial risks That is, these products may meet with failure or nonaacceptance despite
pre-testing and the like.

2 2~ 8 I RecQmmendatioM

It is recQmmended that formal contractual changes be prepared so as to
clarify the responsibilities. activities, and expectations Qfboth USAlDlPeru
and APROPO. USAlDlPeru should contract a new technical advisor in the
shortest time frame possible so as to implement the necessary changes in an
effective manner.

As IQng as PL480 funds can cover MC activities, USAlD should allocate
the remaining project funds into the CSM component of the program. An
element contributing to the confusion in operating the program was that
the MC budget was to include mass media for both the CSM program and
the national family planning program. This mix resulted in two distinct and
unintegrated activities.

2.25.9 TECHNICAL ASSISTANCE

The CSM project remains in need of technical assistance to assist it in implementing the
changes recommended in this report. Recommendations follow:

I

2.25.9.1 RecQnsideration of the SQurce QfTechnical Assistance

The quality of the technical co-operation offered by SOMARC needs to be
questioned. The following is quoted from the marketing plan for condoms
for the 1994 to 2000:

" ... in 1993, in the formal commercial market in the city QfLima,
3,307,3000 condoms were sold. Taking into account that the population
ofLima accounts for 30% of the total population ofPero, we can deduce
that for the year 1993, some 11,024,000 condoms were sold nationally in
the formal commercial sector."

The total amount was arrived at by extrapolating from Lima's
population/condom sales ratio. The assumption that the rest of Peru is like
Lima is not tenable. Clearly, an error such as this shows a serious lack of
understanding of the market.
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2.25.9.3

Given the program's inability to reach its objectives and SOMARC's paniaJ
responsibility for this, and given the team's judgment that SOMARC'.
assistance has been fraught with managerial and technical shortcomings, it
is recommended that USAJD and APROPO seriously reconsider the source
oftechnicaJ assilltance for the CSM component The team's CSM speciaJilt
feels that technical assistance should be provided by a group other than
SOMARC.

cnw;a for the Source of IechrUcal Assistance

An entity with. successful record in the management of a similar program
in an Andean setting should selected. It could bring elements to the
program that have already been successful and therefore shonen the time
required for the Peruvian CSM program to reach its objectives.

Aareement

In order to avoid the confusion that attached to the assistance provided by
SOMARC, any agreement between USAID/Peru and the new technical
advisor should specify the responsibilities of the parties concerned and
provide a time frame for decision making.

2.25.10 OIHER RECOMMENDAliONS

2.25.10.1

2.25.10.2

2.25.10.3

Motivate the Manufacturer's Sales Force to SeU the Program's Products

By offering prize money to the highest seUers in relationship to their sales
pl~ APROPO can give effective incentives for better sales.

URiohn's Unit Contribution Should Be Three Times that of the Unit
Contribution of Microa,ynon

Current tenns favor the sale ofMicroSYDOn over Cepo-Provera. As the
protection by one unit ofDepo-Provera is the equivalent of three units of
Microgynon, the respective contributions should exist in the same ratio to
make APROPO unbiased toward the sale ofeither product.

Exclusive Contracts

Upjohn should be offered an exclusive contract that would prohibit the use
of any other manufacturer's injectable contraceptive.

Schering should be offered an exclusive contract that would prohibit the
use ofany other manufacturer's oral contraceptive.
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2.25.10.5

'fhe purpose of this is to strenathen the manufacturers' commitment to the
program and to encouraae them to direct their own resources to huppon it
The simultaneous participation of any of their direct competitors would
eliminate the panners' rellon for supportin" the CSM prugram

percentage Contribution

The percentage contribution of Schering to the !Illes of Microgynon should
be two-tiered to stimulate and reward APROPO's promotional efforts for
sales greater than anticipated.

Introduce a VQucher System tQ Link the Minist!)' Qf Health and the priyate
~

The significant quantities of donated products from both the Ul'-! ~nd
USAID to the public sector dwnpens consumer interest in purchasing their
ccntraceptive needs from the private sector.

Innovative ways should be explored to change this For example. instead
ofgiving out contraceptives for free, the Ministry could issue a voucher for
an unspecified value that the recipient could use towards the purchase of
the product from within the private sector. The vendor would then redeem
these vouchers with the Ministry. The objective is to shift part of the
contraceptive cost from the public sector to the private and to reduce the
overall reliance on donated product.

2.26 CONDOM PROGRAM

There is no logical reason to consider condoms oui.ide ofthe normal CSM product mix.
They are an important component, because they offer protection against AIDS. The
promotion ofcondom sales, no different from that ofthe other products, can be
accomplished within the remaining funds of the program and does not necessitate the use
ofthe promotional funds from APROPO's contract with SOMAllC.

APROPO's recent contract with SOMARC regarding the promotion ofcondoms has
resulted in further confusion within APROPO. SOMARC perceives two very distinct
roles _. providing technical assistance for the CSM products other than the condoms AND
managing the condom activity. It is recommended that the buy-in with SOMARC be
terminated as soon as possible.

2.27 SUSTAINABILITY

At a minimum, this program needs to generate some $450.000 annually to maintain all of
its social marketing activities. A review ofthe marketing plan for the years 1994·2000
shows an annual shortfall ofapproximately 5250,000.
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SUltalnability can only be reached by drastically reducing media costl and/or increumw
sales By dOing the fonner, one of the basic components ofCSM will be sacriflced
Therefort, ..II institutional etTon. must be directed effectively to achieve higher wes for
all proyram products If the recommendations presented in this repon are NOT
implemented, this program will be unable to reach financiaJ self-sufficiency in the
foreseeable future

~28 METHODOLOGY

Based on USAlDlPeru's scope of work and the team's discussions USAID staff, it was
decided that the most appropriate evaluation methodology to employ was a qualitative one
that included open-ended interviews with relevant persons, both internaJ and external to
APROPO; and a review of the relevant documentation. including plans, repons, research
summaries, training and educational materials, and financial documents

2.28.1 Interviews wjth USAlDlPeru

Maria Angelica Borneck
Paul Cohn
Gloria Nichtawitz
Susan Brems
Don Boyd
Jerry Martin

2.28.2 Interviews with USAlDlWashinaton

Tom Morris

2.28.3 Interviews With APROPO

Carola La Rosa de Luque
Ana Teresa de Petch
Luz Elizabeth Aliaga
PepeValdez

2.28.4 Advertisina Aaencies

PROPERU
Eduardo Soto
Brunella Paredes
Arabella Krateil
Hugo Tipiani
McCaoo Erickson Peru
Mario Benavente
Jorge Orihuela
Francisco Garcia
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2 28 ~ Technical Adyisors

lQMARC
Dario Mejia

2.28.6 Pharmaceutical Manufacturers

Scherina
Felipe Khan
Victorino Raggio
Upiohn
Enrique Cadenas
Medjfarma
Jorge Vergara Vergara
Juan Caceres

2.28.7 Others

Dr. Jim Foreit (Population Council)

2.28.8 Review ofReleyaot Documents

Project Paper
Plan de Mercadeo- 1994-2000
Report:"Proyecto-Planificaci6n Familiar" Afto III, S"mestre I Report: "Plan de
Trabajo.Ailo-3
Report: "Informe Ailo II"
Report: "Plan de Trabajo del Ailo II"
Report: "Informe Ailo I"
Report: "Plan de Trabajo del Ailo I"
Cronograma de Actividades: Ailo I
Memorandum: lUrrutia dated 8/7/92
Scope ofWork: Technical Assistance for the CSM Component
Auditoria de las Actividades: 12/93
Auditoria de las Actividades: 12/92
Gastos Ailo I, II, III por Componente T~nico ENDES 1991/92
Annex A: Peru's Development Context-USAID
Sectorial Plan
Brief para Agencia de Publicidad
Schedule of AID Donated Products
Contracts with laboratories
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~ 28 9 Proaram Mcdia.wlBelalcd Activities

TV ads
Radio announcements
Media plan
Brochures
POP displays
Hotline counseling
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Chllr't II

ESTlMACION DEL COSTO POR A~O

DE PROTECCION POR PAREJA
(Citras en US$)

=========== =========== ===========

HSA
PSC
Cl1
OCD (66%)
ADM (66%)

SUB-TOTAL
F.PROPIOS 50%

COSTO TOTAL

APP:
Hicrogynon
Nordette
DepoProvera
Lorophyn

TOTAL APP

COSTO/APP US$

A~O 1

290,218.77

73,431
88,538

452,188
22,193

474,381

41,923
5,374

10,736
12,291

70,324

6.74

A~O 2

569,762.02
9,000

51,328
36,720

666,810
74,571

741,381

43,677
10,207
14,027
14,439

82,350

9.00

A~O 3

435,228.74
14,608.68

45,127
9,450

504,414
72,493

576,934

41,557
11,147
17,574
12,881

83,159

6.94
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J I WHAT ARE THE OBJECTIVES OF THE MASS COMMUNICATION
COMPONENT"

The obiectives of mass communication activities were not stated clearly in the project
desi"n and have chaoaed at times from document to document

The only ob.iective for the component that is stated explicitly in the Project Paper is
"coordinate the communication programs of all organizations working in family planning in Peru"
(page 2).

Comment: Given differing institutional philosophie". goals and strategies and nonnal institutional
competition and jealousy, this is a difficult objective to achieve. It is true. however, that
APROPO has coordinated its own communication activities well with several Peruvian
organizations (e.g., MOH, IPSS, CARE), and it still hopes to play an important role in achieving a
national family planning communication strategy with other organizations.

Two other objectives are stated in the Project Paper, although not specifically labelled
component objectives:

• to institutionalize the capacity to develop and maintain communication programs in
Peru's most importa.nt family planning organizations (page SI)

• to lobby for policy change to support family planning in Peru.

The "institutionalize" objective is a major task that probably requires more funding than is
currently available to APROPO. APROPO is both the recipient of technical assistance in
communications (from JHUIPCS and SOMARC) and the provider oftechnical assistance (to
CARE). It has developed some good in-house communication skills, but its current stafTis too
occupied with current activities to serve as a significant source oftechnical assistance to other
organizations.

Regarding the third objective, although APROPO has not defined political policy makers
as a target group for communications, in fact many of the mass media activities (TV, radio, press)
have undoubtedly reached policy makers. APROPO should live more attention to this
objective through meetings, seminan, etc. u well u mass media.

Other guidance trom the Project Paper is a list of major activities that APROPO is to carry
out in coordination with the Consejo Nacional de Poblacion, with technical assistance from
JHU/PCS:

• a communication needs assessment. (This was completed.)
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• (in the flrst year of the project) I nationll communication conference and
workshop to divide responsibilities among lEe programs and to train specialists in
modern targeting and evaluation methods (This was not carried out because of a
decrease in political suppon for family planning under the new Peruvian
government),

• a National Family Planning Communication Campaign designed and implem";'nted
by all organizations involved in family planning activities, (Such a campaign was
carried out in 1992/93 and is about the begin for 1994/95; however. these
campaigns have been

planned essentially by APROPO alone, with some coordination with the MOH and IPSS and
technical assistance from JHUIPCS).

Finally, in the Project Paper. two of the seven objectives in the Logical Framework are for
the Me component. These are:

• implementation of national family planning communications campaign (with the
number of participating agencies and messages/materials produced and aired as
indicators); and

• increased knowledge about contraceptives and sources among women and men
(with increased percentage of women and men with knowledge of methods and
sources as the ind;cator).

Moving to the Year 3 Work Plan, the Me objectives have changed:

• Strengthen demand in the commercial sector through activities to promote
contraceptive methods obtained at ·points ofsale" in this sector: pharmacies,
private medical practices, etc.

• Strengthen APROPO as a leader in the commercial, private sector in the
promotion of family planning and responsible sexuality.

These objectives oinit the earlier emphasis on APROPO working to strengthen family planning
communication capabilities in other family planning organizations.

The objectives of APROPO's communications strategy for September 1993 to December
1994 are:

• Suppon the creation ofa climate favorable to the adoption of family planning in
Peru, generating demand for contraceptives by giving correct infonnation and
promoting changes ofattitude in the target group.
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• Promote amons users of family plannins (current and potential) the idea that
family planning i. a component of reproductive health related to the rights of
women, prevention of reproductive risk and maternal monaJity, and improved
quality of life

• Direct the demand for contraceptives to services where information and
contraceptives are available in the public, private commercial, and private non·
profit St~tC1rs

• StrenBthen APROPO's image as a leader in the commercial sector in promoting
family plaMing, reproductive health, and responsible sexuality,

• Strengthen the links and coordination with other public and private entities
working in family planning, reproductive health, and responsible sexuality

Finally, let's examine the objectives of the second mass communication campaign, which is
about to begin,

• increase the number of visits for family planning information and services;

• increase the use of family planning through the provision of accurate information
that counteracts myths and rumors;

• improve the climate for becoming family planning acceptors; and

• provide family planning information through community leaders and health
promoters who work with women's groups.

The periodically shifting objectives make it difficult for APROPO to consistently pursue
them before they change again. It is recommended tbat USAID and APROPO aaree on clear,
realistic objectives ror the remainder or the project and that these not be changed a.ain.
Three Me objectives that may be sUR.ested are:

• increased -t. or selually active couples who use modem contraceptives;

• increased % or users or temponry modem metbods continue to use tbem;
and

• increased ability or APROPO to plan, esecute, and evaluate effective
communication activities.
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3 2 WHAT HAVE BEEN THE ACHIEVEMENTS OF THE MASS COMMUNICATION
COMPONENT"

APROPO's MC activities have clearly achieved some of their objectives. but it is difficult
to gauge their actual impact on increasing the number of new users of modem contraceptive
methods and on improving the continuation rates of persons who initiate temporary modem
methods Some of the clear, although difficult-to-quantify, achievements are

• APROPO's effons have brought the themes of sexuality, human reproduction, and
family planning into the mass media and into popular consciousness These are
now common topics for people to read and hear about and see. They are much
less taboo than they were a few years ago.

• APROPO has arranged for a great deal of free TV and radio time for its programs
and messages. The mass media are becoming more and more open to giving free
coverage to these and other topics of social interest.

• APROPO has made some progress in coordinating effons with the MOH and
(PSS, as well as a few NGOs (but much remains to be done).

However, in the opinion of the new director of the communications unit, "We don't have
good results yet. We haven't bridged the &\ap between people being positively disposed to family
planning and their actually doing it."

There is not yet clear or consistent evidence concerning MC's impact on the number of
users of modem family planning users. It is difficult to tell the extent to which:

• MC has been effective and has led to higher use of modem contraception~

• MC has been effective in changing attitudes (and knowledge) but has not led to
significantly higher use because of supply-side problems; or

• MC has not been very effective in changing attitudes or behavior.

AJHUIPCS/APROPO analysis of the first four waves of"impact evaluation" surveys
("Peru Mass Media Campaign Evaluation Indicators Key Findings Repon" by Thomas Valente,
Patricia Poppe, Rosario Vera de Briceno, and Danielle Cases, draft, July 3, 1994) reponed "over
60 percent of respondents spontaneously recalled hearing or seeing some mass media
programming about family planning. Over 95 percent...with prompting....this exposure generated
considerable interpersonal communication about family planning....the media programming was
consistently associated with (1) an increase in the image respondents have of family planning
service providers and services, (2) a decrease in the level of myths and rumors about family
planning [actually, the level increased again in wave 4 almost to the wave 1 level], and (3)
sometimes an increase in the proponion who decided to use family planning or who actually used
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family planning recently "Spontaneous awareness of APROPO increased from 8 3~/o In wave I
to 25 4% in wave 4. Another findin~ W85 the preference for longer communication formats

A JHUfPCSIAPROPO analysi; of the final three of the five wavei concluded that "the
level of prollram exposure was not as high as it could be Possibly due to the confoundina
intluence of multiple media messases and the competition of'the mass media environment, none of
the communication activities were recalled by more than 20% of the sample The Las Tromes
spotfl, fixpected to have a high penetration, were recalled by 29% and 39°/0 of respondents in
waves four and five respectively. Thuf', continued efforts should be made to disseminate the Las
Tromes campaign." The misinfonnation score did not change much over the waves of data
collection and was higher among users of traditional methods than users of modem methods or
non-users. ("Las Tromes I Impact Evaluation," by Thomas Valente, Patricia Poppe, Rosario
Vera de Briceno, and Danielle Cases, draft, July 8, 1994)

The analysis does not show the actual number of people who said they started family
planning because of the campaign, but by extracting numbers from the tables, I calculate that for
wave 3,88 of the 1488 persons interviewed had recall of the materials and said they became
family planning acceptors. Thus, it would appear that just over 5% of the target audience
changed their behavior as desired.

