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I. INTRODUCTION

This report is in fulfillment of the MIS Plan portion of the contract between USAID
and the Academy for Educational Development regarding the Information, Education and
Communications Center (IEC) of the State Information Services (SIS), Government of

Egypt. It addresses the following issues of concern to both USAID and IEC:

() The current need for some type of computer assistance in the
administration of IEC;

) The present capabilities of the various regional and local centers for the
State Information Service which fulfill various functions under the
mission of IEC;

° The elements of a comprehensive Management Information System to
assist in the planning, management and evaluation of IEC activities.
This system is designed to aid both USAID as the chief donor agency and
IEC in its management responsibilities.

The results in this report are based on:

° ten days of on-site visits to the IEC Center in Cairo as well as visits to
three regional and local centers by Kurt D. Moses, Director, Systems
Services of the Academy;

® interviews with various personnel in IEC in virtually every functional .
operation, including administration, finance, production, audio-visual,
and technical writing;

° discussions with various other groups concerned with family planning in
Eqypt facing both distribution and management problems somewhat
similar to those confronted by IEC;

° review of wvarious background materials including the Academy's
National Strategy and Plan of Work, 1983-84: Population and Family
Planning. Information, Education and Communications for Egypt,
reports of center visits by USAID consultants, financial and budget
statistics for IEC for the past two vyears, samples of programs
conducted and activities sponsored by IEC within the last eighteen
months, and background information on the Egyptian experience during
the last decade in population planning.




Because of the comparatively short time available, this report describes a system
for IEC, a limited portion of which has already been implemented through other efforts.
It is a blueprint for implementation which can be accomplished during the current fiscal

quarter to the mutual benefit of both IEC and USAID.
The remainder of this report is organized as follows:

. BACKGROUND A description of the  current
administrative context for ISC and its.
regional centers. This context provides a

b background for the recommended MIS
Plan.
lll. OBSERVATIONS Both general and specific observations

about the current administrative
activities at IEC and about the
effectiveness of the current
administrative procedures.

V. RECOMMENDATIONS Both general and specific
recommendations on a Management
Information System for IEC as well as
suggested procedures for administrative
operation to meet perceived needs.

V. NEXTSTEPS A series of next steps that can be taken
: almost immediately to implement the
recommendations in this report.



il. BACKGROUND

The State Information Service (SIS) role in the population, information, education,
and communication (IEC) activities in Eqypt did not become substantial until around
| 980, despite the fact that the Eqyptian government had developed a population policy in
1962 and founded a family planning program as early as 1965. In 1980 an SIS campaign
was launched around the theme "Look Around You; We Have a Population Problem".. The
theme was aimed at the general public with the intent of creating general awareness
through the use of a variety of media including radio and TV, printed materials, and
various outdoor visuals. A second campaign called "Small Families Live Better" started
in 1981 and introduced a national family planning symbol in part through the use of realia

such as pens, tea trays, matches, and key chains.

During this time, family planning IEC became part of the portfolio of the 49 SIS
centers spotted throughout the country. The centers, through a variety of training
programs, received instruction in delivering the family planning message and have been
used since then to assist with local promotion of the family planning theme. A
subsequent campaign was slowed until the appointment of a new chairman of the
governing body of SIS in 1981, Since then SIS ond the present IEC Center have produced
a substantial amount of ma’erials including: a large number of newspaper ads, some
500,000 copies each of three family planning posters, 50,000 copies each of three
booklets dealing with education, food and health, and a variety of special posters for
other ministries. In aoddition, realia such as coasters and pens were produced in

quantities from 20,000 to over 80,000 for distribution throughout the country.

Central IEC Administration

The administration and distribution of the wvarious items for the SIS centers is

handled by the administrative unit of the IEC Center in Cairo. This unit is one of two
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major units in the Center, the other dealing with all creative activities. The purpose of
the administrative unit is to monitor all budgets and finances for the IEC operation
(which expended some USD 2.5 million in [982), negotiate with and monitor any
subcontractors, see to logistical arrangements involving IEC, and handle all distribution
of relevant items to regional or local SIS centers. [n addition, both the administrative
and creative units jointly monitor the management of the SIS centers, particularly during
the conduct of campaigns—which typically last between two ana three months each and

occur two to three times per year.

The central IEC activity is operated with a staff of some 22-26 persons who
operate on a full-time basis. IEC reports its expenditures according to five major

categories:

[ Media

® SIS Regional Center Activities

° Training, Research and Evaluation
° Administrative Costs

e  Consultants and Technical Support

In the most recent year 77 percent of the USD 2.5 million expenditures went to medig,
just under eight percent to regional center activities, five percent to training and
research, and the remaining ten percent to administration and consuttant costs. Of the
media costs, just under half went to visual mediaq, including TV and films, and to radio. A
substantial portion of media expenditure was also consumed by such iféms as billboards
and trucks to support the logistics for a national traveling exhibition. The cost
categories used by IEC are those mutually agreed to between SIS and USAID and hence
conform only very loosely to Egyptian government financial categories. As a result, IEC
has been able to use a comparatively simple accounting system, very much like a

checkbook system, to track IEC central ard project activities.

