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Executive Summary 

The Federaci6n Mexicana de Asocaciones Privadas de Salud y Desarrollo Comunitario A.C. (FEMAP) 
is a loose federation of forty-four affiliates operating in 93 cities in 21 states with central office in 
Ciudad Juarez. Founded in 1981, FEMAP is a private, nonprofit organization dedicated to enhancing 
the quality of life among Mexico's most disadvantaged populations. As part of its ongoing efforts to 
make the transition to financial and technical self-sufficiency, FEMAP has focused on improving the 
quality of its health and family planning services. 

FPMD support to FEMAP has consisted of technical assistance and management training in financial 
sustainability and organizational development. Recently, two FPMD consultants and a member of the 
FPMD staff conducted a three day workshop on Organizational Development and Performance 
management from July 12- 14, 1995 for 40 representatives from FEMAP affiliates. The main topics 
discussed during the workshop were: human motivation and work, authority and control, delegation, 
management by objectives, the performance management cycle, developing and communicating 
objectives and performance expectations, monitoring performance, and providing opinions. Overall, 
workshop participants rated the workshop highly. Participants felt that much of the material and ideas 
presented in the workshop would be useful in their work. 

In coordination with the Population Council, FPMD has also provided technical assistance and funding 
for market and cost studies in some of its affiliates. During th'e week of July 17-2 1, two FPMD/LAC 
staff visited two affiliates (Oaxaca and Veracruz) that had participated in the market and cost studies to 
assess their progress in integrating the findings from the market study into their operations. 

The FEMAP affiliate in Oaxaca, the Asociaciones Privadasde Ayuda a la CornunidadOaxaquefia, 
A.C. (APACO), was formed in 1993. APACO staff had just finished conducting the market and client 
study in June 1995 so FPMD staff could discuss preliminary impressions and other activities but final 
results were not yet available. 

The Centro de Familiade Veracruz (COFAV), the FEMAP affiliate in Veracruz, also participated in 
the cost and market studies in early 1994. The COFAV director has used the results ut the cost and 
market studies to develop a sound annual business plan. Although COFAV had hoped this year to 
achieve complete financial self-sufficiency, the devaluation of the Mexican peso and ,he subsequent 
economic crisis has made the fulfillment of that goal unlikely. Instead, COFAV reconsidered their cost 
structure and decided that the best short-term strategy was to continue to build up a core clientele by 
providing discounts to promoters and their clients, extending clinic operating hours, and changing 
staffing patterns. The methodology used to generate this cost information has been described in a 
FEMAP manual which FEMAP is using to replicate these studies in other affiliates. 

On July 20, 1995, FPMD staff met with the executive director of FEMAP to discuss potential areas 
for future support and visited the FEMAP affiliate medical clinic in Ciudad Juarez. FPMD staff also 
met briefly with Ricardo Vernon and Carlos Brambila of the Population Council to discuss potential 
areas for continued collaboration. 



i. INTRODUCTION 

The Federaci6n Mexicana de Asocaciones Privadas de Salud y Desarrollo Comunitario A.C. 
(FEMAP) isa loose federation of forty-four affiliates operating in 93 cities in 21 states with 
central office in Ciudad Juarez. Founded in 198 1,FEMAP is a private, nonprofit organization 
dedicated to enhancing the quality of life among Mexico's most dis:dvantaged populations. 

FEMAP's Family Planning Program consists of 34 commuriity-based distribution programs and 12 
adolescent programs implemented through 54 clinics, five hospitals and 510 community medical 
units. Each FEMAP affiliate provides a range of family planning and other services including 
AIDS education, sex education, primary health care, micro enterprise development, among other 
areas. FEMAP recruits local volunteers (pronotoras) to reach women in their communities. 
Currently, approximately 10,000 women volunteer as community health promoters, identifying 
and distributing family planning methods to ,,,'omen and making referrals to FEMAP clinics. 

In 1990/91, USAID, one of FEMAP's major donors, began to reduce its funding to the 
organization. In response, FEMAP started diversifying its funding base and seeking other funding 
sources. As part of its ongoing efforts to make the transition to financial and technical self
sufficiency, FEMAP has developed a strategic plan for 1995-1997. The key objectives of 
FEMAP's strategy are the following: I) improve the quality of care and improve and expand 
health and family planning services; 2) increase the efficiency and productivity of systems for 
health and family planning services; and 3) maintain a commitment to its current user profile 
(women from lower and lower-middle socioeconomic groups). 

