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I INTRODUCTION

This manual will provide Pathfinder grantees with an
introduction to several financing options and practical
guidelines for selecting and operating the most appropriate mix
of financing mechanisms that will assist you in achieving
financial self-sufficisency The emphasis is on generating a
continuous, regular source of income to cover the recurrent,
operational costs of your family planning programs Guidelines
for assessing the feasibility of each scheme are outlined and
specific implementation issues are introduced and discussed

in & particular setting are offered

Due to the nature of its clientele, family planning programs
have historically had difficulty in achieving self-sufficiency
The traditional bensficiaries of government or PVO-provided
gservices are low-income women and men who do not have the
financial resources necessary to pay prices that allow for full
cost—recovery This has created a continuing dependence of
local family planning providers on international funding
sources These organizations, however, in the face of a
conservative climate in their own countries, increasingly
encounter additional restrictions and a general tightening of
their own funding resources In 1light of this, local family
planning providers need to begin looking at ways in which they
can decrease their dependence on external funding sources The
guidelines and worksheets in this manual have been developed to
assist you, the Project Director, in the evaluation of a number
of financing schemes with regard to thelr appropriateness and
abllity to generate income for your organization

The second chapter will provide guidance in cost cutting and
reduction The other nine chapters introduce possible income
generation schemes

Community Based Distribution

Commercial Sales in Pharmacies and Commercial Outlets
Commercial Distribution Through Clinics and Physicians
Feo for Service

Fund-Rajsing

Loans

Contracting of Services

Sale of Goods

Community Financing/Pre Payment Plans

OO XIOMbd A+

The first section of each chapter discusses the feasibility of
the financing scheme given 1) your organization skills and
resources, 2) your competition, 3) the market, and 4) legal and
logistical considerations The second section then discusses
relevant implementation issues such as 1) financial analysis,
2) pricing, 3) recordkeeping, 4) market research, and 5)

promotion and advertising
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This manual should be used in conjunction with the Business
Planning_Manual that discusses market research, pricing
decisions, marketing plans, and budgeting This document will
refer the reader to the appropriate chapters of that manual
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II COST SAVINGS

There are two ways to move an organization toward
self-sufficiency by reducing costs or by generating income
While this manual addresses primarily the latter, this chapter
will discuss reduction of costs The cheaper and easier of the
two is costs reduction While income generation depends on
external factors and income sources frequently out of your
control, cost reduction depends primarily on the skills and
Planning abilities of your organization In addition, by not
budgeting or reimbursing unnecessary expenses, your ultimate
income generation target can be decreased

Cost efficlency and cost reduction should start at the
beginning of the planning process and continue throughout
Before initiating programs that will generate income or result
in greater cost recovery, it i3 important to first design and
manage programs in a way that 1s cost-effective The tighter
your budget, the more inexpensive the program and the less
funds that you will have to raise to support it Cost saving
can occur at two points in program planning in the development
of the work plans and the budget and in project implementation
This chapter will present techniques in which you can cut costs
and trim down total program expenses

Your staff will have the best ideas about cost reduction

Bring them into the process and make them active participants
Allow them to present their ideas, confidentially if they wish,
and make sure that all ideas are analyzed and acted upon If
you fall to react to and take into account staff suggestions,
they will be less willing to provide feedback in the future

In addition to providing suggestions, by including your staff
in the achievement of self-sufficiency through cost reduction,
they will be more careful about spending scarce organization
resources

A Program Planning Workplan and Budget Development

Your workplans outline the activities--the means by which you
will attempt to meet your overall program objectives The
means by which you lay out your workplans--production,
marketing, and management--have specific ramifications
throughout the rest of the planning cycle It is best, after
the development of your workplans, to seriously and carefully
analyze them to determine whether there i1s a less expensive way
to meet your objectives There i8 no one way to implement a
program There are usually several alternatives, each of which
implies a particular cost and offers advantages and
disadvantages Similarly, when you develop the budget to
support these workplans, there is no one way of supporting
those activities

In order to complete this exercise, get out the workplans and
budget developed for your income generating scheme For each
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area of your workplans and budget, you should ask yourself the
following questions, attempting to create a tighter and leaner
budget that results in lower costs to your organization

A

1

Workplan Review

Production

Is the process that you have outlined the cheapest? If
not, what is the justification for using it rather than
the least expensivse production procedure?

Are you using your professional resources to the greatest
extent possible, given the proposed means of producing
and/or presenting the service or product?

Using an alternative technology, can your product or
service be produced or presented more inexpsnsively?

Marketing

Reevaluate your marketing plan Is this the most
effective way of communicating with your potential
customers? Do you need as much advertising as planned?

Is there a cheaper way to distribute your product or
provide your service?

Management

Do the activities justify the administrative staff that

you have outlined? Do you need & full-time accountant?

How much time does that individual need to spend on your
project?

Is there a more streamlined way of managing or supervising
staff that will result in lower costs?

Budget Review

Human Resources

Could volunteers do this function? Does it have to be
performed by a staff or consultant?

Are you using skilled and more expensive individuals when
you could be using less skilled and lower paid workers?
Could a lower level staff member perform particular
activities with additional training? 1Is the cost of
training those individuals justified by the savings in
staff salaries?
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c Can the staff of the government or other organization
perform some of these planned activities, rather than
hiring new staff or present human resources?

2 Physlical Resources

a When you purchase equipment or rent space, can you rent
out those resources when not in use by your organization®
On the other hand, would it be cheaper to rent these items
from other organizations? Can you use donated facilities
or equipment when needed?

b Do you have an exemption from payment of duty from the
government for the importation of commodities?

¢ Rather than developing your own IEC materials, can you use
prepared materials or adapt existing materials?

B Program Implementation

After developing and approving a budget for a program there are
ways In which you can tighten costs and increase cost
effectiveness First and foremost, institute adequate
financial controls, procedures, formats, and systems Second,
set up and use a budgeting and monitoring system These two
areas are discussed in great detail in the Pathfinder
Accounting_ Manual In addition, there are a number of other
techniques that will assiat you in cutting costs during program
implementation

1 Service Provision

a Simplify routines, using medical auxilliaries rather than
nurses and doctors Decrease length of clinic stays

b Record total numbers and types of patient visits and
conduct a periodic analysis of patient flow in order to
-=insure maximum use of available staff and facllities
--adjust number of workers to match hours of peak demand
-~ingure that hours of operations coincide with hours of

peak demand
~-determine whether patients could be attended less
expensively on & walk in or appointment basis
-=-calculate variable costs per visit

c Check to see whether the MOH or other organization will
pick up the cost of Pap smears or other required tests

d Ensure that all information being collected is absolutely
necessary to minimize the administrative functions of

medical personnel

e Rent out any extra clinlc, office, or warehouse space when
it is not in use
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Training

When planning training sessions, schedule the maximum
number of trainees possible

Use the minimum number of instructors necessary to convey
the material and support the methodology without
sacrificing quality and the interest of the students

Hold training sessions in donated facilities when
possibdble

Information and Education Materials

Rather than printing your own materials, use already
prepared materials or adapt existing materials to your own
use

When printing materials, keep the run to minimum without
losing the lower per unit cost obtained from high volume

Use cheaper paper and materials as long as they don’t
detract from impact

Use volunteers and staff from other organizations in the
writing and editing of the materials

Commodity Distribution

An analysis of tasks and personnel will assist in more
efficient use of staff and staff reduction if possible

Control and reduce the number of field visits, reducing
transportation costs

Get competitive bids on all purchases over & minimum
amount to ensure the lowest price and highest quality

Get tax exemption for imported contraceptives

Institute an effective commodity control system to ensure
efficient reordering, guarantesing continuous availability
of contraceptives and to avoid loss from theft, waste and
spolilage Clearly indicated shelf lives and proper
storage will prevent spoilage

Equipment

Periodic equipment maintenance, while representing a cash
expense to the organization, prevents larger losses in the
future Cars and other vehicles should be maintained on a
periodic basis which will prevent longer periods of down
time
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Ensure the local avallability of spare parts for any
equipment and vehicles purchased When comparing bids,
take into account the relative costs of spare parts for
those alternatives

Management

Form & task force of your key staff who can provide
ongoing feedback and suggestions for cost cutting

Use your budgeting and project monitoring systems to
continually monitor costs and activities to provide
information on areas of potential improvement

Seek preferential utility rates

If possible, get tax exempt status

Review staffing patterns against program activities to
ensure optimal use of personnel and to reduce staff if

possible

Conduct regular management reviews of communication to
reduce costs of correspondence, telephone, and telex

Monitor actual versus budgeted expenses against program
activities

Reduce travel and per diem costs be visiting several sites
during one trip and by making site visits only when
required
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III Community Based Distribution (CBD)
A Introduction

Community based distribution or CBD programs provide
contraceptive services and commodities through community
outlets or through door to door distribution by community
agents or distributors CBD agents may distribute
contraceptives and those accompanying services free of charge,
or for a price Services and supplies that cannot be provided
by ths agent, such as IUD insertion, treatment of pill
complications, and sterilization, are provided at referral
¢linics These services are sometimes paid for and sometimes
free Under this scheme, your organization charges for these
contraceptives to the extent that sales begin to pay for part
of the program costs

There is some evidence that CBD programs are relatively
expensive and therefore have the least potential of different
family planning service delivery programs to recover costs

The population served by these programs is usually poor and
therefore has limited means with which to pay for services In
addition, supervision, education and promotion costs can be
roelatively high because of the distances to and limited
transportation alternatives in rural areas (Review, 1984)

B Feasibility

Four crucial areas have to be examined iIn order to determine
whether the use of a CBD program to 8ell donated contraceptives
is a feasible mechanism for generating revenus You need to
look carefully at your organlzation’s skills and resources,
organizations providing similar services, the proposed market
for the program, and logistical and legal considerations
Before beginning, read Chapters II and III of the Pathfinder
Business_Planning Manual The worksheets in those chapters
along with the information in this section will provide tools
in determining project feasibility

1 Organization Skills and Resources

a Do you have field staff who can be used to distribute and
sell contraceptives?

If your organization already has a team of community based
village health or family planning workers, with marginal
training costs, you can provide them with the additional skills
required for a CBD project If youy don’t already have a group
of field workers, you will have to budget up front recruitment
and training costs

b Do you have staff that can plan and supervise & CBD
project?
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A CBD project requires a high level of administrative and
financial expertise Supervision of and support to field
staff, planning for adequate supply of contraceptives, and
coordination of community and private participation are three
management skills required

c Do you have adequate accounting control systems and
procedures to guard physical and financial resources?

If your systems and procedures are not adequate, you will nsed
to strengthen them in order to ensure coniraceptives against
loss, theft, and/or spoilage and to guard genserated income
against loss and/or theft

d Do you have a warehouse or other phxgical facility in
which to store commodities?

Continual supply of contraceptives to distributors is
essential, making an adequate stockpile absolutely necessary
In addition to adequate control procedures, you will need a
dry, secure facility in which to store these contraceptives

If your organization does not presently have such a space, you
will either have to rent a facility or request donated space

2 The Competition

a What ares current sources of contraceptives in the
community?

If a government program provides free or cheap contraceptives,
you will need to carefully analyze how you can present your
program to your proposed market in a way that is attractive to
them--i e they will be willing to pay a higher price for your
contraceptives Similarly, if a local pharmacy sells
contraceptives cheaper than your proposed price, your sales
will suffer if your program doesn’t compensate for the higher
price This can be dons by looking a2t such non-cost aspects of
the competition’s services and products such as conveniences,
travel costs, quality of service, access, stc You should be
careful to look at what those organizations are offering and
how it 138 offered before deciding how to present your program
In most instances, even if the government or other
organizations are providing contraceptives free of charge, 1if
you can provide a service that is more convenient and
attractive, your potential customers may be willing to pay more
for that convenience Fill out Worksheet XXX in Chapter III of
the Business_Planning_Manual Then define your program in
terms of what those organizations are offering

3 The Market

a What is the communities’ attitude toward fertility
control?
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The attitude of the community towards the practice of birth
control has & strong impact on how the program is ultimately
implemented In some communities, the use of male distributors
may be inappropriate for provision of services to women--family
planning may be a topic about which women talk only to women
and men only to men The use of family planning methods may be
a sec¢ret A survey of the community should be undertaken to
find out the following

1 contraceptive practices and method preferences
2 knowledge of contraceptives and sexuality
3 culturael and social attitudes towards fertility control

Fill out Worksheet XXX in Chapter III of the Business_Planning
Manual This information is essential in not only determining
whether CBD 1s an appropriate means of service provision but in
program design

4 Legal and Logistic Considerations

a Do the laws of your country allow for this activity under
your charter, without threatening your non-profit status?