.



SIS Centers

Exhibit | indicates the distribution of the current 49 SIS centers and the
approximate population which they serve in groups of seven regions including Cairo. In
addition, noted in parentheses are those centers which are considered small, thereby
having a typical staff of only three persons rather than the usual complement of 10 to I5
people found in medium and large centers. Exhibit 2 shows a typical organization of an
SIS center. As noted, virtually every center, large or small, has a full-time director, a
family planning specialist, and an assistant for cinema. The largest centers inciude a
librarian and a specialist for organizing childrens clubs. During campaigns, all parts of
the SIS centers are expected to work together to accomplish the distribution and
promotion of the campaign theme. At one of the regional centers (there are six plus
Cairo) there were complete TV equipped training facilities and it was claimed that
approximately 1,000 persons per year came to the center for health, education, or family
planning training. In addition, during campaigns it was asserted that every village within
the region was visited at least briefl—there being 150 villages within the geographic
area served by the center. Normally, center personnel ex;;ect to visit some 12 villages
per month during the rest of the year—namely when there is no campaign being pursued.
Every single center has at least one VW van equipped with a portable generator, TV lights

and appropriate equipment to present video demonstrations to villages during team visits.

Until recently, namely this last winter, the distribution of realia and printed
material was coordinated entirely from Cairo. At one point, the material was to be
shipped to the six outlying regional centers for further distribution to local centers for
dissemination to the villages in their service area. Because of some difficulties noted
later in the Observations section, Cairo is working towards direct distribution of
materials to all 49 centers. In a brief series of interviews with regional center personnel,

all indicated that they had been receiving campaign related material in time to distribute
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(Approximate Population Served by 49 Centers)

North Cairo
Middle Cairo

Shubra El Khimu

Helwan
Giza
Benha
Embaba

. Shebin El Kom
Tala

Tanta

Zefta
Al-Mehala
Kafr El Sheikh
Dessouk
Metoubas

El Raml

West

East

Middie
El-Gumruk
Sidi Gaber
Damanhour

El Tahrir
Kafr-El Dawar
Marsa Matrouh

Exhibit |

GEOGRAPHIC DISTRIBUTION OF

SIS CENTERS

Cairo

(small)

(small)

(small)

(smail)

Alexandra

(11.0 Million)

( 6.5 Million)

( 6.0 Million)
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El Mansoura
Domiat
El Zagazig

Ismailia
Svez
Port Said
El Arish
Rafah

El Tour

Beni Suef
El Fayoum
Nasser

El Menia
Assjut

El Kharga
Mout

Suhag
Tahta

Kena

Luxor
Aswan

Abu Sumbol
El Ghardaka
El Kusir

East Delta

Canal, Sinai

North Upper Eqypt

(small)

(small)

(small)

South Upper Eqypt

(small)

(small)

( 7.0 Million)

(1.25 Million)

(9.5 Million)

(3.0 Million)



Exhibit 2

Specialist
Fanily Planning

* Al cerlain centers

TYPICAL ORGANIZATION
SIS CENTER
Director
s
" Specialist Specialist Specialist Specialist Assistant
Adult Education Public Relations Women's Affairs Public Opinion for Cinema
L33
Childrens
Club Librarion
» 3

Receives additianal compensation for annual campaigns




sufficient amounts to the villages visited. Virtually all centers had difficulty with
effective storage of both printed materials and realia. Some of the larger centers also
indicated that, because of the distances involved between villages, they sometimes had

difficulty meeting their visiting schedules with one VW van.

In order to focus efforts on the campoigh and reflect the extra time commitment
(some SIS center personnel are expected to work later hours, until 10 pm during
campaigns), the Director, the Family Planning Specialist (FPS), and sometimes the
Assistant for Cinema receive a salary supplement (LE 15 for the FPS and LE 20 for the
Director). These supplements are accounted for and funded through IEC project funds.
Because the SIS centers serve multiple purposes, their core budgets are part of the
overall SIS appropriation. As such, there is virtually no financial accounting short of

very modest petty cash records required of SIS center personnel.

Summary

Except for the volume of printed materials and various items of realiq, the total
extent of IEC administrative operation is comparatively small. The majority of its
expenditures are for creative efforts and for monitoring efforts which are completed by
a small group of IEC personnel, by contractors, or by the media production groups which
assist in delivering the family planning message. As envisaged, IEC's major responsibility
for administration is effective coordination of SIS center operations as they relate to the
family planning effort, and effective monitoring of subcontracts to disseminate IEC's

creative message.

