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Available information on tae supervision of field staff of :he National Family Planning
program is limited. A number of studies have jeen conducted in this area but
they aro retiospec e aod  based on data collected tnrotgh one time interviews/

obs=rvations.

This papac aims at contsibuting to cur existing enpirical knowledge in this area.
It presents participant’s observations of the day, 1 day activities of the Family Planning
Assistants ( FPAS ), the direct supervisors of the field staff, Famiiy Wellare Assistant
(FWAs). i also turnishos information on the field supervisior as viewed by tho field
stafl provided through stuctiied questionaires. 1t is based on hoth qualitative and
gquantative data from the MCH-=FP Extension Project, Jointly <ponsoiad by the MOHFP
and 1CDDT. B, The data were callected from two rural upazilas of Bangladesh, Sirajgonj

of Sirajgonj distiict and Abhoynagar ol Jessore distiict.

This paper ellects the limited aimount and poor quality of superv'sicn of the family
manning progaame at the upazila level. This situation may even be worse in other
upazitas where here is no special proiect, tha MC—FP Extension Project. 1t can be
inferred that inadequate supervision of field staff is one of the major factors contri-
Luting  to the slow progress of the Natienal Family Planning program.  In tha conclusion,
recommendations for the improvement of field supervision are presented for consideration

nf the planners, policy Fornulators and program managers.
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SECTICHN =] "OBJECTIVES AND METHODOLOGY
A. INTRODUCTION

Despite the Government of Bangladesh attaching high priority to familv planning,
the demographic goals set for the National Family Planning programme have
remained unattainablc. According to a Ministry of Health and Population Contrgl (MOHPC)
document * the 1982 contraceplive prevalence rate was 20.3%/ against the target
of 269/ and, in 1983, it was wstimated to be 239 against the target of 30.79.
It is, therefore, evident that although the National Family Planning program along
with the special programs o’ the NGOs, hus been able o cromote the level of contrace.
ptive practice to some extont, itjs still substantially less than the plannad target.

In order to ascertain the reasons far failure of the Nationzl Family Planning program,
a review was undertaken by the Government of Bangladesh in 1982. A similar review
was also mado by the donor community in the same period. Be*hreviews indentiled
several constraints to the smnooth and successful implemantaticn of the National Family

Planning program. One of the major coistraints identifizd in both the reviews was '

“Inadequate supervision of staff at field level ***

Unfortunately, ampirical evidence of supervision of field staif of the National Family
Planning program is very limited. Limited information is available on thu extent, content
and style ol supurvision provided te the field statf. A number of studies/surveys (such
as, Hussain, Z. 1284, Rahman, M.B. and A.B. Siddique, 1985, Ahmed, G. and P K.
Muhuri, 1982 etc) have been conducted in this area ; but they are retrospective in
nature and based on the data collacted through ons tinie interviews ; obsetvations.
As such, these studies/surveys can not rellect the actual swate of fjeld supetvision.

B. OBJECTIVES
This paper, intends to conuibute to our existing empirical knowledge in this
area. Specifically, it seeks 1o
a) Tlresent observations on the day to day activities of th» family Planning
Assistants ( FFAS), the field supervisors af the Family Weliare Assistants
( FWAS ), tae front tine workers of the National Family Planning program ;
b) provide infoimation on ihe {ield suyervision as viewed by the tield stalf ;
¢) Make ic:ommendations for the improvment of field supervision for the consi-
deration of planners, policy formulators and program managers,

* Suggested Program: Companents for Popula‘:ion Control Under Third Five Year
Plan—Population Control Wing, MOHPC, Dhaka, June 1984,

* * |bid
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C METHODOLOGY

\ @) Background Informatijon :

This paver analyse operations research data from the MCH—FP ex*ension project,
In early 1982, the Internation:l Centre for Diarrhoeal Discase Reasearch, Bangladesh,
(ICDDR, B ) in collaboration with the Ministry of Health and Population Control
( MOHPC ), Launched the MCH—FP Extension Projectin two rural upazilas, Abhoynagar
Upazila of Jessora district and Sirajganj Upazila of Sirajganj district, An objecth 2
of this Projectis to improva implementation of MOHPC, MCH-—FP services {hreugh
improved management at upazila fevel. The project linplomention Committee { PIC)
composed of tpazila Health and Family Planning oflicials and ICODR'B research and fiel4
stalf is the guiding force for tha experiment in each upazila. During PIC mretings, the
MCH and FP piograme is reviewed and decisions taken about improvina  service
implementation, beaiing in mind the Government regulations governing the prograr:
=nd resources available ( facilities, personnel and supplies ) in the Government system,

Cne of he interventions designed to upgrade services in these two upazilas was,
provision of counterpart support  to  midlevel Govornment fjeld supervisors, the
Family Plan~ing Assistants ( FPAs ), Alter a joint MOHPC—ICDDR.B tochnical training
for all fieid sialf. including both the Healthh and Family Planninig fieldworkers, their
lield supeivisors  and paramedical staff trom the Health and Family Welfare Centre ( H
& FWC), experienced ICDDR,B mid—level ficld supervisors ( Senior Health Assistant
( SHC )/Field Research Officer ( FRO ) were brought from Matlab  Station of ICDDR.B
to woik with the FPAS to provide counterpart support in twa unions of Abhoynagar
and two of Sirajganj The counterpart  support  work  required the ICODDRB Mid
level suppervisors to accompany tho [PAs cvery day throughout a three month period
with a mandate 10 hietp  the later improve  their supervisosy porformance,  but
ot to do the job ‘91 them, The ICODR B mid level supervisors would meet them
FPAs ) dady n the field according t. their ( FPPAs ) monthly tour schegy'e prep :red
by themselves for (heir supervisor, tho upazila level Family pla:ining Officer ( FPO)
This counterpart support 10 tho FPAs was provided duting a period, November 1983
through December, 1984 for 3 months to each of FPA,