Before initiating any income-generation project, you should
check with a lawyer to determine whether you can raise money
without risking your non-profit status If not, you might want
to consider creating a separate entity that will be responsible
for collecting the funds and donating them to your
organization

b Are there laws and regulations that will interfere with a
community based distribution programs?

Despite the fact that rural people have limited access to a
doctor, many countries require a doctor’s prescription for
issuance of oral contraceptives If this is true, you will
need to explore alternative means of distributing oral
contraceptives

1 You can fight to liberalize the laws regulating
prescription requirements

2 A staff doctor can delegate the authority to issue
prescriptions to approved, qualified, trained, and
supervised paramedical perscnnel

3 The doctor can provide the distributors with checklists
and pre—signed prescription forms Women that do not show
any negative indications for use of oral contraceptives
are issued a prescription Those with ons or more
contra-indications must see the doctor

Even countries that do not require a prescription for oral
contraceptives may limit their sale to pharmacles If so, then
your program may not be able to distribute oral contraceptives

10
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In this case, you should fight to liberalize the appropriate
laws

¢ Do you have relations with already established community
organizations?

Community based distribution projects depend heavily on
community support and participation in order to be successful
Indeed, ”all of the projects are designed to have the delivery
system not only based in the community, but also to become a
part of the community " (Population_Reports Number 79, p
347) Research has shown that in order to have maximum impact,
CBD projects should work within an established community
organization (Keyonzo, 1984, p 22) When no community
organization exists one should be created Linkages should be
established with the existing community organizations and
structures (administrators, leaders, chiefs, mayors, etc ) and
be coordinated with other health and family planning programs
and personnel They should not only be invited to meetings
but should also have an active role in the planning and
implementation of project activities Establishing and using
these linkages will provide your organization with greater
access to the communities that you are trying to serve

The community’s attitude toward the work of the distributors is
also crucial The community can either strengthen or detract
from their effectiveness Distributors should be chosen and
approved in a process that includes input from the community
leaders This community involvement is important because it
gives distributors the status required to provide assistance
and advice on family planning

d Do you have assurance of continuity of contraceptive
supplies?

In order to gain and keep acceptors, you have to be able to
guarantee continued supply of products to those individuals If
individuals cannot be sure that they will be able to obtain
contraceptives in the future when needed, they may go to
another program or discontinue contraceptive use

e How large is the area you propose to cover and how
convenient is transportation? What are transportation
costs per family served given geographic location and
transportation facilities?

If the area is large, the terrain difficult, and/or
transportation poor, the cost of door to door sales of
contraceptives may be greater than income generated

C Implementation

11
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When implementing CBD programs, a number of critical areas must
be addressed

1 Financial Analysis

Before implementing a CBD program, you need to complete a
financial analysis in order to determine whether 1t will be
profitable to your organization You need to develop income
projections and a budget for the program Chapter xx of the
Business_Planning_Manual will assist you in the budgeting
process Chapters xx and xx will assist in income projesctions
After reading and completing the worksheets in those chapters,
complete Worksheet A below You should complete this for a
projected period of five years because experience has shown
that only in the third (?) year do CBD programs begin to
generate a net profit

a Sales

One straightforward means of estimating sales is to start from
the individual distributor Estimate the number of acceptors
that each distributor can reasonably expect to serve and what
methods those acceptors will usse This information should be
entered in Section 1 of Worksheet B This will be & funtion of
several factors

& population density and household distribution

b transportation facilities

] contraceptive prevalence and knowledge

This estimated sales figure should be multiplied by the number
of distributors in the program and entered in the appropriate
sections of Worksheet A

b Expenses

In order to complete the Break Even Polnt Analysis, as
described in Chapter xx of the Pathfinder_Business_Planning
Manual, after completing Workshest A, you will nesed to
determine which expenses are fixed and which are variable One
of the expenses that can be classified as either fixed or
variable are distributor salaries You need to determine a
monthly salary that will cover both their time and expenses
Enter that on line 2 of Worksheet B Dividing the resultant
annual salary by the targeted sales will indicate salaries as a
percentage of total sales This cost can be treated as either
& variable or fixed cost Given a targeted service objective,
your organization can either pay them a percentage of the
monthly receipts, as calculated in Worksheet B, treating their
salaries as variable costs or you can pay them a set monthly
salary, treating their salaries as fixed costs When
completing the Break Even Point Analysis, this decision should
be clearly indicated

12
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WORKSHEET A
FINANCIAL ANALYSIS
Community Based Distribution Program

| NCOME

| tem Quantity Per Unit Period
Sold Price Year 1 Year 2 Year 3

Condoms
0oC’'s
Foam

Year 4

Year 5

TOTAL

TOTAL | NCOME

EXPENSES

Salaries
Director
Accountant
Supervisors
Distributors

Frings Benefits
Equipment and Supplies

IEC Materials

Annual Depreciation Gharge

Travel and Per Diem

Other Costs
Amortized Tralning Costs

TOTAL EXPENSES

NET INCOME

INFLATION CORRECTED
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3 Salary as a Percentage of Sales

WORKSHEET B
SALES ESTIMATION
Community Based Distribution Program

1 Sales Target per Distributor

Type of Contraceptive No Acceptors No Units Sold/Year

TOTAL

2 Monthly Salary for Distributor
Annual Salary

{total sales/line 2)

Price/Unit

Sales Proceeds
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How much you pay your distributors and the percentage of sales
that you give them will depend on your own particular
situation However, research indicates that organizations
generally pay their distributors a percentage of their
sales--from 18 to 70 per cent

c Net Income

Net Income will be entered for each year at the bottom of
Worksheet A That figure should be adjusted for the inflation
rate in your country at the present time For example, 1f
inflation is at 10% a ysar, in year one, the adjusted net
income will be equal to the net income on line xx For year
two, the adjusted rate would be calculated by dividing the net
income or loss by 1 10 In year three, it would be divided by
1 20, in year four by 1 30, and in year five by 1 40 By
adjusting for inflation, you have net income figures for each
year that can be compared {{Is this really necessary? 1Is it
understandable?>>

If, after completing the analysis, net income adjusted for
inflation is positive or only slightly negative, then this
financing scheme could be an effective means of generating
income for your organization If it i8 negative, you may still
decide to implement it, weighing the social benefits against
its cost

2 Pricing of Contraceptives

Pricing is a critical declsion for any income genseration
activity but especially so far CBD programs Chapter xx of the
Business_Planning_Manual discusses the "best price” for
products and services-—-the price that provides the highest net
income for an organization, after covering variable costs In
CBD programs, the "best price” as defined above, is modified by
additional programmatic considerations—-i e to provide
contraceptives to & target population This implies a
maximization of unit sales rather than merely net profit

Given these two not entirely exclusive objectives, the pricing
decision for this financing scheme is a bit more complicated
There are two major factors that influence the "best price” in
CBD programs

1l The price that other organizations charge for thelr
contraceptives Given equal access and convenience,
individuals will buy their contraceptives from ths
organization that provides them cheapser

2 The annual income level of the famillies Statisgtics
indicate that lower income families pay between one to
four percent of their income on contraception <<Should we

aad discussion on willingness to pay?>>

Up to a certain point (which hasn’t been established) demand
remains constant with increasing prices Many programs have

13
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actually discovered that demand has increased when they began
to charge for their contraceptives Individuals perceived the
products and the service to have higher value when they had to
pay for them You should not be afraid to experiment with
prices after you have set them Ask for and facilitate
feedback from your distributors who will have a good idea of
how much individuals are willing to pay Generally, 1t has
been found that organizations charge less than they could,
instituting moderate price increases do not significantly
decrease acceptor and continuation rates If you find that
sales do decrease after increasing prices, your distributors
will be able to tell you who the drop outs are and what price
they would be willing to pay

Worksheet C below will help you to walk through a pricing
decision In Section 1, enter the average annual income level
of the families in your target aresa In Section 2, enter the
names of the organizations providing services in the community
and the prices that they charge for thelr contraceptives

Section 3 then presents a simple means of calculating initial
prices for contraceptives It should be stressed that this
analysis alone will result in a price that is in line with the
two factors ocutlined above your competitors prices and the
annual income of your target group There may be other factors
that are relevant to your program—-those considerations should
also be taken into account in calculating the figures in Column
H In Column A list the contraceptives that you will provide
in the CBD program In Column B, calculate and enter one
pPercent of the annual income as indicated in Section A In
Column C, calculate and enter four percent of the annual

income In Column D, enter the annual usage in units for seach
contraceptive For example, for oral contraceptives, you would
enter 13 cycles Column E represents the price per unit if the
annual contraceptive cost is equal to one percent of annual
income This is calculated by dividing the figure in Column B
by Column D This represents the floor cost—--you would
generally not sell the contraceptives under this price
Similarly, Column F represents the price per unit i1f the annual
contraceptive coast is equal to four per cent of annual income
This is calculated by dividing the figure in Column C by Column
D This represents the celling price--you would generally not
sall the contraceptives over this price Enter the price range
offered by your competitors in Column G Finally, given the
range based on annual income and prevailing prices, determine a
price that also fits into any other speclific considerations and
enter that figure in Column H

After you set an initial price, don’'t consider it as set in
concrete Keep in contact with your distributors so you know
how they feel about i1t and how their acceptors feel about it
They will have the most accurate information on how much the

target group is willing to pay

14
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WORKSHEET C
Pricing Strategy
Community Based Distribution
Community Region

1 Average Annual Income of Community

2 Contraceptive Prices in the Community
Source/Organization Type Price

3 Pricing Decision

A B C D E F G H
1% of Annual 4% of Annual Year s Supply Price at 1% Price at 4% Competitors Selling
Contraceptive Income Income in Units of I|ncome of Income Prices Price
-
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3 Recordkeeping

Reporting of supplies sold and income received needs to be
carefully recorded This 1s important not only for monitoring
income generated and for contraceptive cost calculations dbut
also for assessing coverage and future commodity supply needs

Recordkeeping is the one area of administration that seems to
present problems to most CBD projects The Pathfinder CBS
Instruction Manual provides a number of forms that record
acceptors and contraceptive use The forms below control
income received and contraceptives sold and should be
maintained by each distributor

Form A controls income from contraceptives sales The form
should be forwarded along with sales proceeds to the supervisor
weekly or as appropriate Form A has three major functions

1 it outlines contraceptives sold

2 it controls income

3 it provides a means for the distributor and hias/her
supervisor to measure job performance

Form B controls receipts and disbursements of contraceptives
It should be verified against physical inventory periodically
Form B has two major functions

1 it indicates the balance on hand of all contraceptives,
indicating restocking requirements
2 controls physical resources of the organization

4 Written Agreements with Distributors

Distributors roles and responsibilities should be clearly
outlined in a written contractual agreement developed and
signed before they begin work in the field A sample agreement
is included below {{Marianne??>>

18
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FORM A
Recordkeeping Forms
Community Based Distribution
Control of Distributor income

Distributor Name

Territory
Period
Receipts
Quantity Sold
Date Name Foam (0.8} Condoms Amount Received

Total

Submitted

TOTAL
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FORM B
Recordkeeping Forms
Community Based Distribution

Control of Distributor inventory

Distributor Name

Territory

Period

Commodity Qpening Balance Receipts

Disburaements

Ending Batance
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iv Commercial Retail Sales of Contraceptives (CRS) in
Pharmacies and Qutlets

