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cnary of rindings and Recommendations

n

In troad terms, the lathfinder Fund is generally accomplish-
ing objectives of Grant AID/csd 1870, While the Pathfinder
organization merits the confidence of A.L.DN, for continued
support, we believe it must intencify its efforts and achieve
a hethter programming and management competence, fully com-
mnensurate with its inereased size and plobal involvement.,

The Azency's grant agreement with the Pathfinder rund ic
overly conplex. The grant document with its thirteen amend-
ments is cumbersome, internally inconsistent, and difficult
to administer Trom the A.1.D. and Pathfinder viewpointe.
It 15 more like a contractual arrangement than a true grant.

Approximately =0 vercent of the Pathfinder iund's finances
are recceived from A.1.D, Although both Pathiinder and A,I.D.
vould vrefer a more cvenly balanced fundiry; ratio the cur-
rent ratio has not been, as a vractical mstter, o disadvan-
tage to the achievement of mitual objectives.

Zecommendations for AA/PHA Action:

"mst the AJT.D./Pathfinder Fund reluationship be recast into
5 true sroantor/prantee arrangement in line with the recent

4 4

Lol D, wolieys Lrends on prants vs. contracts,
! N 124

“het Lhe Asency's grant, and its nunerous amendments be re-
nezotisnted no o single cohesive docuament which would better
express in clear concice terms the understandings between

the partiles,

That ?HA/FOP work out with the Pathfinder Iund arrangements
for Tathiinder's establishment of target dates for the full
operational application of subproject desijm practices,
good cvaluation volicies and procedures, and improved cost
effectivencee measurement practices,

That A.7.D. maintain continuing emphasis with Pathfinder

to see that the rate of improvement in manapgement and
overational matters continues at a pace that justifies con-
tinuing large AJI.D. inputs,

ihest, “PA/EOP arrange to have the Pathfinder tund prepare
appropriote conntry strategies Tor multiple project countries
aned apply Lham on o consintent basic., 'These strateyies

shnll eonform to basie A,T.D. uidelines to assure that

they arce nol, inconsistent with A.T.D. program and geographic
cmphasis.



<. That under tho new avrrangements, the Direct Propgram Support
budget item te eliminated and that the sub-items included
therein e funded under Administratlive Coste,

Introduction and Scope

in Action Memorandum (May 4, 1972), preovared by PPC, by which
the Depuly fdministrator avproved a $3 -illion irant to the
Tuihiinder und included the following "conditions™:

e project is approved in the amount of $3.0 million
trnrousn Tecember 31, 1772, with the understanding that
(a)  The planned evaluation of Pathfinder's ef-
act: s and progress in achieving the objectives
stated in ATD grants will bLe completed by fehober 31,

(b)Y The Auditor General's Operations Appraicsal
Staff will ccoduct o review of the manurement and programr
relationships ot AID and the Pathfinder iund with the
review completed by October 31, 1972."

The "Discuscion” seeticn of the Action Memoranduwn stated in
part:
"...ihe PROT describes the project as a grant, liow-
ever, it lists by title all of the activities which are

+o be supported with ATD funds and further provides that
each activity will be reviewed and approved by AID prior
to implementation (cee page 8, sections 7e and f and page
“, secticn ‘), ‘The above provisions are in many respeclg
identiczl to that found in contract-type relationshing, ..’

1t continued:

"...Uo believe that the management and program rela-
tionzhins between AID and an intermediary are necessarily
different in those cases (1) where we are supplying general
program cupvort to the intermediary to continue or expand
activities which contribute to ATD's overall objectives
and (7} where we provide funding to an intermediary to carry
out cuecified ATD activities as determined by AID. The
Tormer we Lelleve are most appropriately funded through
n pgrant mechanism while the latter are most effectively
executrd throush a contract. This project utilizes the
zrant mecnanism to accomplish these two distinct types
of' objectives..."

