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A B S T R A C T  

E.~aluatlon Abstract (DO not t h  SD- a?ndsd~ 

nit? p r o i e c t l s  purpose was t o  increase contraceptive prevalence by 9% by 1989 through 
contracbpt ive  soc ia l  marketing (cSM), operat ional  research (OR) p ro jec t s ,  
i r ~ r ; t i t u t i o n a l i z a t i o n  of family planning i n  medical and paramedical cu r r i cu la ,  
i'rovi sioli o i n-service  t r a in ing  t o  s t a f f  ; and improved program management. The 

, projec t  i s  6 a so intended t o  help the  ONm take s t e p s  t o  eventual ly become independent 
! cf s ign i f i can t  donor support.  The p ro jec t  a l s o  provides technical  a s s i s t ance ,  and I colnmodities t o  the Off ice  National de l a  Famille et de l a  Population (ONFP) which i s  
1 responsible f o r  p ro jec t  implementation. RONCO, the  p r i m  contrac tor  f o r  the  p r o j e c t ,  
i c o o r d i n n ~ e s  a l l  sub-projects .  'Iliis mid-term evaluat ion was conducted f o r  USAID by an 
1 intlcperxlcnt evaluat ion team on the  bas is  of a review of p ro jec t  documents, visits t o  
) r u r a l  heal th f aci1.i t ies i n  three governorates, and interviews with p ro jec t  personnel. 
I 

Thc p u r p s e  of t h i s  mid-term evaluat ion was t o  p e r f o m  an overa l l  assessment of 
p ro jec t  achievements t o  da te ,  and to  develop recommendations on p r i o r i t y  ac t ions  t o  
be implemented during the  f i n a l  s t ages  of the projec t .  

The projec t  i s  one t o  one and a half years  behind schedule due l a rge ly  t o  de lays  i n  
securing the TA cont rac tor .  Overall  progress in  completing most p ro jec t  a c t i v i t i e s  
i s  g o d .  

I I -Flajor a c t i v i t ~ e s  of t r a l n i n ~ ,  and t o  a lesser degree, CSM and OR have been 
f success lu l  in t h e i r  e a r l y  phases. Ille Management component of the p ro jec t  paper has 
I 

j nor recelved s u l f ~ c i e n t  a t t e n t i o n  t o  da te .  

/ -Assumptions r e l a t ed  t o  projec t  purpose and output a r e  genera l ly  va l id .  

- I t  i s  recommerided t h a t  the Projec t  Ac t iv i ty  Completion Date be extended an 
ad(litiolla1 two years during which se l f - su f f i c i ency  and cost-recovery s tud ies  should 
be undertaken. J o i n t  planning by the  ONFP with o the r  m i n i s t r i e s  is t o  be encouraged; 
and ONFP's annual ac t ion  plans should be accompanied by projected budgets. The CSM 
organiza t ional  s t r u c t u r e  recommended i n  t h e  Projec t  Paper stlould be implemented. 
Management courses should immediately be given a t  t h e  ONFP with an emphasis on the  
case  method and budgetting. 

1 , Lessons Learned: The notion of sc l f - su f f i c i ency  is d i f f i c u l t  t o  introduce t o  an 

1 agency tha t  has benef i t t e J  from donor la rgesse  f o r  twenty years .  
I 

I 3 
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A.I.D. EVALUATION SUMMAfiY - PART II 

i S U M M A R Y  

I J. Summary of Evaluation flndlngs, Coneluslonr and Recommendatlonr (Try not to exceed the three (3) pages prodded) 
Address the following Items: 

I Purpose of evmluatlon and mathodology used 
Purpose of actlvlty(le8) evaluated 

Prlnclpal recommendations 
Lerronr loaned 

I PWOSE OF THE EVALUATION AND MEIHODOLOGY USED 

Flndlrrgs and conclusions (relate to questlons) 

The purpose of t h i s  mid-term evaluation was two-fold: (1)  t o  consider the 
appropriateness of a c t i v i t i e s  undertaken under the  projec t  and their contribution t o  
a t t a in ing  t h e  p r o j e c t ' s  intcr~ded outputs and purposes, while documenting impediments 
encountered t o  implernentat ion of projec t  a c t i v i t i e s  ; ( 2 )  t o  assess the contribution 
of t h i s  project  t o  the  overa l l  Tunisian object ives  and s t ra tegy  f o r  family planning 
i n  'Tunisia and t o  the Office National du Planning Familial e t  de l a  Populatiorils 
(OXFP) a b i l i t y  t o  t r a n s l a t e  family planning object ives  and s t r a t e g i e s  i n t o  ac t ion 
pr;,grams. Most per t inent  project  documents, repor ts ,  and s tud ies  were reviewed, and 
interviews were conducted with p ro jec t  s t a f f  and con t rac to r s ,  USAID o f f i c i a l s ,  ONFP 
f l e l d  s t a f f .  Ministry of Public Health (MOSP) s t a f f ,  and Ministry of Social  Affa i rs  
(MAS) s t a f f .  The team made three  f i e l d  t r i p s .  