Since January 1992, APROPO, with assistance from JHUIPCS, has established a sentinel
site study in public and private facilities aimed to measure the impact of the los tromes II
campaign on demand for family planning services. Unfortunately, there have been anomalies in
the data reported, and, possibly because of the small sample size, no statistically significant
results. ("Preliminary Analysis ofMEF Sentinel Data. JHUIPCS &. APROPO, January 7, 1994.")

A final, although very rough, indicator ofa possible impact from the MC activities is the
report of the MOH for contraceptives distributed during the first halfof 1994. The number of
IUDs, pills, condoms, and tablets were more
than the total distributed in the entire year of 1993, and the number of injectabies was twice as
man. Unfortunately, this trend has not been paralleled by sales of APROPO's contraceptives,
which have been stagnant.

3.3 WHAT ARE THE MASS COMMUNICATION STRATEGIES AND HOW
EFFECTIVE ARE THEY?

APROPO's current communication strategy, as described in the Year 3 Work Plan, is the
following:

• Promote the in~age ofthe satisfied user, combatting myths and rumors that inhibit
adoption of modem methods and referring users to commercial sources of
methods: pharmacies (for temporary methods) and MOHlIPSSINGOs (for long­
term methods).
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• This strategy will develop Me and interpersonal communication activities at the
national level, emphasizing areas where there are local family planninH
communication projects with which APROPO collaboratel

Major activities planned are the followina

• Combat myths and rumors with infonnation given via TV

• Combat myths and rumors via national and local radio.

• Combat myths and rumors via interpersonal communication via street theater,
associated counseling, and telephone counseling.

• Strengthen telephone counseling.

• Lobby with the mass media to be given a regular presence on TV, radio, and in the
press.

• Participate in the family planning communication activities ofother institutions as a
way ofachieving leadership and self-sufficiency.

Comments

These annual communication strategies are well done, and APROPO staffclaim that they
are actively used to guide activities. I believe they would be more effective. however, if they were
more "behavior-oriented. It Tho: Year 4 strategy should include:

• very specific target segments (e.g., youth 16-19 years old, new pill users, users of
traditional methods);

• one or two clear statements of the practices the project wants them to adapt~

• their current praetices~

• the major attitudinal barriers standing between the current and desired praetices~

• other barriers (economic. services or supply availability, national legislation and
policy) and what activities the project or others are doing to address them~

• the major media, messages. and materials proposed. Messages should be complete
(th~y should advocate a clear behavior, contain appeals, and address the important
attitudinal barriers). and they should be transmitted through a variety ofmedia.
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Laying out the communicationslu.tellY in such. arid should help focus etTons on bcbayiou and
the major [Cljlllr1'Q (obstacles) to .daption ofth. more desirable behaviors The straterY should
be an e.sential pan ortho conten~ of the brief that is prepared for an advenlliny aseney

Before I discovered the ""istiny communication Itrat'lies, 1had beyun to write done
some sugsestions for APR-OPO's communications Itrateay Since APROPO 5tafT and advisors
appear to already be quite familiar with most of my points, I have relegated them to AlIaehment
A

3.4 WHAT INDICATORS SHOULD BE USED TO MONITOR AND EVALUATE?

The specific indicators to monitor communic.ttion activities should be detennined by the
behavioral objectives for the year's communication strategy Besides progress in changes in
practices, the project should monitor a selected number of key knowledge and attitude indicators
that seem essential to the adoption of the desired behaviors (e.g.• levels of belief in cenai:rt
common myths about contraceptives). Routine monitoring should continue to monitor activities
and audiences reached, although these may not correlate well wh~ changes in practices t would
be very useful to do real cost-effectiveness assessments, but defining effectiveness in a meaningful
and easily measurable is difficult. Unless JHUIPCS or APROPO can devise something Muer. I
suppose that cost per contact or something like that will have to do. All measures should use a
standardized methodology for costs that includes staff time.

3.5 WHAT ARE THE MAIN MASS COMMUNICATION ACTIVITIES AND HOW
EFFECTIVE ARE THEY?

Below is a description of the main mass communication activities. followed by some
comments on tbeir effectiveness. Statistics on on these activities are found in Attaehment B.

3.5. 1 Street Theater

Since 1992. the projcct has sponsored the creation and performance ofthree cWl'erent skits
aimed at reducing taboos against talking about sexuality and family planning, providing very basic
information on methods, and reducing beliefs in common myths and rumors. APItOPO bas • full­
time activity coordinator and troops ofcontratted actors or clowns in Lima ,2). Huaraz, Tacna.
and Puna that give perfomlances in parks. plazas, and institutions, and at speciaJ events, fiestas
chichas. fiestas populares, and mass weddings. Sections of the play "EI circo..... have been
perfonned on the television program Buellos Dias Peru. APROPO and Radio Inca recently c0­

sponsored two fiestas chichas that were attended by 4,500 persons each.
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In 1992/93, thtr. were 200 perfonnances which reached appro"imately ~O,OOO people,
The actors troop in Lima I'ves eight monthly performances aimed at groups C&O The Lima
actor troop (ftlnded by PL480 funds) aive'li" monthly presentations to group E Individual or
group counseling is usually otTered ~fter performances

JHUIPCS and APROPO recently prepared an article on the first two years of the strtet
theater ("Street Theater.a a Tool to R.educe Family Planning Misinformation," by Thomas
Valente, Patrjcia Poppe. Maria Elena AI"•• Rosario Vera de Bricefto. and Danielle Cases. draft,
June 21, 1994,) This anicle posits several advantages of street theater it is a mau media yet it
aJlows immediate feedback and questions; since it is a social event, it implies social acceptance of
new/controversial behavior; it is entertaining; it is traditional in Latin America, Acomposite
evaluation based on before and after questionnaires administered at many perfonnances showed
an 8.3% decrease in agreement with nine misinformation statements (with no ditTerences by
marriage ;tatus or contraceptive use, but with more ofa change among wom~n and more
educated p:ople), The greatest decreases were for agreement that the pill produces cancer. harms
the fetus, and aff'ects the nerves,

Another analysis of 30 sets of interviews yielded a decrease in myths concerning the pills.
IUDs. and condoms ofaround 25%, Indicators of the image of pills and condoms did not
improve, (paper by DCI, 7..6..93)

Acost analysis of the street theater calculated a cost per attendee of USS I. 39. This is
based on 79 perfonnMces and 19,255 attendees. It is not clear what precise costs were included
in this calculation ("Costo Efectividad Teatro Callejero. RD, 6..8..93)

Comments

The street theater is an innovative medium that is helping break down taboos on public
activities on sexuality and reproductive health. It is usually accompani~ by individual counseling.
It could probably suppon APROPO's social marketing ifdone unobtrusively. It is also relatively
costly per person in the project's target group reached. My recommendation is that the street
theater continue but that perf'ormanus be given only where they are especteel to reach a
I....e audience (200+). The only esception might be perf'ormaaces lor bealth providers.
since their own counselinl will have a mUltiplier effect. Efforts to have skits perfonned on
television should continue.

3.5.2 Pharmacist Training

APROPO has given training courses for pharmacists and phannacy workers at least since
1992 under the Contraceptive Social Marketing (CSM) component ofthe Private Commercial
Family Planning Project. During the first seven months of 1994, there were 11 courses in Lima
and 12 in the provinces, with a total of 1,725 persons attending. Invitations are delivered via the
drug companies. 68% ofpersons attending this year already had taken the course at least once
before. The course lasts approximately three hours per day for three days, covering sexuality,
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reproductive health. and modern family plannins methods Pte- and POlt-ce.t. liven participants
show an av~r'le improvement in knowl.dge from approximately 6()O,o correct to 90% correct
There I~ • coordinator on the APROPO staft' and a number ofcontracted inltructors in Lima and
the provinces For 1992/93, APROPO calculated a COlt per participant of USS 13

Comments

If thf CSM component of APROPO i. re.tructund .~ propoltd by thf e\ialu.tion
team. this activity .hould be terminated. since the promo,ert~ will be makin" regular on-site
contact with pharmacists and their alsistants

IfCSM conti'lues to operate as it il at present. these courses should continue but with
modifications They should be used much more nplieltly 10 promote APROPO a. an
o....nll.tion .nd APROPO br.nd.. Participants should receive free sample and brochures.
They should also receive and be taught the use of counseling materials to help them inform the
public about alternative methods. their characteristics. problems and solutions. The SOMARC
manual that is now handed out should be evaluated. It does not seem particularly user-friendly
for this audience. The teaching methods used in the course observed seemed to be fairly
panicipatory and effective. but reportedly some of the courses, particularly in the provinces, have
far too many participants for effective teaching. There should be separate, shorter courses for
persons who have already taken the course, with an emphasis on counseling. Finally, APROPO
should make specific efforts ·to reach the many persons invited to a course but who do not attend
(often because their bosses will not release them from work).

3.5.3 Counselina Service

APROPO's telephone counseling offers a unique service to Peruvians and also provides
useful feedback to APROPO on the public's interests and concerns (for example, many questions
are from users who are concerned with secondary effects that were neve:' ~",plained to them). Use
orthe service has been growing (it now averages 70 to 80 calls per day) and should grow more
once APROPO's toll-free line is installed. Counseling is given by two psychologists, one
obsterician, and two social workers. They .ppear to be exceUent counselors, answering questions
and concerns in a serious and professional manner. frasked about specific brands, they win
suggest APROPO's but otherwise do not promote them.

Aquick statistical profile orcounselling service from January-July 1994:

*65% ofcalls on sexuality, 35% on family planning
*Offamily planning calls, 81% on modem methods, 190t'o on traditional
*Ofmodern, S3. 7010 pills~ 24.2% barrier~ oftraditional, 88% rhythm.
*Total calls for 7 months =7,864
*All but 1% from Lima area.
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-Main referrallOurces radio programs - 29 7%, friend· 18 I%, Radio Mar· 13 9%, TV
spots· 103%
•Ages. 15·19· 18%; 20-24 - 44%, 25·29 • 22%
-73% have children
•70% are women

The percentage of men went up by IO~ 0 following 10-second radio spots broadcast during the
World Cup matches This may signal a significant unmet demand among men for more
information.

Comments

The counseling service provides a unique and needed service in Peru and moreover gives
APROPO a window on its wOl'ld through the feedback received from callers. As long as funding
is available, it should be continued. If possible, information from callers should be entered directly
on a computer instead of on a form by hand. Iffur.~iIIg became scarcer, the selVice could operate
with a !,tdt'member spending part of her time training and supervising volunteers who would
actually staff the phones. Among topics at a recent meeting between APROPO and IPSS was the
possibility of APROPO helping IPSS set up telephone counseling. This would be a very useful
step, particularly if APROPO could no longer afford the service once USAID funding ends.

3.5.4 Mass Media

a. Resular Media Activities

APROPO has arranged free air time or print space in several places that give mass media
exposure to information on SClxuality, reproductive health, and family planning. The main cost of
these activities ;5 staff time. These include:

• A weekly panel discussion, with clips from the street theater, on "Buenos Dias
Peru" on TVS

• A periodic presence on "EI Show de Mediodia"

• Beginning in mid-September, APROPO will present a weekly program on sexuality
and family planning on Andina TVIChannel 8 in Arequipa. The channel reaches
Cuzco, Puno, Juliaca, Moquegua, and Tacna. The format will include street
theater, panel discussions, and interviews on the street.

• Weekly presentations on Radio Mar, Radio Moderl1o, Stereo Villa, Radio National
(and soon on other stations).

• Periodic presentations on Channel 4, Revista Dominical, and other programs
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• Many regular features in print media Q&A column on reproductive health in the
Tuesday f:Xprf:m, another in the masazine f:xllo, "Famous People Talk about Sex"
in the Saturday Expre:m. another page in f,;xUo, four columns! month in the daily
Ojo.

APROPO statT are aware that they must be sensitive not to use any of their free air time or
print space to advertise its social marketing products, as a negative reaction could lead to the loss
of these valuable donations,

The project is about to launch a bimonthly newsletter on family planning aimed at health
facilities, APROPO statT seemed quite open to my suggestion that the newsletter also cover
APROPO's CSM efforts and be .ent to all pharmacies.

Another interesting suggestion that emerged from the evaluation tcam's discussions was
that APROPO develop a family planning/reproductive health "news service." feeding
available information (not completed stories) to Peruvian media, The sources of the stories could
be international computer on-line services that cover such topics as well as journals and
newsletters that cover family planning, particularly in Latin America.

b, Mass Media Campaigns

The Project Paper called for APROPO to implement, in coordination with other family
planning organizations, a national mass media communications campaign aimed at improving the
atmosphere for family planning and promoting adoption of modem methods. After it was realized
that the original APROPO budget was insufficient for all of its planned activities, USAID made
PL 480 money available (through the Ministry ofEconomy) to fund mass communication
activities. This allowed APROPO to implement a national mass media campaign (with the theme
"las tromes") last year and to plan a second campaign for September 1994-March 1995.

It was felt necessary to target the atmosphere for family planning because of active church
opposition and because of a disastrous mass media campaign several years ago that likened
pregnancies to rabbits' multiplying. Qualitative research showed a public perception that only
poor people needed family planning and that modem methods were replete with dangers.
Pregnancy and childbirth were assoc:iated with very positive emotions.

The los tromes campaigns thus aim to portray a very positive image of family planning
users and offamily planning giving them control over their lives and the ability to have a better
relationship with their husband, enjoy their children, study, work, etc. There is also an emphasis
on refuting the many myths and rumors concerning family planning and the need to seek
information from a reliable source.

The first campaign (May 1994-March 1995) introduced the "las tromes" (the cool guys or
winners) theme and promoted family planning services offered by the MOH, IPSS, and NGOs.
According to APROPO's plan for the second campaign, the first one achieved an unusual
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collaboration between the MOH and IPSS; disseminated the new imase of women who use family
planning as modem and self-assured, and achieved a good reach and understandins of the
messaies The problems mentioned are poor orientation of service providers. lack of MOH
support. many print materials not distributed or used. and the ad agency's inability to devise an
acceptable creative approach.

TV, radio. and print materials are now being finalized for "los tromes II" by the Publicistas
Associates ad firm. Ninety-second radio programs ("infospots") are being adapted from some
e"cellent longcr programs that APROPO staff recorded using a dialoguelinterview format. These
programs clearly e"plain the benefits as well as the secondary effects of each method, as well as
such important related topics as communication and decision-making by couples. Si"ty.second
microprogramas for TV are being prepared with a similar fonnat, to be broadcast three times a
day, two days a week during the campaign They mostly concern motivations for and benefits of
family planning.

It is worth noting that while the agency is placing the umbrella campaign spot on TV,
APROPO itself has placed the radio materials, achieving a very discounted price and avoiding the
15% agency commission.

3.5.5 Iraining Family Planning Promoters

AfoROPO staffjust completed the first two of three three-day courses to train over 100
family planning promoters from various women's organizations (such as Vaso de Leche.
Comedores Populares, and Clubes de Madres) in three areas ofPero (Huaraz and two areas of
Lima). In Huaraz. there was a three-day session for 43 trainees (10 periurban. 33 rural) .
coMected with a local NOO (CEDEP). They received an infonnation kit in Spanish (which some
wanted in Quechua). Training: was also completed in Vina £1 Salvador.

The idea for this pilot project is that the promoters will simply talk up family planning in
their own communities. In Lima, they are also expected to train acquaintances to take up the
work of family planning promotion. Promoters will be supervised by the NGO (in Huaraz),
MOH, and Apropro, and university students may also be used. Trainees are 25-35 years old in
Lima (older in the Siena). APROPO is wor;dng with PRISMA to try to assure a reliable supply
ofcontraceptives in local health facilities.