(b) Data Source and Data Collectjon Procedure ;

This paper is based on both qualitative and quantitative data. The data were
collected through two main approaches: i) participant observations, and i ) indepth
interviews,
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Participant observations; As stated earlier, ICDDR,B mid lovel suppervisors
( FROs/SHAs ) accompanied the 4 FPAs in the field every day during coun-
terpart support period (3 month period ). in addition to helping the FPA improvo
their supervisory perfarmance, the FROs/SHAs critically observed the work
behaviour of FPA and recorded their observations in their diaries confidentially,
usvally at night after coming back from field work,

In this paper, tha contents of tho diaries maintained by the ICDDR,B FROs
/SHAs who provided counterpart support to the FPAs aro analysed,

ndepth Interviews :  Indepth interviews of all workers were conducted through
administration of a slructured questionnaire concerning their job responsibilities
and problemns perceived in camrying out  their assigned tasks, In all 15
(fifteon) FPAs ( 8 from Abhoynagar and 7 (seven ) lrom Sirajganj) participated
in this interview along with 46 ( fortysix ) FWAs supeivised by them.

Relevant data obtained through this indepth interview have been analysed in
this papor.

LIMITATIONS

This paper provides information on the extent, content, and style of supervision
provived by tho FPAs nf two rural upazilas; but theso could not be generalized
for the FPAs as a whole because of the following points :

a)

b)

c)

The sample size of the study was too inadeauate to general’ze any inference.
Only 4 FPAS (2 f{rom Abhoynagar Upazila and 2 from Sirajgonj Unpazila )
wero observed for 3 months eagh.

The samnle FPAs belonged to special project areas whate ICDDR,B in colla-
boration with MOHPC has been trying to miprove MCH & FP services at
the grass root lovel. It is, therefore, expec ' that the work behaviour of
the sample FPAs dillers from that of the FPAs of normal Government program,

The sample 'PAs were observed by the ICDODR,B mid fevel supervisors ( calied

ICDDR,B  Counterpart ) who provided counterpart support to the sample
FPAs in order to assist them to improve their supervisory performance. The
ICDDR.B  counterpart  supervisors were supposed to accompany the samplo
FPAs in tho fiold or meeting evary day, It is, therefore, assumed that the
normal work behaviour/performance of the sample FPAs might have been infly-
enced by the presonce of ICDDR,B counterpart supervisors. It is anticipated
that the FFAs observed were porforming at their best.

K



The technical competence of the observers are not beyond question. The ICDDR,
B mid level supervisois who obseved the FPAs were not profesional observants,
they were mid level supetvisors with severa!l years ol experienca in supervising a
similar field programme. Although, they wero given necessary orientation and training
on the observational techniques, the possibilily of bias in their observations can not

he ruled ovlt.

SECTION.—1l JOB RFSPONSIBILITIES OF THE FPAS,

A. PLANNED RESPONSIBILITIES.

A Family Planning Assistant (FPA) is a mid-level ficld supervisor of the Gavernment’s
family planuing programe, He is supervised by the upazila Family Planning Officer
(FPO) and, in turn, should supervise the three field staff of his union, the Family
Weltare Assistants (FWAs), according to their preplanned monthly scheldule, He
Is based in the fictd and should attend the union level Health and Family Wellare
Centio (H&FWC) daiely to sign the Attendance Reaister.  Accordng to the most
recent job desciiption provided by the MOHPC, a FPA is responsible to implement
the field programmes of Primary health care, Nutrition Immunization, and MCH-FP
in the unlon frem which he is recruited. His stated supervisory activities consist
of collecting the monthly performance reports of sach FWA, compiling them and
sending them to the FPQO. (There is also a weekly performance report which he must
collect and compile, although this is not specified in his job description) During
his tield visit with each FWA, the FPA is to check the supply of medical and
Surgical requisites (MSR,), Medicine, Contaceptives and other equipment of the worker
and ensure a reqular  supply. He should monitor the FWA’s techniquo for family
planning motivation and her educational messages provided to villagers. Specificaily,
he should ensure her personal contact with praspective clients, her regularity of visits

and her work petformance.

At the Community level he is to liaise regularly with the Union Council, voluntary
crganizations, non-governmental organic tions and owher local slites to promote acee-
ptance and approval of tho Health and Family Planning progtamme.

An FPA should also perform other duties as requested hy his authorities. (The
copy of the job description of FPA is given at Annex—A)

In addition to the official job descripticn for the FPAs stated above, the MOHFC
issued a memorandum in May, 1984, stating guidelines for supervision of the Iealth
and Poputation control program at field, level, (The copy of the memorandum is
g'ven at annex-B).
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a)

b)

c)

d)

This circular also provided some guidalines for the FPAs for their fiold level

As per this memorandum, a FPA will ;

Prepare a field visit programe betorehand and inform to his field sta'f. He will
mako fiold visit at least 18 days in a month, He will visit ail FWAs under him
at least onco avery week and contact at lpast 6 eligible couplesyvillagers every
week.