To achieve these objectives, FEMAP has introduced some major organizational changes including 
the introduction of user fees for services and methods with technical assistance from the 
Population Council and FPMD. For the first time, affiliates are beginning to use cost analysis 
studies to decide how to set fees for services and monitor progress toward self-sufficiency. 

II. PURPOSE 

FPMD support to FEMAP has consisted of technical assistance and management training. 
Recently, two FPMD consultants and a member of the FPMD staff conducted a workshop on 
Organizational Development and Performance management from July 12- 14, 1995 for FEMAP 
affiliates as part of this assistance. In coordination with the Population Council, FPMD has 
supported FEMAP to become self-sufficient by providing technical assistance and funding for 
market and cost studies in some of its affiliates. During the week of July 17-2 1,two FPMD/LAC 
staff visited two affiliates (Oaxaca and Veracruz) that had participated in the market and cost 
studies to assess their progress in integrating the findings from the market study into their 
operations. 

III. ACTIVITIES 
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A workshop for FEMAP affiliates' operational managers and key staff was conducted by Maria 
Eugenic Arias and Cecilia McMillen on July 12-14, 1995 in Ixtapa, Mexico. Forty participants 
attended the workshop, 32 of whom represented 16 affiliates and eight staff members from the 
central FEMAP office in Ciudad Juarez. (There is a complete list of participants in Appendix 1) 

The main topics discussed during the workshop were: human motivation and work, authority and 
control, delegati.on, management by objectives, the performance management cycle, developing 
and communicating objectives and performance expectations, monitoring performance, and 
providing opinions. (Please refer to Appendix 2 to see the workshop agenda.) FPMD consultants 
attempted to tailor the exercises toward issues that related to the strategic objectives identified in 
FEMAP's Strategic Plan 1995-1997. 

The workshop was conducted using a range of teaching techniques. The workshop design 
incorporated brief lectures interspersed with cases, exercises, simulations, survey instruments, and 
diagnostic tools. The objective of this combination of methods was to integrate the conceptual 
ideas with participants' own experiences. 

After the completion of the workshop, two FPMD staff visited FEMAP affiliates in Oaxaca and 
Veracruz to follow-up on the cost and marketing studies from July 17-19, 1995. In both 
affiliates, FPMD staff interviewed clinic staff including the executive director (similar to a board 
president), the managing director, social workers, and medical staff FPMD staff also 
accompanied FEMAP social workers on supervisory visits to community volunteers (promotoras) 
and to talk with women who receive family planning methods through FEMAP's community 
distribution network. 

On July 20, 1995, FPMD staff met with the executive director of FEMAP to discuss potential 
areas for future support and visited the FEMAP affiliate medical clinic in Ciudad Juarez. FPMD 
staff also met briefly with Ricardo Vernon and Carlos Brambila of the Population Council to 
discuss potential areas for continued collaboration. 

IV. FINDINGS 

A. WORKSHOP RESULTS 

The FPMD consultants were very positively impressed by the willingness of the participants to 
engage in a very participatory way in a learning process that involved them in analyzing their own 
organization and developing ways to improve its functioning. The participants tried to identify 
concrete activities that would help them to set up a management-by -objective philosophy in their 
own organization. 

FPM]D consultants found that there was a great deal of diversity among the affiliates in terms of 
organizational structure and activities. Participants also had differing levels ofunderstanding and 
awareness of FEMAP's strategic objectives and there did not appear to be a common 
understanding of the relationship between FEMAP's strategic objectives and the affiliates' 
operational objectives. For example, participants displayed varying levels of understanding of the 
relationship between the numerical targets assigned to each affiliate for different services (clinical 
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and community-based), their relation to the overall organizational strategy and the behaviors and 
activities needed to achieve these targets. 

B. OBSERVATIONAL VISITS TO FEMAP AFFILIATES 

The FEMAP affiliate in Oaxaca, the Asociaciones Privadas de Ayuda a la Comunidad Oaxaquefia, 
A.C. (APACO), was formed in 1993. When APACO opened, they had a rented locale for the 
clinic and two social workers who visited nearby communities. Despite some preliminary 
difficulties in beginning to work in the surrounding communities, social workers had recruited 
nearly 180 volunteers by December 1994. Unfortunately, the APACO staff found that the clinic 
location was not ideal and had to move to another rented locale about one year ago. APACO 
staff has published this new clinic and its services by distributing flyers, radio spots and word of 
mouth. As of July 1995, APACO had 138 community volunteers who distributed family planning 
methods to women in their communities at accessible prices. For example, they sell a cycle of 
pills at a price of NP $2.00 compared with NP $8.00 in pharmacies and free of charge from the 
Ministry of Health. APACO also gives community users a 20% discount on certain services at the 
APACO clinic. APACO staff had just finished conducting the market and client study in June 
1995 so results were not yet available. 