Comments

Clearly, it is desirable that interpersonal communication complement APROPO's mass
media activities. However, while the ida of training leaders ofcommunity groups to promote
family planning to their mends is an attractive one, it is not clear that this is an appropriate activity
for APROPO, an organization with no community outreach. APROPO itselfdoes not have the
staff to perfonn any significant supervision or follow-up following training. My guess is that this
model can work well, but only where there is a strong local organization to follow-up and
supervision. This initiative be reconsidered carefully before espansion.
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3.5 6 Preparina Aydioyisual Materials for CARE

APROPO has been working with CARElPeru to strensthen iu activities in family
planning APROPO communications Itaffdrafted materials, oversaw pretesting by CARE. and
are now revising the materials for use in rural areas where CARE is active The set includes five
versions (for different cultural/geographical areas) of a poster urging couples to request
information on family planning from their promoter or health facility. a booklet for potential users
(three versions). a flip chart, and a radio spot. Careful pretests of the draft materials indicated
numerous changes that are now being made. In keeping with CARE's methodology, the approach
of the booklet is "educational" rather than behavior-change oriented (which would emphuize
overcoming attitudinaJ resistances),

3.6 HOW DOES APROPO'S ORGANIZATION AND MANAGEMENT AFFECT THE
ACHIEVEMENT OF PROJECT OBJECTIVES?

A common theme of thill evaluation is the lack of support in APROPO's structure and
actl\ .ties for promotion and sale of its own social marketing products and the resulting inability to
generate funds that would allow the organization to move towards self-sufficiency. Numerous
opportunities are missed within the communication activities. For example:

• Many mass media messales could promote APROPO CSM products. (This
does not mean that specific brands would be advertised but rather that a
widespread public recognition of APROPO as an organization working for public
heaJth and as a source ofgood information and products on reproductive health
and family planning needs to be built up.)

• Street theater could be used in a similar way. For examples, large
representations of APROPO brands could be incorporated iDto tbe skits.

Several informants taJked offailed attempts at better integration of the SM.and Me
activities. All agree that one major obstacle to integration was SOMARe's insistence on
maintaining "its" activities separate in order not to "contaminate" them by integration.

3.6.1 Staffins

The communications unit has a staft'ofseven full-time personnel. Their titles and duties
are the following:

• Coordinator of Mass Communications (MariJu Wiegold): coord'nates and
monitors all Me activities; administers funds; coordinates with aci' agencies.
CONAPO, and MOH; makes media contacts; supervises aJl staff in the unit.
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• National Media Coordinator (Susana Mendoza) placel materials in free slots on
radio and TV; repackasel old radio prosraml for provincial radio, cuts/produces
infolpots (mostly radio), tries to build up a network of media professionals
interested in family planning, coordinates efrons to improve services providers
image.

• Coordinator, "Anirnacion Cultural" (Milena Alva) prepares skits, contracts and
manages of troops and performances; with the Coordinator of Me, arranges
Teatro en TV in Lima and soon in southern Sierra from channel 8 in Arequipa,

• Family Planning Counselor (Judith Asuinaga): works half-time as counselor at
animaci6n cultural events; also gives unpaid time to telephone counltlling, giving
talks in !Ichools, interviews on TV and radio.

• Chief, Telephone Counseling (Tri"i Vargas): manages, trains, counsels; does
regular presentations on TV, radio, and schools; helps train family planning
promoters.

• Counselor (Marta Rodriguez): counsels; also responsible for relations with MOH,
IPSS, and NGOs (inter-institutional relations)

• Assistant to Coordinator ofCM (Mabel Marcuello): works on promoters training,
microprogramas on TV.

• Secretary, Communication Unit (Esperanza Yauri).

• Assistant (David Robles): half-time.

In addition, there are:

• Coordinator, PFPIP (Carla Queirolo): recuts old radio programs to create 12
programs of 10 minutes each (half-time on APROPO, funded by JHUIPCS)

• Contracted Journalists (Clg~.~.dia Bayona and Marcela Robles): prepare regular
columns and articles for newspaper and magazines

• Two interns who help staff the counseling service.

• Five troops ofactors or clowns who give one or two performance weekly ofone
ofthe APROPO plays.

As far as I could observe and leam, the (all-female) staff is experienced, dedicated and
hard-working (to-hour + days seem to be nonnal). They are somewhat cramped for space and
could use more than the two computers at their disposal. The director ofthe unit is new to
APROPO but appears to have quickly become very integrated into the organization and work.
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By aU appearance., personal and work relttionship. within the unit are very 800d Clearly, this i.
a committed &roup

The research unit is not at present pan of the communication. unit, but vinually all of its
activities suppon communication activities, Thi. two-person unit h•• manaaed dozen. of .tudies
(the majority pre-tests of communication materials) and has also conducted several quick
assessments of APROPO activities (see Attachment C) For the contracted work, the unit writes
the SOWs, panicipates in the selectiCin on the research company, negotiates the contract, manages
the contract, drafts question guides, observes focus jtoup discussions (the most common method
used), and a.si.ts with the analysis of the findings. The quality of the information &lthering
appears to be good but some of the analysis is superficial. APROPO should require
improvements in this area. The APROPO staffare not research speciali.ts but have learned a
great deal through experience and tutoring by JHUIPCS, It is hoped that the research staffwill
develop excellent statistical and psychological knowledge of APROPO's target groups.

Over the years, the research unit has collected i tremendol.!! :.-nount ofquantitative and
qualitative information related to family planning in Peru. if should compile and publish
summaries or thele nndinls in a non-technical style, distributing them to ,'ectronie and print
media and family planning and other development organizations.

It is recommended that the research unit be aboli.hed and that itl It.,,, or two be
placed in the Me unit and the CSM unit. This should help assure appropriate iresearch input
into strategies, messages, and materials in both units.

3.6.2 Recommendations

Under the proposed project reorganization, the eommunication~, unit would stay in tact,
but move under the oversight ofthe new Program Manager. Given the staft'size, it might be
useful to group staft'by three major activities, with an experienced staff member ISwrning the task
ofcoordination oreach. The mass media group would include staffworking with TV, radio, and
the
press. The small media group would include staft'working with street theater. the counseling
service, family planning promoter training, and development ofmaterials for NGOs. FinalJy, there
would be a research/evaluation specialist.

Although (due partially to separate funding sources), it is not proposed to placed the
communications unit under social marketing activities. it is very important that the two units
collabonte more consistently than at present. The SMC unit nc.cdJ the communication unit's
input into communication strategy, mass media, print media, and research. APROPO should
institute committees or other mechanisms to assure that this occurs.
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.e i. al.o I'fcomm.nded that eh. two unit. I"" on I brold communicleion••erlltIY
ror aU or APROPO (.lo,lnl. colon. bl.ic: themes) and th.t both units contrice with Ih.
lame .d~trti.'n. I.eney This will facilitate the unified Itrat'S)' and give the APROPO Iccount
more power in the marketplace to obt.in discounted air time Also, more experienced Isency
staft'may be assigned because of the lars.r size of the APROPO account,

3 6 3 Decision Making

Two problems were noted related to decision-making First, administrative systems need
to be improved so that unit and activity manager. have an euier time learning budgetary
information (how much has been spent and how much remains). Also, USAID is permitted to
approve only specific types ofexpenses. The lack of discretionary funds or • simple mechani.m
for unforeseen alloeations causes problems.

Second, and probably more seriously, almost everyone in and cOMected to APROPO
(including the advertising firm used by the communication unit) complained ofconstantly having
their decisions second-suessed, For the communications unit, this second-guessing comes from
USAlDlLima and IHUIPCS, For example, USAID r~cently rejected the idea ofa couple in bed in
a TV spot (although the same idea is currently in the Los Tromes II spot). USAlD has also
instl'Ucted APROPO to concentrate on couples (married or in union) rather than younger people
or people who may not be part ofa couple.

The issue is not the "correctness" orthe outside requests or advice but the resentment it
may create because APROPO staffdo not feel they are free to make their own decisions. It is
recommended that there should be I meetinl to clarify whaU outside inputs are ..Idvice" Ibat
APROPO must listen to seriously but may not I.ree with, Ind what outside instruction.
must be followed. Certainly APROPO should have the nnll lay when il illDerely •
question of style or prer~rence.

3.6.4 Delegation

Within the communication unit, there appears to be a healthy delegation ofauthority.
Most of the persons responsible for major activities have been handling these ur similar activities
for several years.

3.6.5 MISlReponinS

The communications unit feels that reporting requirements are onerous. Unit statfbelieve
they must submit a monthly narrative report to 'the Mission, theoretically on the last day ofthe
month. Since activities are occurring on the last day ofthe month, staff claim that reports are
t~sually submitted "late" the following week. USAID, however. states that it requires most
reports only quarterly and that APROPO requires its staff to prepare monthly narrative reports for
the APROPO Board.
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The qUlntltative information collected (N. or activi,ies and listeners, ea·· He Attachment
B) hardly seem imponant enough to collect monthly USAJD, however, cl.ims that its
requirements are only for a quanerly narrative repon If this is the case, APROPO should move
to this schedule.

3 7 HOW EFFECTIVE HAS TECHNIC At.. ASSISTANCE TO THE MASS
COMMUNIC ATION COMPONENT BEEN"

Johns Hopkins UniversitylPopulation Communication Services (JHUIPCS) has provided
regular technical assistance and guidance to mass communications activities •• 26 weeks of
international visits since October J994, as well as suppon by in-country Itaff. A Mission buy-in
provided $250.000 for FY19921FYJ993 but a no-cost extension covers through September 1994

JHUIPCS has worked closely with the communications unit on overall strategy and
individual activities, and with the communications and research units on formative, pretesting. and
impact evaluation studies. Personal relations between APROPO and JHUIPCS staff have been
smooth.

Specific areas of assistance are as follows:

• Designing and implementing the multimedia communication strategy. identifying
objectives. primary and secondary target audiences and messages for each
population segment.

• Introducing the enter-educate approach to five family planning messages through
street theater plays, ten..minute radio programs, 60 and 9O-second infospots, and
three-minute TV sketches.

• Developing lobbying plans to approach the commercial media and negotiate family
planning and sexual education messages in highly rated programs such as Alo
Gisela free ofcharge.

• Designing, implementing and evaluating the "Las Tromes" national mass media
campaign, giving specific assistance on: (a) developing criteria for advertising and
n:search agency selection; (b) drafting the agency brief; (c) linking campaign
efFons to USAID's PFPIP Project~ and (d) designing a grassroots women's
network to promote family planning.

• Designing audience research studies, pretesting techniques, and hodine data
collection.

• Designing and implementing project impact evaluation to measure change in KAP
and clinic attendance.
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3 7 I Ijm.llnCIl

APROPO ItafT have only mild complaintl allainst the timelinesl or IHUIPCS assiltance
and responsivenesl, althoush USAID claimed there were delays in APROPO receiving the relults
of the impact evaluation studies

3 7 2 TcchnolQiY lransfcr

SHU/PCS has improved the skills of both research and communication unit staff Both
staff in the relearch unit were skilled in quantitative methods but not qualitative, but they feel
comfortable with the latter now, thanks in pan to their interaction with nrulPcs staff. Three
APROPO staff have taken SHU's one-month summer course in Baltimore. and another two
attended a workshop on interpersonal communication in Bolivia.

3.7,3 Assessment

APROPO's overall assessment is that JHUIPCS' technical assistance has generally been
helpful and responsive and has resulted in increased APROPO staff skills, particularly in the
research unit While the communications director clearly appreciates and wants to continue this
technical assistance, she also feels that some of the methodologies used are "academic" and need
to be more "operational." (I personally agree with this assessment.) Moreover, as she is very
experienced in certain areas ofcommunication, she would like more "autonomy" and less advice
on "the smallest detiails. "

The latter problem is difficult to eliminate completely, as any external agency providing
technical assistance feels that it will receive credit or blame for the technical quality and
effectiveness ofthe in-country activities, while the implementing organization feels that it is ill
program and country, and that while it is happy to have advice from an experienced source of
technical assistance, it (the implementing group) should be able to make final decisions. Given the
experience of most of APROPO's communications staff, it is recommended that JHUIPCS
continue to offer its best technical advice but should then allow APROPO to make more final
decisions.

The series of five "impact evaluation" studies designed by JHUIPCS frankly do not seem
extremely helpful for giving useful feedback to the program. This may be a case of seeking the
perfect getting in the way ofachieving even the good. These studies use a sophisticated and
complex design (with some indicators composed of20 or more measures) where a simpler one
would do. They yield a tremendous amount of information on the esoterica ofcommunication
that may be ofacademic interest but that is not really useful to the program. This approach
entailed over 9,000 long quantitative interviews, a not-insignificant cost, and computer analysis of
dozens ofvariables.

ffiUlPCS selected this "time series" design., which it has used in many other countries,
beca~se various communication activities were beginning at different times. But why the program
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need to know 10 much detail about the impact of .v,n minor activiti.I" Why not UN the
traditional pretest/polt.teat d.sian for .valuation (which is being don. ror the 101 tromes II
campaian) and on. or two panially qualitative monitorina studi.·. with small IImpl", to let
fe.dback on onaoing activities" Th. b••eline and follow.up lurveys would rocul\ ~n the priolit~

knowledae, Iltitude., and behaviors that the campaian strat.IY WI. tryina to chanae. Thi.
simpler approach would not yield the information on the "hierarchy of .ft'ects variablea" that the
time series does, but it is not clear that the such information really improved Ute proaram

It is good to see that the evaluation methodololY being used now is simpler and more
straiahtforward: tht quantitative baseline and rollow-up IUrveyl, the lentinel lite clinic Itatistics.
and a clinic-bued new acceptors study aimed lito determine if new acceptors are coming to the
clinic as a result of: hearing campaian message., an interpersonal influence that may have been
influenced by the campaign. or from a non-campaign related source," ("Evaluation Desian
Proposal for Peru!APROPO for April 1. 1994 - April I, 1995, JHUIPCS & APROPO." Draft
May 13, 1994)

3.7.4 Recommendations

Overall. JHUIPCS assistance has strengthened APROPO's communication capabilities and
effectiveness. Its usociation with JHU probably raises APROPO's credibility among other
organizations in Peru, It is therefore recommended that if funding is available. USAID IUpport
continued technical assistance from JHUIPCS, but the frequency oftechnical assistance visits
should be reduced, particularly in 1996. and JHUIPCS should ~Iow APROPO more independence
to make its own decisions. APROPO staffshould take advanr:.:;se ofeducational opponunities
throush JHU such u the January 1995 communication workshop for the Latin America region.

The following is a tentative plan for 1HU assistance from September 1994 to 1995:

~unications AdvilQr: Two trips ofapproximately 2 weeks each to: assist APROPO develop
a communication strateS)' for 1995 based on clear behavioral objectives~ assist APR-OPO
coordinate with the MOti, IPSS. and other family planning organizations in the preparation of a
lons-tenn national family planning communications strategy~ assist APROPO plan a network of
journalists interested in covering family plannina and related topics, including help with obtaining
on-line access to Popline and other on-line data bases that cover sociallhea1th topics.

Research Advisor Two trips of 1/2 weeks each to assist APROPO design and analyze the sentinel
sites studies and to analyze the baseline and follow-up surveys for the los tromes II campaign.
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38 HOW SUPPORTIVE HAS USAIDIPERU ASSISTANCE BEEN"

This topic II cov.red el..wher. in thil r.pon Ba.leaUy, project .tlft'r.., tha. USAID
r.ponlna requirements has been too heavy and that USAID hal caused dellyl and .xtra work by
int,rv,nin. in the det..:s or APROPO's work. USAID r..llthat it IIUW r,view mat.rials w.ft,tlly
both because they are sometime. contain t,elWeII inaccuracies and bec.uN USAlD mUlt be
politically ..nsitive not to offend important aroupi in Peru CI....ly, both pani•• (and also
JHUIPCS) need to work out some jointly agreeable procedures for review One .xc.llent
recommendation that came up in the .valuation team's discusslonl wa. to have Sch.rinl's
Medical Advisor review all dr.n ....t.rial. for technlc.laccuracy,

3.9 WHAT AIlE THE MAJOR STRENGTHS AND WEAKNESSES OF THE MASS
COMMUNICATION ACTIVITIES?

Clearly, the major strenath of the ma.s communication activities are the experienced and
committed staft"who carry them out, Many individual activities, such as the radio info.pot. and
the counseling service, seem very well done, Some major weaknesses. de5Cribed elsewhere in this
repon, include: objectives that have changed over time; good communications stratesies but ones
that have been too oriented to communication objective. rather than behavioral ones; poor
integradon with the project'. CSM activities; and very importantly, the inability to eltabUsh simple
feedback/evaluation mechanisms that would give the project (and its funder) .t leut a roup idea
of its impact on family plannina uptake and continuation.