Evaluate the performance of the FWAs, identify constraints and take apnropriote

action ;

Maintain wita him a field trip ciary and record particulars of his visits, findings
and observations,

Send a monthly supervision/inspaction report to FPO within 7 days of the
following month,

actlvities, These aro :

8.

3)

b)

c)

d)

e)

f)

)

h)

Check how may villages and what number of population covered by the field
workers (FWAs)

Whether reports/returns are submitted regularly,

Check whethor the worker receives the supply of contraceptives drugs, forms
andg cards as required.

Evaivate tha achievement of field level workaers, (How many couples contactad,
how nmany clients recruited, how many cases referred for MCH services and
how many clients referred for tubectomy, vasectomy, [UD, injectables, etc..
Wtether the contraceptives distribotion point (CDP) is lunctioning properly
and effectively.

[dentify tia constrai.ts expe:ienced by the fie'd level workers in achieving target,
if any.

Meat a fow villagars tc ascertain their perceplion toward sarvices of the field
level staff,

Meet a few eligible coucle/icceptars, to ascertain whether they are contacted/
visited by workers,

OBSERVED RESPONSIBILITIES

During tho counterpart suoport perizd, the FPAs were observed to parform some
of their mandated functions, but not one FPA caried out all tasks. In general,

they were conscientious gbuut collecting, compiling, and reporting the FWAg, weckly

and monthly contraceptive performance reports to tho FPO’s office. They were also
observed to attend the monthly stalf meetings at the Upazila Health Complex (UHC),
regularly, whroere thoy, along with al upazila staff, picked up their salary,
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As pegards ~A&+~WC meeting it was obcerved that the mectings weras hald regularly
but not on time. The workers attonded the mesting late, usually at noon.' So, In
most aof the cases, the mootings could not be started before noon. In this connection,
it may be noird that thete are government mandated somi-monthly meetings of all
union field statf which did not take place in the experimental upazilas until inltiated
by PIC (Project Implementation. Committee)., In Sirajganj a specinl weekly meeting
at H&FWC called Greehasice meeting is held as per the order of the Zonal Martial.
Law Authcrity. It was observed that the H&FWC meetings were conducted by the
FPA and AHI of the union jointly. The FPAs roviewed the porformance (in terms
of target) of the FP workers; whiie tho AHI reviewed those of the health workers,
The FWvVs were not found to play an active rcle in these meelings. '

In the H&FWC meetings, the FPAs discussed the individual parformance of the
workers (FWAs) one by one and asked the low pol!orming workers to linprove.
Field problems of the workers were also discussed. It was observed that some times,
the FPAS undertook stops or suggested ways to solve some field problems like
shoitago of rontraceptives, storilized syringes and needles or ivzve of a particular
worker etc, |nafew meotings, the FPAs ware found to check thu record keeping books
of the FWAs and to help the FWAs in preparing their progréss report. It may be noted
that, in conducting H&FWC meeting the FPAs wore assisted by the ICDDR, B coun-
terpart support FRO/SHA,

In the H&FV/C meoting the FPA should check the accuracy of the performance
roports submitted by his FWAs. Befora tiie formal meeting is started, he should
compare the performanco rteports of the FWAs against the Record Keeping Books
( RKB)* maintained by the FWAs. He should also check tho RKBs of tho FWAs
on sample basis to see whethur they RKBSO are recorded properly. But, it was
abserved that most ‘of the FPAs were reluctant to perform these responsibilities. -

As regards supervision of field staff, the FPAs wero seldom ‘ound to perform
their supervisory responsibilities as stated by the MOHPC for supervision of Health
and Population Conirol prograin at tho fleld level. However, they were occasionally
observed motivating villagers to accept family planning during their field vislt.

* Record Keeping Book (RKt) is the service record book used by the FWAs In the
MCH—FP Extension Projact saieas. The FWAs carry RKBs with them to tha field
and up—date their information at the timo of houschold visitation. This boox has
been specilically designed for use in the Extension Project areas, In the normal
Government Programmme, FWAs fill out slips of papars wilth contraceptives destributed
to pass to FPAs They retain no history of services provided for. themselves

47



While on field visits with the ICDDR.B stalf, the FPAs-wero ' not found to bo
especially interestod in their supervisory functions. Their gencral attitude was that they
were accowmpanying the ICDDR,B FAOs/SHAs to the field. At timos they would
follow ather Intorests during their routine tield visits ; two FPAs waere obssived to
talk with villagers about Uuion Council elections, requesting them to cast their votes
for particular persons, Local politics appears 1o be a common interest to the FPAs,
perhans becausa they have a role which brings them Into contact with many villagers daily,

Howevor, the FPAs were not found 1o perform those functions which are not
fasily observed by their own supervisors : They generally did not monitor the FWAs*
motivational or nducational techniques, nor did they keep regular contact with tho
community groups spacitied in their job description, They occasionally inquired of
the FWAs about their supply of coentaceptives, MSR and medicines, but they did
not take tha initiative to ensure a reqular supply, nor were they observed to carry
any suoplies themselves to the field, They were not found implomenting the field

programs  of - primary health care, Nutrition or immunizatton, nor viere they involved
in MCH,