In subsequent sections more detailed comments are made about the relationship

between IEC family planning message and IEC's actual administrafive activities.



lll. OBSERVATIONS

The following obser vations describe the situation at IEC during the study team visit
and provide a series of conclusions about the needs and limitations for a management
information system at IEC which matches USAID requirements. Each of the major

observations has been numbered to indicate the relative priority for IEC in coming

months.

I. The IEC component does not, at present, require microcomputers for
development and maintenance of a management information system or for
records control activities.

At the present time, the volume of activity in virtually every part of IEC projects
is not sufficient to warrant installation of @ microcomputer. The nature of the project
activities is not such that computerization would add substantially to their effectiveness.
The volume of financial activity is not high enough to allow for effective use of a
computer, ond the number of personnel involved does not seem sufficient to warrant use
of the power of a computer. The only area that might possibly have a requirement for a

microcomputer is distribution, and more will be said about that Iater.

There are several contributing factors which suggest that @ microcomputer might

create more burden than it would cure. These factors include:

° the lack of a dust-free, temperature-controlled physical environment;

° irsufficient, trained personnel to make such equipment useful;

° inadequate current communications facilities to allow expansion of the
system to the regions.

In addition, any computerization, whether it be for a larger, central computer or a

small microcomputer, would require a much clearer set of procedures and policies than
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currently exist within IEC. As a result, a focus on computerization at this time would

probably be inappropriate for the organization.

2. There appear to be sufficient staff for any reasonable increase in work
necessay at the regional or local centers, even for new training programs.

A review of the IEC activities, in virtually every functional areq, and a review of
the activities at three of the centers suggest that there are sufficient personnel both at
the central level, with the exclusion of managerial personnel, and at the regional and
local centers to allow for a reasonable increase in workload. Should a new progr-om be
undertaken, it appears that there is sufficient staff to allow for new activities and to

carry out the work at the present level of quality.

The only major bottleneck, which is currently described as staff-based is, in fact, in
the area of transportation and allocation of resources. In other words, lacking sufficient
automobiles, it is difficult for a staff person or several staff people to be in two
different locations somewhat widely separated. This is frequently called a staff problem
when, in fact, it is a transportation problem. The only other fﬂne in which staff could
conceivably be considered in short supply would be at the start-up point of a major
campaign — of which there are typically three each year. At a start-up, the various
offices within a regional or local office have to cooperate with one another in order to
complete the work at hand. In short, there are three peak periods during a year at the

centers — but seemingly little shortage at any other time.

There are periodic shortages of time for some staff related to record keeping and
routine procedures. Because of, in some cases, lack of training, particularly at the local
level, various procedures and forms are sometimes made up on the spot which means they
are not necessarily consistent with the central activity. As a result, there is extra work
engendered by creating a special system and then trying to individuaily train on it. This
particular problem can be virtually eliminated by an effective use of the kinds of forms,

procedures, and policies that are suggested in this report.



3. There remains some confusion on the relative responsibilities of the central

IEC office in Cairo, the individual regional offices, and the local offices.

The confusion as to responsibility for certain activities is most acute on the matter
of distribution of material, particularly printed material -~ but extends as well to areas
of accounting for time, and provision of support to teams who go from the central office

to the various governorates.

During the course of interviews, some regional offices and some local offices
indicated that they expected the central office to deliver printed and film moferi.ols by
truck, During other discussions, some peopl> at the central office indicated that the
local and regional offices were to pick up moterials or else transfer them by means at
the centers' disposal. In addition, but particularly for the smaller centers, there was
some confusion as to the appropriatz procedures to sign off for materials, to log
materials, and the specific means of accounting for distributed material. At least two of
the centers visited, which serve larger population bases, by contrast, were fairly well
organized and had good documentation. This particular matter, however, needs to be

investigated with some more thoroughness.

It is clear that the regional center concept is a major source of the confusion. The
regions typically have poor storage facilities and frequently only sufficient vehicles for
their own program. Accordingly, they can ccatribute very little directly to supporting
local center operation. Given at least two and sometimes three possible sources fer

material, local centers frequently become confused.

4, The single most important improvement necessary in the relationship
between the IEC central office and the governorate offices is improvement
in completian and monitoring of activities.

Since the majority of materials used in the Population and Family Planning program

is designed and generated centrally, the regional and local centers are quite dependent on
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the central office to provide necessary material and to instruct on its actual use. In
many cases, particularly with the execution of various campaigns, it was clear that the
central office established the timing and, in fact, the components of the various
campaigns. Given the centralized origin of the effort, there was a noticeable lack of
specific follow-through and monitoring by the central office as to the real
effectiveness. As a result, in certain cases where material was either defective or did
not arrive, central office was sornetimes the last to know. In other cases, for morale
purposes, the various centers needed to know that they were an important part .of the

ongoing effort, and this was not clearly communicated from the central IEC offices.