3.10 WHAT ARE THE MAIN RECOMMENDATIONS FOR MASS COMMUNICATION?

3.10. 1 Objectives

It is r~mmended that USAID and APROPO agree on clear, realistic objectives for the
remainder off"he project and that these not be changed again. Three Me objectives that may be
sugestocl are:

• increased % ofsexually active couples who use modem contraceptives;

• increased % ofusen oftemporary modem methods continue to use them; and

• increased ability of APROPO to plan, execute, and evaluate effective
communication activities.

3.10.2 Communications Stratea>'

It is recommended that APROPO prepare its communication strategy for Year 4 using a
fonnat that highlight behavioral objectives and obstacles to overcoming them. This should help
focus efforts on behaviors and the major resistances (obstacles) to adaption of the more desirable
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behaviors richer chili on communication objocli~.s APROPO ••1'" ihould (,;.•• che Iud In
pr.pll'i"'l thi. Itrlc.1Y IHUIPCSA rol. Ihould be 10 &iv, (tldback

J. I0.3 lAdit:IIQtI for MooUgrioa Ind Eyaly.tlgn

The main indicalon (or monitorinl and evaluation Ihould b. the .pfeifle KAP on whieh
the Vear 4 slralelY (ocu.... Informalion on ac:tiviti•• complet.d and audience r.ached should
stili b. recorded bUI should not be considered •• primary indicator. of eWeeti".ne.. MonHorinM
and evaluation methods .hould continue 10 be simpUtled MIld made more op.ratio",a! and amount
of data me.sured .hould be redu~.

3.10.4 SPKific; Commynjgatioo Aetjyitjea

Street theater perfonnances should be aiven only where they are expected t) reach a III'i'
audience (200+)

If the Social Markelina ofContraceptives component of APkOPO is r.structured u
proposed by the evaJuation team. trlinlna courses for pharmacists should be terminated. since the
promoters will be making regular
on-sise contact with pharmacists and their assistants.

APROPO should continue tht counseling service. In the long run, however, APROPO
should consider trying to move it to an institution that has more secure long·term funding.

APROPO should develop a family plannins/reproductive health "news service." feeding
stories to Peruvian media.

APROPO should carefully evaluate the training of family planning promoters •• its cost·
effectiveness and the drain on staff time - before considering expwlon.

3. 10.S Staff'QrganizatjonlManaaement

The communications unit should maintain its current staffu lana u fundin& is available.
If funding is reduced (e.g., PL480 money were reduced or unavailable), adivities and staft"should
be reduced using cost-effectiveness criteria.

One member ofthe research scaff should become part ofthe communication unit and the
other part ofCSM.

The two units must become more mutually supportive. It is suggested that both use the
same ad agency and agree on a broad umbrella strategy for communication.
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APROPO'. administrative stlft'must live the communication unit director more complete
and updated bud~et information and also accesa to a discretionary fund for lmall, unfor....n
expenl's

In the next 60 day., APROPO, USAJD, Ind JHUIPCS should cl&rift mechanisms for input
into materials It ia recommended that Schering's Medical Advisor review aU material. fl)r
technical content

In the next 30 day., USAID and APROPO should meetina to claritY reponing
requirements.

3. I0 6 Technical Assistance

It is recommended that if funding is available, USAID should support continued technical
assistance from JHUIPCS but the frequency of technical assistance vi.its should be reduced,
particularly in t996, and JHt1IPCS should allow APROPO more independenu to make its own
decisions, APROPO staft'should take advantage ofeducational opportunities throuah JHU such
as the January t995 communication workshop for the Latin America region,
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Actachmfnt A
SUI.t.tlon. tor APRO'O', CommunlCltion StrattlY

aaaed on admittedly limited infonnation. I wOuld like tn make lOme .ugeltions for
APROPO's communication. strat.IY The b.sis for thes. IUII.stion. i. information contained in
the 1991/1992 DHS (ENDES II), a. well as comments ofknowledaeable people The Arst point
to note i. that the areat majority of sexually active women in PeN are usina some contraceptive
method (only 130/. of women In union are not accordina to DHS), althoup at I..st half are usinW
traditional method. (rhythm, withdrawal. and others), It I. allO Inter.stina to note that three
timet more wom.n are limiter. (want to have no more children) than spacer., Another imponant
point is the failure rates for varioul methods during tt-. put Rvt year,: S.. IO% for many modem
methods but SO% for rhythm and almolt 40% for withdrawal Afinal point is the very hiah
dropout rate for temporary modem methods ... over SO% in the 6rtt .ix month•.

Insights from APROPO'. qualitative (focus group) re.....ch enriches this information.
Couples are motivated to plan their flunilies for many reasons but the predominant one is
economic. (It Is possible that this motivation would weaken ifeconomic conditions improved.)
There are indeed many myths and rumors that prevent the adoption or continuation ofmodem
methods. so clearly APROPO'. strategy is on target in addressina these. Many men do not feel a
strong sense of responsibility, and their lack ofcooperation with traditional methods is one rllcon
for their high failure rates. On the other hand, some women feel that the rhythm method Is
desirable because their husband must cooperate for it to work, and also it gives them timts when
they don't have to worry about their men's sexual advances.

One interesting point that emerges trom several sources is that the desire for family
planning among the public is fairly universal. AI one focus group summary for women 20·30
years old in Lima put it: "There already exists a highly favorable attitude toward family planning.
but it is accompanied by a rejection ofcontraceptive methods." To me. this would indicate that
messages should put less emphasis on all the reasons why one should want to use family planning
and more emphasis on the image, safety. and effectiveness ofmodem contraceptives.

Based on this information, several seaments ofthe general target population emerge as
meriting their own communication strategies:

• users of traditional metnods, whom the project should try to convert to users of
modem methods (or as a second choice. as more etTective traditional users)~

• new acceptors of temporary modem methods~

• younasters enterina their sexually active years;

• men~ and
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• polillC:ian. and other opinion lead.r.

Sam. major me.llae them,. (some of which are already used) would be

To make an informed choice about family planninlJ. you need complete. accurate
information baled on facts·· not mytha and rumon Call the APROPO counseliniliervice
or aet an APROPO brochure at a phamacy near you and/or talk to a medical professional
(not just to family and friends),

2 Ifyou want to reel secure in your family plannina method, use a modem one rather than a
traditional one (which may work som.time. but which Ielvel you f..Una insecure)

3, APROPO il dedicated to maintainina your health, Buy APROPO brand. of
contraceptives at pharmacie, everywhere.

4. Ifyou're using a modem method, make sure a pharmacist or medical professional gives
you a very good orientation and that you talk over any concerns or doubts,

S, Take control ofyour life· be a trome.
6. Men shouldn't been nllcho jerks •• they share the responsibility.

To the extent possible, APROPO should coordinate with other organizations to improve
the quality of information, counseling, and contraceptive services to complete the communications
(demand) activities. One possibility is to prepa" counselln. materia•• to aid pharmacy
worken in ai"ina more complete and con.istent lnfonn.tion and In respondln. to questioD'
and doubt••

Two final suggestions:

• I would incorporate the testimonies of satisfied users more into radio materials and
even longer TV formats.

• Messages should take more advantage of the great credibility that doctors have to
use them as sources ofauthority.
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This chapt.r (OCUIHI on qUlstlon 6 "'om th.lCope of work: At. the orlaniutlon and
manaa,,","t or the project Ind of its hOlt institution contributlna Ind tacilialtina the ICNrlement
of project obj.ctivl'"

il Inltl'uljonal O'a1n1y,jgn

APROPO hit an .n.raetic I,aff c:arryina out many Icti"hi•• tha, appear to b. un(oc:ui••d
and which do not make I clear contribution to AlROPO'. common aoal. Mor. effecti".
sup.rvision and a 01.... deftnition ofeach uta. it. l0als, objectives and procldur. il needed to
ensure • ben.r contribution to the common '0al.

APROPO ha•• tradilional manal.rial stNcture, with a Oen.raJ Assembly of Affiliated
Members (AJOciadol) that meet' annually. This .ouP elec:ts a Board of Director. Uld appoints
extemal auditors, amona other talks. Th. IftUiated members can be either persons or institutions,
and they can liso be Asocildo Cooperador (who make som. financial contributions) or AJociado
Promotor (who carry out promotional Uld information activities),

The Board ofDirectors (Consejo Directivo) ha. from six to .iaht members who are
elecced for one-year periods, but reelection i. allowed, The BOlrd should meet It I...t monthly.
There is also an Advisory Committee comprised of the put pr••idents ofthe Board ofAPROPO
and/or other distinaui.hed board members. On. ortbe Board memben i. elected u Treuurer
and he/she must, unonl other duties, sian all checks and infonn the Board about the financial
matters or APROPO.

Although the Board meet. reau'arly, and ita members receive 8Mncial and ItItiltical
intormation. they have little understanelinl of the projeet'. problems and bow lCtivitMI are..
to lOlls. The infonnation emphuial activiti..CIIried out, and APROPO reauJarIy hal many
activities to repon, but little analysis is made on how they rel.te to project and institutional aoaI•.

RECOMMENDAnON: To inlure more active pa'1icipa'lon 01 tlae Board of Direclon in
tbe project. VSAm .bould request that tbe Board actively discus. aad .laen approve .lae
c.a'ncL P.r 1lIOII1....... ,.rpo••, ... '0 e.lun accountability oItH Gean Mauaer
to Boa"'" "I'd apprev" 01Clual1l1t1 nporta coulcl .... 1Je M....... lUeil.
a..lleUen ..d•••lap could re ........r lad periodic .., to"'''''''' II
wellu t. aD A.ROPO a...Ia ..

AGeneral Manaser (Gerente General) is appointed by the Board ofDirectors. It is
interesting to note that in the statutes it is not clear who appoints the General MUllaer, so it
could be the Board ofDirectors or the Assembly. The senior staft'is appointed by the General
Manas.r, but likewise, this il not clear in the statutes, and they could be appointed by the Board
(see S ofTitulo IX· about the General Manas«).
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For all practical pUrpo"l the "aaJ r.preNnIIUv, of APROPO Illhe eitn.ral M.n....r,
but th,. t' nat clefl' in the ...tUI.l j It an No 14 Qr An 41 Till. VI AI r.lliid to Ih. Board of
Dir.etor. (pi»' 21) th.l•••, r.p,...nt.Ii~. a. the Board. whil.in An 50. NO.1 ofThl.IX It
r.latld to the Manll.r, the OtneraJ Manal.r i. the 1..., repr..tlttv.

RECOMMENDATIONs A.peell NI.,teI to .bt .&lSU'H, .ueb., til , ...pr...n•••,on 0'
.h, Int"hulon and lb. appointment 0' the Citn.,.' M.nal" sh.uld c••rtfttcl b)' .11.
80lrd 0' Darte.o" 0' APROPO baNd 011 recom....nct••,on. trom I,.I".'adtl40'. rlt.
Central Min••" should 'ollow up Ibl. 'Ilk .nd propoN clarlne...to.1 b)' tb••nd 0' 19t~.

Th. manlltrialltNctUri 0' APAOPO, al pre••nted co thtevlJultion tllm chrouah
Mv.raJ ofaaniutlonal ~han.and dilCUuion~j. not cl••r, and thl ItaIF IHmI not to have I cl.
Ind conlilt.nt interpretation 0'how the institution work. and what th.line. of .uthority and
r.lponlibilityare: thi, i. not ev.n clear co 101M m.mber. orch. ~niot IcafF

The lack ofclarity in the .tNcture or APROPO can b••~pllin.by the mlny chan,•• that
have taken place in the personnel (turnover) and in the manal.rial.tNctur. or APROPO. Many
propoNJs hive been mad. to chanl' APROPO'. orpniation. and the prolif.ration ofchana and
prOj)olals is creatina conJUlion amona the "lOnnel. Proposals ,.main in Ibfyance without beina
approved. rejected or rftised. APROPO'lltalf' are not sure what the real atNcture is.

The present manaaeriailtNeture ofAPROPO. u understood by the evaluation tWIt. is
reflected in Chan 1#1 • PRESENT MANAOERIAL STRUCTURE OF APROPO, presented on
the next page.
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CHART I PRESENT MANAGERIAL STRUCTURE
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At the time of the evaluation. some changes are taking place. The position of Financial
and Administrative Manager has been created, and a candidate has been selected. but there is no
clear job description nor an understanding of the effect of this new position on the structure of
APROPO. The addition ofa Financial and Administrative Man~ger requires a clear definition of
what is going to happen to the present staffand what his role and functions are going to be. At
the moment. there is some confusion about this.

As the new position will affect the organization (particularly the administrative and
accounting areas), a trial period is recommended, so that APROPO can evaluate the new Financial
and Administrative Manager. This will allow the General Manager to decide if the candidate is
the right person without the risk of replacing two positions. The shorter the trial period, the
better.

RECOMMENDATION: A. an initial step, during a trial period, the Financial and
Administrative Manager should coordinate and supervise the accounting and
administrative areas, while the present administrator and accountant contiDue to work in
their respective areas for a limited time, probably for a maximum or three months. At tbe
end of the trial period, the new manager should take over the two areas, and due to
budgetary restrictions, the old administrator and accountant should leave APROPO or at
least the administrative area. If the new manager does not prove to be capable filling tbe
position. a new candidate should be selected and hired while the present administrator and
accountant continue to work. The General Manager of APROPO should carry out tbis
recommendation, and the Financial and Administrative Manager should be in place before
the end of 1994.

Considering the number ofvouchers processed daily (an average ofabout 20), a total of
4S employees (including part-time actors), and a very limited scope ofoperations, the addition of
permanent persoMel in the managerial area is not considered justified, nor cost efficient.

RECOMMENDATION: A clear definition of the managerial structure and organization
chart should be made. Discussion and clarification of this structure should take place at all
levels, but mainly at the aecutive staff level. to ensure a dear undentanding and
acceptance. NflW positions such as the Administrative and Financial Manager should bave
dear job descriptions, and their eR'ect on the organization sbould be analyzed. Tbe
General Manager should provide tbe Job descriptions and additioDAI material required,
aDd final approval of USAID should take place before the end of 1994.

4.2 Human Resources

APROPO has a total staffof37 employees, with 8 more in the process ofbeing hired.
The staff is comprised ofan interesting group ofpeople, mainly females, with a high level of
education, particularly at the senior staff level, where English is spoken fluently. No clear and
updated job descriptions are available.
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Some members of the staff have been with APROPO for many years. but most senior staff
have been at APROPO for less than one year.

RECOMMENDATION: The Finaneialand Administrative Manager, during his fint
qUlrter of operation, should develop a proposal to be approved by the General Manager
and Board of Directon with the job description and Job requirements (or every position in
APROPO. This should be approved before the end of 1994.

~ Personnel Policies

There is no personnel depanment. Personnel policies have been developed over the years,
but they are dispersed in many documents and files. Previous personnel policies were contained in
Acuerdo A.34 from 1991, Acuerdo A.27 and Acuerdo A.32 from 1992. APROPO has developed
a draft personnel policy (discussed with the Board of Directors on November 30, 1993 and sent
to USAIDlPeru on December 6, 1993), but it has not been approved or implemented. This
personnel policy was requested by USAIDlPeru in order to better meet the needs of APROPO,
given the number of its projects and staff

The new proposed policy includes an analysis of the managerial structure and functions of
APROPO, but not job descriptions, job classifications and an incentive structure, including criteria
for evaluating and managing personnel. The proposed policy is based on management by
objectives, managerial and financial flexibility, scale of responsibilities, sustainability of APROPO,
rewarding ofefficiency. and automatic salary increases. Positions are classified in seven
categories, each with 12 levels or grades. APROPO is considering incentives based on personal
characteristics (attributes). on productivity, project development and institutional goal
achievements.