I wa assess the observations ol the FPAsin tdrms of the five clastical functions
of supervision, pianning, organizing, directing, controling, and supporting those supervised,
(Kutz & Khany none of ths FPAs observed wore found to perform all of these functions.
Only one FPA .was found 1o nerform even two of these supervisory functions-directing,
and supporting. o would inquire about the wuork position of the FWAs during tield
visits,  He occasionally checked the record books of the FWAs, detected erors and
aavised them on how (o coneci these orrors, Ho instructed one of his FWAs to
complete her work regulaily. He was also found one day to educate an FWA in
her motivational. work. 1o asked the FWA not to use the term “pet kata’ instead
of fubectomy, The termn “pet kata ' means culling the stomach ; such a blunt depiction
of the operation could cause fear in the mind ol a prospective client, he stated
When conductlng meetii gs, this FPa collected riogress reports from the FWAs and
discussed with them about their work progress and tie':l preblems. As his union is
split by a river, ho assisted one FWA by ananging boat seivice for her, Two athers
wero occassionally obseived to direct the FWAs 10 go to the field or to stop work,
which is a step beyond their authority, The tamaiaing FPAs aware not f{ound {0
perform any of the suparvisory functions noted abovo. .

C. PERCEIVED RESPONSIBILITIES

interview results with the FPAs show that they profer to project an image of
themselves quito different than that vbservod.  Although supervision of the family
planning field-workers (FWAs) is tho major responsibility of the FPA, only about 60%;
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of the FPAs said that one of their duties was to suporvise the works of the FWAs
(Table—1). Approximately half of all FPAs reported that provision of suggestions
and instructions to workers (FWAs) was one of thelr tasks, Collecting, compiling and
submiting the contraceptive progress report was also considered as duty by only
about half of the FPAs. True to observations, implementing the primary health care and
family planning programmes, checking and ensuring a regular supply to FWAs,
monitoring the motivational and educational techniques ot FWAs, and liaising with
community groups wero listed as duties by very few of the FPAs interviewed.
However, when asked how thoy spant thoir field time 67 percant stated that the
majority of their fiald time was spant motivating villagers 1o accgpt family planning
(Table 2) Only one FFPA of Abhoynagar said he used his fiold timo to supervise tho
FWAs working in his union. It can be Inferred from the data shown in Tables 1 and 2
that the FI'As did not have a clear understanding of their mandated duties and responsibili.
ties, and that they preferred to bo 'ssen as active workers in motivating villagers,
rather than suppervisors,

SECTION—IIl FPA SUPERVISION AS VIEWED BY THEIR SUB.ORDIMNATES

Al AG Family Wallare Assistants (FWAs) intorviewed stated that FPAs were thelr
immediate supervisars (with the exception of onny, and nearly a third said they were
not supervised by any other olficial. The Upazila Family Plannlng officer (FPO) s
supposed to maka fleid visits 14 days per month to superviss this field staff, but
only a little over half of the FWAs said that the FPO also supervised their functions.

Tha FWAs repoted that they kaap records of their services rendered to the community
and use them to prepare their weekly and monthly contraceptive progress reports. Almost
all of them said that their records were checked by their supervisors (FPAs). However,
record checking appoais to be a ritual, rather than a constructive process of managemant :
only 3 of tha 46 FWAs interviewed roeoorted that their supervisor heiped them tc correct
rncord keeping errors and a faw stated their records were approciated, but most stated that
the FPAs made no cornment about their records (Table 3). As shown in Table 4, only
389/ of the FWAs of Sirajganj and 99 of the *WAs of Abhoynagar had their records
checked by their supervisois within the last week. By Governmont order, the FPAs are 1o
gn to the field every working day (except for meeling days) 1o supervise the FWAs ;
therefore, evary FWA should he supervised nearly two days each week, But more than
half of tae Abhoynagar FWAs reported they had not met their supervisors (FPAs) in the last
waek although most of the Sirajganj FWAs had {Table-5)*,

- It may be noted that the FWAs’ interviews were taken just before the MOHPC-ICDOR,B
training course, FPAs had to contact the FWAS to cammunicate the FPO's order directing
them to participate in the training course. This may be one reason for the nigh meoling
rate noted in Sirajganj Upazila,
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For the majority of the FWAs, this last contact with the FPA had not been during a
field visit but at a meeting 2* tho Upazila Health Complox (UHC), inthe FPO's ollice
or even at tho residenco of the FWA (Table-6). Discussion during this last meeting
roevolved primarily around the upcoming MOHPC—ICDDR, B training, although there was
also some discussion of work progress and family planning topics (Table-7)

The majority of the FWAs reported that they had discussed work problems with the
FPA at some point, orimarily about treatment of complications for family planning methods
(Table-8). Although some FPAs could assist by making arrangements for such clients to be
seen by paramedical or medical stalf, a third of the FWAs felt they had received no help
from their supervisor (Table—9) The FPA is illequipped to prcvide assistance for
technical problems as his training is essentlally the same as that of the FWA., Howaver,
the FPA could provide sugportin nontechnical areas ; such as maintaining adequate
supplies, helping with records keeping, and assisting with linkages to medical chieckup.