LLacking this kind of direct involvement from the central office, some of the center
personnel felt out of touch with the activities in Cairo, and also felt that their full
contribution was not known. In a Western context, this particular need would be
considered management follow-through and motivation. In the Egyptian setting, it would
mean attention to individual accountability for action and for completion of various tasks
involved in the Family Planning program. If such western management techniques were
applied, it would be incumbent upon 'rhe' central services to insure that all of the
necessary support, including vehiclés, material, and procedural activities were in place so
that regional and local centers could concentrate on their specific tasks.

5. There is a need for an effective program and project budget in the conduct

of the Population and Family Planning activity.

At the present time, as noted in the first AED report, it remains difficult fo link a
strategy on Population and Family Planning with the means of implementation. In
financial terms, this means that there is no clear link between the expenditpres for
specific activities (such as television spots) cnd the expected vutcomes for a project such
as Population Awareness. Without this link, there is no way that one can determine

whether additional expenditures for a particular activity (for example, TV or radio) has
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more or less impact on the population than some other possible mediu expenditure such
as films. During times of restricted funds, knowledge of this sort is essential to know

where funds ought to be placed.

At present, although it is easily implemented, the IEC finuncial accounts are not
set up for costing activities by item nor for ascertaining which type of activities, such as
TV spots, link to specific projects. As a result, and perhaps most importantly, the main
donor agency for IEC cannot make clear the contribution of each of the IEC activities to
particular funding sources within U.S. assistance programs. Accordingly, it is not aS easy
for either IEC or the U.S. AID mission in Cairo to make as clear a case as is possible for

the effectiveness of IEC efforts.
Summary

The foregoing observations should not be seen as exclusively critical of the IEC
activity. Throughout the on-site visit, the Academy team was impressed with the -
dedication, intelligence, and activity of most of the IEC staff. Given the amount of time
available to the current leadership at IEC, a remarkable number of things have been

completed.

Most of these observations relate simply to making an already well-concéived
program more effective in terms of personnel or resource use. Some changes in
operation would ensure that IEC could be more closely accountable for both funds end
materials that it receives and, at the same time, make the specific procedural jobs of
various personnel, particularly those in the centers, easier and less fraught with

bureaucratic concerns.



IV. RECOMMENDATIONS

The following recommendations relate to an effective means to improve the ability
of IEC to monitor and report on its activities, both for responsiveness to the Government
of Egypt, but as well to its major donor source, USAID. The recommendations relate
first to the manner in which IEC should fulfill its day-to-day administration and reporting
requirements, and then to the way in which it might fulfill more summary reporting

requirements necessary for planning and for requesting quarterly funding.

As part of this recommendation set, we have divided the recommendations into
various subcategories which interrelate one to another, but which can be approached

independently by different sections of IEC. The subcategories are:

° Planning and Reporting

° Project Reporting

® Personnel Reporting

® Financial Operation and Reporting

. Distribution Operation and Reporting

Each subcategory has specific administrative requirements which require ddy-fo-
day attention, but which, when properly organized, support the monthly and quarterly
effort of justifying funding. In addition, we have made suggestions that may improve the
operations in each of the areas and therefore release some staff time to focus on other

areas of endeavor.

Planning and Reporting

l. We recommend that IEC maintain its daily accounting for expenditures by
type of expenditure, but that it organize its planning, execution, monitoring
und reporting according to projects.
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As noted in the observations, at present, IEC accounts for its activities according
to line items (eq. radio, television, printing, films) ard according to very broad categories
(eg. mediq, or trairing). There are presently no procedures to establish a direct link
between the various line items and the specific projects which make up the funding for
IEC. Rather, as noted earlier and indicated in detail in Appendix B, the budget for IEC is
reported as a series of activities (typically tied to a media) which together comprise the
expenditure budget. In addition, there are no specifically stated operational measures
which indicate if a certain level of media activity has in fact been reached according to

the plan.

We propose that IEC organize its planning according to the format indicated in
Exhibit 3 which links Project, Objectives, and Measures of Objectives. As noted, Exhibit
3 provides for each project a summary of planned versus actual outcomes for each
objective expected within the project. It is expected that Exhibit 3 can be completed on
a semiannual basis and, as means of measurement improve in Egypt, on a quarterly basis
for well established ¢ ;mpaigns. The entries in Exhibit 3 are provided as an example of

how the form would look.

in one sense, Exhibit 3 represents the most important outcome of both IEC
activities and the reporting system in that the fulfiliment of objectives according to
projects funded represents the goal of the IEC enterprise. However, in order to ensure
that the reporting system assists management analysis as well, another supporting level

of reporting must also occur.