The proposed personnel policy implies many changes in the APROPO's managerial style
and structure, a clear definition ofobjectives (ifmanagement by objectives is to be instituted), a
clear definition of the role ofeach area and project, and stronger, "modem" supervision. Mere
approval of the document. however, will not have a real impact on the efficiency of the
organization. This should be considered before the new policy is approved.

RECOMMENDAnON: De Genenl Manager should review the proposed penoDDei
policy both with USAID (u remuneration and incentives Ire involved). She sbould then
submit a final proposal for review by tbe Board 0," Directon before tbe end of November of
1994. A new penonnel management policy, approved both by the Board and USAID,
should be in effect before the end of 1994.
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U Financial Manaiement

APROPO's financial management, as analyzed in other sections of this report, is not one of
the strongest areas of the institution. In order to support the General Manager and to develop a
solid financial structure and the financial management of APROPO, a new Financial and
Administrative Manager is being hired

This is one area where clear procedures and job descriptions are needed. The financial
area seems to be overstaffed, panicularly the four employees who handle APROPO's payroll (for
a total staffof45, including the eight selected but not yet hired), and the number ofvouchers
processed daily (less than 20).

Financial and accounting records are two months late, although monthly reports are
presented to the Board.

There is no cost accounting structure. To introduce new cost accounting procedures, the
present accounting code will have to be modified, which will have an important impact on the
reporting system. The development ofa cost accounting system is absolutely necessary for all
managerial decisions and for all price and cost indicators.

Ing. Alejandro Chang, the Treasurer and Board Member, an industrial engineer who is
providing consultancy services, free ofcharge, to the General Manager, is reviewing and
improving procedures related to payments. Mr. Chang has also offered to review other areas,
beginning with managerial and administrative procedures. The objective is to solve operational
problems and strengthen the management and effectiveness ofAPROPO. This review will
probably recommend a clearer organization and also a reduction in personnel. Any personnel
reduction will be better accepted by the personnel, as it will be evident that some personnel will
not necessary. This sequence was considered interesting and acceptable, and it is recommended
that the services and advise of Ing. Chang continue to be used by the Financial and Administrative
Manager in this revision and development ofprocedures.

RECOMMENDATION: Tbe Financial aDd AdmiDistntive MaDller, duriag his fint
quarter of operation, should ovenee tbe development ora cost accouDtiDllYlteDl ad
fiBancial system proposal to be approved by the General Manager, the Board or Dineton,
and USAID, as required. The new system sbould be approved before the ead or 1"4 and
be in operation ror 1995.
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4 4 StaffiO(~

The eight new workers will bring APROPO's total statfto 45 by the end of August 1994,
distributed as follows:

2 in General Management
II in Administration and Accounting
2 in Research
S in Social Marketing
17 in Mass Communication (includes one shared data entry clerk)
8 in II II (being hired)

Given the characteristics of Peru's employment laws and APROPO's many different
contracts, it was not easy to determine if this is the exact number ofemployees. This would
require a complete audit, which is not the purpose of the evaluation. Initially, the team believed
there was a total staffof36, but latter it was learned that Claudia Bayon&. a part-time staff
member had been contracted in November 1993 but was nol included in the July 1994 persoMel
list. This omission raises the question ofaccuracy in the reports.

According to the type ofcontract and who is providing the funds for the payment of the workers,
the distribution could be as follows:

Permanent workers covered with APROPO budget 5
" "from the condom program 1
II "from the project 7

Fix-term contract " " " 7
" " contract " "" (artists) 4
" " contract Ministry ofEconomics and Finance II

Other (pFPIP) I

Total 36

Some workers rec:eive a salary funded by more than one source.

As mentioned in the discussion ofAPROPO's organization, there is no a persoMel
department nor a persoMel manager, and these functions are perfonned by several people in
different areas, with records in different files.

APROPO's staff have very clear characteristics:

• AU senior staffare females, except for the new Administrative and Financial
Manager, who is a man. Some are very young and have little experience in family
planning.
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• Although some statT have been with APROPO for many years, most senior statT
are new (e.g., the Mass Communications Manager has just three months with the
institution and the Administrative and Financial Manager is just beginning work)

RECOMMENDATION: Stamng requirfments of APROPO should be determined. b••ed
on the revised organizational structure. procedures and job description!, The General
Manager should determine the staffing requirements or APROPO by the end of the fint
quarter or 1995.

4.4.1 Turnover

High turnover ofpersoMel was identified, indicating institutional and/or persoMel
management problems. In the last few months the following personnel left APROPO:

• Marketing Manager (93)
• Senior Researcher (93)
• Mass Communication Manager (94)
• Coordinator ofcondom sales (94)
• Administrative assistant (94)
- 2 secretaries (94)
- Trainer (94)

For senior staffonly, there was 100% turnover. This necessarily affects project
performance and indicates a persoMel management problem that should be analyzed by the
General Manager. Three important factors, mentioned to explain turnover were remuneration,
personalities, and relations with the international consultants and USAID in the approval
procedures for activities, expenses and advertisements.

RECOMMENDAnON: Tbe causes of turnover should be determiaed aad corrective
action instituted in relation to salaries, frustration in dealing with internal and external
procedures, consultants or other facton identified. The General Manager should have a
clear analysis of reasons why stall'left APROPO during the last two yean, and incorporate
the results or tbis Itudy into the penoDDei poliC)' mentioned above. As .ulletted earlier, a
penonnel policy should be in efl'ect before tbe end of 1994.

!..U OverlUnderstaffins

Without clear procedures and job descriptions. it is difficult to determine any over- or
understaffing ofAPROPO.

General Management. Staffing ofthe General Man~gement is at a minimum considering
there is a full time General Manager and a secretary shared by the General Manager and the
Senior Researcher. The relation between staffing and functions/activities could be improved; e.g.,
the General Manager could have a much more active role in the supervision ofthe senior staff,
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offering much clearer guidance on objectives and activities Another task needing the General
Manager's attention is the development of financial resources and sustainability for APROPO

One of the main reasons for hiring the new Financial and Administrative Manager is to
allow the General Manager to delegate many of the minor chores she now has. From the simple
observation of the accounting and administrative areas. it appears that they could be more
efficiently organized. with clearer job descriptions. the setting of goals and a closer supervision by
the General Manager The development ofjob descriptions and requirements and staff
evaluations will serve as useful tools in the development of the new organization.

Manasemeot (Administration and Accountlna). A total of 11 workers in these areas seems
to be excessive, considering that there will be a total of45 employees (for personnel management
purposes). an average of20 voucher!> per day, and limited purchases and sales of contraceptives.
H~re again, job descriptions and procedures will certainly help rationalize the use of personnel.

Research. The evaluation team did not reach a consensus concerning the research staff.
Some members felt that all research activities should be contracted with outside firms or
researchers and that the Senior Researcher could act as an assistant to the General Manager,
doing research as required. Another possibility is that the two researchers could be split between
the CSM and MC units. The team did agree that APROPO does not need a separate research
unit.

4.5 Decision Making

The decision-making process seems to be based more on the experience and intuition of
the managers and their ability to convince the General Manager, than on technical data or research
findings. USAID, SOMARC and JHUIPCS also have imponant influences on many decisions.

The contract, project paper and workplans called for several studies such as marketing
studies, demand studies, price studies, studies to determine target population, distribution studies,
studies to determine advertising campaigns, studies to determine political changes, price changes
and other possible products. Only some ofthese studies were canied out, and their findings were
not well used for managerial and decision making purposes.

It is interesting to note that in a letter to USAIDlPeru dated July 10, 1992, SOMARC
considered it unnecessary to determine the potential market for contraceptive social marketing.
The reasoning behind this is cenainly not clear.

Recommendations and comments related to technical assistance are given below.
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U PelesatjQn

There is a high level ofdelegatiQn in APROPO, mainly from the General Manager to the
managers in the different areas There are nQ a fonnal delegation procedures. and most
communication is verbal, without written confirmation. There are no minutes from coordinating
committee meetings. Delegation is only formal when related to the Board of Directors and then
recorded in the official minutes ofsuch meetings. There are no specific limits on managers'
authority to approve specific transactiQns.

Other forms ofdelegatiQn exist in the Project. USAID delegates much technical
assistance to the consultant agencies but at the same time, it oversees all agreements betwCf.;n
organizations related to the project.

Due to the many managerial, technical and financial decisions. the several institutions
involved (USAID, APROPO. consultants). and some of the problems faced in the past. a very
complex and time consuming process takes place for the approval ofplans, activities, procedures
an/or expenses.

RECOMMENDATION: The General Manager or APROPO should develop a proposal ror
a clear Ind runctional procedure to coordinate activities ofAPROPO with USAID,
consultants such as SOMARC Ind Johns Hopkins. This proposil should be pr~sented to
USAID before the end of October 1994. Blsed on this proposal, procedures should be
agreed to by all the related institutions and put in writing by the General Manager. This
will clarify the authority and responsibility ofeach institution, and the procedures ror the
approvil and implementation oractivities, advertisements, expenses, programs or whatever
element most be approved. Tbis document should be approved by tbe institutions before
tbe end of 1994.

~ PlannipS

The project paper and ,"ontract contained many clear plans for the project. In practice,
some ofthese activities have been expanded (e.g., the PL480 funding for the mass communication
program), others have been rec.1uced or even canceled (the entire CSD component), and still
Qthers have been changed. These changes are affecting the financial structure ofthe project, but a
new budget has not been developed or updated.

The many changes that have taken place make it difficult not only to identify project
activities but also their budgets and objectives. Thesfl many chariges have resulted in an outdated
budget that is clear neither to USAID nor APROPO, limiting their use ofbudgetary control
mechanisms. The weak accounting system does not provide updatf'.d financial and cost
accounting information.
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RECOMMENDATION: Thf Gerlfral Managfr should develop a detaUfd workplan for
199~~ and ales. detailed plan until the end or the project. The propo.al, including a draft
budget, should be presented to USAID before the end of October 1994. aaseel on the
workplan and budget proposal, USAID should make recommendations incorporating the
many changes that have taken place and thOle foreseen for the near future. Once the
workplan and budgea are approved by USAJD, it should develop a new contract or amend
the old one. This should take place by the end of 1994. The advantages of a contract
against a cooperative agreement should be considered.

As a lessons learned exercise, it would be interesting to analyze why the detailed and
comprehensive plan developed for this project was not followed to guide action in the first place
and for control purposes in the second place.

Cha." N2 (see following page), the project's organizational structure included in the
c('ntract, shows how detailed the plan was. In the contract, is clear that the General Manager is
responsible to USAIDlPeru-HPN Project Monitor and to the Technical Committee.

The workplans developed do not show short-term goals or objectives, making monitoring
almost impossible as there is no basis for comparison. Even long-term goals are not clear.
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CHAR~ :1 ORGAMIZATIONAL STRUCTURE AS DESIGNE~ IN
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RECOMMENDATION: To facilitate monitoring orruture project activities, all workplans
should include short-term loals and benchmarks ror monthly and quarterly periods, and
monitoring should take place immediately QRer the period considered. The General '
Manager should have a monDtoringsystem in place before the end or 1994, and VSAID
should monitor and review APROPO and project activities monthly and quarterly
beginning in January 1995. The General Manager should prepare monthly monitoring
reports, comparing accomplishments with goals.

Management by objectives, mentioned in the proposed personnel policies, could certainly
provide an interesting managerial tool that would complement the development ofbenchmarks
and goals mentioned in the previous paragraph. Objectives should be developed as soon as
possible, because management by objectives will work only if there is a set of well-planned
activities that can be monitored.

4.8 Administrative System

There are many management policies. mainly related to personnel, in minutes,
correspondence and memos. sets or manuals ofpolicy and procedures statements. They are not
easy to use because there is no summary manual or index.

RECOMMENDATION: By the end or the fint quarter of 1995, the Financial and
Administrative Manager should prepare a proposal for a formal policy manual covering
administrative and financial procedures. The basis ror mucb of tbis can be all tbe
information available in minutes, correspondence and memos. The proposal should be
presented to tbe General Mana.er and sbould be approved and in use by June 1995.

APROPO's administrative system is based on close personal relations between the General
Manager and the senior staff, with a high level ofdelegation. The General Manager's managerial
style requires a mature organization. but this is not the case ofAPROPO. where most senior staft'
are new. Other personnel have been with the institution for longer periods but also require close
supervision and guidance.

~ M1S/R.eportina

There is no list of the reports produced by APROPO, nor an inventory ofwho is
responsible for preparing various reports or a schedule. Although APROPO staffprepare varied
reports. the information is seldom analyzed or utilized for managerial decision making and
planning.

The management information system (MIS) is focusses on the balance sheet and the
financial reports and on the activities carried out by the project and the institution.

98



RECOMMENDATION: A manalemenQ information system should be developed by the
new Financial and Administrative Managft, in coordination with the General Manager
and senior staf1'. The identincation of mlnllerill needs It the dif1'erent levels should be
determined by the Financi.1 and Administrative M.nller by the end of October 1994. and
a MIS should be in oper.tion by the end or 1994.

UQ Commercial Sendce pelivery Component

One factor adding to the confusion in the management of the project is the
"disappearance" of the Commercial Service Delivery (CSO) component. This is a reality. but no
official decision has been conveyed to APROPO's personnel. The CSD component has not been
canceled. as reflected in the financial reports where cost for this component is still accounted for
and affects the distribution ofcosts and cost indicators,

The evaluation team was not able to e~amine the history ofeSD in detail. It was an
important activity in the Project Paper and in the contract. It was offered to APROPO. and the
institution was interested in the developing this component. Promotion took place. but the
services offered were not accepted by the employers. All the people interviewed agreed that the
economic conditions in Peru at the time of the promotion were not (and are not) the best to
promote additional e~penses from employers. when they are worried about their economic
survival.

Although samples of the promotional material and correspondence are available. no
document was found that analyzes the failure ofthe CSD component. Success and failure should
be documented. in order to duplicate success and to avoid failure.

RECOMMENDATION. The General M.nlaer should arrange for the people most
ramili.r witb the componeat to prep.re a short docuDlent on lessoas leamed, with •
description of actions carried out, results from these .ctions, and eauses of the f.ilure. Tbis
short document should be delivered to USAID by tbe end ofOctober 1994.

It is interesting to note that PRlSMA. a Peruvian organization, developed a small activity
in this same line with one mining company. Al'")ROPO participated in the initial contacts with
PRlSMA and the mining company. but early in the process APROPO's representatives were no
longer interested and they stopped attending meetings, according to PRiSMA.

For all practical purposes. the evaluation team considers the CSO component to be
canceled, both from the managerial and financial points ofview.

RECOMMENDAnON: A clear definition of the situation or tbe CSD component, its
ell'ect on the project's budget, on tbe m.nlgerial an~ accounting structure, and on tbe
o....nization.1 cb.rt should be m.de m.inly at tbe esecutive stiff level, to ensure tb.t
USAID procedures .re followed and the st.tus is officially acknowledaed. As tbe fuading
for eSD sbould be used in other project activities, tbe need lor. new work plan and for a
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new budget is reinforced. The Gener.1 Mlnller should present I proposil to USAID
before th' ,gd ofSept,mber 1994. and USAID Ihould denne itl pOlition before the end of
1994. if pOI.ible.

til. Coordination

The project paper and contract cover both internal and external coordination activities ••
internal coordination to ensure that all units of APROPO contribute to the common goal and
external coordination to ensure that opportunities are not missed to extend the benefits or the
project through collaboration with other institutions in Peru.

tiJ..J. Internal Coordination

For coordination and infonnation purposes, APROPO has developed a coordinating
committee, comprised orthe six senior staft' members (the General Manager, the Administrator,
the Accountant, the Senior Investigator, the Communications Manager and the Social Marketing
Manager). The committee meets every Monday morning or at the next possible date to share
infonnation and to coordinate activities. Meetings are very infonnal meeting, without a clear
definition of purpose, agenda. minutes or system to keep track or follow up decisions.