D
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riz review of progran 4nd management relationshins helween

e 2.D. and the crantee was made vursuant to the above-referenced
d1r ection *rom the Deputy Administrator. 't covered all per-
tinent A.T.D, and Tathfinder Fund documents, interviews with
concerned porsonnel at A.T.D./W and in-depth interviews with
Pathiinder ound cxeentives in Boston, Massachusetts,

4 threc-man vrofessional team review, as contracted for by
the Yund, wag being conducted concurrently with the AG /DAL

eview, L of the date this report is beinsg written, the iund's

3 team has not submitted its report, lowever,

tre toam has had the benefit of the Mand's tewm's ten-
tat i and conclusions, and these have been concidered
in report.

ot AL D/ Pathfinder relationshing was oo broad

X Tte main emphasis was on suitability ot Lhe use

o this orrancvation and the effectivencss ot the arrangements
in terms of -ccomplishment of A.L.D.'s vropeam objectives,

We did nobt audit the agreements in o traditiona) sence as coot
audits have been handled wder obher arrvagremento--see Sechiong
7 and X[ below,

AL Chort Hirctory of the Pathfinder Fund and A.1.D.'s Involvement
in the ifund

“ne enthfinder Swid 1s oo private charitable United dlates

e a**'", incorporated in 1997, to continue the work of
o, rence o, amble in stimalating the introduction of
?~"‘”" ""w'wn practides world wide. From 100 to 1w the

AN
arage anrwe! disbursement of the Pathiinder und was SRS R

Uurinq this neriod the Gaunble vamily was practically the sole

contritmtor,  In 1wE, the Pathfinder Mund's “ourd off Directors

deeided o erpand the Pathfinder propram and eiforts were made

t from sources other than Dr. Gamble's {rundly,

AT.D.'o initind involvement was a contract (cod 1973, June
1207) to establish a "Munily Plarning Svaluation Center for

the analysis ¢f data on interuterine device (1"m) insertions

in LDCs. "he Center and the data analysis activity have been
successfully Llanched and are no longer A.L.D. funded. The
current extension of the controct is confined to the Fathfinder
und's schingg s oa channel for funding research and Jdevelopment
of & revercible vasectomy device by a doctor at the Wew York
Vedieal College,  Present plins eall Tor this contract to be
Lerminabed in dane 1979,

On January 1, 1008, a three-year technical assistance world-
wide preant, (ATD/cod 1470) was made by A.T.D. to the Mathfinder
Fuand for 00,000 to augment the Pathfinder Hund resources
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Tor making subgrants to initiate family planning services in
DCz. This erant is still active, having received several
incramentst #% million was added to the jran® in 1972, “The
curulative tobal 15 #0907 million. Irom 1G58 +o 17772, there
ware alse prants from ALT,DU's Resional Purcaus.  "“he last re-
zional gront wis discontinued during 1070 and 411 activibies
are now Muded from the worldwide prant. (A1 esd 14700,

Pathfinder's income from its non-A, 1.0, sources har increasced
since 1969 Lo I750,000 in 1971, Duthfinder MY 1072 income

From non-A, 1,0, scurces was precisely boo6, =450, However, asbout
VRGO, of Ll was a special disbursement 'rom the estate of
Loy Tlurence tunhle) and does not truly renresent the tapping
o i ronrneg of dncome.  ALLLD, grants te the Pathfinder bund,

o

nowerer, nove ineroased Lo oa far greater order off meymitude,

{2qr csd 1870 Regional Totnal

700,000 o 600,000 41, 300,000
2,500,000 570,000 7,070,000

71 2,95 ;000 571,500 4,006 500

- oy

e Ik, 000,000 350,000 L 350,000

TOFALS  §9,695,000 $2,001,500  $11,786,500

The: Pathfinder Vund Creanication and Tts Activities

In 17607, heiore iis rivst agreement with A,I.D., the Pathfinder
Fand hind 11 headguarelers personnel, excludin: bhe Poard of
Directors, «nd & perzonel In ite ffeld scaff, With funding
availnuilihiog activiiies increasing on a reometric ratic,
and LR b wect Lems ooff controlling an extendad overseas

i Hoston el the overseas ctarfs grew, As

, personnel had inereaccd o <0 in the *lead-
suacters olafd and YO in the fleld staft,