Project Reporting

Exhibit & links Objectives (described in Exhibit 3) to Target Audience, Mediaq, and
Outputs in a way that one can quickly see whether activities are proceeding according to
plan on a quarterly basis. Since the vehicles for accomplishing the IEC objectives relate

primarily to media—TV, radio, newspapers, brochures, etc., this report provides a quick
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EXHIBIT 3

PLANNING AND REPORTING

QUARTER:

PROFCT

OB.ECTIVES

MEASURES OF OB.ECTIVES

PLANNED ACTUAL

Foamilies and
F amnily Planning

la. Increased awareness of family
planning among urban families

ib. Increased awareness of 1the
variely of FP measwes

la. 60% of urban families will 40% acknowledqged
acknowledge FP symbol

ib. Sales of all FP devices will Target achieved
increase by 5% from 7/83 to 7/84
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EXHIBIT 4

PROJXECT REPORTING

QUARTER:
OUTPUTS MILESTONES
PRO.ECT TARGET AUDIENCE MEDIA PLANNED ACTUAL PLANNED ACTUAL
I. Families ol la. Urban married couples, lod TV fa.l 20 - 3-minute ads 20 aods by 12/83 12/83
Family Planning Urbon unmarried youth (en) 19 ads
2 - 5-minute ods
(o) | od 2 ods by 12/83 12/83
Ibd TV Ib.d 15 - 2-minute ads
(30) IS ads {5 ods by 12/83 12/83
la.2 Radio l1a.2 70 - !-minute ods
(70) 72 ads 70 ads by 12/83 12/83
1.2 Radio b2 150 -1 minute ads
(150) 150 ods 150 ads by 12/83 12/84




summary of whether both quantity and timeliness according to the plan have been
achieved. From this exhibit and one other to be mentioned, IEC can determine such
factors as cost per audience reached or cost per specific, measurable social change. The

items indicaiaA provide an example of how the form is completed.

We are proposing that Exhibit 4 be developed on a quarterly basis to enhance
management monitoring of program deadlines. Should major problems begin to occur, for
example a serious set-back in a deadline (milestone), then monthly reporting might be
instituted until the problem was resolved. It should be noted that while the mec-iio is a
vehicle for disseminating the IEC message, people and funds expended for other items
are the resources which link the entire effort together. The following sub-category

addresses this issuve.

Personne! Reporting

Personnel time allocation of IEC core staff is the single most important internal
planning decision that IEC leadership can mcke with regards to their total resources.
Advance planning on the allocation of personnel time (or the addition of needed
personnel) determines whether objectives can be accomplished. Exhibit 5 provides the
format for reporting personnel allocations in terms of time expended for each project.
Prepared on a quarterly basis, this type of reporting will indicate both the relative
effectiveness of IEC personnel as well as provide a useful analysis should difficulty be
encountered in fulfilling certain objectives. Once again, project by project, one is

comparing planned versus actual activities.

To support this level of personnel analysis will require that IEC also comp[e're ona
monthly basis an individual employee time allocation sheet as noted in Exhibit 6. This
summary sheet, based on a daily recording of time, allocates an employees efforts
according to project and divides effort between regular and overtime. Typically for [EC

it is the overtime effort which is directly reimbursed by USAID.
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EXHIBIT 5
PERSONNEL REPORTING

MONTH:
HOURS
PRO.ECT EMPLLOYEE NUMBER PLANNED ACTUAL. COMMENTS
1. Families and 10870 85.0 115.0 Shifted Responsibility
Fomily Planning 20790 30.0 15.0

TOTAL Families and Family Planning
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EXHIBIT 6
TIME ALLOCATION

MONTH:
REGULAR HOURS OVERTIME HOURS TOTAL
HAME EMPLOYEE NUMBER PROXECT O. PROJECT NO. PROJCT HO.
A, Ashad {0870 302 100.0 302 15.0 302 115.0
B. Rahnwxkior 20790 304 100.0 302 15.0 304 100.0
302 15.0




From interviews, it is clear that reporting of time occurs already or the part of
IEC central staff, the only additional requirement on them would be to su marize such
records on a monthly basis. It is also quite conceivable that recognition of direct time
accountability will have a systematic effect on current performance within the

organization.

Financial Operation avd Reporting

Financial operation and reporting is the major monitoring and control item for the
primary donating agency to IEC, namely USAID. Accordingly, in the past it has received
major attention. However, we are recommending that there be a slight revision in
reporting format for the line item expenses (for example the media listing such as TV, or
radio) so that they can be shown in terms of their contributions to individual project

efforts—or for certain central expenses in terms of program efforts.

Exhibit 7 provides a summary by traditional line item, and by outputs, of planned
and actual expenditures by project. We propose that this summary be prepared quarterly
f‘or submission at the time of funds replenishment. As can be noted, Exhibit 7
recapitulates the individual cost components for each project effort. Totaled together

for all projects they will constitute the entire budget for IEC,

We recommend that, in completing Exhibit 7, central costs such as administration
and training be allocated to individual projects according to direct costs of a project.
This will, in effect, indicate the central IEC overhead incurred to undertake the project
effort. The key to making allocation an effective financial tool is to use a consistent

allocation each quarter when reporting,

Exhibit 8 provides the format for a ledger entry which will allow tracking of
expenses according to project and according to expense category. As noted in the

Background section, the IEC presently accounts for funds expended much as one would
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EXHIBIT 7