The Centrode Farmiliade Veracruz (COFAV), the FEMAP affiliate in Veracruz, also participaed 
in the cost and market studies in early 1994. The COFAV director has used the results of the cost 
and market studies to develop a sound annual business plan. Although COFAV had hoped this 
year to achieve complete financial self-sufficiency in the provision of medical services and use 
excess revenues to subsidize their community health activities, the devaluation of the Mexican 
peso arid the subsequent economic crisis has made the fulfillment of that goal unlikely. Instead, 
COFAV reconsidered their cost structure and decided that the best short-term strategy was to 
continue to build up a core clientele by providing discounts to promoters and their clients, 
extending clinic operating hours, and shifting some medical personnel from full-time to hourly 
work. In addition, the COFAV director has used the information from the cost studies to set 
annual goals that establish the number of new and returning clinic patients that are necessary to 
reach a certain level of financial self-sufficiency. For example, clinic staff and community 
volunteers know that clinic visits are 57% of their target level and are taking steps to increase the 
number of new users. 

The methodology used to generate this cost information has been described in a FEMAP 
manual. With the help of experienced affiliates such as COFAV, FEMAP is using this manual to 
train other affiliates. 

V. RECOMMENDATIONS 

Based on the findings from the workshop and observational trips, FPMD staff 
recommends that the following activities be considered in the future: 
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• Training and support for fundraising: 

During the annual board meeting that took place at the same time as the Organizational 
Development and Performance Management Workshop, board members expressed a strong 
interest in developing local fundraising techniques. As FEMAP continues its search for ways to 
increase local funding, training in fundraising technique could be important. FPMD would like to 
identify a consultant with experience in fundraising in Latin America, particularly in Mexico, to 
work with FEMAP in that area. If possible, FPMD could also develop some simple monitoring 
techniques to track revenue yields of different strategies to guide FEMAP toward the higher yield 
strategies. 

o A workshop on Strategic Mapping with Board Members 

FPMD consultants recommended that FEMAP would benefit a workshop in strategic mapping. 
The process of strategic mapping is designed to help organizations clarify their vision, mission and 
strategic objectives. Since FEMAP is in the process of significant organizational changes, this 
workshop could give board and staff members an opportunity to develop a clear, common view of 
what their vision of FEMAP's future is and how that relates to systematic and procedural changes 
required by the organization. 

Qualitative Research on Client Needs 

Another area for potential FPMfD support is technical assistance and training in qualitative 
research methods to assess client needs and opinions. This qualitative research could focus on 
client preferences and explore some of the issues raised in the market and client studies. In 
particular, research could focus on client perceptions of quality in service delivery and serve as an 
important tool for managers. This activity could be undertaken in collaboration with the 
Population Council. 
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C. DGSR: 

The beginning of the planned extension of CQI activities to one selected state (Zacatecas) had 
experienced some delays due to the unavailability of state level officials until late September 1995. 
A new schedule of activities under the Memorandum of Understanding between FPMD and the 
DGSR was agreed upon, to accommodate the initial training activities for Zacatecas before the 
end of FPMD. 

D. Other 

A final debriefing meeting was held with the USAID/Mexico representative, and it was agreed
that he would participate in the initial field visits of the FPMD team for the CONAPO assessment. 

Additionally, meetings were held with Victoria Fuentes from IPPF/Mexico, Claudia Berastain, 
from SOMARC/LAC, Esperanza Delgado from Pathfinder/Mexico, and Ricardo Vernon and 
Carlos Brambila from PopCouncil/Mexico, to inform them about FPMD activities. Potential 
areas of future collaborative work under FPMD II were discussed with the PopCouncil 
representatives, without focusing on any one in particular., 

The portion of the trip devoted to visit the FEMAP affiliate of Veracruz and the FEMAP central 
offices, is included in ajoint trip report prepared with Beatrice Bezmalinovic and Nancy Murray. 



Lista de Participantes 

Veronica Valencia Garcia 
Ma. de la Paz Velasco Amador 
Centro de Capacitacion y Asesoria para el Desarrollo Comunitario, A.C. Aguascalientes 

Ma. de Cecilia Lara Aparicio
 
Irma Leyva de Cruz
 
Centro Consejo Privado de Planificacion Familiar, A.C. Acapulco
 

Yolanda Ramirez Medina
 
Centro de Orientacion yt Integracion Familiar, A.C.
 