“iscal Year 1071 was a walershed year for the Pathfinder =und
during which 1t nndertook a major review of its objectives,
vlans, vrosrams, orsanization and management, 't found that
the develorment and sophistication of Pathfinder Mmd's oro-
gramming and management systems had not kept prce with the
growth in ils finaneial resources and number of subprojects

and that the Pathfinder Fund's management of its activities had
deteriornated,

A oportion of this wias deobligated when the NECA grant was

terminated,

e



“he Fund then initiated a continuing program ot overall manage-
ment imvrovement. it reorganized its structure, established

2 gystem of policy and procedures issuances, inustalled an
appropriate accounting and auditing system, and increassed the
size and vypgraded the quality or its staff.

The FMund also drew up a set of subproject selection criteria
which it believes are consistent with its objective "to find,
demonstrate and promote new and efficient patlis which lead to
lower rates of population growth," These are:

1. Iniroduction und demonstration of family planning
gervices to population without such services.

"z, Introduction of new or improved techniques for the
delivery of family planning services.

3. inlroduction of new or improved techniques for in-
fluencing those attitudes and values of peovle which
determine family sirve.

+4.  Introduction of those Tertility control drugs, devices
and techniques which of'f'er improved protection against
unwanted pre;mancies.,

'S, Field tecting of new and improved Lechniques for the
delivery of family planning services.

"6, Field testing of techniques of influencing those
attitudes and values of people which determine family

S510,

7. Field testing those laboratory proven fertility control
drugs, devices and techniques which appear to offer
improved protection against wnwanted pre.mancies.

"7, Conduet of specific projects in the field of rovulia-
tion planning requested by substaniial contributors
orovided the conduct of' such vrojects does not inter-
Tere with work in progress in the zbove liscted areas."

the number of subgrants funded by the Pathfinder Fund averaye

26 per year preceding Fiscal Year 1908, Hince this period, the
number of subgrants has rapidly increased. During I'Y 1972,
Pathfinder Mund vrovided funds to 169 new subgrants (A.T.D.-
funded: 114) of which 8 (AJI.D.-funded) were for bulk procurement.



As of Auzust 31, 17572, the number of active subgrants was 109
(A.I.D.-funded: Y1) of which 16 (A,I.D.-funded: 13) are for
bulk procurement of commodities. These subgrants range in
dollar costs Trom 3985 Lo 497,200, Those subgrants in excess
of $lO0,00U each constitute 40.5 percent of the total dollar
commitment and .6 percent of the total number of projects,
32,739,310 of ALL DL funds and $518,530 of wrestricted private

funds have been comnitted to the 109 subpgrants.
review of the active subprojects shows, for example--

- 1% subvrojects ir Indonesia, most in support of
Mohamnadi jah, the social welfare organivation of the
Muslims in Indonesia, with purposes ranging from sup-
vort for the only Muslim General Hospital in Djakarta
which previously had no family planning services to
the recording of a song on family plamning for the pur-
pose of relaying the messuge of family planning to the
Indonesian public, to travel to intermational workshops
on populstion educntion,

- 7 orojects in the Philippine Islands including such things

e

23
- Pamily planning programs for leprosaria

- Pamily planning in Muslim areas excluded from the
Govermment of Philippines program

- Family planning program for prison inmates and
families allowed visitetion rights

- Panily plarmming through urban industrial missions
and rural improvement clubs

- 5 projects in Colombia including a $00,000 mass media
vroject, a pilot clinic, a vasectomy program, and a mobile
field workers' project, all in support of PROFAMILIA,

- Bingle or twin projects, mostly in African countries,
aimed alt paving the way, e.g.,

- Denepal: Providing support, for the fifth year,
of the operations of the Clinique La Cioix Bleue
in Dakar, the most active family planning clinic
in West Africa, and an increasing number of satellite
clinics, looking toward the establishment of a family
planning policy by the Government of Senegal and
the assumption of support by other organizations
than the Pathfinder Fund.