FINANCIAL OPERATION AND REPORTING

QUARTER:
EXPENSE
PROECT LINE ITEM OUTPUTS PLANNED $ ACTUAL §
I. Families and i Media
Family Planning
la.l TV la.l 20 - 3-minute ods 600 670
la.2 2 -5-minute ads 1,000 1,200

Il. SIS Regional Cenler Activity

Hi. Training, Research and Evaluation®

IV.  Administrative Cosls*

V.  Consultants and Technical Support

TOTAL

Families ond Family Planning

*These cosls are allocated as overhead according fo proportion of direct expenses.
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EXHIBIT 8
FINANCIAL RECORD

MONTH:
PRO.ECT EXPENSE CODE CHEQUE DESCRIPTION INVOICE AMOUNT
302 5.00 #179 Consultont Payment #1478 LE 2,000.000
30h 4,50 #183 Travel Expenses (Egypt Air) #7857 LE 300.00




use a checkbook. A check is written to cover expenses based upon a verified invoice--
both the original document and the check number are then recorded in a fedger book and
monthly a financial balance is calculated of funds expended and funds available in the
cash account. Using an easily implemented three digit project code and a three digit
expense code at month end, both total line item expenses for the month are available.
Appendix C provides sample project and expense codes for use by IEC. The current
financial staff is familiar with this classification process based on their experience.in the

private sector where "cost or project accounting” is of ten used.

Distribution Operation and Reporting

Distribution of print materials is the largest single logistics burden for IEC, and
materials of various sorts constitutes at least 15 percent of the total media budget. We
have proposed for this area of IEC activity that a summary report be provided by project

on the disposition of various media items. Exhibit 9 indicates our view of the report.

As can be noted, for each project there is a listing of the distributable mediq, such
as posters, pamphlets or metal signs, and an indication by major category of the
destination. Once ogain we have configured this report in terms of planned and actual
performance in terms of quantity and timeliness for each item. We think it essential
that at least the destination categories indicated, namely: Ministry of Education,
regional centers, local centers, and central distribution be included. The only other
category that may be required is other ministries ond public service groups as the

distribution network for IEC materials expands.

We feel that this type of summary at the central level for distributable media will
help monitor, on a quarterly basis, the flow of materials within I[EC. A following
recommendation will elaborate on some additional distribution control steps that we feel

IEC could easily take to create a more effective process.
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EXHIBIT 9
DISTRIBUTION OPERATION

QUARIFR: e
QUANTITY MILES T ORE
PRONFCT MEDIA DESTINATION PLANIED ACTUAL PLANMEED ACTUIAL
. Families aond
F asmily Planning 4a. Posters and - Ministry of ’
Publications F dscation 20,000 20,000 2/83 3/83
- Regional Centers 00,000 100,000 2/83 2/83
- Local Centers 45,000 45,000 2/83 2/83
- Central
Distribution 50,000 50,000 2/83 2/83
S5a. Metal Signs - Ministry of
. Education -0- -0- -- -
- Regional Cenlers 100 100 5/83 5/83
- Local Centers 750 100 5/83 5/83
- Central
Distribution 50 50 5/83 5/83

TOTAL Families and IFamily Planning




Summary

We recommend that IEC adapt as a fi nal summary form, one that can be submitted
as the most summay document to USAID Washington, a report similar to Exhibit 10.
This report, recommended in the Academy's first report to the IEC Center indicates
comparatively both the quarterly financial progress of IEC by project and program, but
as well the progress within quarters compared to the original annual ptan. In effect, one
then has a ready comparison between financial expectations for IEC and gcfuol

per formance.

Again, as with the other suggested management reports, neither the format nor the
supporting structure necessary to generate the document is totally unfamiliar to current

staff at IEC.

2. We recommend that after the reporting system above has been tested and
proven at the IEC Center in Cairo for at least six months, selected portions

be extended to the SIS centers.

As currently structured, the primary responsibilities at SIS centers are related to
dissemination of information, distribution of materials, and attendance at various local
functions in conjunction with particular campaigns or project efforts. As noted, there is
minimal financial activity at the centers or product creation which would require
additional reporting. However, we do recommend that, upon testing and refinement,

Exhibits 5 and 6 be required for completion at the SIS centers in order to determine real

allocation of time.

We recognize that some time reporting is already occuring since overtime
supplemental payments are received by some center personnel during campaigns.
However we would recommend extending the time reporting to include the full range of

activities associated with the IEC function as they effect the centers.