It is clear that there is little coordination and cooperation among the different areas and
projects and that there is a great need for more effective internal coordination. For instance, the
Social Marketing and the Mass Communication areas do not share the common goal of increasing
social marketing sales, and some ofthis can be explained by the little communication that takes
place between them.

RECOMMENDATION: The General Mlnl.er should develop fonaal procedures ror the
coordinating committee, includinga.endas, minutes Ind follow-up mechanisms, to ensure
that what is discussed or Igreed in the meetinlls uled for practical purposes of reacbing
the gOlls Ind objectives of the institution; otherwise, the meeting will end as anotber
infonull talk. Supervision and follow-up by the General Manager is also required. Dis
should be instituted immediately.

4,11,2 ~xternal Coordination

Efforts and contacts have been made by APROPO's General Manager and by other staffto
coordinate activities with other PVOs and governmental organizations. APROPO attends inter­
institutional meetings, and the General Manager is to attend the international meeting in Cairo as
part ofthe Peruvian delegation.

It is not easy to coordinate family planning activities in Peru or in any other part ofthe
world, Each institution tries to develop its own materials, campaigns and servio". duplicating
cost and efforts; but certainly the mandate ofthe project includes coordination ofactions with
other PVOs and governmental institutions.

100



RECOMMENDATION: A plan to rein(orre APROPO'. efrort. in the eltemal
coordin.tion .hould be developed by the Genfra~ Mana.er and presented to the Board or
Directon and VSAID before the end or 1994. Thi. plan should include .pednr short-term
loal. and benchmarks and reportinl requirements. The Board or Directon .hould monitor
implementation.

ill RQle of Each Area and CQntribution tQ the CQmmon Goal

The goal and objectives of APROPO and of each component are not clear, which limits
the contribution ofeach unit to the common goal, Even with the coordinating committee, some
activities require a clearer attitude ofcooperation, understanding and sharing of common goaJs.
Mass Communication and Social Marketing should work together in order to ensure that the
communicatiQns ofone serves and promotes the objectives Qfthe other. This requires nQt only
changes in the structure, but also in the definition, understanding and sharing of common goals,
and certainly greater direction and supervision from the General Manager.

RECOMMENDATION: The General Manager should provide a clear definition 0'each
Irea and its role in reaching the goal or the project and or APROPO. This contribution to
the general goal 0' the project and APROPO should be en'orced by the dennition 0'each
area, the managerial structure and how they relate to the oraaniution. Supeni.ion (in the
modem sense, to include planning, education and penonnel development, eVlluation,
monitoring and supenision oractivitiel) should be en'orced, mlinly by the Genenl
Manager. Discussion and cl.rifi~.tion or this structure and the role 0'each area should
take place at all levels, but mainly at the uecutive .taff' level, to ensure a clear
undentanding and acceptance. A program to cover this areas is to be developed by the
General Manager, and it .hould be implemented before the end of 1~.

When analyzing the role ofeach area and its contribution to the common goal. it was
interesting to observe that there is little contact between APROPO and the General Assembly of
Affiliated Members or with the Advisory Committee, limiting the contribution of these two
bodies, in ideas, support and funding. Affiliated Members are important opinion and business
leaders with many open doors to the government and industry. They seem to be very interested in
APROPO and in population matters. but they do not know how to contribute and have little
knowledge ofthe institution and its problems or ofthe population problem and programs in Peru.

An independent fund, ruled by the Board ofAPROPO but outside ofthe project budget or
control, is needed to facilitate the general management ofthe institution and to cover certain
expenses not authorized by USAID. IfAffiliated Members could contribute to such a fund, this
would both solve a funding problem and also could help in securing a closer relation and contact
with APROPO's members.
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The possibility of the independent fund was explored with some members of the Board
and the Advisory Committee (Past Presidents of the institution), Although a difficult task, it was
considered possible if the proper person was to request the contribution Using a professional
fund-raiser who receives a percentage of the donations collected could be the best means to built
such a fund, The General Manager is to present a proposal at the ne"t Board Meeting,

The possibility of some Affiliated Members "investing" in the social marketing program
was also explored, but this was not considered feasible,

To collect the information from the Board and the Advisory Committee, contacts were
held with Ing. Albeno Vera La Rosa, Ing. Enrique Escard6, Lawyer Fernando Malaga (President
of the Board), lng, Atbeno Sacio, Ing. Alejandro Chang. Mr. Leo Fernandez and Ing. Emesto
Baerth. all Affiliated Members.

RECOMMENDATION: The General Mana.er, with the support from Mass
Communications, should devE!op a newsletter and/or other means to maintain penonal
contact with APROPO'. amnate., by the end 011994, a. this could racilitate valuable
support from the Amliated Memben.

Board Members seem to be very much interested in APROPO and population activities.
They know about activities and receive a two months old (trial) balance sheet every month when
they meet. but they do not have a clear idea ofproject or institutional objectives or how is
APROPO performing in relation to those objectives.

Probably the General Manager devotes too lftuch time to urgent matters and regular
institutional "housekeeping," but not enough time on important mattel's and supervision. The
institution and its persoMel are always busy carrying out aetiviti~ but sometimes without the
necessary guidance and supervision to ensure that these activities contribute to the general goals
ofAPROPO and the project.

The project contract states that: "APROPO's General Manager will devote the majority of
her time to strengthenins the agency's financial and technical status, to buildinS coalitions with
public, NGO and PVO organizations and to adopting a leadership role in family plannins in
Peru...." Certainly some ofIbis has been accomplished. but more effort should be devoted to
these areas and less to minor chores ofthe daily operation.

The new senior staffhave great potential but require guidance to understand the institution
and the project and "to belong" to it before they can effectively contribute to the common goals of
APROPO and the project.
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ill Recommended Organizational Chaoses

In order to support the General Manager and to permit her to devote more time to the
important matters of APROPO, one of the alternatives considered and the one that the evaluation
tearn recommends is to have a second in command. a Project Director (see chan) Moreover. a
change of attitude of the General Manager is needed ifshe is to provide the necessary guidance
and supervision to the institution. It should be her job to keep staff focussed on reaching
important goals.

Many alternative organizational structures and charts have been analyzed by the evaluation
team,

As one author puts it, organizational charts are like the turtle's shell. that just hides what is
inside the animal. The proposed chart is no exception. it should be complemented by clear
planning. determination of institutional and project objectives and goals, and job descriptions; and
certainJy, it should be adjusted to reflect the institution's personality and the people involved. The
comments below are intended to explain the proposed organization:

4.13.1 A number-two person, a Project Manager, was considered necessary to take over many
activities that now are taking most of the General Manager's time. This will allow the General
Manager to concentrate on important matters such as supervision of managers, definition and
supervision ofgoals and project activities, coordination with other institutions, and securing long­
term funding for APROPO.

This second-in-command should be very experienced in management and have a clear
understanding ofmarketing and communications. The person should have a "strong" personality
and be observedly business-like and competent.

The Project Director and the number-two person could be the same Social Marketing
Manager some time in the future, but given the limited life ofthe project (two years) and the lack
ofexperience of the present Social Marketing Manager, an additional person was considered
necessary.

4.13.2 As most ofthe research is contracted outside ofAPROPO and the use ofthe infonnation
generated is limited. a research unit was not considered necessary for the project. (See 6.d.
above.)

RECOMMENDATION: Before the end of September 1994, the MC Manager should
develop a clear job description for the researcher with a workplan to cover ber activities for
1995. Monthly reports on activities and quarterly evaluations or the activities carried out
by the researcher, as reported monthly by the MC Manager, should determine the need
and continuity of this position.
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4 t3 3 The new Financial and Administrative Manager, serving under the General Manager.
should ensure monitoring of the Project Director's activities, His statT should be limited to an
accountant assistant, an administrative assistant and a secretary, The Administrative and Financial
Manager will be at the same organizational level as the Project Director,

Under the present structure, there is no one person or group of persons in charge of the
personnel area, There is no personnel department, even as a part-time acti..ity, DitTerent
employees deal with different areas of personnel management, but no one is responsible for the
total operation of persoMel management. The files, records and contracts of persoMel are in
three areas: administration, accounting. and secretary of the General Manager. If the job
description allows. the secretary or the Financial and Administrative Manager could act as
penonnel manager. Given the limited number of penonnel activities. this activity should
take only a few houn a week.
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4 13.4 The CSO component should be formally canceled for administrative. accounting and
auditing purposes. following USAID's required procedures,

4.135 The Social Marketing Manager will supervise four areas: Promoters (to include eight to
ten promoters). Pharmacy Relations. Condom Sales (to cover sales of APROPO's condoms
mainly through distributors) and IUD Sales.

4.13,6 The MC Manager will manage the project's mass media and communication program
This unit will include five sections and one secretary. The sections are the hotline/telephone
counseling service, street theater, mass communications and materials development and the
research. See Chapter 3 for more detail on these activities and personnel.

4. 13.7 Except for one of the Board Members who is appointed as Treasurer, for practical
purposes there is no staff in charge of payments and receipt of funds, This function is carried out
by the administration and accounting areas. The tasks of writing checks and registering the
information in the accounting system should not be carried out by the same person. Someone not
connected to registering payments or receipts should be appointed cahier. Given the
limited number of payments, this is an activity that should only take I few houn a week.

4.14 Technical Assistance Coordination

Although external to APROPO, three additional actors play important roles in the
development of the Private Commercial Family Planning Project:

·USAID
·SOMARC
·JHUIPCS

APROPO claims that even small details must be approved by USAID and SOMARC, in
the case of social marketing, and by USAID and JHUIPCS, in the case ofmass communication.
APROPO also claims that this approval is taking a very long time.

SOMARC plays two distinct roles in APROPO. For the social marketing activities,
SOMARC is just a consultant or advisor with no managerial power, but for the condoms program
SOMARC is funding the activity and has the power to approve or disapprove any expense.

SOMARC believes that it does not have to approve all decisions and that many of
APROPO's activities are not presented to USAID or to SOMARC for approval (USAID agrees
with this statement).

The evaluation team analyzed the approval ofthe marketing program was analyzed with
the representative ofSOMARC. The results from this analysis show that:
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• The proposal presented by APROPO was incomplete and included inconsistent
information and mathematical errors

• The plan is dated June 2. 1994 and was received by Dario Mejia (SOMARC
representative) on June 7. At that time, the he was traveling and latter had a
surgical procedure that kept him away of the office for about six weeks.

• Leiter 086 dated July 5 was received by SOMARC on July 18 and answered on
July 23.

• Letter 088 dated July 15 was received by SOMARC on July 22 and answered on
July 23.

• Letter 097 dated July 18 was received by SOMARC on July 22 and answered on
July 23.

The SOMARC representative considers that some ofthe delay was due to his health
problem. but that most of the delay was due to APROPO's delay in providing data. When the
infonnation was provided, it was not up to the normal standards. When reviewed, the data were
not consistent, and there were many mistakes in dates and figures (mathematical errors).
SOMARC insisted, with good reason, that to review data for consistency ofdates and quantities
is not and should not be SOMARC's role. SOMARC feels that APROPO should submit good
data, at least without mathematical errors, and with good explanatory information.

The situation with JHUIPCS is less conflicting, but response time is also considered to
delay the project's activities.

USAID, as a funding agency, has good reasons to request information and to have
approve expenses. The one who gives the money sets the rules. In any case, USAID agrees with
SOMARC that in many cases APROPO does not ask for approval ofexpensive activities but then
requests approval for minor expenses and activities. All of this affects project management and
the relations among persons and institutions.

In the Mass Communication activity, there are funds (and regulations) from the project
and from PU80.

RECOMMENDATION: Knowing the interest and commitment of USAID to this project, a
clear definition of the roles of APROPO. of USAID. of SOMARC. ofJHUIPCS or of any
other institution that will work with the project is needed. A clear definition of their
authority and responsibility. management. approval procedures, reporting and control
requirements should be made.

Some ofthe senior staff members feel ftustrated. They claim not to have the needed
authority to manage, as most decisions must be approved by USAID and SOMARC or Johns
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Hopkins A lot of conflicting opinions about this issue were expressed by various panies
Clearly. USAID and APROPO need to define the problem clearly and propose and institute
solutions that are acceptable to al1groups involved.

RECOMMENDATION: A clear coordinating mechanism should be developed with the
two consultant groups (SOMARC and Johns Hopkins) to ensure an emeient operation of
their assistance. A clear dennition of the procedures, authority and responsibilities of
managers and of USAID will help the secure a more emcient and efTective operation.
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5. I Eltema. and Internal Fatton that Innuence Project Performantt

When the CFP Project began in September 1991, the implementing agency, APROPO,
already ca.'Tied a debt of USSS3, 710. This debt should have been paid oft' at that time through
contributions from its associates: the project itself would not generate funds during the first
months, until after agreements were reached with the phannaceutical companies, insurance
companies or private firms which required direct services, Neither the project's cooperative
agreement nor the project paper states clearly the scope for APROPO's contribution during this
initial stage.

The lack of its own resources for discretional use at the beginning of the project obliged
APROPO's administration to use project funds for purposes other than intended (misallocation),
such as repairs, maintenance expenses and minor purchases, Even though most of these expenses
were necessary, they were not eligible for reimbursement under USAID regulations.

There are still no discretionary funds for unforeseen expenses. This could give APROPO
some spending flexibility and reduce instances of USAID disallowing reimbursement ofexpenses
incurred by APROPO.

In other cases, expenditures have been out of sync with receipt offunds. For tms reason,
APROPO incurred bank overdraws and commercial drafts which produced interest and financial
expenses for almost USSS,360 that could not be covered by USAID.

The lack ofnon-project resources and the inadequate programming ofcash flow caused
the improper use ofUSS26,771 for the Plan Condones project. These funds have now been
reimbursed, but should have not been used without USAID's previous written authorization. An
additional USS13,S74.94 was initially found ineligible by USAlD and a final decision is pending.

Such practices by APROPO are not new to USAID accounting persoMel. It represents a
continuation ofpractices already observed in a fonner project. In other words, first using funds
and then submitting them to see if they are reimbursable. This practice has created negative
feelings among Mission staffand has to be modified by APROPO.

There is no cost accounting system for specific product lines or components. Only a few
month ago, accounting data were still being reentered in order to be classified by technical
component. This seems to arise from the project's financial plan, which was elaborated with a
generic scope for maximum flexibility since there was not enough information at the time to
schedule component costs. However, during the first year ofproject performance, there was
enough experience to revise the financial plan. At that time, APROPO should have proposed a
restructured budget.
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Another factor influencing project perfonnance has been a cenain misunderstandin" of the
role of technical assistance. Activities perfonned by project components should be known and
approved by technical advisors, as requested by USAlD, Nevenheless. in the case of the CSM
component. SOMARC has had a slow and cumbersome process -- cumbersome because the
scope of approval and follow-up was not clearly defined; slow because of poor communication
among APROPO, USAJD and SOMARe.

In the original budget, the promotion and advenising ofCSM and CSO components were
concentrated in the Mus Communication (MC) component. Later, the CSO component became
inactive. Thus, successive modifications have overtaken the original budget.

Table 1compares the original budget with the resulting modifications that are still pending
approval,

TABLE 1CHANGES IN FINANCIAL PLAN
US Dollars

CSM
CSO
MC
ODC
AC
Audit
TIA
A&Evai.

Total

Original
Budget
232,076
232,076
2'748,500
769,215
156,633
o
653,500
208,000

5'000,000

Resulting Modifications
Pending ofARproyal

2'301,700
228,300
1'192,000
300,000
250,000
21,000
623,000·
84,000 •

5'000,000

• NOTE: The Audit and Evaluation components for technical assistance were initially managed by
USAlDlWashington. Afterwards, the funds for auditing were reclassified and are now under
APROPO's administration.