- 6-



- Ethiopia: Graduate studies, off'ered by the Popula-
tion Division of the Graduate 5chool of Public Health
of the University of Pittsburg for the Head of the
Jaternal and Child Health Division of the Ministry
of Health. The purpose is to bring expertise to
the higher levels of Lthiopian medical administration
in the development and coordination of Maternal and
thild Health/Family Planning services.

- Zululand, south Africa: Travel to the 1., for
technical and practical training in family planning
to pemit two women to offer family planning services
in their clinical practice in the hospitals in “ulu-
land which service rural tribal areas.

- zaire: TIntroduce and establish family planning
services in the Ubangi area of Northwest Zaire,
throurh support of a mobile mate nal and child health
clinic and the work of the Paul Carlson Hospital.

Srant or onlract

L nrorosed “nlicy Determination, which had been "reviewed and
cormented on in the Administrator's Advisory Council mceting
? angust 19, 1972" is in the penultimate stapges of approval
23 *this war written., [t states:

o

"Self-restraint in the imposition of vropsram and mansnre-
ment control by A.T.D. officials is an csusential feature
ol grant activities. 1If there is o be any cipgniflicant
degree of operational eontrol over a group's program, use
of a grant is inappropriate. Particular care should be
taken to avoid the imposition of requirements for approval
and for reports and/or restrictions that are inconsistent
with reasonable program and manapgement flexibility for the
grantee,”

The regquirencnts of cod 1870 are broad and generalized but are
a6t in conformance with the above definitions, which we wunder-
shund te be the ovolving AVT.D. poliey.

In order to mect the requirements of csd 16570, Pathfinder has
adorted the followir - procedure for approvins new subgrants:

2 subgrant may be conceived by an LDC private organization,
originated by Pathfinder personnel, or by A.I.D., but, in each
case, the LDC organization which will implement the project
rmust initiate the formal application. ‘the Pathfinder Fund's
Program Operations Director for the re'evant region, with the
guidance of the relevant scientific staft officer, then prepara:
a. project precis. The precis is then considered by the members
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07 a2 Frograr Z-view Committee, composed of all nonsecrebnrind
znd nonclerical stalf members of Pathfinder headquarters.

If the provosal is found tentatively acceptable, based on this
vreliminary review, it is rewritten in greater length in the

form of a Project Description and presented again at a subse-

quent meeting of the Program Review Committee. 1f approved,

the Project Description is submitted to PHA/POP by the Executive
Dirvector of the Pathfinder Fund. If PHA/POP finds the sub-
project provosal acceptable, the Project Munager oblains clearance,
“hrough *he tesional Bureau, from the neceussary USATD or Tmbassy
:2 +hawva 3¢ no A.1,D. Mission in the country).

‘learznce procedures within A.T.D./W for a Iathlinder rund
mrcrosed subrroject are the same for a small request of = B10,
rasectomy kit as ror a $300,000 project for family planning
centers in Veneruela. The A.I.D./W clearance procedure for
the nineteenth o1 the subprojects in Indonesia was the came

as for the first irail blazing, family planning subproject in
an African country.

The A.I.D. Micsion, the Embassy, or pHA/POP may reject or pro-
pose modifications to the project. During FY 1972 there have
been a total of three cases of rejection and one case of major
medification. The latter is Venezuela--Nationwide Family
“lzmning Zenters PIN 1211, which A.I.D. had asked the Pathfinder
Tord to wndervrite. The three rejections were--

- Zambia: A subproject to send a Zambian doctor to an
interrnational conference on family planning was turned
dovn by A.I.D. on the grounds that the Zambian Govern-
ment would view with disfavor any U.:3. Government sup-
port of family planning in Zambia at that time. The
Pathfinder Fund then used its funds derived from sources
other than csd 1370 to underwrite the 7ambian doctor's
attendance at the conference.

- Zaire: A subproject to provide assistnance in the initia-
tion of family planning services by several missionary
doctors was submitted by the USAID to the Government of
Zaire for official approval. The responsible GN7 official
rejected the proposal,

- Colombia: A subproject proposed by PROFAMILIA for a
market analysis on the commercial distribution of contra-
ceptives was rejected by A.I.D. because of an unresolved
disagreement on which organization should perform the
analysis.