Cuahtemoc
 

Rosa Medina
 
Unidad de Desarrollo de Chamapa, A.C. Chamapa
 
Chamapa
 

Irma Fierro Carmona 
Ma. Del Carmen Tarin Bejar 
Vision Demografica Responsable 
A.C. Guadalajara 

Patricia Pallares Chacarria 
Maricela Altamira Mercado 
Consultoria y Mejoria de ]a Familia A.C. Guadalajara 

Hilda Moreno Rodriguez 
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Centro de Orientacion Familiar A.C. Matamoros 

Dolores Pena de Mejia 
Centro de Orientacion Familiar de Guerrero, A.C. Guerrero 

Angela Moreno 
Hortencia Guzman 
Paternidad Responsable Orientada de Mazatlan, A.C. 

Silvia Toledo Flores 
Armandina Perez Torres 
Superacion Familiar de Irapuato 

Ana Graciela Cardenas Rivera 
Juan Manual Mendoza Gonzalez 
Grupo de Estudios de Nacimiento, A.C. Mexico 



Angeles Oliva 
Program de Desarrollo Comuntario de Mexicali, A.C. 

Olga Letitica Montellano Hernandez 
Blanca Morales Barroso 
Asociaciones Privadas de Ayuda a la Comunidad Oaxaquena, A.C. 

Olga Cantu de Trevino 
Desarrollo Comunitario de Saltillo, A.C. 

Ma. Esther Ladron de Guevara 
Jorge Osorno Vera 
Centro de Orientacion de Xalapa, A.C. 

Valentina Cobos Nieto 
Mercedes Escalante Ventura 
Centro de Orientacion de Tapachula, A.C. 

Erika Lopez Hernandez 
Ma. Lucia Sandoval Romero 
Centro de Salud y Planificacion Familiar, A.C. Tijuana 

Pilar Menendez de Morales 
Lidia Oropeza 
Centro de Orientacion Familiar de Veracruz, A.C. 

Armando Pasillas 
Pro-Superacion Familiar Neolonesa, A.C. Monterrey 

Ricardo Nevarez Ibarre 
Materno Infantil y Planificacion Familiar, A.C. Cd. Jarez 

Alma Rosa Galvan Duran 
Ana Ramirez Avila 
Maria de la Luz Vital 
Graciela de Leon 
Ma. De Angeles Valdez 
Ma. Eugenia Parra 
Laura Cano 
Francisco Alfaro Mata 
Eduardo Gonzalez Crosby 
FEMAP, Ciudad Juarez 



APPENDIX 2: Workshop Agenda 



APPENDIX 2
 
PROGRAM SCHEDULE
 

SEMINARIO-TALLER:
 

PLANEACION Y ADMINISTRACION DEL DESEMPENO
 

Mi6rcoles 12 de julio 

11:30 -12:45 Sesi6n Plenaria: 
Introducci6n al Programa 
Formaci6n de grupos 
Expectativas 

12:45 - 2:15 Ejercicios 
Filosofia Gerencial 
Estilos de Motivaci6n 

2:15 - 2:45 	 Receso 

2:45 	- 4:00 Simulaci6n: 
La Motivaci6n en las Organizaciones 

Trabajo de preparaci6n para el jueves 

Grupos de trabajo: And.lisis de la estrategia de FEMAP y su relaci6n con los planes de 
trabajo de lasafiliadas: Encajes y conflictos 

Lectura individual: Los Recursos Humanos en ia Calidad del Servicio
 
El Ciclo de Manejo del Desempefio
 



Jueves 13 dejulio 

8:30 - 9:00 Sesi6n Plenaria: 
Reflexiones 

9:00 - 10:00 Sesi6n Plenaria: 
El Proceso de Planeaci6n y el Ciclo del Desempenio 

10:00 - 11:00 Ejercicio: 
La estrategia de FEMAP y el trabajo de las afiliadas: 
Objetivos estrategicos y funcionales 

11:00- 11:30 Receso 

11:30 - 1:30 Sesi6n Plenaria: 
Presentaciones de los grupos 
Andlisis de traslapes y sinergias 

1:30 - 3:30 Ejercicios de aplicaci6n para la administraci6n del 
desempefio 

Trabajo de preparaci6n para el viernes: 