The reports as indicated would be collected from each center on a monthly basis,

summarized and analyzed by the IEC administrative staff, and provided where necessary
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EXHIBIT 10

SIS BUDGET SUMMARY, 1583 - 1984

LINE ITEMS

FIRST QUARTER  SECOND QUARTER

THIRD QUARTER FOURTH QUARTER

TOVAL

LINE AS

PLANNED/ACTUAL PLAMNED/ACTUAL PLANNED/ACTUAL PLAMNED/ACTUAL PLANRNED/ACTUAL % TOTAL

Projects

A. Families ond FP

B. Family Ploming Methods
C. Breastfeeding Campaign
D. Population Awareness

E. Youth Eckcation

Prograrns
A. Special Print

B. Social Drana
C. Training
N. Local Offices

Training, Research end Evaluation”

IV. Adminisirative Costs”
V. Consultants and Technical Suppoﬂ'
TOTALS

125,000

130,000

125,000

130,000

125,000

120,000

125,000

120,000 500,000 500,000

w

v non

8 | 3

*  Any unallocated costs—i.e., cosls not assignable to specilic projects or progroms.



at the quarterly review session. This would allow, at least for the near future, some
indication of the real time burden imposed on center personnel, and, as well, the

potential hidden costs of conducting effective distribution campaigns.

3. We recommend that the following procedural changes be instituted in the
collection, distribution, and accowiting for distributed media items and
reaiia

Because of the difficulties experienced with accounting for various distributable

items, we recommend that the following steps be taken immediately:

a. Assign to each type of distributed material, for example the booklet
"Impact of Excessive Population Growth on Education", an inventory
identification. We recommend that the identification include: type of
mediq, date printed or completed, and a version number. Therefore
for the booklet in question the identification would be P82-1 indicating
it is a booklet, completed in 1982, and is version | of the document. If
every item had such an identification printed on the cover or on the
first page there would be considerably less confusion about which
items were being counted. Appendix D provides a sample inventory
code for use in this system.

b. Pursue vigorously steps to have the printers of documents also be
responsible for their distribution. In effect, a member of the IEC staff
should check the quality and quantity of contract items with the
printer, and then arrange for items to be transported directly to the
SIS centers. Other documents which may be held for later central
distribution should be placed in a nearby warehouse. Pamphlets and
booklets should not be stored at the IEC Center--they are both
inconvenient and potentially dangerous in their current location--
namely stacked anywhere there is space on the various floors of the
IEC Center.

C. IEC should institute a written log to be used for distribution of all
materials. The log should include sufficient space for a signature both
by the person delivering the materials and for the person receiving
such materials. Exhibit || provides our recommendation for the form
to be used. Each center should be instructed to check the cartons in
which items arrive in order to determine the actual number being
received. On a monthly basis, or after a major shipment, the various
shipping logs should be reviewed--that is, the master log at IEC should
be compared with the individual logs at the centers.

This policy should ensure that centers receive the planned quantities of

documents, and that if there has been a problem, IEC is aware of it
within a month as opposed to an indeterminate time at present.
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EXHIBIT 1!

MATERIALS LOG

CENTER: Tanta
MATER'AL iD: P 82-1 DESCRIPTION: Pamphiet on Education
RECEIVED DISTRIBUTED BALANCE
T0
RECEIVED RECEIVED

DATE QUANTITY - BY FROM DATE QUANTITY VILLAGE PERSON FROM

2/5/83 10,000 M. B. Ashi A. Jacobs 2/7/83 1,000 Tala M. Ahmed M. B. Ahmed 9,000
2/9/83 5,000 Zeffa M. Abush M. B. Ahmed 4,000




d. All materials should be distributed directly to the SIS centers and not
inventoried at regional centers. This should be a stated policy for all
center directors. The statement and implementation of this should
both reduce confusion about where to obtain items and speed actual
distribution.

These steps could be taken immediately and would substantially alter any current

confusion about procedures and distribution of various items.
4. The IEC leadership should make clear their schedule of visits to the various

centers. Such visits should be made at least twice per year by some member
of the upper level IEC staff.

As noted in the Observations, while communication with some centers appeared
good, there was strong indication that some centers had little direct contact with EC
Center in Cairo—either because of distance or specific circumstances. There is some
indication that more effective monitoring and management follow through could be

greatly aided by personal contact on a routine basis with the more remote sites.

If substantial funds are to continue to flow into various print or realia type media,
such items require more effective follow-up to ensure that they remain an effective
investment. The major way for this to occurs is through effective application and
coordination with the various distribution points. A publicized regular set of contacts

between the centers and the IEC Center would solidify this portion of the [EC progrdm.

In addition, IEC should consider the use of a small incentive program for certain
types of campaigns. For example, for reaching a larger number of villages with the same
average time per village and a measured similar effect in terms of audience reaction,
IEC Center might be authorized to provide additional supplement to salary for SIS Center
personnel. It is suggested that the incentive scheme be based on several ijecﬁve
measures of performance and that the incentives be provided at the end of a campaign
period, or at the end of a project effort. The incentives should be provided in a
ceremony setting to allow for appropriate publicity and for common recognition of good

per formance.
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Taken together, these recommendations should provide a solid base from which IEC
can sharpen its already very active program. These recommendations should provide a

means fo increase the focus of IEC, both in its planning and in its execution of its

mission, in the coming years.