The annual program submitted by Pathfinder, although detailed in
nature, is tentative as to exact amount and does not have deteiled

-R-



budgets for subgrants. iathfinder states that under normal
conditions no project will continue for more than three yearc,
tut they are flexible. The Director of Operations identifics
three current subprojects which have received support [or more
trhen three years.‘ However, even within the three-year frame-
work a significant number of subprojects are renewnls,

“or thece subprojects, as the Pathfinder Mund improves its
evaluation process, PHA/POP will have adequate evaluation
irformation without going forward to the USAIDs or Fmbassies
er oz rance each year. TFor new projects in new countries
nczt country personnel, USAIDs and Fmbassies may well
usztle and useful information available to Puthfinder

12 te brourht to bear. Overall, however, it would
32erm tha?t it should be possible to drastically reduce the nurter

v

o7 A.I.D.. "W clearances.

o

A
B

2y
ISUIS (RN o)
B )

We have geone into the process of internal clearances in some
detail to show that the Tund has developed into 2 relatively
sorhicticated institution., While we have mnde two recommendn-
tions for further improvement of Pathfinder's processes (internal
operational and stratesy improvement), we believe it is Hime
to let them graduate. We believe a new grant wreement on a
true grantee basis would be mutually advantapgeous. Ve suggest
it provide general criteria and thus produce PHA/POP clearance
of mroject detail, If AA/PHA feels it cannot go this far, the
contract techninue (Pathfinder generally considers this un-
seceptarle) zhould be used, but even here a more businesslike,
oriderly apreement. 1c needed--see Gection VT helow,

“eccrmendation:  ‘that the A,T.D./Pathfinder Fund relationshiv
e recyst into o Lrune uruntor/grantee arrangement in line with
the recent A.I.D. policy trends on grants vs, contracts,

“Z. The Grant Document

jrant Number AID/csd 1870, which was signed on .Januar- %, 1903,
cortinues in effect to this day, having been amended 1 .rteen times
over the years. A fourteenth amendment is currently in draft,
This number or amendments, some of which are gquite exbensive,
covering most Articles of the Grant and introductory lanpuase
preceding the Articles, is cumbersome. ‘Ihe Amendments add
Articles, delete Articles, and alter and re-aller passages

and even whole Articles.

7 lehanon - Pemnle Dterilization Clinicy; Senegal - (‘linique La Croix
Ilene and Datelliles; and hilippines - Dansalan College Extension
nervice,  fhe P'roject Manager in PHA/POP states that he very care-
fully concidered these three subprojects when they were vprovesed
and determined that their continved support beyond thre- years was
Justified.

-0-



1

.e Sranv iz more like a2 detailed, vrecise contract. FEven co,

* contains many inconsistencies. TFor example, Article VIT -
2zorts, was changed by Amendment 10 so thal an interim repoet,
is now due on iMarch 31, and an annual report i: due September
30. However, the covering letter to Amendment  which containg
detailed and essential guidance on reportim: and obher matiers
still calls Tor the same reports by their former dates of Augnust,
31 and March 31, respectively.

T e

Another example: Article XVII, Administration ot Sub-Grants,
zdded by Amendment 1, states that within six months of effective
date of the Amendment, A,I.D, and the Pathfinder FFund "shall
endeavor to agree upon mutually acceptable practices and pro-
cedures to be followed by the Grantee in making subgrants here-
under and in insuring prudent administration of such subgrants,
Such agreement shall cover, but not be limited to" a proposal

tc be submitted within ¢ days by the Pathfinder Fund for (1
“te criteria for the selection of subgrantees, (2) provision:
Tor end-use checks of subgrants (including audits and £ield
ChLeCKs Wner= practical), and (3) means of assuring that sueh
subgrants do not duplicate other subgrants made by other private
orgarizations receiving funds from A.I.D...."