A Introduction

Commercial retail sales of contraceptives utilizes the
pre-existing commercial infrastructure of communities to sell
donated contrasceptives Pharmacies are the major distribution
network, although not the only one Other outlets such as
bazaars, bus terminals, railroad stations, supermarkets,
vending machines, gas stations, cinemas, bars, village general
stores, tobacco kiosks, lottery klosks, and restaurants have
been used successfully in many countries to reach acceptors
In fact, where ever a small businesswo/man is involved in
commercial trade, there is the possibility of adding
contraceptives

Generally, start up costs and contraceptives are provided by
international donors so that ongoing expenses include only
distributor and retaliler margins and marketing and promotion
costs Income can usually provide for moderate cost recovery
as well as support adequate profit margins for retailers,
wholesalers, and distributors Research has shown that of the
financing schemes used by family planning organizations, CRS is
the most successful In terms of income ralsed and percentage of
cost recovery obtalned

While the chief products sold in CRS programs are condoms and
oral contraceptives, spermiclides, injectables, and in some
cases IUD’s are also included Attempts to add other
non-family planning products to the product line have generally
falled to generate adequate incoms Competition for consumer
products is too flerce and organizations have not been able to
generate sales above the break even point However, when the
organizations have been granted exclusivity, they have a
greater chance of being successful

The customers of thisa program have higher incomes than the
target group of CBD programs CRS customers are low to
middle-income couples with access to retail outlets and the
cash resources to cover those expendlitures While this group
does not have the economic resources to purchase contraceptives
in the commercial market, they prefer to buy their
contraceptives in a more anonymous setting than that of a
clinic This group can be segmented (divided) into more
homogenous groups and specific marketing and promotion
strategies developed for each one

B Feasidility

Four crucial areas have to be examined in order to determine
whether commercial sales of donated contraceptives 1s a
feasible mechanism for generating revenue You need to look
carefully at your organization’'s skills and resources,

16
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organizations providing similar services, the proposed market
for the program, and logistical and legal considerations
Before beginning, read Chapters II and III of the Pathfinder
Business_Planning_Manual The worksheets in those chapters
along with the information in this section will provide tools
in determining project feasibllity

1l Organization Resources and Skills

Fill out Worksheet B of Chapter II of the Pathfinder_Business
Planning_Manual In addition to the questions and issues
raised in that document, answer the following questions

a Does your organization have the cash resources to cover
program expenses for four to six months?

Frequently, wholesalers and retailers are late in payments,
with four to six month payment delays common While sales may
occur from the beginning of the program, actual receipts will
not be received until later In the meanwhile, you will have
to cover all salaries and expenses This situation should be
clearly reflected in your cash flow projections Checking with
competlitors, find out the actual practice in your aresa

b Do you have management and planning skills among your
organization staff?

The implementation of a successful CRS program requires a high
degree of planning, coordination, and control of program
activities If you do not have adequate management and
Planning skills, you may lose money due to lack of control over
receivables or may not be ably to coordinate the shipping of
contraceptives when required

c Do you have adequate accounting control systems and
procedures to guard physical and financial resources?

I1f your systems and procedures are not adequate, you will need
to strengthen them in order to ensure contraceptives against
loss, theft, and/or spoilage and to guard generated income
against loss and/or theft

d Do you have a warehouse or other physical facility in
which to store commodities?

Continual supply of contraceptives to pharmacies and other
outlets is essential, making an adequatse inventory absolutely

necessary In addition to adequate control procedures, you
will need a dry, secure facility in which to store these -
contraceptives In some cases, your distributor or wholesalers

may provide warehouse space If not, and if your organization
does not presently have such a space, you will elther have to
rent a facility or request donated space Whether you provide
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the facility or your distributor provides that service, this is
a cost of your business

2 The Competition

Fill out Worksheet E of Chapter III of the Pathfinder_Business
Planning Manual In addition to the questions and issues
raised in that document, answer the following questions

a What is8 the current distribution system for contraceptives
in the community?

Distribution systems for contraceptives can range 1in complexity
from simple village markets to a chain of organizations that
ranges from wholesalers to retailers How you eventually plan
and implement your program will depend to a great deal on the
present means of distributing consumer products in the rural
and urban areas As with CBD programs, any attempt to
institute & new distribution system must coordinate with thess
existing systems to avoid duplication and poor sales

b What are the prices and locations of the contraceptives
presently available?

While you will not have to provide a lower price than every
other provider of contraceptives in the area, it is important
to know what is available, at what price, and with what kind of
cost in travel and waiting time If government clinics provide
contraceptives at low or no charge at several points in a
community, you will need to take that into account when
determining possible retail outlets and prices for
contraceptives If they can afford to, customers are often
willing to pay & little more for contraceptives if access is
more convenient In order to avold waiting time at government
clinics, couples may be willing to pay a higher price for their
contraceptives

c Whet kinds of advertising and promotion is undertaken by
competitors?

By looking at your competitors, you can get an idea of what
kind of promotion and advertising is culturally appropriate for
your customers For each group of individuals and each
product, there will be promotional strategies that are more
appropriate than others Government regulations as well as
culture and attitudes will influence the kinds of promotion
appropriate For example, in Thailand, pocket calendars, free
samples, and newspaper and TV advertising are more appropriate
than pamphlets and posters

3 The Market

& What are the characteristics of your potential customers?
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A simple survey of your potential customers is necessary in
order to obtain the information necessary to plan and present a
CRS program in & way that will meet the needs of that group
Complete Worksheet C of Chapter III of the Pathfinder_Business
Planning_ Manual

In addition to the questions and issues raised in that
document, you should also look at the following

Product prefsrence

Levels of product awareness

Attitudes toward price and advertising

Spending patterns how customers spend their monthly and
annual income

Labor requirements for their farm or other household
economic activities

Cultural and psychological attitudes and beliefs

Price expectations how much will customers pay for your
products, given proposed distribution system

Attitude toward the relationship between price and quality
of contraceptives

) Attitude and potential reactions toward price changes

(¢ 2] X (o)} =R

When you plan, implement, and promote a CRS program, you should
always think of your potential customers so that the program is
appropriate to their needs at a price that they can pay

b What is the socio-economic level of the potential customer
groups?

Studies have found that commercial retail sales are gensitivs
to the social and economic development of the contracepting
couples, 1 e their education and income levels Oral
contraceptives are sensitive to the absence of prescription
requirements, IEC, and other family planning programs as well
as the general economic development level of the individual
Condom sales, on the other hand, are more directly related to
advertising and price {{However, the Futures Group on p 19
of Determining Pricing_Policies_in_Contraceptive_Social
Marketing states that sales of oral contraceptives are
sensitive to prices and condoms to advertising This has to be
verified >>

c What is the communities’ attitude toward fertility
control?

The attitude of the community towards the practice of birth
control has a strong impact on how the program is ultimately
implemented The use of family planning methods may be a -
secret Certain methods may be seen as appropriate only for
extra-marital relations For some women, due to cultural and
personal attitudes toward birth control, commercial purchase of
birth control may be preferable because of its greater
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anonymity A survey of the community should be undertaken to
find out the following

1 contraceptive practices and method preferences
] knowledge of contraceptives and sexuality
3 cultural and social attitudes towards fertility control

Add this information to Worksheet C in Chapter III of the
Pathfinder_Business_Planning_Manual This information is
esgential not only in determining whether commercial retail
sales is an appropriate means of service provision but in
program design

d What is the preferred contraceptive method in the
community and contraceptive prevalence rate?

Some methods are more amenable to commercial distribution than
others Most commercial marketing programs successfully
provide condoms, oral pills, and foam tablets which are
relatively easy to package, store, transport, and distribute
If these methods are unpopular in your locale, a publiclity and
education or social marketing effort may be necessary before
the program begins

e Are consumers aware of contraceptives options and family
planning?

CRS programs generally work best with populations that already
have a minimum level of awareness of contraceptive practices
rather than those groups who have not already made the decision
to use contraception If your target group is not aware of
family planning options and is not disposed to use them,
extensive promotion and advertising is necessary in conjunction
with the distribution of products This financing scheme is
only feasible when a minimum level of awareness of
contraceptive choices exists and customers are already looking
for alternatives

f What 1is the potential market for commercial retail sales?

By looking at census data and contraceptive prevalence surveys
if available, estimate the number of married couples of
reproductive age who

live in the program arsea

are not already using effective contraception
want to space births or end childbearing

live in households with incomes in a certalin range
have access to retail outlets

(o WSO

Fill out Worksheet D Of this group, you should target 2
specific percentage of couples that you wish to reach for
example, ten per cent
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MARKET POTENTIAL
GCommercial Retail Sales

Estimated number of women of reproductive age In
program area

Number of women 1n households with monthly cash
Incomes of between and

Of these what percentage are interested but not
currently using an etfective contraceptive method
% x line 2

Estimated program target _ % x tine 3
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4 Legal and Loglstical Considerations

Fill out Worksheet F of the Chapter III of the Pathfinder
Business_Planning_Manual In addition to the questions and
issues raised in that document, answer the following questions

a Do the laws of your country allow for this activity under
your charter, without threatening your non-profit status®

Before initliating any income-generation project, you should
check with a2 lawyer to determine whether you can generate
income through this scheme without risking your non-profit
status If not, you might want to consider creating a separate
entity that will be responsible for collecting the funds and
donating them to your organization

b Are there laws and regulations that limit the distribution
of contraceptives?

Many countries place heavy restrictions on the distribution and
sale of contraceptives Digtribution may be limited to
licensed and authorized organizations that many times are
required to meet strict financial, administrative, and bonding
requirements Contraceptive sales may be restricted to
specific retail establishments such as pharmacies If 80, then
commercial distribution through pharmacies might provide high
impact if you can obtain the cooperation of the pharmacists

Despite the fact that rural people have limited access to a
doctor, many countries require a doctor’'s prescription for
issuance of oral contraceptives If this is true, purchase of
oral contraceptives may be severely restricted If 8o, you
need to fight for the liberalization of the laws regulating
prescription requirements

Most countries require that new drugs and brand names must be
registered before distribution and require that those drugs
must all be registered in the US, UK, and Canada This
requirement implies the need for adequate lead time before
program implementation

¢ Are there other government regulations that impact on CRS
of contraceptives?

In many countries, advertising of contraceptives is strictly
controlled if not severely limited Radio and television
advertising may be prohibited These restrictions will have a
definite impact on sales as positive relationships between
advertising and commercial sales has been demonstrated -

In addition, many countries have price controls that may or may
not include contraceptives This can have a severe impact on
your bottom line if your country is experiencing high inflation
and a lack of flexibility in pricing decisions Governments
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may also restrict the allowable margins paid to wholesalers and
retailers This may make it more difficult to recruit
organizations to participate in your program If margins are
the same as commercial contraceptives, their income from CRS
sales may not be an adequate incentive You may to investigate
the possibility of other means of compensation such as fres
goods, liberal credit policies, etec

d Do you have assurance of continuity of contraceptive
supplies?