Del contiol al compromiso en el lugar de trabajo 
Casos Chipco 

8:00 Cena 



Viernes 14 dejulio 

8:30 - 9:00 Reflexiones 

9:00 - 9:45 Trabajo de grupo: 
Casos Chipco 

9:45 - 11:00 Sesi6n Plenaria: 
Del control al compromiso en el lugar de trabajo 

11:00- 11:20 Receso 

11:20 - 2:00 Aspectos de implementaci6n y planes de acci6n 

2:00 - 3:00 Sesi6n Plenaria: 
Clausura 
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PERFORMANCE MANAGEMENT WORKSHOP 
FEMAP 

July 12-14, 1995 

The workshop entitled "PERFORMANCE PLANNING AND MANAGEMENT" was conducted 
by a two person team, Maria Eugenia Arias and Cecilia McMillen, on July 12-14, 1995, at Ixtapa, 
Mexico. The workshop included 40 participants who were administrators and social workers in 
FEMAP affiliates throughout Mexico. 

The design of the workshop was presented inthe proposal that responded to the Scope of Work 
and protocol prepared by Family Planning Management Development (FPMD), and dated March 
27, 1995, and the Purchase Order dated May 26, 1995. This workshop incorporated findings of 
a needs analysis carried out by Maria Eugenia Arias and reported to Edgar Necochea in October 
1993 at FPMD. Additional input for the PERFORMANCE PLANNING AND MANAGEMENT 
workshop was obtained during a visit by Cecilia McMillen to FEMAP, inCiudad JuArez, in June 
1995. During this visit, top staff were interviewed and documents related to the Strategic Plan 
reviewed in order to include relevant information in the final design of the workshop. 

DESIGN 

FEMAP's Strategic Plan calls for the development of a performance management system that 
would include a definition ofjob responsibilities, evaluation criteria, and skills required in different 
positions. During the June visit to Ciudad Juirez, it also became evident that it was essential to 
define goals, objectives and performance criteria to align the activities of the different areas to the 
strategic plan that had been developed for the transition to a self-sustaining organization. The 
final design of the PERFORMANCE PLANNING AND MANAGEMENT WORKSHOP 
therefore included an exercise where the participants analyzed the main strategies of the Plan and 
related those to their individual affiliates and areas of responsibilities, developing objectives for 
each area. 

Another concern that was identified during the June visit had to do with the issues of 
accountability, feedback and evaluation. Performance planning and evaluation systems are being 
implemented at headquarters and at the clinic in Juarez. However, at the affiliate level, while 
there is clarity about the numeric goals and targets for various activities, there is little 
understanding of how to define performance objectives in terms of the behaviors and activities of 
individuals in order to achieve those objectives. This concern was addressed in the final design, 
and emphasized during the workshop. 

The main topics discussed and applied during the workshop were: Human motivation and work, 
authority and control, delegation, management by objectives, the performance management cycle, 
developing and communicating objectives and performance expectations, monitoring performance 
and providing feedback. Appendix I shows the program content, and Appendix 2 shows the 
actual schedule. MSH also has a full set of the materials used, which were delivered to Beatrice 
Bezmalinovic at the workshop. 

The participants were also provided with specially designed formats that provided examples of 
vision, strategic goals and specific strategies, and were asked to develop specific, behaviorally 



defined objectives for those strategies for their areas of responsibility. Then, they were provided 
with similar forms but without any examples, where they had to incorporate the affiliate's vision, 
strategic goals and specific strategies, .and develop area as well as individual objectives to 
implement those strategies. This exercise revealed great disparities in the understanding of the 
affiliate strategies, as well as little familiarity with FEMAP's current strategic plan. The 
participants were allocated time to discuss their strategies, objectives and action plans in regional 
groups, and to make commitments to meet to support each other in the achievement of their 
objectives. 

The design incorporated lecturettes, cases, exercises, simulations, survey instruments and 
diagnostic tools. The advantages of experiential training -- constant application of concepts to the 
participant's own experience -- were once again demonstrated in this workshop. The participants 
were constantly applying the conceptual inputs to their own experience, in a way that, according 
to their evaluation of the workshop, facilitated the possibility of applying what they learned to 
their work. 