Subsequently, a year later on June 16, 19G9, through the co-
signing of the covering letter of Amendment 2, A I.D., and

the Pathfinder Tund agreed on a number of practices and pro-
cedures, However, the three specific subjects cited above were
not covered. We could find no evidence that Pathfinder Fund

had submitted a proposal as required. 1In fact, Pathfinder

Fund officials stated, that they had never done so. Furthermore,
we could find no evidence that A.I.D. had ever raised the

matter within the six-month time limit or subsequently.,

It would not be difficult to expand this listing of inconsist-
encies, ambiguities, and contradictions in the current grant
document. The original grant and amendments take a total of

“% mimeorraphed pares, and one needs a map to follow the changes.
Pathfinder has recognized this and has three times subritted

2 codified version of the Grant Agreement to A.T1.D.--once in
1770 snd twice in 1971, but A,T.D. has never responded. 1t is
rrvicus that a new prant document must be written.

recommendation: That the Agency's grant, and its numerous amend-
ents be renegotiated as a single cohesive document which would
vetter express in clear concise terms the understandings between
the parties.

-10-



validity of the Grant Mechanism Where dA.I.D. Contributes the

Major Share

Section V recommends that Pathfinder be treated ns o prantee

and not a contractor; it does not discuss whether the firant
technique requires a minimum level of financing of Lhe prantee':
program from its private sector resources. Grants are intended
to assist non-governmental organizations to accomplish objectives
vhich are parallel to U.S. Government objectives., A critical
question, therefore, is whether the Pathfinder Fund can have
lndenendenf objectives when approximately 80 percent of Path-
finder'sz resources are received from A,T.D.

The PPC Action Memorandum (May b, 1972) specifically raises
the issue to which Section V was addressed, i.e., is A,L.D,

suppnlyins ceneral program support to the intermediary to
continue or expand activities which contribute to A.7.D.'s

werall oblectives." A: it was noted in Section V, the cur-
rert siftuation is mixed, but it is recommended Lhat this te
clarified and that the rrant mechanism be utili-ed.

PC also notes with seeming approval that A.T.D. and Puthfinder
have informally agreed "the ideal situation would be one where
the funding ratio would be Pathfinder 50 - AID %0 for Pro-
jects which both are interested in undertakirny. 1%0 memorandan
also suggested 100% A.T.D. funding for subprojects "initinted”
by A.I.D. The grant type partnership permits a dinlojue in
which both parties present suggestions, and there are no current
Pathfinder subprojects which the IMind feels were undertaken
solely because A.T.D. requested it, i.e., there are no 100
percent A,I.D.-interest subprojects in this context. The
VYenezurla cubproject for U0 Family Planning Centers at $315,855 D,
and the Taiwan Crals and Condoms subproject at PHOT7,000, are
apecinl cnsesz, "hey were both urped on Pathfinder by A.T.D.
tioveyer, futhfinder would have undertaken them and used its
nonie-£,1.0. funde even wilhout special ALILD, intervention,
vut on a smaller scale at a lower funding level., '"he Venesuele
zubrrojzel weuld have been for a much lesser vumhnv ol Jerters
znd 2 lower budpet and the Taiwan contracentive supply subrrelect
weald have been decreased because it would have consurmed oo
mich ¢f Tathfinder's limited amount of non-A.1.D. funds, Thur
crder or magnitude of these two subprojects iz w matter of
Z. interest entirely,

.D. has never established a firm policy on what is the
de51rable maximum for its contribution in terms of a percentape
of total grantee resources. In the case of the International
Plamned Parenthood Federation, A.I.D. contributes 40 percent.
This level represents what both parties f'eel is the maximum any
one nation should contribute to this nulti-nation activity if