The subsequent section describes some immediate steps that can be taken by IEC to

review and as appropriate implement these recommendations.
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V. NEXT STEPS

The following next steps should be undertaken by IEC.

Review this report for factvui accuracy wid for clarity of
presentation.

Begin immediate changes to develop the inventory identification.

With appropriate outside assistance, construct project, program, and -
line item identification codes for use in the quarterly reporting.

Recast the current year financial figures using the newly developed
code.

Review and finalize materials logs and distribute to SIS centers.
Arrange for training in log completion and use.

Review all reports requested and in concert with USAID make final
revisions to develop agreed upon format for quarterly submission.

Review reporting effectiveness after six months.

Extend time reporting to SIS Centers and conduct training on use and
procedures.
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1.00
.10
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119
.20
.21
1.22
.23
1.29
1,30
.31
.32
1.33
139
1,40
.41
.42
.43
.49
.50
151

.52
1.53

.59

APPENDIX C

*

SAMPLE EXPENSE CODING"

MEDIA

Television

Production and Programming
Cost of air time

Distribution

Other Costs

Radio

Production and Programming
Cost of Air Time
Distribution

Other Costs

Films and Videotape Production

Production and Programming
Cost of Air Time
Distribution

Other Costs

Film Print Production

Production and Programming
Cost of Air Time
Distribution

Other Costs

Press and Printed Materials

Newspapers and Magazines
Pc_ters and Publications
Mterials for Other Ministries

Other Costs



1.60
.61
.62
.63
|64
.65
.66
.69

2.0
2.10
211
2.12
2.19
2.20
2.21
2.22
2.23
2.29
2.30
2.31
2.32
2.39

3.00
3.10
3.11
3.12

3.19

Signs, Billboards, Kiosks, Exhibits and Exhibitions

Metal Signs

Electric Signs

Regqular Billboards

Portable Kiosks

Special Events and Exhibits
National Traveling Exhibitions

Other Costs

AC1./ITIES FOR SIS REGIONAL CENTERS

Facilities Upgrade

Building Modifications
Building Equipment

Other Costs

Equipment Upgrade

AV Equipment
Training Equipment
Transportation, Vehicles

Other Costs

Special Efforts

Facilities Upgrade

- Equipment Upgrade

Other Costs

TRAINING, RESEARCH AND EVALUATION

Training
In-country Training

Overseas Training

Other Costs

C-2



3.20
3.21
3.22

3.23
3.24

3.29

4.00
4.10
4,20
421
4.22
4.29
4.30
4,40
.50

5.00
5.10
5.20
5.30
5.40
5.50
5.51
5.52
5.59
5.60
5,70
5.80

Research and Evaluation

Questionnaire Development
Pre-testing

Assembling Results
Evaluation Travel

Other Costs

ADMINISTRATIVE COSTS
Rent

Materials Distribution

Labor
Transportation Costs

Other Costs

Office Supplies and Equipment

SIS Executive Travel

Contingency Payments

CONSULTANTS AND TECHNICAL SUPPORT

Technical Committees

Mass Media Consul tants

Editorial Consultants

Training Consul tants

Institutional IEC Technical Assistance

University of Chicago, or equivalent
Other Universities

Other Costs

Workshops

International Events/Symposia

In-Country Confe-ences




Note:

* Cost of air time is not presently charged to IEC. However, this cost category allows
for future charging of such costs for special efforts.

** Codiny scheme, for three digits is based on the following principles:

X. =  First digit indicates overall expense cotegory, eq. media

X. X = Second digit indicates specific type of category, eg.
television or radio

XXX = Third digit indicates more detail on expenditures for a

specific category, eqg. production and programming for
television, or production and programming for radio.

In some cases, the additional detail at the third digit will not be useful or-eosily
obtained. Accordingly, it is expected that USAID reporting would be limited to
costs aggregated at the second digit level of detail.
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APPENDIX D

SAMPLE NVENTORY CODING
FOR IEC

Coding for inventory is based on the range of items developed by IEC, the year in
which they are completed, and the versions of a particular item that are produced.
There are at present 6 major types of distributable items for IEC:

° Posters,

° Booklets,

° Books,

° Pamphlets,

. Realiq, such as pens, ash trays, tea trays and cups,

° Signs.

The coding scheme should indicate the major type, the year produced, and the
specific item. Hence, a pamphlet produced in 1983 which was the first in that year
would be inventoried as P83-1. Similarly, the second pamphiet in the year would be
P83-2. The specific coding indicated should be printed on each item as produced and
then used for inventory purposes.

I+ is suggested that the following abbreviations be used:

P:  Pumphlets,

O: Posters,

B: Booklets,

K: Books,

R: Realia (each type of realia, such as ash trays would be noted
in the number designation, i.e. -l. Pens would be
listed as -2, and tea trays would be -3),

S:  Signs.

The administration unit would keep a master inventory list indicating the specific
code used and a description of the item. Hence, IEC Center would always have the

master index for inventory items.
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