In order to gain and keep distributors, wholesalers, and
retailers as clients, you must be able to guarantes continued
supply of products to those organizations Method loyalty and
maintenance continuation rates are dependent on a continual and
consistent supply of those products If these organizations
are not sure that they will be able to obtaln additional
contraceptives in the future when needed, they will probably be
unwilling to participate in a CRS program

c Implementation

The following guidelines are useful when setting up a CRS
program

1 Financial Analysis

When analyzing a project for profitability, it is recommended
that an analysis be done for five years The firat year will
involve heavy investment in training, equipment, etc which
will only start to be recouped in later years

Income projections Get out Workshest D from page 22 that
estimated your potential market Enter the sgsales projections
in Column B In Column C, enter the prices as determined in
the following section By multiplying the sales projections by
the price, sales figure are determined for the first year and
entered in Column D The same procedure should be followed for
years two through five Increasing sales projections should be
multiplied by estimated increased prices and entered in Columns
B, P, G, and 1

Expenses should be should listed in section 2 after completing
Worksheets M and N from Chapter V of the Business_FPlanning
Manusal

Worksheet E below should be completed for a five year period
For assistance in budget preparation, see Chapter V of the
Business_Planning_ Manual

2 Pricing of Contraceptives

Pricing of contraceptives in a CRS program is a critical
decision The determination of the "besat” price is essential

22



\ A

2

cvommerci (| Sales Through Pharmacies and Other Outlets

I NCOME

| tem Quantity Per Unit
Soid Price

Condoms
oC s
Foam

TOTAL INCOME

EXPENSES

Salaries

Project Director
Accountant
Administrative Assistant
Warehouse Manager
Warehouse Assistant
Field Agents/Salesmen

Fringe Benefits

Travel and Per Diem Expenses
Supplies and Equipment
Calculator

Office Supplies
Annual Depreclation Charge

Promotion and Advertising Expenses

Radlo

Television

Bili{boards

Newspapers and Magazines
Point of Purchase Materials

Warehousing Expenses
Rent
Transportation

Other Expenses

Market Research

Telephone

Sales Supplies

Printing of |EC Materials
Amortized Training Costs

TOTAL EXPENSES

NET INCOME
INFLATION CORRECTED

Year 1

Period

Year 2

Year 3

Year 4

Year §

TOTAL
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for project success In order to establish your ”best” price,
you first need to clearly define your program objective Your
objective could be stated in terms of either cost recovery (net
income generated) or the number of couples reached The
objective of your program will then significantly determine the
"besgt” price

For the most part, CRS programs in the context of financing
schemes view income generation as the primary program
objective Indeed, studies have shown that of the financing
schemes discussed in this manual, CRS programs have the
greatest possibility of generating income for family planning
organizations In this case, the price should be set at the
point that maximizes net income (after covering the variable
costs of distribution, sales, advertising, and storage) The
"best” price for this program objective may result in gross
sales that does not maximize coverage as measured by couples
servad Rather, the "best” price maximizes net income

Even when maximization of coverage rather than net income is
your objective, the establishment of a "best” price is
important While, in this instance, the price maximizes units
sold rather than net income, the price should cover variable
costs as well as a specific percentage of fixed program costs
The net income after covering these costs will be available to
coveyr fixed costs and supplement other program expenses In
this case, the price should be set lower in the beginning
Intensive promotion will stimulate demand and in the future the
price may be raised to take advantage of that You should keep
in mind that this "best” price may or may not maximize net
profit

When setting your "best” price--the price based on demand to
maximize net income--you need to keep in mind the following
parameters

1 The impact of price on sales It is important to note
that the experience of other organizations has shown that
low prices are more of a problem than high prices
Moderately priced contraceptives frequently not only
outsell higher priced contraceptives but free or cheaper
contraceptives as well While prices should be in line
with the income levels of potential customers, these same
individuals are mistrustful of prices that are too low
People place greater value on those things they must pay
at least a small amount for, often regarding free goods
and services as inferior Frequently, women who
experience problems with their oral contraceptives will
trade up to a higher priced brand Within a range, -
moderate increases in prices have little or no impact on
sales In some cases, price may have limited impact on
decision to purchase an ltem For example, research in
eleven CRS programs indicated that while condom sales are

highly sensitive to price and advertising, oral
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contraceptives are more sensitive to prescription
requirements and general levels of socio-economic
development {{verify>>

2 Annual income level of customers Studies have shown theat
the poor are willing and prefer to pay for family planning
services and contraceptives and do pay from 1-4% (PR 787
1%, JK 1-2%) of their salary on health and family
Planning expenses The annual cost of contraceptive
methods should be within that range If incomes vary,
prices can vary, targeting different segments of the
population

3 Prices of similar goods Research has shown that
contraceptives should be priced in line with other
frequently purchased consumer goods like soap, matches,
razor blades The monthly cost of contracepiives should
be consistent with the monthly cash flow of the customers

4 Prices should be about half of other commercially
available contraceptives and slightly lower than those of
other subsidized outlets in the community

When pricing contraceptives s0ld through retail establishments,
there are three decisions that have to be made

1 retail price
2 margin provided to retailers
3 margin provided to wholesalers and distributors

Worksheet F will walk you through these pricing decisions In
order to complete that worksheet, you need the following
information

1 The annual operating budget, divided among fixed and
variable costs The retail price established must be
higher than the per unit variable costs, the difference
(or margin) covering fixed costs and then beginning to
esarn a profit for the organization

2 Annual income of target population
3 Worksheets C, E, and F on competition, customersg, and the
environment

In Section 1, enter the average annual income level of your
target customers In Section 2, enter the names of the outletis
for contraceptives in the area and the prices that they charge
for those products

Retail Prics

Section 3 presents a simple means of calculating initial retall
prices for contraceptives It should be stressed that using
this analysis alone will result in a price that is in line with
the two factors in Sections 1 and 2 your competitors’ prices
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WORKSHEET F
Pricing
Commercial Sales Through Pharmacies and Other Outiets

1 Average Annual Income of Community

2 Retail Prices in the Community
Source/Organization Type Price

3 Retall Pricing Decision

A B C D E F G H
1% of Annual 4% of Annual Year s Supply Price at 1% Price at 4% Competitors Selling
Contraceptive Income I ncome in Units of Income of Income Prices Price

4 Margins Provided to Retailers (and Whoiesalers)

Distributor Credit Terms
Wholesaler Contraceptive Retail Wholesale Retail Distributor Wholesale
Product Price Price Margin Price Margin
5 Price to Retaltler
Retail Wholesale
Product Price Price Margin
6 Price to Wholesaler
Whotsale Distributor

Product Price Price Margin
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and the annual income of your target group However, there may
be other factors that are relevant to your program for
example, government price controls Those considerations
should also be taken into account in calculating the figures in
Column H

In Column A list the contraceptives that you will sell In
Column B, calculate and snter one percent of the annual income
a8 indicated on line 1 In Column C, calculate and enter four
percent of the annual income In Column D, enter the annual
usage in units for each contraceptive For example, for oral
contraceptives, you would enter 13 cycles Column E represents
the price per unit if the annual contraceptive cost is equal to
one percent of annual incoms This is calculated by dividing
the figure in Column B by Column D This represents the floor
cost--you would generally not sell the contraceptives under
this price Similarly, Column T represents the price per unit
if the annual contraceptive cost i1s equal to four per cent of
annual income This 1s calculated by dividing the figure in
Column C by Column D This represents the ceiling price--you
would generally not sell the contraceptives over this price
Enter the price range offered by your competitors in Column G
Finally, given the range based on annual income and prevailing
prices, determine & price that also fits into any other
specific considerations and enter that figure in Column H

Retail Margin

After speaking with retail outlets and wholesalers, determine
the margin they receive for contraceptives and other similar
goods and enter that information in Section 4 Enter the name
of the wholesaler in Column A, the name of the product in
Column B, the retail price in Column C, and their wholesale
price in Column D The retail margin, dividing the difference
between the wholesale and retail prices {(Column D - Column C)
by the retail price (Column C), is then entered in Column E
This is what the retail outlet recelves to cover his/her costs
of selling the product You should either meet or beat that
margin Retail margins differ by product and country The
following are examples from the literature Jamaica 2323 1%,
India 25%, Colombia (Profamilia) 30%, Thailand 14 &%

In Sectiocn 5, based on the above information and any other
relevant parameters, list your products in Column A, the retaill
price (from Section 3) in Column B, and the wholesalse price in
Column C The retall margin, calculated by dividing the
difference in the wholesale and retail prices by the retall
price, is then entered in Column D

Wholesale Margin

From talking to distributors and wholesalers, determine what
margin they are receiving as well as the credit terms offered
by other pharmaceutical companies and enter that information in
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Section 4 The price paid by the wholesaler should be entered
in Column F Dividing the difference between that price and
the wholesale price (Column F - Column D) by the wholesale
price (Column F) is the wholesale margin That should be
entered in Column G That is what the wholesaler receives for
selling and distributing your products to the retail outlets
You should either meet or beat their offerings The following
are examples from the literature India) 25%, Colombia
(Profamilia) 5%, Thailand 4%

In Section 6, based on the above information and any other
relevant parameters, list your products in Column A, the
wholesale price in Column B, and the distributor price in
Column C The wholesale margin, calculated by dividing the
difference in the distributor and wholesale prices by the
wholesale price, ig then entered in Column D

The margins must be sufficient to the retailer, distributor and
wholesaler to provide incentives to handle the product At the
beginning in order to compensate for low sales volume, these
margins may be set higher and supplemented with other
incentives to induce distributors to participate in the
operation These incentives can include

1 in-kind bonuses

2 cash bonuses

3 special credit terms for high volume clients
4 prizes and training

With careful monitoring of sales, when sales volumes reach
higher levels, these margins and other incentives can be
decreased These higher margins should be budgeted as start-up
costs and amortized over the life of the program They should
not enter into retail price calculations

After you have established initial prices, testing customer and
retailer reaction to those prices is recommended You may find
that you can raise prices even higher You should experiment
with the impact of price on sales If your country has a high
inflation rate, you should raise your prices periodically to
meet that rate If not, your distribution network will be
unable to earn enough money to cover their costs and you may
also find that your expenses are increasing, with income
remaining the same, constantly decreasing your net income
Prices should be raised frequently by small amounts rather than
in large jumps Keep in touch with your retailers and
wholesalers——they will have the most accurate and up to date
information on your customers and their attitudes Talk to
them and respond to their comments and concerns

3 Recordkeeping

Careful recordkeeping is necessary in order to ensure control
over inventory, cash receipts, and accounts receivable The
Pathfinder Accounting Manual provides powerful but simple
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CONTROL OF ACCOUNTS RECE!VABLE
Commercial Sales Through Pharmacies and Other Outlets

Commercial Qutlet

Address

Salesman

Credit Terms

Date Invoice Invoice Amount Paid Balance Amoun t
No Amount Returns Outstanding Due
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systems and forms that will control cash receipts and physical
inventory The following form controls accounts receivable

Form G should be maintained for each organization that
purchases contraceptives Enter the appropriate information in
the first section along with the specific credit terms that you
offered the organization

In the second section, each time that you ship contraceptives
and bill an organization, you should enter the following
information
-date of the shipment and involice
-invoice number !
~the total amount of the invoice, including any shipping
costs

Adding the amount of the invoice to the previous Balance
Outstanding will indicate the total amount of accounts
receivable

When the organization sends you a check or returns merchandisse
for any reason, you should enter the following information
- date of receipt of funds or merchandise
-— it a return of goods, the number of voucher verifying
receipt of merchandise
- if a receipt of cash, the bank voucher number
verifying receipt of cash

Subtracting the amount of the receipt or return from the
previous Balance Outstanding will indicate the total amount of
accounts recelivable

The last column indicates the amounts that are due at any given
time For example, 1f you ship goods on March 1, with thirty
days credit, on April 1, you would add that invoice amount to
the previous balance in Column F When & check is received,
that balance would be decreased accordingly

4 Market Analysis

Market analysis is an important activity that should occur not
only before initiating a CRS program but also throughout
program implementation The section on Project Feasibililty
discussed areas of interest that need to be surveyed in order
to determine whether this scheme is possible or not However,
you should continue to keep in touch with your customers, the
market, your competition, and the environment Circumstances
change and you will have to change your program to meet those
changing circumstances You should periodically review the
worksheets filled out in that secticn and kxeep that information
up to date Only by collecting and using accurate, up to date
information will you be able to plan and implement & successful
CRS program that raises significant amounts of income for your
organization
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B Financial Impact of Advertising and Promotion

Advertising and marketing of your contraceptives will have a
significant impact on demand and sales Advertising should
include information on where the product is sold as well as the
advantages of using it rather than another onse Succesgsful
advertising campaigns use a variety of media from posters,
matchbooks, television, radio, newspapers to key chains,
chopsticks, and t-shirts Local habits and culture sghould be
explored to assist in devising innovative advertising
strategies Your budget should includse adeqaute funds to
support a promotion and advertising campaign

In order to ensure that these funds are used in the most
effective means, it is important to measure the impact of your
various promotion and advertising mechanisms on sales While
there are no hard and fast ways of doing this, there are
several things that can aid you in planning and monitoring your
marketing strategy

Accurate sales data, by retailer and location, forms the basis
of several analyses Ask retallers to measure sales by
providing them with simple formats to filled out on a weekly or
monthly basis or filled out when reordering A separate sheet
should be prepared for each outlet-—including outlets other
than pharmacies This form should be simple enough that it
research little time on the part of the retailer

Periodically, you can develop simple and short guestionnaires
that can be distributed by your retail outlets to be filled out
by customers These questionnaires should be short and involve
little time on the part of the customer You will need to
offer to an incentive to both the customers and the retailers
for their completion Some programs have structured the
questionnaires as lotteries Each form completed gives the
customer AND retailer the chance to win a prize It is
important that these gquestions be asked randomly of the
customers of the retall outlet, not just those individuals
purchasing contraceplitves Some questions that can be asked
include

How did you find out about this contraceptive?