SECTION —-IV  QUANTITY OF WORK OF THE IFPAS

During the time of counterpart support, the job description of the FPA called for him
to spend 19 of the 22 work days** per month in field supervision of the Family Planning
lieldworkers, the FWAs. The remainder of the month's work days are to be used atten-
ding th2 monthly meeting at the UHC, and fortnightly meatings at the union lovel H&FWC,
In Sirajganj, extra weekly meetings of all union level INOHPC stalf had been called by the
Zoral Martial Law Administrator creating a diflerence in FPA's field days, It means the
Sirajganj FPAs spend 7 of the 22 work days per month in meetings, decreasing the amount
of time an FPA can spend in the fiald,

As shown in Tablo 10, it was obseived that the average FPA could not bo found
following his fiald tzur schedule for nearly 40% of each month, As no mestings werg
scheduled for those days and no special order had been given to him by his supervisor, the
FPA was concivered to be on unauthorized leave for that period of his work days,r0 9
days per mon*h, It must bo noted that the presence cf the ICODR.B supervisors generally
imposed a control feature on the performance of the FPAs to function at their best. They
felt that ICODR.B staff had access to their supervisors snd that their work habits
might ba reported.  Although any liaison between ICODR.B counterparts and Government

cfficials in  this regard was strongly  discouraged, the arlicipation by ihe FPAs -

probably caused them to perform bettar than their usual norm,

** 22 work days per month excludes 2 off days (i,e, Friday and Saturday) every week,
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During the time the FPAs actually spont working in Abhoynagar, the countarparts
observed that they spent less than one halt (442 ) of the expected working days
on fleld visits, Although fewer daya could be spont per morih on field visits in Siraj-
ganj, even less field supervision was actually observed: less than one third of the
days that Sirajganj FPAs wero expected to te in tho field por month, could thoy
be found following their tour schodules.

In both experimental upazilas, the fortnightly H&FWC meoting. Mandaterd by
Government had not been implemented when the extension Project began. Upazila
Officials, in conjunctior. with ICDDR,B 1eseaichers, determined that monthly 4 & FWC
maeltings would serve a uselul supetvisory purpose by bringing supervisc:s jn contfact with
all fieldworkers in their charge fer discussion ol workar performance and field problems,
Monthly meetings of union health and family planning workers were eflected at the
time of counterpart support in each union., In Tablo—10, it is shown that Abhoynagar
FPAs spend the expected proportion of days per monith attending meetings, but they
are notso well attendod in Sirajganj where they should account for a greater proportion of
the FPA’s work per month

Wecekly, the FPA is supposed to bring a contraceptive performance renoit to the
FPO's offico. e is to collact the number of acceptors per method from each of the
three FWAs in hisg assigned union and present his campiled report to the FPO on
the same day. Hence, no work day shouid be completely utilized at the FPO’s office
presenting these report.  Although this is the ideal, in actuality the FPA may be observed
to spend soveral days per month working in the 7PO's otfice, updaiing reports, filling
out leave applications for FWAs or attending to “other official works.** In Abhoynagar,
this averages only ane work day per month, but in Sirajganj, the FPAg spond as much
time in the FPO's offico as in the field.  The terrain and transport facilities in Sira;
ganj do demand at least one day for most FPAs to travel to the FPO's nffice ! liowever
oven this pattern does not explain the observed 219 spent by FPAs in tho upazila
headquarters,

SECTION .V SUPERVISION OF THE FPAS

Quring the pariod of counterpart support, it was lound that supervision of tho
FPAs was very lax: no FPO came to the field to observe an FPA at work according
to his monthly tour schedule. The FPAs compiled reports of FWAs contraceptive prograss
were also not checked by direet supervision of FWAs by the FPO. Hence, tho FPAs
wera very much on their own when in the field, Asg g consequence, the FPAs often
remained absent from the field. Whan werking, they were observed occasionally to
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exercise authority which was not theirs, For example, one FPA instructed his FWAs
not to go to the field for 2 or 3 days as ho was not Inclined to go on thnse days.
He also instructed them to complete 2 or 3 days waork in aday, and then they could
have the other days to do with as they saw fit. It should be noted that a FPA does
not have tho authority to make programme chinges; he is only to implement the
programme as specified by his supervisors.

SECTION -VI CONCLUSIONS AND RECOMMENDAT'

This papors roflocts the very limited amount and poor quality of field supervision
of the National Family Planning Programms in two rural upazilas of Bangladesh. The
situation in other upazilas where there is no special project may be worsa than this.
It can be inferred that the inadequate supecrvision of tho field stalf is one of the
major factors that could bo attributed to tho failure of the National ramily Planning
programine to achieve its goal. Tho “inadequate supervision’” is not only because
of the lack of motivation and commitment of the supervisors to the programmes, but
also because of the limitations of some administrative and managerial provisions. Woe
also realize that inadequate and inappropriate supervisior: is only one of the problems
in the implamentation of the National Family Planning Programme. Howaver, in order
to gnsure effectivo fiold supervision, the following measures could be recommendad :

a) It is observed that the FPAs are not fuily aware of their fjob responsibilities
(see page 11); similiarly the FPO, MO ( MCH ) and UHFPQ, do not under-
stand their jobs adequately. It is reported that most of the FPAs have never
seon their job descriptions. |Itis, thorofore, suggested that all field super-isors
be provided with a copy of their job descriptions

b) The present iob descriptions for the field supervisors (FPAs, FPO, MO-MCH
and UHFPO ) are to be unrealistic and inappropriate, These should be reviewed
and revised by a team of experts having practical field experionce.