Mlsslon or Ofllce: 

USAID/TUNIS 

1 PURPOSE OF ACTIVITIES EVALUATED 
I 

I 
i The projec t  purpose is t o  increase contraceptive prevalence by 9% by 1989 through 

contraceptive soc ia l  marketing (CSM), operat ional  research (OR) projec ts  designed t o  I a s s i s t  i n  improving program management, i n s t i  t u t i o n a l i r a t i o n  of family planning i n  
medical and paramedical cu r r i cu la ,  provision of in-service s t a f f  t ra in ing and 
improved program planning and management. The projec t  paper s t a ted  "emphasis is 

! needed on developing more systematic program review s o  t h a t  the  Tunisian program can 
. become independent of s igniEicant  donor support. Support f o r  t r a n s f e r  of service  
I del ivery  t o  the p r iva te  sec to r  and t o  GOT agencies o the r  than the  ONFP is needed." I 

Date Thls Summary Prepared: 

F i n a l i z e d  3 / 8 9 .  

1 FIhDINGS AND CONCLUSION 

nd Da e 0 Full Evalu 11 Re r MT? ? e n  k v a f u a t i o n  o f  6 ! A i ~ / ~ u n i s i a  
Family. Plahning and Pop. Dev. ~ r o j  . ' - ~ e b .  89 

1 According t o  the  Demographic Health Survey conducted i n  1988, by 1987 the  crude b i r t h  
: rate had decreased t o  29.3 (from 31.6 i n  1983) and i n  1988 t h e  contraceptive 

prevalence had r i s e n  t o  40.91. Thus t he  p ro jec t  goal is being achieved, and the  
p ro jec t  purpose is within 2.2 percentage po in t s  of being met. 

I Management: With respec t  t o  i n t e r n a l  management changes, interdepartmental 
c:omittees within t h e  ONFP have been es tabl ished t o  encourage cooperation between 

' tlepartarents a t  headquarters and f i v e  in te r reg iona l  t r a i n i a g  groups have a l s o  been set 
I .  Management p rac t i ces ,  however, remain an issue. Although the  e s t a b l i s h m n t  of 
the  c a a i  ttees has improved the  flow of information within ONFP headquarters, the  
raanagement information system (MIS) c a l l e d  f o r  i n  the Ptoject Agreement has only been 

. p a r t i a l l y  es tab l i shed ;  thus program d i r e c t o r s  do not  have a f u l l y  accurate view of 
r c s u l t s  of se rv ice  de l ive ry  a c t i v i t i e s  i n  the  f i e l d .  

AID 1330-5 (10-67) P w  3 
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ONFP staEf have begun t o  develop annual work p l ans ,  but t h e s e  plans would be more 
e a s i l y  c a r r i e d  out i f  they were t i e d  t o  annual budgets t h a t  c l e a r l y  de l inea t ed  l i n e  
item c o s t s  and expected source  of revenues, including those  from e x t e r n a l  donors. 

1 Another problem r e l a t e s  t o  motivat ing ONFP s t a f f  a t  a l l  l e v e l s  t o  perform a t  maximum 
capac i ty .  I n  p a r t  t h i s  i s  a r e s u l t  of job d e s c r i p t i o n s  not  having c l e a r l y  def ined  
g o a l s ,  making i t  t l i fE icu l t  t o  judge good. performance. Moreover, i n  Tunis ia ,  t h e  use 
o f  i ncen t ives  t i e d  t o  exce l lence  i n  job performance is d i f f i c u l t  t o  accomplish with a 
government agency. Techniques used by t h e  p r i v a t e  s e c t o r  to encourage s t a f f  
achievements seem t o  work, however, and might merit f u r t h e r  cons ide ra t ion  i n  some 
Eorm f o r  ONFP s t a f f .  