How did you find out that i1t was socld at this location®
What kind of information did this advertise provide you?
Did it provide adequate information? If not, what other
information would have been useful?

Did you hear about these contraceptives through

(list all the means by which the products have been
promoted)

(o)} 0P~

8 Selection of Wholesalers/Distributors
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CRS programs can either use existing commercial distribution
channels or rely on your own staff The selection of the
appropriate distribution channels will first depend on whether
an appropriate channel already exists If no commercial
distribution organization exists, a special sales force may
need to be established within your organization Whether
carried out by your organization or by another institution, a
reliable system must be established that can move
contraceptives from & central warehouse to wholesalers to
retall outlets Some factors to consider when selecting a
distributor and wholesalers are

Previous sales experience in the community

Availability of transportation resources trucks,etc
Their financial and commodity control systems, to ensure
close control of income and contraceptives

Availability of warehouse facllities

Geographic coverage of their sales force--especlially
extent of rural coverage

Reliability

Willingness to participate in a soclal marketing effort

£ ] 0 b Ao

Commercial Distribution Through Clinics and Physicians
A Introduction

Similar in many respects to commercial retail sales programs,
donated contraceptive supplies and equipment can be sold to
private physicians and health and family planning clinics An
advantage to this method of distribution is the psychological
legitimacy that physician endorsement gives to the types of
contraceptives provided there Pills, condoms, and foam are
the most commonly sold methods but materials, suppllies, and
training in IUD insertion and sterilizations may alsoc be
provided Revenue generated from sales will generally cover
distribution costs which are probably lower than those ot CED
or CRS programs

B Feasibility

Four crucial areas have to be examined in order to determine
whether sales of contraceptives and equipment to clinics and
physicians {8 a feasible mechanism for generating revenue You
need to look carefully at your organization’s skills and
resources, the proposed market, other organizations selling the
same products, and logistical and legal considerations Before
beginning, read Chapters II and III of the Business_Planning
Manual The worksheets in those chapters along with gquestions
in this section will provide tools in determining project
feasibility

1 Organization Skills and Resources
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Fill out Worksheet B of Chapter II of the Business_Planning
Manual In addition to the questions and issues raised in that
document, answer the following questions

a Does your organization have the cash resources to cover
program expenses for four to gix months?

Frequently, clinics and physicians are late with payments, with
four to six month payment delays common While sales may occur
from the beginning of the program, actual receipts will not be
received until later In the meanwhile, you will have to cover
all salaries and other expenses This situation should be
clearly reflected in your cash flow projections Checking with
other organizations, find out the actual practice in your arsea

b Do you have adequate management and planning skills among
your organization staff?

The successful implementation of this program requires a high
degree of planning, coordination, and control of program
activities If you do not have adequate management and
planning skills, you may lose money due to lack of control over
receivables or may not be able to coordinate the shipping of
contraceptives when required

¢ Do you have adequate accounting control systems and
procedures to guard physical and financlal resources?

If your systems and procedures are not adequate, you will need
to strengthen them in order to ensure contraceptives against
loss, theft, and/or spoilage and to guard generated income
against loss and/or theft

d Do you have a warehouse or other physical facility in
which to store commodities?

Continual supply of contraceptives to physicians and clinics is
essential, making an adequate inventory absolutely necessary
In addition to adequate control procedures, you will need a
dry, secure facility in which to store these contraceptives

If your organization does not presently have such a space, you
will either have to rent a facility or request donated space

2 The Competition

Fill out Worksheet E of Chapter III of the Pathfinder_ Business
Planning Manual In addition to the questions and issues
raised in that document, answer the following questions

a Who is selling contraceptive supplies and equipment to
physicians and clinics, at what price, and on what credit
terms?
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In order to generate sales, you will need to provide
contraceptive supplies and equipment for a lower price than
other distributors in the arses You need to look at their
credit and delivery policies as well as their prices

b What kinds of advertising and promotion is undertaken by
other distributors?

By looking at your competitors, you can get an idea of what
kind of promotion and advertising reaches your target market
For condoms and for oral contraceptives in particular most
promotion occurs through the face to face contact with salesmen
or "detailmen” and through advertisement in medical journals
Salesmen must be knowledgeable about the medical and technical
aspects of his/her products and be able to answer most if not
all technical questions However, 1f salesmen are not
necessary and contraceptives can be mailed directly, you can
save on distribution costs Doctors generally have training in
family planning so additional training and supervision may be
unnecessary

3 The Market

Complete worksheet C of Chapter III of the Business_Planning
Manual In addition to the questions and issues raised in the
document, answer the following questions

a8 Who are the clientele of the doctors and c¢linics?

The clients of privaete physicians are generally higher income
individuals 80 low income contraceptive users may be excluded
Unmarried couples may prefer a more anonymous supply outlet
than a doctor’'s office or clinic Women making postnatal
visits may be easy targets for sales {{Do we need this in
here?>>

b How many clinics and private physicians might be potential
clientsa? What 12 the potential market?

Using Worksheet H, estimate monthly units sales of
contraceptive supplies and the potential equipment sales List
the number of physicians and clinics in your area in Column A
In Column B, list the estimated number of patients for each of
those providers In Columns C, D, and E, list the estimated
monthly usage of those patients In Columns F and G, estimate
the equipment that organizations might need Add up the
numbers and indicate the total for each column on line 2 ot
that total market, you should target a specific percentage that
you wish to reach for example, ten per cent enter that amount
on line 3 Line 4 i8 calculated by multiplying that percentage

by the totals in line 2

4 Legal and Logistical Considerations
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Commerical Distributton through Physicians and Clintcs
A B c D E F G
1 Clinic/ No Units Required for Each Method Equipment Required
Physician Patients O/Cs Condoms Foam 1UD s Steritlization
2 TOTAL
3 Target Market %

4 SALES TARGET
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Fill out Workshest F of Chapter III of the Pathfinder_Business
Planning_Manual In addition to the questions and issues
raised in that document, answer the following questions

a Do the laws of your country allow for this activity under
your charter, without threatening your non-profit status?

Before initiating any income-generation project, you should
check with a lawyer to determine whether you can generate
income through this scheme without risking your non-profit
status If not, you might want to consider creating a separate
entity that will be responsible for collecting the funds and
donating them to your organization

b Are there laws and regulations that limit the distribution
of contraceptives?

Many countries place heavy restrictions on the distribution and
sale of contraceptives Distribution may be limited to
licensed and authorized organizations that many times are
required to meet strict financial, administrative, and bonding
requirements Contraceptive sales may be restricted to
gspeciflic establishments such as pharmacies, doctors, and
clinics It 80, distribution through physicians and clinics
might be very effective

Many countries require a doctor’s prescription for issuance of
oral contraceptives If so, this financing scheme may be the
optimal setting for contraceptive sales

Most countries require that new drugs and brand names be
registered before distribution and require that those drugs
must also be registered in the US, UK, and/or Canada This
requirement implies the need for adequate lead time before
program implementation

c Are there other government regulations that impact on the
sale of contraceptives?

Many countries have price controls that may or may not include
contraceptive supplies and equipment This can have a severe
impact on your bottom line if your country 18 experiencing high
inflation and create inflexibility in pricing decisions

d Do you have assurance of continuity of contraceptive
supplies?

In order to gain and keep physicians and clinics as clients,
you must be able to guarantee continued supply of products to
those organizaetions Method loyalty and maintenance

continuation rates are dependent on a continual and consistent
supply of those products If these organizations are not sure
that they will be able to obtain additional contraceptives in
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the future when needed, they will probably be unwilling to
purchase contraceptives from you

c Implementation
1 Financial Analysis

Worksheet I outlines a means of evaluating financial viability
The analysis should be carried out over a period of five years
Generally, depending on the amount of training and up front
investment required, & program such as this will become
profitable after two or three years

Income Projections Worksheet H will provide the information
required to project income Enter the sales projections from
that worksheet in Column B In Column C, enter the prices as
determining in the following section By multiplying the sale
projections by the price, sales figures are determined for the
first year and entered in column D The same procedures should
be followed for years two through five Increasing sales
projections should be multiplies by estimated increased prices
and entered in Columns E, F, G, and I

Expenses should be listed in section 2 after completing
Worksheets M and N from Chapter V of the Business_Planning
Manual

Net Income will be entered for each year one line 3 That
figure should be adjusted for the inflation rate in your
country at the present time For example, if inflation 18 at
10% a year, in year one, the adjusted net income will be equal
to the net income on line 3 For year two, the adjusted rate
would be calculated by dividing the net income or loss by 1 10
In year three, it would be divided by 1 20, in year four by

1 30, and in year five by 1 40 By adjusting for inflation,
you have net income figures for each year that can be compared
{{Is8 this really necessary? 1Is it understandadble?>>

2 Pricing of Contraceptives

{<expand>> -
What {8 the mark up required for clinics and physicians'

3 Recordkeeping

Careful recordkeeping 1s necessary in order to ensure control
over inventory, cash receipts, and accounts receivable The
Pathfinder Accounting_Manual provides powerful but simple
systems and forms that will control cash receipts and physical
inventory The following form controls accounts receivable

Form J should be maintained for each organization that
purchases contraceptives Enter the appropriate information In
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WORKSHEET |
Financial Analysis
Commercial Sales Through Physictans and Clinics

I NCOME

| tem Quantity Per Unit Period
Sold Price Year 1 Year 2 Year 3
Condoms

QoC s
Foam

Year 4

Year §

TOTAL

TOTAL |NCOME {

EXPENSES

Salaries

Project Director
Accountant
Administrative Assistant
Warehouse Manager
Warehouse Assistant
Detailmen/Salesmen

Fringe Benefits
Travel and Per Diem Expenses

Supplies and Equipment
Calculator

Oftice Supplies

Annual Depreciation Charge

Promotion and Advertising Expenses
Newspapers and Magazines
Point of Purchase Materials

Warehousing Expenses
Rent
Transportation

Other Expenses

Telephone

Sales Supplies

Printing of 1EC Materials
Amortized Training Costs

TOTAL EXPENSES |

™

NET INCOME

—

INFLATION CORRECTED
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WORKSHEET J

CONTROL OF ACCOUNTS RECE|VABLE
Commercial Sales Through Physicians and Clinics

Organiation

Address

Salesman

Credit Terms

Date Invoice Invoice
No Amount

Amount Paid
Returns

Batance
OQutstanding

Amoun t
Due
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the first section along with the specific credit terms that you
offered the organization

In the second section, sach time that you ship contraceptives
and bill an organization, you should enter the following
information
~date of the shlipment and invoics
-invoice number
-the total amount of the invoice, including any shipping
costs

Adding the amount of the invoice to the previous Balance
OQutstanding will indicate the total amount of accounts
receivable

When the organization sends you a check or returns merchandise
for any reason, you should enter the following information
- date of receipt of funds or merchandisse
- if & return of goods, the number of voucher verifying
receipt of merchandise
- it a receipt ot cash, the bank voucher number
verifying receipt of cash