-11-
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the Federation is to te equally responsive to all members.
in the case of the international Fxecutive iicrvice Corps,
~.1.D, iz contrivuting %% percent.
There iz no mazic in the 50/50 ratio. Pathrinder has increased
-nC renoyrecs ssined from non-AL,I.D, sonrces, bul for the moment
i% has reached a plateau., To apply the 50/)0 ratio would in
=1l probahility mean the discontinuing of the type of programs
rew carried on in milti-project countries, e¢.g., Indonesia,
- Colombia. “he result would be a complete change
profile. The major questions to he fuced are:
~e-eo. want to encourage the non-govermmental sector; and,
snz rzinTinder Tuand the lo rical vehicle to do so, I the
angwer to voth questions is yeg,” then the funding ratio iooue
ig relevan®t but not of major importance. A.!.D. is, and should
centinue, to urge Fathfinder to increase its privabe resources:
vut the size of our contribution should be dependent on our
assesement ol Fathfinder's ability to crrry out our mutual

objectives.

leed fTor Better rroject Preparation and Fvaluation

“n broad terms the Tnthfinder Furd is generally accomplishing
the objectives of Grant AID/csd 1370,  While the Pathfinder
organization merits the confidence of A.I1.D. [or continued sup-
rort, we believe it must intensify its efforts and achieve a
netter procrammin and management competence fMi!ly commensurate
with the size and complexity of its operations. 1t should
continue to imuro"\ its vroject design and evaluation volicies,
nrocedures and techunlaues and further train its personnel to
r.oce ends.

remnfinder currently has procedures which net standard: Tor
vroect preparation and evaluation. How.ver, the operating
leadership or tre iathfinder Fund (the ixecvtive Director and
the Director oI “perations) acknowledge that. the standards set

o the sulidance are not achieved in practice. 'This is particularly

true on twe points, Firstly, Pro;z2ct Descriptions are not alwrys
written zo that goals are stated in finite, measurable terme.
This Ilawr some of the puidance that the subprantee often needc.
3ut more importantly, the absence of such precision interferes

n uzeful evaluation. An example of this is a project entitled
cangladesn-Deronstration Post Partum Family Planning I'rogram
now opending PV%/P”“ avproval, Tue Project Description sives
its roals, as follows:

.ed 4
ks

"VI. Goals of the Project

1, "To develop a successful demonstration post partum
famlly planning program in T:iingladesh,

-10-



2. To determine whether the post partum approach,
which includes ante- and post-natal motiviation
and counselling, is an efCicient and effective
w2y to obtain acceptors in Bangladesh.

To develop a body of experience, expertise and
trained person.. 1 which can be used to plan
and implement a large scale post partum family
planning proygram,

e
.

LY, To determine whether and how existing health
personnel who come in contact with pregnant

and recently delivered women, as well as their
husbands, can effectively refer these men and
wonen to clinics for contraception and steriliza-
tion."

The first goal particularly lends itself to statement in quanti-
tative terms but does not do so. What are the measuratle
ingredients of a "successful" post partum family planning pro-
gram? TIn what time [rame might they be expected to be achieved?
These aquestions are not answered in the statement of poals,
secondly, cvaluntions arc inadequate., As the I'und Director of
‘merations emphatically siated, they are too "subjective."
“onziderable improvement ic needed in their content, coverage,
zrd frormst. o ctandard formalt is used. Project evaluation
“ound in reports, memorandums, and letters from subgrantees.
i2ld staff, and headquarters staff. There is no systematic
~roach,

W fote
QRN ELIN ¢
$4D

Pathfinder's stated policy requires that reports "shall provide
data adequate to evaluate the cost effecti- eness of the pro-
Ject methodolegy." Reports from clinic subprojects generally
contzin comporehensive budget and expenditure information and
information on the number of acceptors, follow-up visits bty
acceptorsg, and additional measurable units of' achievements.

-n the field only PROFAMILIA in Colombia is developing cost bene-
7it ratios based on this material. The l'athfinder Fund itself
as done little to correlate and analyze this data to produce
coet benefit measurements, This, not only prevents cost ef-
fectiveness evaluation but also means that the Fund is not in
3. pocition to inform the local government or other potential
donor how much maintenance of the subproject will cost when
the host pgovernment assumes the funding after the Pathfinder
Ffund withdraws.