RESULTS / EVALUATION 

A summary of the participant evaluations of the workshop can be found in Appendix 3. The 
evaluation form includes evaluations of individual instructors in terms of effectiveness, knowledge 
of subject matter, availability to the participants, and usefulness of the subject matter. The 
participants evaluated these aspects highly, and their comments reflect their perception that the 
course was very useful and very applicable to their situation. A few examples highlight this 
perception: 

Congratulationsto FF_.MAPfor carryingout this type ofseminar which supportsthe 
achievement ofa clearersystem to achieve concretegoals. Congratulationsalso to the 
instructors. 

It was a very complete course. It motivatedme very much to apply it to my program. It 
enrichedme greatly,andgave me tools to work in my institutionandfor my personallife. 

The course was very enriching,especiallybecause it was very practicalandfocused on our 
needs. Thankyou andcongratulations. 

These workshops shouldbe carriedout morefrequently,as they are very useful andallow us to 
expand our understandingandapply everything that is taught. 

I think both instructorsare excellentpresentersandallow most of the participantsto participate 
freely. I think they are excellentprofessionalsin theirfield. 

CONCLUSIONS 

Specific to the workshop 

We as instructors come away with a very positive impression of the willingness of the participants 
to engage in a very participative way in a learning process that involves them in analyzing their 
own organization and developing ways to improve its functioning. The participants worked very 



intensely, bringing their best efforts to come up with concrete activities that can help implement 
more of a management by objectives philosophy within the organization. As facilitators, our 
understanding of the organization, developed through the previous needs analysis, helped us to 
guide the participants in becoming aware of the strategic issues of FEMAP as the umbrella 
institution, and orient the exercises towards issues that were important to the affiliates. However, 
there seemed to be a great deal of diversity in terms of how much the participants understood or 
were aware of the FEMAP strategic objectives. 

One modification we would make to this workshop for an institution such as FEMAP would be to 
make sure that the overall strategy has been communicated and has been understood, at least in its 
broad outline, by all the affiliates. Further, it would have been very helpful to have had the 
Executive directors present as participants, since they are the ones who are best positioned to 
explain the strategic issues and work on the implications for their organizations with their chief 
administrators and social workers. What we were able to do, by adjusting the exercises on 
objectives and action plans, was to explain the linkages between the FEMAP vision and key 
strategic objectives with the affiliate purposes, and spent the bulk of the time in this section 
helping them develop objectives specifically for their affiliates, and helping them clarify their own 
vision. 

The absence of the executive directors made it inappropriate to spend more time reviewing the 
overall vision of FEMAP, and guiding a process to link that vision more explicitly with the goals 
and strategies of the plan, and with the visions and strategies of each of the affiliates. We think 
that this is an important step that needs to be taken. We have found that making those linkages 
enables people in organizations to gain a more concrete understanding of what the organization is 
trying to accomplish, and a greater sense of how their work is related to that accomplishment. 

The present state of the organization 

While it is clear that FEMAP, both at headquarters and at the affiliate level, has made some 
important strides in realizing the importance of self-sustainability, they are still far from having 
developed a shared vision about what that means and how they will get there. The strategic
planning document appears not to have a wide dissemination, and seems to have been developed 
without wide participation. 

At the affiliate level, there is a need to develop a much clearer understanding not only of the 
FEMAP and the affiliate vision and st'ategy, but also ofthe relationship between strategic 
objectives, affiliate objectives, and individual objectives. The participants understood that they 
had numerical targets to meet in the various programs, but didn't seem to connect those targets 
clearly to behaviors and activities needed to achieve them, or how they were related to the overall 
strategy. 

RECOMMENDATIONS FOR THE FUTURE 

1. Workshops for affiliate and FEMAP teams to develop a shared vision of the strategy. 

We think that in order for FEMAP to achieve its transition to self-sustainability, it is essential for 
the entire institution to have a very clear view of what the future FEMAP will look like, how the 



affiliates fit into that vision, and what activities and programs will help achieve that vision. The 
process we recommend is called strategic mapping, and we have applied that process in 
organizations to clarify the vision and strategic objectives, and link those to the activities and 
processes of the organization. This is even more important at FEMAP because it is important that 
everyone can be directing their activities and programs towards the same vision. It seems to us 
that there is a wide dispersion on effort in many different directions at the affiliate level, which 
needs to be much more focused. 

2. Follow up of the Performance Management workshop to promote the development and 
implementation a performance planning and evaluation process, address implementation issues 
and situations, and continue developing skills in performance management, especially monitoring
and providing performance feedback. FEMAP has begun to implement a performance evaluation 
system at the Juarez facility, which should be reviewed in a structured way before it is used 
throughout the institution. One of the benefits of the workshop we conducted at Ixtapa was to 
help understand and identify aspects of the organization at both the affiliate and the FEMAP level 
that need to be addressed in the implementation of a performance evaluation system, and to 
discuss alternative solutions to those issues. The implementation of the performance evaluation 
process at Juarez will probably generate a number of situations and issues that could be more 
systematically and usefully resolved in the context of a workshop. 