Subtracting the amount of the receipt or return from the
previous Balance Outstanding will indicate the total amount of
accounts receivable

The last column indicates the amounts that are dus at any given
time For example, 1f you ship goods on March 1, with thirty
days credit, on April 1, you would add that invoice amount to
the previous balance in Column F When a check is received,
that balance would be decreased accordingly

4 Financial Impact of Advertising and Promotion

Promotion of your goods to physicians and clinics will be for
the most part be through visits by your detailmen or through
advertising in medical journals In order to evaluate the
effectiveness of these two means, you will need to determine
the sales you have generated from the two promotion strategies
This can be determined by asking new customers how they found
about your products You can also send out guestionnaires to
physicians and clinics who are not clients to find out if they
know about your products and how they found out

It is difficult to determine an exact financial benefit from
your promotion strategy You can, however, by talking to your
potential customers determine, the most effective means of
communicating with them
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VI Fee for Service
A Introduction

Charging fees for family planning and other health services
represents another way of generating income for family planning
programs The viability of this financing scheme depends
primarily on people’s ability and willingness to pay for thess
services Clinics serving primarily low-income families will
probably be able to charge prices that will allow for only
nominal cost recovery The most successful situation is a
clinic that offers services to a wide spectrum of patients,
including higher income familles, in & multi-service setting
that offers family planning services in conjunction with other
high demand health and laboratory services There are seversal
reasons for this One, studies have shown that most
individuals prefer to have their health and family planning
services offered by one multi-purpose worker Two, offering
services in a larger health care setting will usually be more
cost—-effective than offering them in & family planning service
setting since administration and operational costs can be
shared Three, higher patient volume helps maintain steady
utilization and therefore, more constant revenue flows The
larger the patient base, the more balanced the demand for
services Four, in this setting, specific high demand family
Planning and health services subsidize routine family planning
services People are willing to pay more money for curative
services and these higher demand services, such as lab tests,
pap smears, and general curative care can be priced higher to
reflect patients’ willingness to pay, subsidizing other family
Planning services You should ensure that the ratio between
family planning services and curative, primary health services
is high enough so that the health care service fees subsldize
family planning services

Equity issues must be carefully considered before deciding to
charge fees In areas of great income disparity, charging fees
may lead to unintentional exclusion of those individuals most
in need of services In general, sliding fee scales, in-kind
payments, and credit arrangements rather than fixed rates
address this problem In general, however, research has shown
that charging nominal fees for services increases demand
because individuals place more value on services that they must
purchase If free government—provided services exist, this
will constrict your fee—setting strategy and will challenge
your organization to counteract that competition with higher
quality services with improved access (1 e more convenient
clinic hours, less waiting time, etc)

B Feoasibility
Four crucial areas need to be examined in order to determine

whether charging fees for services is a feasible mechanism for
generating revenue You need to look carefully at your
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organization’s skills and resources, the proposed market, other
organizations selling the same products, and logistical and
legal considerations Before beginning, read Chapters II and
III of the Business_Planning Manual The worksheets in those
chapters along with questions in this section will provide
tools in determining project feasibility

1 Organization 8kills and Resources

Fill out Worksheet B of Chapter II of the Business_Planning
Manual In addition to the questions and issues raised in that
document, answer the following questions

a Do you have adequate accounting control systems and
procedures to guard physical and finangial resources?

If your systems and procedures are not adequate, you will need
to strengthen them in order to ensure contraceptives against
loss, theft, and/or spoilage and to guard generated incomse
against loss and/or theft If your patients will not be paying
in cash for each visit, you will need to establish an
appropriate billing system

b Do you have a warehouse or other physical facillty in
which to store commodities?

When implementing a fee for service program, & continual supply
of contraceptives and drugs is essential, making an adequate
inventory absolutely necessary In addition to adequatse
control procedures, you will need a dry, secure facility in
which to store these drugs and contraceptives

2 The Competition

Fill out Worksheet E of Chapter III of the Business_Planning
Manual In addition to the questions and issues raised in that
document, answer the following questions

8 Where and by whom are family planning services delivered?

If free or subsidized services are currently available, you
will have to price and present your service carefully, offering
your potential patients a higher quality service at a
reasonable price You should carefully examine the quality of
those services and the easge of access You may still be able
to attract individuals who are willing and able to pay for a
higher quality care for a higher price

In addition to free government clinics and other subasidized
programs, local physicians and village health workers may also
provide family planning services to your potential patients
Look at every service provider, traditional and nontraditional
When filling out Worksheet E, indicate the prices that they
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charge This information will be useful later when
establishing prices and sliding fee schedules

3 The Market

A survey of your potential patients is necessary in order to
obtain the information necessary to plan and present a fee for
service program in a way that will meet the needs of that group
and generate income for your organization Complete Worksheet
C of Chapter III of the Business_Planning_Manual In addition
to the questions and issues raised in that document, a survey
of the community should be undertaken to gather information on
the following areas

Contraceptive practices and method preference

Major health problems

Attitudes toward price and advertising of family planning

and health services

Cultural and psychological attitudes and belliefs toward

family planning and contraception

B The need for privacy on the part of women with regard to
fertility control

8 Socio-economic level of your potential patients

7 Knowledge of contraceptives and sexuality

> Gl 0=

The attitude of the community towards the practice of birth
control has & strong impact on how a program is ultimately
implemented If the use of contraceptives 1s a private matter
the multi-purpose clinic will be appropriate only if neighbors
will not see the individual there and know the reason for her
visit For some women, due to cultural and personal attitudes
toward birth control, commercial purchase of birth control may
be preferable because of its higher degree of anonymity

Add this information to Worksheet C of Chapter III of the
Business_Planning_ Manual This information is essential not
only in determining whether a fee for service program is
feasible but also how to design an appropriate program

b What 18 the income level of your potential patients??

Fee for services schemes generate more income when demand for
services 18 high and people are able and willing to pay for
them If income 18 low, only minor cost recovery will be
possible Income levels are key in setting reasonadble fees,
including the establishment of in-kind payment policles
Research has found that annual incomes should generally be

above $US xxxx

¢ Who is responsible for contraception?
Women spend more money on family welfare and health, while men

spend more on consumer goods The success of this scheme
depends on the level of disposable income available to women

37



Financing Manual--First Draft

Access to their own income sources provides women with the
means to purchase birth control services in the face of male
resistance to fertility control In cases where husbands
forbid thelir wives to spend money on family planning, in kind
payments may be an effective way to circumvent that
interference

d Where do your potential patients live?

Your clinic needs to be located so that it is accessible to
thesgse individuals Studies have shown that psople will
usually travel about five to ten kilometers to obtain health
and/or family planning services Ags distance increases over
that point, utilization drops rapidly When you determine your
potential market below, you need to be careful to ensure that
these families are within your cachement aresa

e What is the potential market for a fee for service clinic®

{<expand how is this done--just family planning or health as
well>> By looking at census data and contraceptive prevalsnce
surveys, if available, estimate the number of married couples
of reproductive ages who

live in the program cachemsnt area

are not already using effective contraception
want to space births or end childbearing

live in houssholds with annual incomes over $ 1000

w0+

Fill out Worksheet xxx Of this group, you should target a
specific percentage of families that you wish to reach for
example, ten per cent

4 Logistic and Legal Considerations
a Do you have an assured drug supply?

In order to implement a successful clinic-based family planning
and health program, you need to be assured of continued drug
and contraceptive supplies Clients will either go to other
¢clinics or discontinue contraceptive use if they cannot obtain
contraceptives when needed

b Are there restrictions in the distribution of
contraceptives?

If oral contraceptives cannot be distributed outside of a
pharmacy without a physician’s prescription, then a fee for

service scheme will be an appropriate means of generating
income for your organization

c Implementation
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The following guidelines are useful when setting up a fee for
service program

1 Financial Analysis

When analyzing a project for profitability, it 18 recommended
that an analysis be done for five years The first year will
involve heavy investment in training, equipment, construction,
etc which will only start to be recouped in later years

Income projections Get out Worksheet xxx from page xxx

that estimated your potentisl market Enter the sales
projections for each service that you will offer in Column B

In Column C, enter the prices as determined in the following
section By multiplying the sales projections by the price,
sales figures are determined for the first year and entered in
Column D The same procedure should be followed for years two
through five Increasing sales projections should be
multiplied by estimated increased prices and entered in Columns
B, F, G, and I

Expenses should be should listed in ssction 2 after completing
Worksheets M and N from Chapter V of the Business_Planning
Manual For assistance in budget preparation, see Chapter V of
the Business_Planning Manual

For each type of service, complete Worksheet M and compare that
with the estimated price to be charged At the very least, you
should aim for covering variable costs In some cases, you may
charge less for lower demand family planning services,
subsidizing them with higher priced high demand services In
order to make these decisions from a cost recovery point of
view, however, you will need information on the cost of
providing each service and therefore your net profit or loss

As can be seen in Worksheet J, volume is important in this
financing scheme Only by generating a sufficient volume can
you begin to cover an increasing percentage of your fixed

costs {{Remember, however, that your patients must be able to
pay for these services move to where>>

2 Pricing of Services

Pricing of clinic services is a critical decision that must be
made within a broad context The “best™ price will take into
account the following factors

1l the value that your patients place on those services and
their resultant willingness to pay
2 your patients’ income level and their resultant abllity to

pay, research has found that low-income familles are
willing to spend from xx to xx percent of their annual
income on contraception an health care

3 the variable cost of providing those services

4 the prices for comparable services in your program area
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I NCOME

Service No of
Procedures

TOTAL |INCOME

EXPENSES

Salaries

Project Director
Bynecologist
Anesthetist
Pediatriclan
Physicians
Social Workers
Nurses

Clerks
Maintenance
Accountant
Administrative Assistant

Fringe Benefits

Supplies and Equipment
Calculator

Office Supplies

Clinic Supplies

Office Equipment Depreciat
Clinic Equipment Depreciat

Other Expenses
Telephone
Rent
Printing of IEC Materials
Advertising
TOTAL EXPENSES
NET | NCOME

INFLATION CORRECTED

WORKSHEET J
Financial Analysis
Fee for Service

Price Year 1

Period

Year 2

Year 3

Year 4

Year 5§

ion
ion

nrE

L] _J ]

TOTAL
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It is important to note that service fees need not reflect the
trus costs of delivering services They can be designed to
maximize income generated from high demand services that is
used to subsidize lower dsesmand ones They should be set
somewhere between the fees of free clinics and private fees
You should, however, as much as possible set prices that at the
very least allow for recovery of variable costs If prices are
set below variable costs, it should be done for specific social
objectives

Worksheet K walks you through a pricing exerclse In Column A,
list the services that you will provide in your clinic, along
with a category called "clinie registration ” In Column B from
your market research place the perceived value of those
services as indicated by your potential patients In Column C
list the prices charged by private clinics in your program

area In Column D 1list the prices charged by CBD workers (if
appropriate) for those services In Column E list ths prices
charged by other PVO (i e , subsidized) clinics in your program
area In Column F list the prices charged by your closest
competitor--that is, the clinic that offers services in a
manner that ia closest to your level of quality, accessibility,
ste In Column G list the variable cost (from Worksheet M) of
providing that service Taking these factors into account,
list your initial price in Column H This represents the top
price that you will charge for your services You should not,
however, view it as inflexible but rather as something that can
be modified, given additional information Based on feedback
from your clinic staff and patients, you may consider raising
or lowering prices to take into asccount actual demand for those
services

Sliding Fees

For those lower income families that cannot afford even that
fee schedule, 8liding scales as well as the acceptance of
in-kind payment arrangements can ensure access to services by
that group Many clinics adjust fees to reflect the income
level and resources of the family, including salary,
landholdings, incomse of children, savings and investments
S8liding fee schsdules should be determined beforehand with the
input of community leaders in order to gain community
ascceptance Criteria for fee determination should be
prominently displaced in the clinic and discussed with patients
before delivery of services The criteria should be applied
equally to all families and in no case should an individual’s
fee be determined arbitrarily by a clinic worker Adherence to
set guidelines will help insure a sense of fairness among
clinic patients