c) The job descriptions for the supervisors state a number of tasks to be accompli-
shed by tho field supervisors. But the field suparvisors, (specially the FPAs)
do not know how to accomplish them. Itis, therefore, felt neceszary that a
job manual axplaining the process ol carrying out sach of the tasks mentioned
in the job descriptior., be developod for each type of ficld supervisors.

d)y The job manual for tho supervisors should be developed in the light of modern
concept of supervision. Supeivision does nat mean inspection or linding faults
of the subordinates; rather it is a precess ol helping the subordinates to enable
tham to perform their duties properly.
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e)

h

g)

)

k)

The revised job descriptions along with job manual should be made available to
each and every field supervisors (FPA, FPO, MO ( MCH ) and UHFPO).

The fiold supewvisors ( FPA, FPO, MO ( MCH ) and UHFPO ) should be given
orientation training on their job responsibiities. In this orientation training
emphasis should bo given on the purpose of each type of tasks and the process
of carrying them out. This orlentation can be imparted by the Regional Training

Teams (RTC ).

It is observed that tho lield suporvisors, specially the FPAs do not have the
necessa'y logistic support to carry out their responsibilities. The FPAs in
most of the cases, are not provided with diary, pon, papot and other stationaries
necessary for carrying out their duties. Many of tha FPAs also do not have a
bicycle, nor do thoy receive transportation cost for travelling to distant areas
within thelr union, The FPAs who have boen provided with bicycle, do not
receivo maintenance cost for their bicycles. During monsoan whon o largs part
of Bangladesh becomes unaccessiblo becauso of fiood, the FPAs are not provided
with the cost of hiring country boat to perform their tasponsibilites. 1t s,
therefore, suggested that nacessary loglstic supports boe provided to the field

supervisors.

Suparvision of the field staff (FWAs) will not be effective unless their supervisors
(FPAsy are supervised properly, It is observed that the supervision of FPAs is
almost non-existing (sco page—16). The FPAs, seldom go to the field to
supervise the FWAs. It is, therefore, suggasted that a mechanism be devised
to strengthen supervision of the union level supervisors.

In consi'eration of FPO’s involvement in other administrative and co-ordinating
responsibilities, it is felt thata PO is not capable enough to provide elfective
supervision 1o the FPAs of his upazila, Itis, thereforo, suggested that the post
of Asstt, Family Planning Officor (AFPO) be revived to assist the FPO in
supervision of field activities.

The union level supervisors, the FPAs should be empowered with some admini.
strative authorities over their subordinates. like sanctioning leave and with
holding salary in caso of unsatisfactory performance,

Lastly, the FWAs noed technical supervision and support for her work which
can be provided by the patamedical staff. This linkage needs to be developed
in the manugemrent system of the National Population control program,
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SECTION—VIII : ANNEXURES

Table—1: Responsibilities of the FPAs, as stated by FPAs, by upazila.*

Extension Project Upazilas

Sl. FPA Responsibilities Abhoynagar Sirajganj Total
No. N=8 N=7 N=.5
(2 VA (%)

1. To implement the program of primary health 1 - 1
care, nutrition, immunization and MCH (13) (7

2. To supervise the field workers/spot 5 4 9
checking. (62) b7 (60)

3. To Collect and campile the monthly 3 5 8
perfcrmanco report and submit it to their 38y (71 (53)
supervisors,

4. To check the supply of medicine, MSR, 1 3 4
contraceptives and other equipment 1o ululy (13) (43) (27)

and ensure a regular supply,

5. To monitor the FWA's techniquse of my! vation 2 2 4
for health and FP. (25) (29) (27)

6. To discuss problems with {a¢al 2 1 3
people. (25) (14) (20

7. To provida suggestions and instructions to 2 5 7
workers, . 2b) (7) (47)

8. To mativate peopis to accept FP. 3 h| 4
(38) (% 27

9. To motivate eligible couples 1 — 1
for FP. (13) (7)

10. To manago operation camp when —_ 1 1
rrquested. (14) 7)

* This was an op3an ended question and multiple answers were received from the FPAs.
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Teble —2 : FPA's responsibility requiring majority of field time as stated by

FPAs by upazila.

Sl FPAs responsibility Extension Project Upazilas
No. Abhnynagar Sirajyanj Total

1. Hecoid keeping ' — 1 1
(14%) (7%)

Distribution of contraceptives —_ — —

3. Motivation of villagers to accept 6 4 10
contraceptives (75) (57%) (67%)

4. Educating villagers on health — 1 1
problems/haalth education (14%) 7%

B, Supervision woik 1 — 1
(13% 7%

6. Others 1 1 2
(139 (14%) (1390

Total 8 7 15
(100%) (100%) (100%)

Tablo—3 : FPA's comments on the FWA's rocords, as stated by FWA’s by upazila.

Sl. FPA’s commets Extension Project Upazilas
No. Abhoynagar Sirajganj
1. No. comment 17 16
(77%) (67%)
2. Apprecialed —_ 5
(2179
3. Helped o correct errors — 5
(12%)
4. Not spocified 3 —
5. Not applicable 2 —
{ Not checked ) (99
Total 22 24
100% 100%
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Table -4 : Period since FPA last chacked FWA’s daily records, as stated by

FWAs by upazila.