3. Managerial Skills Training. 

As was the case at ASHONPLAFA, we think that at FEMAP managerial and supervisory
personnel needs more formal training in management skills, especially as they relate to managing
the workforce. A program that is based on principles of experiential learning of interpersonal and 
applied communications skills, as well as planning and problem-solving skills would be very
helpful to this organization as it continues to grow and to move to a more professional and 
autonomous model. 



APPENDIX I 

PROGRAM CONTENT 

Day 1. Human Motivation and Work 

- Managerial Philosophy
 
- Motivational Styles Human Motivation and its Implications for Organizations
 
- Simulation - A Power Lab
 

Readings: 

- One more time: How do you motivate employees? 
- Motivation and employee work attitudes, by Lyman Porter and Edward Lawler III 
- The human side of enterprise, by Douglas McGregor 

Day 2. The Performance Management Cycle and the manager's role 

- The process of delegation 
- Exercises to establish performance objectives and expectations 
- Exercises to provide feedback and coaching to the employee 
- Application exercises 

Readings: 

- The Performance Management Cycle, by Cecilia McMillen 
- Coordination of individual and organizational objectives, by Jesus M. Casado Abad 
- Managing corporate culture through reward systems, by Stephen Kerr and John Slocum 
- Human Resources and service quality, by Benjamin Schneider and David Bowen 



Day 3. Creating a Context for the Achievement of Goals 

- Accomplishing the change from Control to Commitment: The Chipco cases 
- From control to commitment in the workplace 
- Implementation steps and action plans 

Readings: 

- From control to commitment in the workplace, by Richard Walton 

Readings: 

- From control to commitment in the workplace, by Richard Walton 



APPENDIX 3
 

EVALUATIONS OF PARTICIPANTS
 
COMMENTS
 

1. Son buenisimas (las instructoras), y nunca habia asistido a un curso tan feliz, y eso fu posible 
por su dinamismo y conocimiento del tema. Me hubiera gustado que fueran mas dias porque el 
tiempo no existe estando con ustedes. Felicidades y sobre todo GRACIAS. 

2. Felicidades a FEMAP por la realizaci6n de este tipo de cursos que ayudan al logro de un 
sistema m.s claro para lograr metas concretas. Felicidades tambien a las instructoras. 

3. Fue un curso muy completo. Me motivo mucho para lievarlo a la prtctica en mi programa. 
Me enriqueci6 mucho y me di6 herramientas para trabajar en mi instituci6n y para mi vida misma. 

4. Son muy din.micas las dos instructoras y amenas al sustentar los temas. Muchas gracias por 
todas sus finezas y atenciones. 

5. Ojald que estos cursos sea posible llevarlos a cabo continuamente. Gracias FEMAP. Gracias 
a las ponentes. 

6. El curso fu6 muy enriquecedor, sobre todo porque fu6 muy prctico y orientado hacia nuestras 
necesidades. Gracias y felicidades. 

7. Un profindo agradecimiento por las ensefianzas proporcionadas que tendrdn como parte 
formal el beneficio de la comunidad objetivo. 

8. Que se hagan estos talleres con mds frecuencia, ya que son de gran utilidad, ya que nos 
permiten ampliar nuestros conocimientos y poder lievar a la pr.ctica todo lo que aqui se nos 
ensefia. 

9. Aunque fu6 un curso un poco saturado por el poco tiempo, siento que tienen una capacidad 
increible para el manejo de grupo. Mil gracias. 

10. Creo que los objetivos del curso se lograron, pero considero que el tiempo fu6 corto. 

11. Integrar din.micas para que el grupo se integre ms. 

12. Todo muy claro. Fu6 muy provechoso. Espero seguir tomando mas conocimiento para 
trabajar mas en comunidad. 

13. Felicidades, muy productivo y ameno. Corto o largo el tiempo, el aprendizaje siempre bien 
recibido. 

14. Felicitaciones, esperamos no sea la primera y iiltima vez que nos veamos, y que nos impartan 
otro curso. 



15. Son ambas muy buenas expositoras y permiten que la mayoria de los asistentes participen con 
toda libertad. A mi manera de ver: son profesionistas excelentes en la materia. 