{{expand--how do different groups do it? Experience of other
BVO'8?>>

3 Recordkeeping
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Careful, systematic reporting is absolutely essential First,
strict control of income in general and types of income in
particular is critical in order to anlayze profitability
Second, systematic and periodic records of service delivery are
required in order to msesasure patient flow and use of
professional time to determine whether staff time is being used
as efficiently as possible This information will be useful
when applying the hints for cost cutting in chapter two of this
manual Third, if patienta do not pay for services at the time
of service delivery, a bllling system is essential in order to
control accounts receivable against loss These forms are
listed below

4 Market Analysis

Both pre-project and continuing market research is important
Before program implementation, market research is important in
order to design a program that will better meet the needs and
circumstances of your potential patlients During program
implementation, market research will give you information to
see how well you are meeting the needs of those individuals and
make necessary changes in program design Market research
gives you information for three major programmatic areas
service mix, pricing, and c¢linic operations

a Service Mix

In order to provide a service that will attract paying
customers, you need to select a range of services for that
group that will meet their needs A wide range of services
should be offered, utilizing available trained personnel and
equipment, in order to attract a large group of patients
Services should include family planning services (which may be
lower demand and therefore lower priced) as well as higher
demand services Services offered can include the following
family planning and general medical services

immunization and pediatric services

male circumecision

infertility services

female and nutritional counseling

cardiology services

periodic gynecological exams and pap smears
pregnancy tests

prenatal and postnatal checkups

contraceptive services sterilizations, IUD insertion,
diaphragm fitting, monthly injectibles, orals,
10 tubal insufflations

11 urine analyslis

12 D&C’s

15 vaginal smears

16 lab work, biopsies

ORI N+
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Payee Name
Patient Name

Billing Address

Date

FORM C
Fee for Service
Bill

Registration No

Phone

Description of Services

Charges Payments

Balance

Amount

Current

30 days overdue
60 days overdue
90 days overdue

120 days or more




FORM D
Fee for Service

| ncome

Average
Price
(o)

Total
Revenues

{(t)

Net
I ncome
(g)

Net income
per Procedure

(h)

M

-

—— 3t
—a

Control of
Period
Service or No of Variable
Procedure Procedures Cost
(a) (b) (c)
|
>
—
w
1
TOTAL
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Month

Date

FORM E
Fee for Service
Monthily Patient Flows

CLINIC VISITS BY TYPE OF SERVICE PROVIDED
2 3

visits with doctor visits with doctor visits with doctor

4
visits

with doctor

TOTAL
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FORM F
Fee for Service
Periodic Patient Fiow Checks

Date

Check in w/ Filtl out Take blood Visit w/ Visit w/ Visit w/ Pay
Hour receptionist paperwork pressure nurse doctor nurse bitl
Average
time spent
Staff

Responsible

Hourly wage/
benetits cost

Cost/per
activity
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The service mix for your clinic will depend on the outcome of
market research on your potential patients (see section xx
above) The service mix should be based on local health
conditions, patients’ attitudes toward contraceptive control,
demand by your target group, and availability of personnel and
supplies, In areas with higher infant mortality, family
planning services may best be offered with maternal and child
health services

b Pricing

For each of these services, ask your potential patients about
their perceived value of those services and how much they are
willing to pay The following worksheet provides sample
questions that you can adapt to your program This information
will be used in setting prices as discussed earlier

c Program Design

The design and presentation of clinic-based services is
essential and critical to program success In order to
convince individuals to pay for your services rather than going
to & fee clinic (whether government or PVO run), you need to
provide high—-quality services in a way that 13 more attractive
than other alternatives Clinic hours, clinic regulations and
procedures, outreach and education are as important as the
pricing and choice of those services It’s not enough to
provide a needed service for an acceptable price if your clinic
hours and location make it inaccessible to women-—-for exampls,
open during hours when they must be at home Telking to your
potential patients and completing the questionnaires in Chapter
II1 of the Business_Planning Manual will provide the required
information In addition, the Pathfinder_User_Perspective
Manual also provides information and guidelines on making your
clinic more responsidble to the needs of your patients

8 Advertising and Promotion

Promotion and advertising of your clinic is essential
Excellent services at acceptable prices provided in an
appropriate, accessible setting are meeting the needs of your
target gropu only if they know about them You need to
communicate to your target group--your potential
customers-~-about the services that you provide The way in
which you can do this are varied Some examples of clinic
promotion are as follows

1 Provide oral contraceptive users without medical advice
with coupons for a free medical exam to screen for
contra—-indications and side-effects, in the expectation
that they will become regular clinic patients

Word of mouth communication by satisfied patients

Radio and newspaper announcements

Kl W
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Traditional outreach such as talks to and literature left
with factories, soclal and religious clubs, women's
organizations, and schools

Bonuses, prizes, honoraria, and parties for field and
¢linic workers for their efforts in brining in new
patients

Flyers, brochures, and cards distributed at gynecologist
and pediatrician offices, talking about the clinic’s
family planning activities

Distribution of coupons at community meetings that can be
exchanged for a free medical examine, in the expectation
that they will become regular clinic patients
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VII Fund-Raising
A Introduction

While the emphasis of this manual is on generating regular
sources of income through sale of goods and services, these
sources of income can be supplemented by income generated from
individual contributions, corporate and foundation grants, and
special events Cash contributions are the most desirable, as
they can be used when and where needed However, contributions
can also be made "in kind”--such as labor, supplies, volunteer
time, buildings, equipment--eliminating cash expenses that
would otherwise be met through income generated from regular
income sources Identifying and developing local sources of
contributions i{s important both for promoting community
interest and support for family planning and for reducing
reliance on international donors

Fund-raising campaigns can solicit funds from four sources,
each implying specific activities and organizational input

1 Grants from local foundations Local non-profit
foundations may be interested in funding specific programs
of your organization, if they fall under their funding
interests These grants can bs relatively large and
ongoing

2 Donations from corporations Proposals can be submitted
to local businesses and international corporations for
both in-kind and cash contributions For example, a large
manufacturer might donate office space or equipment or
provide financial support for a program or central
administration If there 18 no tradition of philanthropic
giving, these donations may be primarily in-kind

3 Contridbutions from individuals You can also, through
direct mail, the media, and personal contacts, encouragse
private individuals to contribute to your organization
These amounts may vary from a large number of small
contributions to a smaller number of large (”special”)
contributions by a few select individuals

4 Special Events Additional fund-raising activities such
a8 raffles, bake sales, fairs, parties generate cash that
can supplement the above funds You should ensure that
these events don’t interfere with or substitute for other
fund-raising sctivities

B Feasibility
1 Organization Resources and Skills

a How important will fund-raising be in relation to other
income sources?
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If the projected contributions are to cover a large portion of
operating costs, a full-time fund-raiser may be appropriate and
necessary If fund raising 1s only expected to be & small
activity, you can probably add that responsibility to the job
description of one of your staff You should, howevser, ensure
that these activities do not interfere with their other program
objectives and activities

b Do you have the professional staff resources necessary to
pPlan, manage and control a fund-ralsing campaign?

You will need adequate systems and staff to control volunteers,
donations and donor information Checks and cash need to be
deposited immediately upon receipt A record of each
contribution needs to be established These records need to
provide adequate information to measure success of direct mail
solicitation Planning s8kills are required in order to
coordinate the diverse activities involved in a fund-raising
campaign

c Do you have the active support and commitment of your
board of directors?

Fund-raising begins and ends with strong board support and
should involve the active participation of board members as
well as other volunteers They need to understand that their
commitment to the financial health of your organization is
egssential The board plays a significant role in personal
solicitation of individual and institutional donors, using
their political and social connections to galn access to
potential donors in your community In order to carry out a
successful campalign involving the required participation of the
board, they need to be committed to the campaign and believe
that the funds are required

2 The Competition

a Are there are other family planning organizations that are
soliciting funds from your potential donors?

If so, you may have a hard time soliciting another contribution
for a related cause You should attempt to distinguish your
organization from that of others by your unique and excellent
services and staf?f Complete Worksheets B and E from the
Business_Planning_Manual and look carefully at your competitive
advantage Don’'t be afraid to flaunt it

3 The Market

a Can local individuals, organizations, and corporations be
approached for contributions?

If income levels are low, individual contributions may not be
high enough to cover the costs of a fund-raising campaign
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However, those individuals may be able to make significant and
effective donations of their time and/or local products (for
example, agricultural production or arts and crafts)
Cooperatives, banks, religious groups, and civic organizations
may be good sources for donations Local businesses or
branches of large corporations can be approached From your
records or from the experience of other local private voluntary
organizations (PVO’s), find out how much those organizations
and individuals have given in the past

b What are local attitudes toward faemily planning?

In order to successfully solicit for contributions, adequate
support for family planning must exist in the area If
attitudes toward family planning are negative, it will De
extremely difficult to solicit funds to support those kinds of
activities Educating local leaders on the importance of
family planning and winning their support for your program will
be the first step before you begin to solicit funds

4 Legal and Logistical Considerations

a What are the local tax laws with regard to donations to
tax-exempt organizations?

If donations to PVO’s are not tax deductible, it will be more
difficult to solicit them Individuals and organizations will
be more willing to donate cash and in-kind items if they can
reduce their taxes If your local tax laws do not allow for
this deduction, you should pressure for their reform

Cc Implementation
1 Financial Analysis

Before embarking on a fund-ralsing campaign, it 1is important to
complete & financial analysis to determine whether the
projected income will offset expenses Complete Worksheet M
below You should begin with a realistic income target that is
based on logical calculations, this is discussed in the
following After developing a workplan for your fund-raising
campaign (see Chapter V of the Business_Planning_ Manual),
develop a budget that will support those activities

Salary and fringe benefits of fund-raising staff should be
included in the budget Even 1f that individual is already an
employee, their salary and benefit costs should be included, in
proportion to the percentage of their time spent on this
activity In some cases, a board member or other volunteer
might be able to manage the campaign, if the objectives and
workplan are modest and don't require a significant amount of

time
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WORKSHEET M
FINANCIAL ANALYSIS
Fund-Raising

I NCOME

Corporations

Direct Mail

Spectal Glfts
Foundations

Special Events (List)

Total Income

EXPENSES

Salaries
Professionpal staff
Clerical

Consultanta
Graphics designers
Writers

Fringe Benefits

Travel and Per Diem
Lunches dinners with prospective donors
Travel
Presentations at meetings

Promotion and Pubiicity
Printing

Art work

Direct-mail

Radio and televion ads
Newspaper ads

Video and film of events
Board expenses

Administrative
Telephone
Postage
Office supplies
Bank charges
Accounting services
Xeroxing

Total Expenses

Net Income

Yeart

1

Year 2

Year 3

Year 4

Year 5
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You should keep in mind that you are interested in net proceeds
not gross recelpts Depending on the type of campaign,
expenses can run between 18% for corporate and annual fund
drives to B80% for special events

2 Development of Fund-Ralsing Campaign

The development of a fund-raising scheme requires careful
planning Before starting a campaign, you should develop a
complete workplan that presents all activities Keep in mind
that coordination of volunteers and board members is more
difficult than of your staff because volunteers and board
members have other responsibilities in addition to the
campaign This should be taken into account when planning
their activities, activities will have to be organized around
their schedules and availability Don’t ask them to do
anything that one of your staff could do just as easily This
section discusses several implementation issues