Despite these modifications, a revised budget has not yet been approved. Table 2 shows
the actual expenditures from September I, 1991 to July 31, 1994 resulting from de facto
modifications, compared to the original budget for the same period, excluding
USAIDlWashington-administrated funds (thus covering only the budget expenses managed by
APROPO). By the end ofPY3, APROPO had spent 63% ofthe total contract budget, which is in
proportion with project calendar and time elapsed, showing a good expenditure capacity.
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TABLE 2 BUDGET EXECUTION AS AT JULY 31sI, 1994
US Dollars

Year 1
Year 2
Year 3

Total

Original Budget
Years I to 3
820,709
1'034,865
944,774

2'800,348

Actual Expenses
as al 31lui 94
764,057.67
1'05 1,606 78
772,873.09

2'588,537.54

Estimated
Aug 94

112,655

112,655

Table 3 presents the actual expenditure per technical component as at July 31, 1994 This
modifications are still to be formally reprogrammed.

TABLE 3 EXPENDITURES STRUCTURE
Thousands of US Dollars

ODC+

CSM CSO MC AC Total
Publicity 732 35 767

30%
Promotion 210 29 406 64S

25%
Training 108 109

4%
Research 83 8 52 S 148

6%
Salaries 108 101 95 238 542

21%
Sundries 54 54 51 218 377

14%

TOTAL 1'295 227 605 461 2'S88
100

Table 4 presents expenditure projected until August 31, 1994; the total amount budgeted
is presented until PY3 with the hypothetical budget reclassification for the same period. The
actual expenditure shows that the C8M component has overspent by 32%, even though the total
amount represents 95% ofthe revised budget for same period.
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TABLE 4 BUDGET EXECUTION AS AT 31 AGO 94
US Dollars

Modified Exp. to Date Remaining Budgel
BudiCI 81 al year 3 Years 4 + ~

eSM 1'055,097 1'394,649 907,048
eso 228,302 228,302
Me 986,5 II 611,196 580,804
ODe 300,965 262,472 37,528
Ae 208,473 197,285 52,715
Audit. 21,000 un 13,712
Subtotal 2'800,348 2'701,192 1'591,808
TIA 404,934 339,868 283,132
Evaluation 46,000 46,000 38,000

Total 3'251,282 3'087,060 1'912,940

Although the level ofexpenditure for the time elapsed is on schedule, the resulting income
generated by project activities is only 66% of the level anticipated. Table 5 shows both
pharmaceutical company commissions and other contributions.

TABLE 5 INCOME GENERATION
US Dollars

Original Aetuallncome
Budget Commissions Other Contributions Total

Year I 50,820 39,190 17,594 56,784
Year 2 109,812 91,755 77,678 169,433
Year 3 166,784 105,484 52,651 158,135
Total 327,416 236,429 149,923 384,352

Although the total income covers current APROPO needs, income generated from drug
company commissions is insufficient to guarantee APROPO's self-sustainability at the end of the
project. Furthermore, stagnant sales concern the companies involved in the social marketing
program, and one ofthem, Multifarma-Wyeth, has left the program. Actual sales and company
contributions are detailed in Annex I.

As a result ofthe project's 1992 CSM promotional campaign, Multifarma obtained sales
growth of its product Nordette, increasing from 5,700 cycles before the project to an average of
11,500 cycles per month. However, sales level have remained stagnant since this campaign,
which caused Multifanna to pull out when it expected no further benefit from the program.
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Scherina's case is different since its product Microgynon is the leader orthe market It is
interested in maintainins its sales level in spite of the unfavorable economic conditions, as
discussed below, In the case of Upjohn. itl product DepoProvera has only recently been
approved by the FDA and brand advertising is about to start, Therefore. its effect on total sales
will be renected in the near future Sales of Medifarma's Lorophyn have been irregular due to
stock shortages

Although sales show that the eSM component has partially fulfilled its objective. the eso
component has completely failed due to the country's general conditions, Private companies have
not only been reluctant to include family planning in their family insurance programs. but some of
them have even been obliged to cancel their health programs. Therefore. the eso component has
been suspended and its resources reallocated to the eSM component. For the time being. it is not
recommended to re-activate the eso component.

Regarding external factors influencing project performance. it is relevant to mention that
the Peruvian economy has been in a recession for the several years. National development banks
were closed with a considerable reduction ofjobs in the government sector. and income
distribution has become less equal. Although the present government's economic policy is
oriented to growth of the gross domestic product, the effects on the generation ofjobs will only
be seen only at the beginning the next decade. Only 13% of workers were fully employed in
1993. and more than 21% of the total population (approximately 4.6 million people) live in
extreme poverty.

Even APROPO's associates have been affected by the recession. We are referring to
businessmen whose companies are facing the challenge of survival. In this situation, they have
been unwilling to increase their contributions, although some ofthem have given extraordinary
contributions. However, arrangements to obtain new resources should be made. It is considered
possible that Board members would give additional contributions ifthe proper person or
institution were to request them. It would help if this were specifically requested by USAID.

Another external factor, mentioned by drug company representatives, has been the receipt
ofdonated products by governmental and nongovernmental organizations. which despite of
established controls, arrive in the infonnal sector as a consequence of the mentioned crisis.
PRISMA's controls have considerably reduced this problem at present, but it may grow again with
the increasing foreign grants Peru is receiving.

5.2 Project Indicaton for MonitoriDlaDd Evaluation

APROPO is using unit sales as the main indicator to monitor and evaluate CSM
component. The use of sales per product and the respective commissions earned are appropriate
for the follow-up and monitoring of the commercial aspects from CSM component, but they
indicate nothing about cost effectiveness or the Mass Communication component.
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For the Me component, the number of activities carried out are used as indicators But
these do not indicate achievement of such central objectives as APROPO's self-sustainability for
the future and the cost or decisions

Thus, a new information system which permits efficient follow-up should be developed,
This system could include income and expense statements, monthly balance sheets, cash flows,
and a cost-effectiveness indicator adequate to the type of activities developed by the project, such
as the cost per CYP, as discussed below,

5.3 COlt Conllderatlonl: COlt EfI'ectlvenesl

APROPO does not use a financial criterion which relates sales with costs incurred. Such a
criterion could be the cost per CYP, which would provide a common denominator to the different
products and services of the project. In Annex 2 a rough estimate for the first three project years
is calculated. It would be desirable to have detailed indicators per product or component for
decision-making. However, the accounting system is not capable of providing the needed data.
Therefore, a cost accounting system should be developed. In the case ofMe component, a cost­
effectiveness indicator should be related to specific goals, such as percentage ofa target audience
that remembers messages.

Until the accounting system is developed, a rough calculation is suitable as long as the
same methodology is applied to the whole data series.

5.4 Cost Alternatives for Project Activities

As a general rule, alternative price quotations are obtained for all purchases over USSI00
in order to meet USAID requirements. The case ofMass Communications, however, is more
complicated. Even when advertising agencies are selected trom a group ofthree, hiring ofmedia
has its own scheme.

According to eM Manager, more important than cost or price rates is the audience and
market penetration for different population segments. Therefore, there may be only one
appropriate supplier, which makes comparison ofalternatives difficult. Mono.., the media',
rates are purely nominal, and the bargaining ofdiscounts and bonuses are part ofthe negotiation.

To reduce costs, APROPO has made some direct contracts with media. without going
through ad agencies. This pennits a nonprofit institution to get special consideration but is only
available under certain market circumstances. Also, in order to reduce costs and to facilitate
verification, infospots' duration has been standardized. In material purchases only, three price
alternatives or quality options are presented.
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In the case of locial marketing, even though Ihe ad agency was selecled from a group of
three, according to ils costs, creative slrategy and qualily of previous work, the agency missed an
opponunily to purchase discounted media time because ofdelays in approvals by the technical
assistance group. In fact. once the strategy is designed and approved by advisory group. it should
nOI be necessary to submit every detail for approval, but merely to keep it infonned

During 1993, however. purchase of media space was negotiated in advance to take
advantage of lower prices of "pre-venta" sales. As APROPO did not have funds available.
purchase was financed with commercial drafts, which generated financial charges that were nOI
eligible for USAID reimbursement. To avoid such problems in the future, APROPO must
anticipate needed disbursements better.

S. S Financi.1 O....nll.tlon

In addition to overseeing the accounting records and preparing project liquidations, the
accountant is responsible for making payments, which is not a proper role for her. Following
auditors' recommendations, the use of payment orders was introduced in mid· 1993, These
documents not oniy specify the purpose ofpayments but also identify the person authorizing a
cenain payment. Payment orders are accompanied by avoucher prepared by the accountant's
assistant. signed by the accountant. reviewed by the General Manager. and approved by the
Director-Treasurer. Although these procedures represent an improvement, they still do not
completely solve the problem ofthe same person authorizing and making an expenditure.

There is no cashier for payments or collection ofchecks or cash. Therefore. it is necessary
to distribute responsibilities better but without adding more people to the payroll. The
accountant's assistant could assume this function and the new Financial and Administrative
Manager could act as internal controller, ensuring that all payments are justified and documented
before passing them on for signature.

5.6. Hum.n Resources

The administration and accounting department has four employees in accounting and
seven in administration activities. The new Manager is starting work full time. replacing the
fonner part-time financial advisor. Given the number ofvoucher processed. (some 20 per day),
once the new Financial and Administrative Manager has passed his probation period, a personnel
reduction is recommended, decreasing the number ofpositions to four. A new accounting system
will avoid double data entry to classify expenditures by component.

S.7 Fin.nci.' Man.gement

A revision ofproject liquidation records and the institution's overall accounting records
showed that they are reasonably organized and filed per project or under APROPO's own funding.
Liquidations are presented to USAID in the formats (I to S) indicated by the Mission, with full
detail ofeach transaction, and reconciled with the bank statements.
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Nevertheless, information required (for each project component) by USAID-Accounting is
general and is for the purpose of r~onciling advances, not for monitoring project component
accounts in detail The USAID Project Manager has recently asked for detailed information per
technical component, and this is being prepared beginning for May 1994 Since the accounting
system was not designed for this, double data entry must be performed Liquidations include a
distribution per component. This is not but could be used for better project monitoring.

AJthough supporting documents are not submitted with the reconciliations, they are filed
by APROPO and are available to USAID-Accounting. However, APROPO's Accountant said
that USAID has made only one inspection in the last three years. Implementing auditors'
recommendations in March 1994, the first balance reconciliation with USAID has been performed
for accounts as of December 31. 1993. APROPO claims that if USAID Accounting were not
short of persoMel, it could have made periodic inspections that would have avoided several
misunderstandings from both sides.

It is important to note that in the draft report from the auditors Moreno PatiftolPrice
Waterhouse, project accounts for USSS64,904 and 5/.12.698 were not considered eligible under
A.I.D. regulations.

Most of the unapproved expenses were from the inactive CSD component. whose
resources were allocated to the CSM component without a formal budget revision or a prior
written authorization from U5A1D. USAID permission to revise the project budget has been
received. and APROPO's General Manager claims that a proposal was prepared but not
presented, pending results from the present evaluation.

Asignificant portion ofthe expenses objected by M.P./Price Waterhouse, corresponds to
the general sales tax (IGV in Spanish) which USAID has asked to get reimbursed according to
recent regulations (D.L. 783). An institution receiving international technical assistance must
request IGV reimbursement, and APROPO has done this.

From the total expenses found ineligible by the auditors, USAID had rejected only
USS22.491.46 as at December 31, 1993. Oftbis amount, USS6,S77.08 was documented later,
USS2,339.44 has been transferred &om the Plan Condones project resources, and the remaining
USS13,S74.94, basically for ineUgi'ble expenses, will be covered by APROPO's own funds. The
U.S. Treasury Deparbnent will charge APROPO interest expenses for these funds.

Separate accounts for each project have been opened, in national currency and U.S.
dollars. Accounts number 110..01-OO293Q-4 in soles and 11o-02-000717..S in U.S. dollars were
opened at the Banco de Comercio. This bank was chosen due to the personalized service
associated with a small bank. However, between May and November 1993 funds were
transferred to the more secure Banco de Credito, given the possible closing of the informal

. banki'lj, institution. Once the situation ofthe bank became more secure, APROPO re..opened its
accounts in the Banco de Comerao, partly because the Banco de Credito is always crowded.
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APROPO's bank accounts are joint accounts, that is they need two signatures to withdraw
money The tirst signature is that of the General Manager or the Administrator The second is
that of the Director·Treasurer or the Chairman of the Board, Persons who sign checks are tacitly
approving the vouchers or payment orders, but it is the Accountant's responsibility to have the
back·up documents signed.

During the M,PlPrice Waterhouse audit, some payments were found with incomplete
supponing documentation (lack of signatures or identification of the project to be charged, for
instance). To correct such cases, payment orders were established. Although amounts were not
major and the new Director..Treasurer has instituted corrective actions. irregularities did exist at
the time ofthe auditors visit in wly May.

However, it is imponant to mention that although the Accountant registered the expenses,
it is not reasonable to make her responsible for the reallocation of inactivated CSD component
funds or the transfer to other projects or the interest charges for advance purchasing or non­
eligible repairs. All those decisions were made at other levels.

It has been established that all payments should be made by check and, if possible.
expenditures should be totally charged to one project onJy. In cases where a cenain expenditure
must be charged to more than one account. vouchers are to be documented with copies.
mentioning where the original is kept. It should be said that during the present evaluation. it was
noted that original invoices are not marked to indicate that they have been processed. Thus. they
could be recycled. Therefore to avoid this possibility. once invoices have been paid. they should
be stamped.

Regarding the income generated from drug company sales commissions, the companies'
sales registries have not been verified. Although official statistics permit a general verification. the
proper application ofcontract conditions should be verified.

Finally, the methodology to establish in·kind contributions is still pending approval by
USAID. Such valorization was not part ofthe audit, but M.P./Price Waterhouse observed that
this recommendation from the former auditor E.Oris was still pending.

5.8 Stamng VI. F~'DctionslActivities

Finance and administration functions are carried out by an Accountant and an
Administrator with their assistants. The Accountant has a university degree but no professional
title. Auditors consider that she is not sufficiently trained. To elaborate the effective flow
statement and the results ofexposure to the inflation adjustment recently established in Peruvian
accounting. she needed external Cl)nsultants to do the job. The administrator does not have
professional education. Both ofthem have been carrying out their work on the basis of
experience.
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S.9 Deci.ion-mlkin. Proee••

There is a two-month delay in the presentation of monthly balance sheets. Although at the
time of the audit the delay was of four months. this reduction is not enough to help in decision
making. Monthly statements, including cash flow, should be elaborated on the first five days
following the end of the reponing month for timely decisions.

5.10 Delegation of Responsibilities

There is not a proper delegation of responsibilities in the payment process. Managers from
technical areas have no control over the use of project resources under their supervision. Thus,
liabilities ofa certain project or particular activities have been covered by available funds from
other projects. Beuer controls will be achieved if peninent managers take pan in deciding what
to charge to each project. For that control. the installation of an integrated computing system will
be most useful.

5.11 Planning

Annual budgets have been prepared by the part-time former financial advisor before the
beginning ofeach project year, but no follow-up mechanisms have been used by the
administration.

Payment scheduling has not been synchronized with funds to be received from USAID.
An updated cash flow is urgently needed for the coming months.

5.12 Administrative Systems

Existing systems are being improved in specific cases where deficiencies have been
identified. For example. the new Treasurer has ordered the use ofdifferent stamps: (I) exact
date ofdocument receipt, (2) incomplete supporting documents to be returned to the responsible
Manager. or (3) readmission ofcomplete payment documents for processing and payments
rejected as ineligible. Although these are simple system improvements. they have reduced
processing delays. Likewise, the introduction ofpayment orders permits the clear identification of
persons who approved charges.

5.13 Management Information System and Reporting

There is no clear description ofthe management information system nor an indication of
who is responsible for the preparation of reports. Financial statements. as already stated, are two
months late. and they arc prepared for formal presentatiot! to the Board rather than for use in
decision making.
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Advance reporting is currently submitted to USAID in the formalS provided by the
Mission. but as mentioned, presentation of Public Vouchers is made in a general fonnat with the
whole list ofexpenditures linked to budgetary categories Only the Project Manager requires
separation by technical component. Likewise, the semiannual and annual reports. although
providing details of activities, have incomplete indicators to evaluate objective achievements per
component. They also suffer a lack ofcontinuity. due to successive modifications in their
presentation

S. J4 Timely Provision of Technical Assistance

The financial and administrative areas have not received technical assistance. There has
been onJy a temporary advisor, charged basically with preparing annual reports for USAID and
planning new projects.