The Pathfinder I'und is keenly aware of its shortcomings in sub-
project design and subproject evaluation and intends remedial
action but, without professional help, these efiorts are un-
lixXely to be successful., A,I.D. has done conciderahle work on
project evaluation and should be able Lo make s valuable con-
tribution to Pathfinder.
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Zecommendation: That PHA/POP work out with the Pathfinder Fund
arrangements for Pathfinder's establishment of target dates for
the full operational application of subproject design practices,
zood evaluation policies and procedures, and improved cost ef-
fectiveness measurement practices.

~ecommendation: 'That A.I.D. maintain continuing emphasis with
Zathfinder to see that the rate of improvement in management
and operational matters continues at a pace that justifies con-
“Inuing lzrge A,I,D, inputs.

seed for country Strategies

Fathfinder considers all projects as equal and has no specific
strategies for individual countries. FExcluding bulk procure-
ments and regional prcjects, four countries have 39 projects
(Indonesia 19, rhilippines 9, India 6, Colombia %) while wh
other less develonod Fountrles have a totdl of only 4O projects.
Discussions with Puathfinder Fund executives reveal that there
is an evolving strategic vision which exercices some limited
discivline in the promotion or selection of subprojects, but
that this strategy has not been worked out, country by country,
has not stabilized enough to be committed to paper, and is
only partially understood by the field staff and the members
«? the Program Review Committee., Furthermore, the Pathfinder
“und hss had no discussions with PHA/POP on country stratecies.,

“ecommendation: That PHA/POP arrange to have the Pathfinder

“und prepare appropriate country stratepies for multirle rro-
“eet countries and apply them on a consistent basis., Thece
cwraterien chall conform to basic A,T.D. guidelines to assure
that tth are not inconsistent with A.I.D. program and geographic
e

Administrative Costs

The Agreement ctipulates that salaries, travel, and other re-
lated costs Tor such home office and field staff dealing directly
with the subgrantees are charged to Direct Program Support and
{52 the positions. Other administrative costs are covered
. overfead allowance based on the rntio of Mund activities
e A T L. to total activities. This dichotomy does not make
senoe “Tose personnel who are entirely funded under Direct
orram Jupport are not devoting all their time to A.I.D.-funded
subprojecls.  hey also are involved in subprogiects suprorted
by unrectriched Mmnds (i.e., Pathfinder ™and monies from non-
Al D cources),  Phus, AJT.D, is paying for work which it had
ol intended to.  in addition, there is an extra burden of work
For the Iathfinder Pund and for A.1.D. in the requirement that
items covered under Direct Program Support must be prepared,
submitted, and approved as subproject proposals. " A I,D.
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desires to reduce overhead costs, this can be accomplished by
reducing the percentage allowed, but A.I.D. should not be
specifying positions in the Boston office, The current syster
also has the disadvantage of making the persons in the posi-
tions insecure and increasing the difficulty of recruitment.

Recommendation: That under the new arrangements, the Direct
Program Support budget item be eliminated and that the sub-
items included therein be funded under Administrative Costs.

I, Internal Control and Audits

In our review, we did not examine in depth the internal control
and audit system of the Pathfinder Fund. However, we studied
reports and procedures and talked with relevant personnel in

A, I.D. as well as Pathfinder's home office to be assured that

a satisfactory check is kept on Pathfinder's financial transactions.
The Pathfinder Fund's accounting system, prior to the establish-
ment of the grant, was completely inadequate to meet minimal
acceptable financial management standards. Under A.I.D.'s in-
sistence and with considerable excellent professional advice
and zuidance from AG/AUD personnel, the Pathfinder Fund in-
stalled an eminently satisfactory system of accounts and in-
ternal control uand audit system. The system includes an annual
audit of the home office by Price Waterhouse and Co., and
similar audits of all field activities and subprojects by local
Price Waterhouse affiliates, In addition, the Pathfinder Fund
employs, on a full time basis, an accountant who is responsible
for internal audits, checking each voucher of the home office.
This accountant also visits annually each area office and
country office around the world and performs an internal audit.
We believe that Pathfinder's internal control and audit system
is well in hand, and that no benefit would derive from our
further review of it.
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