1 Before starting your fund-raising campaign, you need to
set a fund-raising goal for a specific period of
time--usually twelve months This goal should take into
account the following

a The amount to be raised should be based on a real
need--the difference between the annual budget and
projected income from other sources <clinic fees,
sales of contraceptives or literature, contracting of
gservices, and current grants It i8 easier for your
board members and fund-raising volunteers to go out
and ask for money if they know that it is absolutely
essential that it be raised

b Your goal should be based on a realistic assessment
of how much you can raise, by evaluating your
fund-raising performance in the past Look at the
amount of funds that you have raised in the past,
calculate the growth rate, and project that into the
future Assuming that other variables remain the
same, you should be able to increase your
fund-raising at the same rate in the future

c These two calculations need to be modified by
environmental considerations For example,
projections should be modified to reflect any
significant changes in the inflation rate
Similarly, if your area is suffering from economic
depression or unemployment, income projections will
also be affected

2 Based on an overall fund-raising target, with senior
staff, board members, and other active volunteers, you
will need to determine how much money you will target from
each of the three major donor groups

individuals
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corporations

foundations
After determining income targets for each group, a
workplan and budget nneds to be developed to reach each
group of potentlial donors The campaign strategy may
include one or more of the following corporate campaign,
foundation proposals, direct mail, personal solicitations,
and special events These are discussed in greater detail
later in this section For assistance in budgeting and
the development of workplans, see Chapter V of the
Business_Planning _Manual

Agssign or hire a ataff person who will have daily
responsibllity for all fund-raising activities and provide
him/her with responsibility over the budgdet This person
might already be on staff and have the time to handle it
along with his/her other responsibilities On the other
hand, {f fund-raising represents a significant activity,
accounting for & substantial percentage of your income, a
separate fund-ralsing department might be established
Finally, in some cases, if the work 13 minimal, a
volunteer can be recruited It so, you should ensure that
s/he has the time and energy required to coordinate such
an activity In addition to designated staff, a board
member should be appointed as the Fund-Raising Campaign
Chalr who will oversee all fund-ralsing activities Board
members should also be assigned to coordinate the specific
components of the campaign

Obtain public endorsement and support of community
leaders, sports heroes, actors, writers, local charismatic
leaders, etc These individuals can be used throughout
the campalgn in media events and personal solicitations

Through suggestions from board members and staff, make a
list of potential donors individuals, corporations, and
foundations A card should be prepared for each donor, no
matter how small the expected gift Each donor should be
treated as an individual--not a statistic An explanation
of these cards and the kinds of information required is
discussged in the section on Recordkeeping (page 56)

Volunteers are an esssntial resource for all campaigns
These individuals, however, usually have other significant
responsibilities in addition to the campalign The use of
their time should be carefully planned so that their input
is maximized When planning the use of voluntesrs, you
need to be sensitive to seasonal changes in their
avallability For example, during peak agriculture times,
such as during harvest, volunteers may be able to devote

little {f any time outside of their housseholds

Prepare fund-raising materials including an attractive
brochure or other supporting literature You should
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include a description of your organization, its history,
services offered and its fund-raising goals as well as a
detailed description as to the use of the donated funds
and resources Include coples of articles written about
your organization, its activities, or board members

Clear photographs can be a powerful means of demonstrating
the need and your solution Letters of commendation or
recognition by well-known individuals or organizations
will add prestige and respectability to your cause

Direct Mail

When it is possible, one means of contacting individusal

donors is through "direct mail” letters sent to

individuals that you think might be interested in donating

to your organization This approach 12 possible when

- there is a tradition of giving

- the per capita income 18 above ¥ xxx

- the postal service is efficient and trustworthy

- your target donors are literate

Different letters are generally sent to two distinct

groups of individuals

- new donors who might donate to your organization

- previous donors who have already demonstrated their
willingness to donate funds

Frequently, the income from direct mail solicitation of

new donors may be equal to or even less than expenses

However, once an individual makes an initial donation, no

matter the size, you can then attempt to encourage him/her

to increase his/her donations in the future

A direct mail letter should include the following
-= state the need clearly
- use examples to i{llustrate that this need exists
- state the solution
- demonstrate why your organization is qualified to
provide this solution
- ask directly for a gift
- state the fund drive target
— state the s8ize of the gift that you expect
- thank the donor

When writing solicitation letters, keep in mind the

following
Keop the words, sentences, and paragraphs short

- Stress the urgency of the situation with words like
urgent, deadline, immediate, emergency

- Be as personal as possible Type out the letter
rather than sending a Xerox copy Make sure that
each letter 1is personally signed

- You may want to include a response card that the
donor can send in with his/her donation This card
restates the need and solution and indicates
suggested donations See below for a sample card
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PLANNED PARENTHOOD OF CENTRAL
AND NORTHERN ARIZONA

Your tax-deductible gift will enable us to provide (piease indicate your
strongest area of interest)

Public affairs and lobbying for reproductive nghts
Low cost, reproductive health care services
————  Sexuality education

———— Counseling for individuals and family

——" All of the above

Please help us by sending your contribution today

O Yes, | wish to support the work of Planned Parenthood of Central and
Northern Arizona with my tax-deductible gift of

0$25 0$35 0O$50 O $100 O $250 0 $500 O Other
Name Phone
Address

O 1 want to learn more about volunteer opportunities in counseling climcs

Alert Network or
My name address and telephone number are above

Thank you!
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- Include an addressed envelope for the convenience of
the donor

- Use coded envelopes or response cards so that you can
analyze the success of different kinds of letters

Special Gifts

Specifliec individuals may be willing to contribute an

amount that warrants a personal visit from a board member

or volunteer These large donations from individuals are

called special gifts A well organized special gift

campaign has frequently been found to produce the greatest

amount of income at the lowest cost The key to this

campalign is the participation of your board members and

other influential community members who are willing to

commit time and energy A personsal visit by a board

member or other individual has several advantages

- personal solicltation produces larger gifts

-— the donor becomes more involved in your
organization’s activities

- the relationship between the donor and your
organization is solidified and personalized, thereby
making continued support of your activities more
likely

- you can gain a greater understanding of your donors
and, therefore, communicate more effectively with
them about your activities

-- thess individuals will be able to suggest other
potential donors who may also be willing to support
your organization

The volunteer (or solicitor) phones the potential donor to

set up a convenient meeting pace and time Each

solicitation should be personally and individually

structured to reflect the interests and concerns of the

potential donor During the conversation, the solicitor

should

- introduce him/hersel?

-- talk about the organization, its activities and the
need

- request a specific gift amount

- thank them for their support

Foundation Grants

Foundations are generally established as PVO’s, funded by
individuals or corporations for the purpose of supporting
charitable activitises Each foundation will have its own
particular focus and funding interests The following
steps are involved in looking for foundation grants

a) Investigate the different foundations in order to

identify the most appropriate ones who would be
interested in funding your programs
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After identification of possible foundations,

research the specific requirements of those

organizations

- funding interests

- funding cycles and deadlines

- types of projects funded in the past

- approval time

- expenses covered and not covered

- reporting requirements

Contact the foundation by phone or letter to get

further information and express your interest in

sending in an application When writing an initial

loatter, keep in mind the following rules

- keep the letter short and to the point

- mention any names of individuals associated with
the foundation who are acquainted with your
organization and i1ts programs

- be positive

- the letter should be personal, addressing the
intereats and concerns of the foundation, do not
send a form letter

If possible, a half hour meeting should be set up

where you can explain your organization and its

activities as they relate to the foundations funding

interests You will probably want to mention

approximately how much money to you will De

requesting It is not necessary to leave a formal

proposal at this time Leave literature and a

brochure

Taking into the account the organization’s interests

and guidelines, a professional, well-written proposal

needs to be prepared to followup on the initial

mesting Some foundations have specific formats that

they use Others request that you follow a speciflc

outline The proposal should be tailored to the

specific needs of each foundatlion A typical

proposal generally contains the following sections

- basic information name, address, phone number,
and proposed Project Director

—- proposal summary summarize the project and 1lts
cost, time period

- introduction describe your organization,
history, goals, accomplishments

- state and document the problem(s) to be
addressed

- state the project objectives

- present workplan for project activities

- describe evaluation methodology and measurement
indicators

- present specific budget

- state means by which project will be funded
after funding ends

The proposal should always be submitted to the

individual responsible for the decision
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1) Follow up on the proposal to ensure that the
foundation has all necessary documentation and
materials

g) In subsequent years, be sure to send in your
refunding proposals on time

h) Even if not formally requested, send annual reports
to inform the organization on program progress

Corporate Campaign

Corporate donations may come from small local businesses,
local branch offices of large companies, major
corporations, and corporatse foundations This can be an
effective means of obtaining funds for speclitfic programs
The first step 18 to recrult one or mors corporate
executives for your board of directors who can offer
access to this source of funds If you don’t have these
people on your board, you should recruit them

Investigate the philanthropic interests of local
corporations Bach corporation, because of thelr own
board or owners, community image, and other concerns, will
have their own causes and interests that they are willing
to support Identify corporations who would be interested
in funding your organization’s activities

The steps involved in a corporate campaign are similar to
that of foundations 8Ses the previous section for
instructions on proposal writing

After receiving any contribution, no matter how small,
send out a thank you letter, expressing gratitude
Acknowledge all contributions, expressing your hope for
their continuing support in the future While an
organization or individual may make only a small initlal
contribution to your organization, after getting to know
you and your programs better, they may increase thelr
participation later

Special Events

Special events can be an effective means of supplementing
income from the other fund-raising sources They should
not, however, be relied on exclusively While many
organizations and volunteers enjoy working on them, they
involve relatively large amounts of staff and volunteer
time, don’t have & significant impact on significant
donations, and expenses can run at close to B0% of income
Plan activities carefully (see Chapter V of the Business
Planning_Manual for assistance in developing workplans)

Be careful that your staff are not distracted from ongoing
program activities and remember that volunteers are not as

reliable and dependable as staff
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While special events do require more work and organization

than other components of the fund-raising campaign, the

benefits may outweigh the time and funds required

-- they are a source of new volunteers for your
organization

- they help develop team work among your board membsrs

- they generate public exposure and interest for your
organization and your activities

- they are a source of funds that would not otherwise
be available

13 Recordkeeping

Careful and accurate recordkeeping of donors is essential and
critical in fund-raising You will need to maintain & 1ist of
all contributors in order to follow up with previous donors for
additional donations in following years Research has found
that the individuals and institutions most likely to donate
money or in-kind items are those that have donated in the past

Donor cards should be established for both individuals and
institutions

A donor card for individuals should include the following
information
--name
--occupation
-—-previous years’ gifts to your organization
-—-solitors’ names for each year
--position(s) held on the board
--relationship to organization staff and board members
--interests

A donor card for foundations and corporations should include
the following information

--name

--funding interests

--s8ize of annual donations

--previous years’ gifts

--funding c¢yclse including deadlines and awards

--decision maker/contact person

--relationship to board member or other friends’ of your

organization

The value of both cash and in-kind contributions needs to be
carefully recorded in the financial records and included on the
Income Statement as Incoms The Financlial_Accounting_Manual
provides adequate and simple accounting controls over 1lncomse

To build morale among your so.lcitors, it is important to give
them feedback on how much they have raised for the
organization For this reason, in addition to controlling
contributions by donor, it is important to also control them by
solicitor Give feedback to your solicitors on & regular basis
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throughout the year A sample card for controlling donations
by solicitor is presented below

4 Sample Fund Ralsing Letter {<and Campaign Strategles??>>
{<expand>>
B Examples of Special Events

The special <vents that your organization can organize are
endless A .ow examples are listed below Before you decide
on one or two events, you should evaluate them against the
worksheets listed in Chapters II and III of the Business
Planning_Manual to ensure that they are appropriate and have
potential for success based on your organizational strengths,
your market, customers, competitors, and environment Be
careful in the timing of these events You don’t want them to
conflict with other activities and the other components of your
fund-raising campaign

Some events that you can undertake include

bake sales

fairs

dinners

suctions

dances

raffles

puppet shows

sponsored walks, swims

IO
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FORM O
SOLICITOR FUND-RAISING RECORDS
Fund-raising

1 General Information
Name First Year of Involvement

How became involved?

Relationship to board member(s)

2 Solicitation Results

Fiscal individual/ Date Date of
Year Corporation initiated Commitment Amount

Total Raised
to Date
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