S. J5 Technology Transfer

There has not been a technology transfer in the financial area. The methodology used to
evaluate expenditure budgets has not been transferred to the Accountant nor the accounting
assistants for each project. An operations manual was prepared by the former financial advisor in
J992, but no project staff have been trained to use it.

5.16 Implementation of Recommendations

Technical recommendations in the financial area are being implemented very slowly.
These recommendations have emerged from audits and not from technical assistance. It should be
mentioned that in the implementation ofthe CFP Project. APROPO was obliged to develop a new
accounting plan, designed by external advisor E. F1or~ which replaced the former Top-ledger
package. However. this plan has to be revised to develop a new cost accounting system. At
present, double data entry is performed to obtain a cost classification per project component.
Therefore, it is necessary to revise the accounting system to obtain pertinent data directly from
accounting process.

S.) 7 Clarification of A.I.D. Procedures

Procedures ofUSAID are quite clear. APROPO attributes instances ofnot foUowing
them to delays in funds receipt. especially at the beginning ofa new fiscal year. However. a
particular case is the reduction offunds due to the lack ofclarity in the budget and the lack of
periodic reconciliation ofadvances by component. Only in March )994 were balances as of
December 1993 reconciled.

As explained below. advance requests and consequent account reconciliation for the past
month are repeatedly delayed. Although USAID insists on receiving documents on the first days
ofevery month to permit timely payments from its Mexico office. APROPO has had difficulty
meeting the deadlines for reasons it cannot explain clearly. Staffclaim that requests are prepared
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on time but then are delayed when persistent corrections have to be made. On the other hand,
APROPO has not followed AI,D. policies regarding non-eligible items such as repairs. office
supplies, and preparation and maintenance ofoffice areas. Although USAID could make
exceptions to the rules, APROPO has to submit each case for prior approval.

S. 18 Tlmelines. of Advance.

According to information furnished by APROPO main delays in receipt of funds occurred
in the following advances:

Reguest
01
06
10

Da1c
IO.Sep.91
28.Set.92
IS.Jul.93

Amount USS
131.803.16
437.175.16
46,164.00

Receipt
12.Nov,91
OlNov.92

According to USAID, an infonnal agreement exists for APROPO to submit advance
requests no later than the first working day following the end of the reponing month. As noted.
however, APROPO had a delay ofmore than 30 days in the October 1992 request. In 1994.
APROPO submitted four of six requests late.

A related. serious problem is that APROPO requests funds without deducting previous
cash on hand. which obliges the USAID controtter to systematically reduce the advance requests,
It seems for them APROPO never learns.

5.19 Major Strenath. of tbe Project

APROPO has spent the project budget at the rate projected at the time ofproject design.
The project still has sufficient money budgeted to implement modifications recommended in this
evaluation.

New projects have been initiated which should permit additional income generation and to
cover various expenses.

Because many staffhave been hired recently and compensation deposits have already been
made for them according to Peruvian law. few new expenses ofthis nature should be expected.

The staff is relatively young and committed to APROPO's work.

5.20 Major Weaknesses of tbe Project

The income generated by the project is insufficient to achieve self-sustainability of
activities by the end of the project.
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There continues to be a lack of funds for discretionary use for expenses not eligible for
USAJD reimbursement.

The current accounting system is not able to provide adequate cost accounting by product
or component.

S.21 Recommend••ions

APROPO's new financial and administrative officer should establish a new accounting
system, rationalize the administrative and accounting persoMel, and produce timely monthly
financial statements that managers can use for planning and decision making. More specifically,
APROPO should:

• Revise the project budget to reflect changes that have already taken place as well
as new changes that result from implementation of recommendations from this
evaluation. This should be completed within 90 days by the new financial and
administrative officer, with support from the other managers.

• Obtain commitments outside of USAID to provide additional funds for
discretionary spending. APROPO should solicit funds from Associated Members
to cover expenses not eligible for reimbursement.

• Institute new accounting procedures that will give costs for products and avoid the
reentry ofdata in order to classify costs.

• Complete monthly acc:ount balancing within five business days of the end of the
previous month. Prepare these balance sheets as an instrument for follow-up, not
merely because they are required.

• Complete implementation of the pending recommendations of the auditors.

• Make a schedule for meeting payment obligations to avoid ineligible expenses.
Establish priorities for the monthly cash flow.

• Submit advance requests and balances ofthe previous month's funds to USAID on
schedule, deducting cash on hand.

• Remove the function ofcashier from the same person responsible for authorizing
payments.

• Arrange for USAID to train the new financial and administrative officer as soon as
possible in its procedures and administrative and accounting policies.

• Rationalize administrative and accounting persoMel within 90 days.

• Establish mechanisms for program managers to have access to up-to-date
accounting information.
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ANNEX I PRODllCi SALES

Anne\ 1/\

MltR()QVNON SALES AND c.:ONTRIBlJTIONS
11S[)(lllltli

MONTHS UNITS VALlIE COMMISSIONS
:'icpl) I 57,2~2

OcI,91 51,846
Nu\'9\ 42,127
1>1:1:91 43.595
Jan 92 46,320
Feb,92 67,245
Mar,92 38,277 46,666 4.666
Apr,92 38.392 46,546 4.655
May,92 35,924 41,358 4,136
Jun,92 38,469 40.8n 4,083
Jul,92 40.260 37.518 3,752
AUll,92 43,838 40,874 4,087

SUBTOTAL
YEAR I 543,515 253,794 25,379

Sep,92 45,900 43.627 4.363
Oct.92 46.821 42,831 4,283
Nov,92 47.438 41.863 4.186
Dec.92 48.845 49.794 4.979
Jan.93 72.814 67.567 6.757
Feb.93 37,151 36.955 3.695
Mar.93 72,950 73.546 7.355
Apr,93 35.908 29.589 2.959
May.93 31.786 32.257 3.226
Jun.93 43.135 42.737 4.274
Jul.93 43.682 49.476 4.948
Aug.93 41.377 46.111 4.611

SUBTOTAL
YEAR 2 567,807 556,353 55,636

Sep.93 44.896 49.811 4.981
Oct.93 38.652 42.601 4.260
Nov.93 49.268 53.658 5.366
Dec.93 45.898 50.472 5.047
JII1.94 42.289 46.411 4.641
Feb.94 43.223 47.348 4.735
Mar.94 47.036 59.032 5.903
Apr.94 42.553 53.319 5.332
May.94 46.946 58.788 5.879
Jun.94 49.438 61.924 6.192
Jul.94 39.698 49.487 4.949
Aug.94 5,200(*)

SUBTOTAL
YEAR 3 450,199 572,851 62,485

(*) Estimated
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ANNI:X 114

N( IKJW"T1~ SAJ.i',S AND l'CINTRI1l1 fTlc )NS
US ()ull.u~

McWnls UNITS VAl.lI!': (.'OMMISSI( lSS

S4:r ') I (, 199
()~191 7997
NIl\ l) 1 549"
1>c.'I: I) I .. 5~7
Jan 9~ 6 !<O I
Feh 'I~ .. 957
MllJ'9~ 63SS 7741 1161
Apr 9~ 6374 8437 1265
May 92 6471 8,169 1225
Jun,92 5376 6196 620
Jul,92 6113 6.367 637
AUlI n 3.196 3283 328

SUB TOTAL
YEAR I 69863 40193 5236

Sep92 12452 13070 1307
Octn 12,986 13.082 1308
No\' 92 10913 10589 10;9
Dec 92 10428 11.310 1.13 I
Jan,93 11.088 12220 1222
Feb,93 10384 11420 1.142
Mar,93 10330 15,393 1.539
Apr 93 11,458 12.797 1.280
May,93 9.351 10,574 1,057
Jun93 13.739 14,956 1.496
Jul,93 9.911 12,217 1.222
Aug.93 9.853 12.121 1,212

SUBTOTAL
¥EAR 2 132.893 149.749 14.975

Sep,93 12.670 15,457 1.546
0<:1.93 10,904 13.146 1.315
Nov,93 12.021 14408 1,441
Dec.93 10.648 12.834 1.283
Jan.94 13.686 16.252 1.625
Feb.94 11.3 19 13.693 1.369
Mar.94 12.670 17.774 1.777
Apr.94 9.680 13.409 1.341
May.94 15.771 21.922 2.192
Jun.94 11.392 15,543 1.554
JuI,94 1,440 (.)
Aug,94 1,440 (*)

SUBTOTAL
YEAR 3 120,761 154,438 18,323

(*) E!tirnated
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ANN"X Il'

OEI'(WR()\1~RASALF.~ AND CONTRIBl 'TI( INS

lIS l)allar~

MONTHS UNITS VALLIE COMMISSII l!'i~

&op91 ] M6K
Oct 91 .. 040
N~l\' 91 37014
1~91 31476
Jan 92 6 '*50
Fc:h 92 2 IK4
Mar 92 5 167 5599 336
Abr92 2196 11461 688
May,92 2689 10742 645
Jun,92 4,578 19,148 1,149
JuJ.92 2820 10771 950
AUl1,92 2754 10120 607

SUBTOTAL
YEAR 1 44,330 67,841 4J75

Sep,92 2?';G 9792 588
Oct.92 4628 18,070 1,084
Nov,92 4338 17554 1053
Dec,92 3440 14058 843
Jan,93 5,811 23.366 1,402
Feb,93 3370 12.162 730
Mar,93 4,763 17254 1.035
Apr,93 4818 16638 998
May,93 5.386 19,519 1,171
Jun,93 5078 16.060 963
Jul.93 4.768 16.461 988
Aug.93 6.710 23.602 1.416

SUBTOTAL
YEAR 2 56,108 204,536 12,271

Sep.93 6825 24.392 1464
Oct.93 6358 20812 1249
Nov,93 6059 22338 1340
Dec.93 4.783 17.373 1.042
Jan.94 6502 23.526 1.412
Feb.94 4.414 14.985 899
Mar.94 5730 19.282 1.IS7
Apr.94 5601 20.024 1.201
May.94 5451 19.787 I 187
Jun.94 6.856 22.828 1,369
Jul.94 1,230 (*)
Au@.94 1.230 (*)

SUBTOTAL
YEAR 3 58,579 205.347 14,780

(*) Estimated
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AN!'.TX If)

1.0lWPlfYN SAIJs A~1' C,'ONTRIBl1TION
I IS ()ulllll!'l

MONnlS UNITS VAlJJES COMMISSIt IN"
ScI 91 10 S~O

(x:191 II o~n

No\' I) I J) 174
fA'\: 91 6471
Jan l)~ 6 ()9~

Fcll \l~ 7 '.11J7
Mu~2 9111 20 02( I 700
Apr 9~ 60S5 14 )So 700
May 92 8.823 1985S 700
Jun 92 7.708 16001 700
Jul92 6,168 II 237 700
AUlZ92 9259 19270 700

SUB TOTAL
YEAR I 102,420 100,733 4,200

Sep,92 14.361 28563 949
Oct92 10.477 20119 700
No\' 92 11899 2Hl66 700
[Aoc 92 7119 127S2 700
Jan.93 9640 16.757 700
Feb. 93 12.399 22.449 758
MU.93 11.054 18.593 700
Apr.93 10.886 18.310 700
MIY, 93 6.524 10.809 700
Jun.93 3.206 5,182 700
Jul.93 8.316 13.248 700
AUlI·93 14.444 22.470 866

SUB TOTAL
YEAR 2 120,325 211,318 8,873

Sep93 6328 10.379 700
Ocl.93 15.075 24.600 916
No\'. 93 4406 7.090 700
Dec.93 4.920 7.995 726
JII1.94 12.312 19.915 1.752
Fcb.94 25.135 49.112 902
Mar.94 14.535 28.270 700
Apr.94 1.289 2.872 700
Mly.94 1.706 18.233 700
Jun.94 3.747 40.045 700
Jul.94 700 (')
Aug.94 700 (')

SUBTOTAL
YEAR 3 89.453 208.511 9.896

EAH. (')Estimated
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.4~SEX 2

ESTIMATED COST PER COUPLE
YEAR PR.OTECTION

US Dollars

YEAR 1 VEAR2 YEAR J

CSM 290,21817 569.762,02 435.22874
CSO 9,000 14.60868
MC
ODC (66% ) 73,43 I 51,328 45,127
AC (66%) 88.538 36,'20 9,450
SUB-TOTAL 452,188 666,810 504.414
APROPO CONT.SO% 22,193 74,S7 I 72,493
TOTAL COST 474,381 741,38 I 576.934

CVP:
Microgynon 41,923 43,677 41,557
Nordette 5,374 10,207 11,147
DepoProvera 10,736 14,027 17.574
Lorophyn 12.291 14.439 12.881
TOTALCVP 70,324 82,350 83,159

COST/CVP USS 6.74 9.00 6.94

130



,

ANNEX J

LIST OF DOCUMENTS REVIEWED

.,.
3..
~

6
7,
8
9

10
11
12.
13.
14.
15,

16,
17,
18,
19.
20.

21.
22.
23.
24.

Scope of Work USAIDIPERVIHPNIM ABomeck
Project Paper 527-0326 AID/LAC/P-66I Private Commercial Family Plannin~

Plan Anual de Trabajo de APROPO. Ano I, Sept 1991
Plan Mual de Trabajo Al\o Z. Au~ 1992
Plan-Programa-Prcsupucsto Mo 3. March 1994
Informe de Ejecucion Ano I
Informe de Ejecucion Mo 2
Informe de Ejec:uci6n Mo 3 • Primer Semestre
Informe de Auditoria 1992 por Eugenio Oris y Aloe.! Deloitte. Touche & Tohmatsu
International
Informe Preliminar de Auditoria 1993 por Moreno Patiftol Price Waterhouse. June 1994
Indicadores de Evaluacion del Proyecto PFC. Mo 3 Semestre I
Consolidado de Ventas Previstas y Reales por AIIo Calendario
Memoria J993 de APROPO
Balance General al 31 de mayo de 1994 yEstado de Ganancias yPerdidas aJ 31/05/94
Generaeion de [nsresos relacionados con actividades del Proyeeto PFC 199 ~ -1995, 1996·
2000
Sistema de Presupuestos de Gastos y Financiacion por Computo 1992, Manual Operativo
Memorandum Somare II LAC Ref Impact Objectives, July 8, 1992
Liquidation Vouchers No. 62 y 63
Resumen de Gastos a Junio 1994 por componentes
Memorandum P. Wexel Ref APROPO Outstanding Advance, Revised Cash on Hand
Calculation and Project Financial Status Report USAIDIPERU Controllers Office
Peru's Development Context: Country Situation. USAID
Memorandum T. Basurto, Ref Gastos senerados anteriores at Proyecto PFe, Feb. 1994
Resolueion Secretaria Ejecutiva No. 013·94 del Ministerio de la Presidencia
Informe Estudio Sparrow Abosados sabre aplicaci6n de IOV a seMeios prestados por
APROPO a Multifarma

III



ANNEX ..

LIST OF PERSONS INTERVIEWED

1 Carola La Rosa de Luque. Gerente General de APROPO
2 Teresa Basurto de Burgos, Contadora de APROPO
3 Ana Teresa Gotuzzo, Gerente de Mercadeo Social
4 Maria Luisa Weigold. Gerente de Comunicaciones
5 Alejandro Chang. Director-Tesorero de APROPO
6 Mario Calixto, futuro Gerente Administrativo Financiero
7, David Chlimper A., Gerente de Division de Producci6n de Multifanna (licensee of

Wyeth Laboratories)
8, Cesar Urbano V" Auditor de Moreno PatiftolPrice Waterhouse
9, Patricia Wexel, USAID Controllers Office
10, Jerry Martin, Asesor Financiero USAJDIPERU
11 , Enrique Rosado and Stella Coello. USAJDIAccounting
12, Max Patrucco, Financial Analyst USAID/Accounting
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