ONFI) s t a f f  have not  focused s u f f i c i e n t  a t t e n t i o n  on upgrading s k i l l s  i n  t h e  problem 
a r e a s  i d e n t i f i e d  above o r  i n  CSM, t r a i n i n g  and OR. No e f f o r t  has been made t o  
develop a management t r a i n i n g  plan. Moreover, ONFP has not  always assigned 
coun te rpa r t s  t o  work with ex t e rna l  consu l t an t s ,  with t h e  r e s u l t  t h a t  when t h e  TA 
assignment ends, f u l l y  developed capac i ty  a t  ONFP does not  e x i s t  t o  c a r r y  on t h e  work 
t h a t  had been s t a r t e d .  

I r l tegrat ion:  With r e spec t  t o  i n t e g r a t i o n ,  formal c o l l a b o r a t i o n  i s  increas ing  between 
OPJt:?, the  MOFT1, and MSA. This has been made e a s i e r  because t h e  ONFP has returned t o  
i ts  previous s t a t u s  of repor t ing  t o  t h e  MOPII. Furthermore, t he  ONFP, MOH and MSA 
have not developed an agreed upon d e f i n i t i o n  of i n t e g r a t i o n .  

CS1:  CINFP l eade r sh ip  is ,  i n  gene ra l ,  favorably  disposed towards the  CSM e f f o r t ,  a s  I evidenced by i t s  involve~nent i l l  t he  fol lowing accomplisholents: 

1. A cons iderable  enhanced d i s t r i b u t i o n  system, wi th  computerizt& t racking  and I 
p r ~ v a t e  s e c t o r  b i l l i n g  and a group of medical d e t a i l e r s  t r a i n e d  and s t a t i oned  i n  f i v e  
c r l  t i c a l  l o c a t i o n s ,  should pave the  way f o r  g r e a t e r  a v a i l a b i l i t y  of CSM products .  I 
2 .  An d c t i v e  IEC component, w i t h  method-specif ic  promotion i n  t h e  media and 
pharmacies, i s  i n  p l ace  and should be use fu l  i n  t h e  a r ea  of improved knowledge and 
use. 
3. The p r i c e  of t h e  CSM low-dose o r a l  con t r acep t ive  s o l d  i n  pharmacies has been 
increased ,  improving t h e  prospec ts  f o r  c o s t  recovery. 

I The C S I  u n i t  t o  he e s t ab l i shed  under t h e  p ro j ec t  agreement has n e i t h e r  t h e  s t a f f  nor  
t h e  s t a t u s  necessary t o  become an e f f e c t i v e  p l aye r  wi th in  t h e  oNW. i 
A number of o p p o r t u n i t i e s  f o r  expanded and improved marketing e x i s t :  . Increased involvement of p r i v a t e  phys ic ians  would s t r eng then  t h e  program. 
- Other products  could a l s o  be o f f e r e d  such  a s  t h e  IUD and foaming t a b l e t s .  . The p r i c e  of t h e  condom should be r a i s e d .  

As a t o t a l l y  governmental e f f o r t ,  t h e  Tunisian C !  is something of  an anomaly. Most 
-1 programs a r e  managed by a p r i v a t e  d i s t r i b u t i o n  company t o  t ake  advantage of 
marketing s k i l l s  t h a t  a r e  more r e a d i l y  a v a i l a b l e  i n  the p r i v a t e  than i n  t h e  pub l i c  
sector. The d i f f i c u l t i e s  encountered by t h e  CSM u n i t  i n  h i r i n g  q u a l i f i e d  s t a f f  and 
t h e  low s t a t u s  accorded to  the  u n i t  might be bypassed i f  t h e  program were to be 
pr iva t i zed .  Various op t  ions  are suggested t h a t  address  ways to approach 
o rgan iza t iona l  reform of t h e  CSM u n i t ,  both i n  the short-term and ove r  t h e  
long-term. This i s  a g o d  time f o r  ONFP to  cons ide r  t h e s e  proposals .  
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S U M M A R Y (Continued) 

IEC: The IEC projec t  component has been well executed. TWO media campaigns have - 
been undertaken. P r io r  t o  message development f o r  the  f i r s t  campaign, a market 
research survey of 1,500 persons was conducted t o  assess  reactions t o  the  family 
planning program. For both media campaigns, focus groups led by ONFP s t a f f  met a s  
p a r t  of the  marketing research component. 