Sk Period Extensiun Projoct Upazilas
No. Abhoynagar Sirajganj
1. One week 2 9
(9%) (3850
2. One woek -2 waonks G 8
(27% (33
3. 2 weeks—3 weeks 3 6
(142 (25%)
4. 3 weceks-—4 weeks 6 —_
(27°4)
5. 4 weeks--5 wezks 1 1
(5% 4%)
6. 5 weceks 2 —
{(9%)
7. Not applicable (Not chockod) 2 —
(9%
Total 22 24
(100%) 100

Tabie—5: Data of last meaeting of the FWAs with FPAs, as

by upazila,

stated by FwWaAs

Sl. Date of last meeting Extension Projeact Upazilas

No. Abhoynagar Sirajganj

1. Within 0—7 days 10 22
(45% (92%)

2. Within 8—~14 days 6 1
(27%) (4%)

3. Within 15-21 days 5 —
(23%)

4, 22 days and ahovo 1 1
(5%) (4%)

Total (22) T

(100%) (100%)
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Table—6 :

Occasion of last meeting of the FWAs, as stated by FWAs by upazila.

e

Sl Occasion Extension Project

No. Abhoynagar Sirajganj

1. UHC mesting 9 4
(41%) (17%)

2. Suporvisory field visits 7 8
(32%) {33%)

3. FPO’s office 2 2
. (9%) (8%)

4. FWA's residence 1 4
(4%) (17%)

5. Others 3 6
(14%) (25%)

Total 22 24
(100%) (100%)
Table —7 : Discussion topics between FPA and FWA during last meeting, as

stated by FWAs by upazila.
Sl. Discussion Topics Extension Project Upazilas

No: Abhoynegar Siraiganj

T No topic 3 1
(14%) (4%)

2. MOHPC—ICDDR, B training 5 10
(23%) (42%)

3. Clarification of raporting/ 3 1
submission of reports (14%) (4%)

4, F.P. topics 5 4
(23%) {17%)

5. Work progress 4 b
(18%) (21%)

6. Supply —_— 1
(4%)

7. Health topics 2 —

(8%)

8. Other topics — 2
(8%)

Tot . 22 24
(100%, (100%)
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Table—8 : FWA work problems discussed with the FPA, as stated by FWAs

by upazila.
Sl. Nature of Problems ] Extension Project Upazilas
No. Abhoynagar Sirajgan;j
1. Never talked about any problem B 4
(22% (172
2. Supply problem — 1
, . (4%)
3. Copper-Tinsertion problem 1 1
(527) (4%
4. Comolications and treatment 9’ 8/ '
of FP mothods (40%) : (33
5. Reporting problem 1 2
(5%) (8%
6. Problem to fulfiljtargoet 1 1
(5%) (4%
7. Problem to caver the whole woring 1 7
area within tha Stipuvlatad time because (5% (302
of oo much population or too
large/inaccessible araa
8. Sterilization clignt referring problom 4 —
(18%
Total 22 24
{100%) {100%)

Table-9: FPA assistance to FWA to solve problems, as stated by FWAs by upazila,

St. FPA Assistance Exteston Project Uoazilag

No, Abhoyragar Sirajganj

1, No help provided 8 7
(36%) (29%)

2. Suppolies providad ( medicine, 1 2
contraceptives, otc. ) (4% (8%)

3. Arranged troatment of patiards/ 3 1
clients at UHC/H & FWC/clients (14% (4%)

1. Helped to corract reports — 2
(8%)

5. Gave advice 5 6
(23%) (25%)

6. Arranged field visit — 2
(8%)

7. Not applicable 5 4
(23%) (18%)

Total 22 24
(100%) (100%)
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Table—10: Per cent of time spent by FPAs on mandated tasks during counterpart
support poriod by Upazila.

Sl Mandated FPA Tasks Work Days per month in per cont
Ny, Abhoynagar Sirajganj —
Expected Observed Expected Observed
(N=57) (N=91)
1. Field visits 86 44 77 20
2. Attendance at the UHC/FPO’s office
to submit progress report or 0 5 0 21
other official work
3. Meelings 14 12 23 18
Sub-Total 100 61 100 59
4, Absent from duties 0 39 0 41
Total 100 100 100 00
6. Average time ( hours ) spent in the G 3.5 6 3.9

field by the FPAs per day

Expected percentages are developed from estimates based on the Government
mendated tasks of the FPA for each month, These dilfer {or Abhoynagar and
Sirajganj as four days per month extra have beon set aside for meetings Iy a
Government order unique for Rajshahi Division, which includes Sirajganj.

Also, a b day work week was in place for 3 of the 4 counterpart support periods ;
one FPA in Sirajganj was provided CS for a G day work week. The 6 day work
week added one day per week to field visit time.