16. Es importante tener la capacitaci6n porque nos aclara dudas y nos auxilia a la elaboraci6n de 
nuestras actividades. 

17. Me gust6 mucho el estilo de las capacitadoras que no permiten distracciones y ademds tienen 
una manera muy amena de impartir las clases. 

18. Como suele ocurrir conmigo, el curso y su contenido Ilega a mi en el momento oportuno para 
mi programa. 

19. Solo que la experiencia hace "colmillo" y definitivamente ellas tienen una gama de 
conocimientos tremendos. Felicidades. 

20. Me encant6 que tengari tanto conocimiento y lenguaje tan claro y agradable. 

21. Les estamos muy agradecidas por el empefio de darnos los conocimientos para poder trabajar 
mejor con nuestra gente. Muchas gracias. Las dos son muy lindas y nobles. 

22. Su forma de impartir los cursos fu6 tan dindmica que no di6 lugar a distraerse ni aburrirse y 
motivaban para mantener al grupo con un interns permanente en las exposiciones. 

23. Mi agradecimiento por la oportunidad de poder asistir a este curso a FEMAP. 

24. Su material didd.ctico muy adecuado y entendible. La comunicaci6n verbal sencilla, amena y 
clara. Muy abiertas. 
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Quantitative measures: 

Efficacy of instructor MEA CM Availability of instructor MEA CM 

Excellent 
Very good 
Good 
Average 
Poor 
Total 

37 

37 

28 
8 
1 

37 

Excellent 
Very good 
Gpod 
Average 
Poor 
Total 

37 

37 

36 
I 

37 

Knowledge of 
instructor 

MEA CM Usefulness of material MEA CM 

Excellent 
Very good 
Good 
Average 
Poor 
Total 

37 

37 

37 

37 

Excellent 
Very good 
Good 
Average 
Poor 
Total 

34 
2 

1 

37 

33 
3 

1 

37 



APPENDIX 4: Results of Workshop Activities 



APPENDIX 5: Trip Report by Edgar Necochea 



COORDINATION MEETINGS W:TH CONAPO,
 
DGSR/SSA, MEXFAM, AND FEMAP IN MEXICO
 

JULY 17-21, 1995 

Edgar Necochea 

Family Planning Management Development 

Project Number 936-3055
 
Contract No.: Code DPE-3055-C-00-0051-00
 

Task No.: Code A 1700 MEFEM, A 1700 MECNP
 



I. Purpose and background 

The purpose of the visit was to meet with the Secretary General and the Director of State 
Population Councils of the National Population Council (CONAPO) of Mexico to discuss a scope 
of work for FPMD assistance on decentralization. The other purpose of the visit was to meet 
with counterparts of the General Directorate of Reproductive Health (DGSR) of the Secretaria de 
Salud y Asistencia Social, MEXFAM and FEMAP to monitor progress of activities carried out 
with FPMD support. 

II. Activities and Results 

A. CONAPO: 

In response to national and its own guidelines, CONAPO is trying to implement an active process 
of decentralization of population policy-making to the state level. In order to execute a diagnosis 
of the current situation of the State level Population Councils (COESPOs) and prepare a pn for 
support for the implementation of the decentralization process, CONAPO requested assistance 
from FPMD. During the meeting with the Secretary General and the Director of COESPOs of 
CONAPO a proposed scope ,fwork for FPMD, submitted by CONAPO, was discussed. 

An agreement was reached on the procedure for the implementation of the technical assistance 
from FPMD. For a first visit, FPMD wouid send a senior three-person team to examine the 
situation of a sample of COESPOs and determine local needs in population and the caracity of the 
COESPOs to satisfy those needs. Additionally, opportunities for support to the COESPOs would 
be identified during this first visit. During a second visit, FPMD would examine the capabilities of 
CONAPO itself to provide support for the COESPOs, and would develop a comprehensive plan 
for assistance to CONAPO and the COESPOs to implement the decentralization process. 

A tentative date was set and an initial program for the first visit was outlined with the CONAPO 
representatives and channels of future communication were established. 

B. MIEXFAM: 

The progress of sustainability and continuous quality improvement activities was briefly 
reviewed with the Executive Director of MEXFAM. As a result of this initial review, several 
areas for potential support under FPMD II were identified: 

0 Continuation of the process of continuous quality improvemenent, emphasizing 
the service delivery level, 

0 Technical assistance in clinic management, 

* Financial monitoring of the performance of MEXFAM's clinic network, 

0 Organizational development. 