CHARTE OF DUTIES AND RESPONSIBILITIES OF FAMILY PLANNING
ASSISTANT/ASSISTANT HEALTH INSPECTOR

Memo N . PP-1/2 E-57,81 ( PART ) 501 July, 1983,

1. The FPA/AHI will be responsible for implementation of the programmes on Primary
Health Care, Nutrition, lmmunization, Family Planning and MCH in a Union.
The FPA/and the AHI will work directly under the supsrvision of Assistant Thana
Family Planning Officer { ATFPO ) of Population Control Directorate(Populaiion)
Control Division ) and Health Incpector of Health Divicion respectively.
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The FPA/AHE will supervise the work of the Field Workers at domiciliary level
as per their monthly advance schedule of work. Bosides, they will regularly ensuie
collection of blood slides, execution of immunization programme, tocruitment of
clients by the Fiold Workers of Haalth and Population Contro! Division.

They will ensure proper follow-up of the identilied cases of Malaria for treatment
and dirently assist the Field Warkers in spraying DDT,

Collect monthly reports of performances of the Field workers and submit the same
to their respective Supervisors in a consolidated manner.

Regularly chock the status of availability of MSR, Madicines, Contraceptives and
other logistical supplies :viiii the fleld workers and ensure regufarly replenihment
of the same.

Monitor motivation and education programmes in the community through mass
media and other indigencus techniques, Specially they will enzure regularly and
effectiveness of intrpersonal contact by field workers.

Maintain regular liaison with Union Parishad, voluntary Agenczies, NGOs, eminent
community influentials in oider to mabilize social supportt for Health and Family
Planning Programme

They will discharge any other responsibility assigned to them by their authorities
from time to time,

No.

Referenco :

Memorandum of the Ministry of Health and Population Control of July 18, 1983
( Memo No. PP-1/2 E 57/81 (PART ) 501 July 18, 1983 }, specifying the
duties and responsibilities of the field leval male and female health and family
planning workers.

ANNEX--B
GUIDELINE FOR SUPERVISION OF HEALTH AND POPULATION CONTROL

PROGRAM AT FIELD LEVEL
PC/S-2 ( Coord ). 27/84 161 ( 10G) 29. 05, 1984
FAMILY PLANNING ASSISTANT/ASSISTANT HEALTH (MSPECTOR

( Elaborate fortnigtly field wiip program will be propared and fleld level staff will

be informed prior to undertaking the tiip. )
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L B e R &

Number of minimum days of visit in a month: 18 days

Number of Centre/Unit to be visited

a) Work of FWA/HA :  All workers once in every week,

b) Contact eiigible couples villagers : 6 from each ward in every waek.

Where to report :  Family Planning Officer/Health Inspector,
rroquency of reporting . Every month,

Whan to report : Within 7th of the following month,

How to report : As per standard Prolorma.

Check list for supervision/Inspection

FIELD LEVEL ACTIVITIES

[o2]

Check how many villages and what number of population covered by the field
workers ?

Whether reports/returns are submitted regularly ?

Check whether the worker get the supply of contraceplives, drugs, forms and cards
as required.

Evaluate the achievement of field level workers. How many couples contatted
how many clients recruited, how many cases referred for MCH services and hos
many clients referrod for tubectomy, vasectomy, IUD, injectables etc.

Evaluate the activities of Hoalth Assistant in respect of preventive measures, edu-
cation on ORT, collection blood slide, distribution of vitamin **A’" Capsules, sanit-
ation, G. R. updating etc,

Wirether CDP is functioning properly and elfectively.

Indentify the constraints experienced by the field level worker in achieving target
if any.

Meet a few villagers to ascertain thoir perception toward <ervices of the fieid
level staff.

Meet a few eligible couples/acceptors, whetheor they are vontacted/vicited by workers,

Reference :

Memorandum of the Ministry of Health and Population Control of May 29, 1984
(Memo No. PC/5-—2 (Coord)/27/84/161 (100) dated 29.05, 1984) containing guide-
lines for supervision and inspoction of the Health and Population Control Programme
at the field level.
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conted......Annex-B

PROFORMA FOR MONTHLY CONSOLIDATED FIELD TRIP REPORT OF SUPERVI.
SORY OFFICER (HFPO, FPO, MO, AFPO/HI, FPA/AHI)

Month,., e eme e e s
Dates oTiﬁNamn of pl-ace & | Major observations and ! Action reco- Remarks
tield trip | Centre visited findings in brief ) mmended,
1 2 3 4 5
A)
B)
C)
D)
Nameo ., e e s Signatura _ . . —_
Dato ... e ek e e Designation_

Roferences :

1. Abmed, Ghyasuddin and P-K. Muburi -
“Supervisory Roles of Family Planning Field Persannel and Local leaders'”
Rosearch Evaluation and Training (RET) Consultants, Dhaka, February, 1582,
2. Hussain, Zahid .
*Conrelates ol eifcotiveness of Field Supervision in Family  Flanning
Pragramma  Contre {ar Ponulation Management and Ressarch, 1BA, Dhaka
University, Bangladech, 1983
3. Rahman. M. Bazlur and Abu Bakar Siddique :
“An Evaluation of Petfarmance of Population and Health officors at the District
and Upazila lovels.” Population Development and Evaluation Unit, Planning
Commission, Qctoher, 1985,

4. Quddus, Abdu!l lasna. Solam -

"Parformance of Family Wellare Assistants (Bnngladesh)" Department of
Sociology, Univeisity of Chittagonig, Bangladesh, 1979

al

“A Study un Pelformanca of Family Planning Assistants and Family Wellare Assistants
under Family Planning Scheme (1975--78)" Population Section (Evaluatlon
unit), Planning Corimission, Gevernment of Bangladesh,
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