1 

I Training : 'Ihe performance i n  t h e  academic ( pre-service)  t ra in ing component has been 
very good. Family planning modules a r e  being i n s t i t u t i o n a l i z e d  i n  the  professional  

I cur r i cu la  f o r  s o c i a l  workers, nurses, midwives, and physicians. In a commendable 
! departure from t h e  l e t t e r  of the Project  Agreement, t h e  in-service component has been ' expanded t o  include post-graduate t r a in ing  f o r  recent  graduates i n  midwifery and 
1 nursing. Long and short-term t ra in ing have been ca r r i ed  out i n  accordance with t h e  ' Project  Paper. Two students a r e  receiving l o n g - t e n  t r a in ing  abroad, and 15 I individuals  have pa r t i c ip ted  e i t h e r  i n  conferences o r  i n  such short-term t r a i n i n g  I 
; a c t i v i t i e s  a s  observation v i s i t s .  

! Operational Research: OR s t a f f  should be credi ted  f o r  having successfully embarked 
on four research p ro jec t s  and Cor having under considerat ion f i v e  more. The p ro jec t  - - 

; design was overly'ambitious. The numbe; of s tud ies  t o  be undertaken was c l e a r l y  
beyond t h e  c a p a b i l i t y  of the OR s t a f f .  Spec i f i ca l ly ,  t h a t  s t a f f  i s  small ,  only 

i e i g h t ,  mostly junior personnel, although on occasion supplemented w i t h  s t a f f  from t h e  
Medical Department; they a r e  i~lvolved w i t h  o ther  research a c t i v i t i e s ;  the  OR 

, Department is weak i n  the area of data processing c a p a b i l i t i e s ;  and t ranspor t  has not 
always been avai lable .  

1 
, Natural Family Planning: 'The natura l  family planning program has a minimal impact on 
( f e r t i l i t y  r a t e s ,  but does appear t o  impart c e r t a i n  s k i l l s  t o  t h e  i l l i t e r a t e  women it  

e n r o l l s .  However, t h e  educators do not inform t h e i r  c l i e n t s  of o the r  family planning 
] rnethods and t h e  program does not col labora te  with the  nat ional  family planning 
I program ( i .e . ,  ONFP) i n  any form. 
I 

RECOMENDATIONS 
1. The Bi la te ra l  should be extended two years u n t i l  June 1991. 
2. A ful l-f ledged c o s t  -recovery/cost -effkctiveness study should be conducted i n  the  , 
near fu tu re ;  a comprehensive se l f - su f f i c iency  study should be planned i n  the  next 
two-years. 
3. The plan of ac t ion  developed each year by the ONFP Directors should be 
accompanied by a projected annual budget. 
4. The ONFP, MOSP and MAS should annually engage i n  a j o i n t  planning exerc ise ,  
evaluating t h e  r e s u l t s  of the previous year and s e t t i n g  FP t a r g e t s  f o r  the  next year 
f o r  each ministry. 
$. The organizat ional  s t ruc tu re  f o r  CSM a t  ONFP a s  set f o r t h  i n  the  Project  Paper 
should e i t h e r  be completed o r  the  Projec t  Paper amended. 
6. The ONFP should assess management t r a in ing  needs a t  cen t ra l  and regional l eve l s ,  
prepare a management plan,  and w i n  t r a in ing  i n  t h e  fundamentals of utanagement using 
t h e  case method. Budgetting courses f o r  managers would be benef ic ia l .  

When a program has been nurturGd f o r  over twenty years by donors, introducing t h e  
notion of se l f - su f f i c iency ,  and preparing the  program f o r  donor withdrawal, requires  
seven t o  ten  years. 
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C O M M E N T S  

L. Comments Bv Misslon. AlDlW Offlce and Borrowsr/Orantes On Full R e ~ o r t  

The F.li.ssion has very mixed Feel ings  about t he  work performed by t h e  eva lua t ion  team. 
l'he team rnernbc?rs were ab le  t o  g r a s p  a number of t h e  key i s s u e s  i n  t h e  p r o j e c t  and d i d  
a gocnl job i r l  Lhe i  r p re -depar ture  o ra l  d e r i d i n g  t o  t h e  Missiorl and t h e  government. 
Ove ra l l ,  t he  JraLt recomlnentlations they made a t  t h a t  time were p e r t i n e n t ,  a p p r o p r i a t e  
ar~d r e l evan t  Lor improving p r o j e c t  implementation. Fo r tuna t e ly  t h e  ONFP and t h e  
Mission immediately began t o  a c t  upon many of t h e  recommendations. 

lt'ith regard t o  the w r i t t e n  product ,  however, t h e  team and t h e  c o n t r a c t o r  d i d  not  do  a 
very good job. The team produced two d r a f t  r e p o r t s  which had s o  many f a c t u a l  
i r ~ a c c u r n c i e s  t h a t  much of the r epo r t  had t o  be r e j e c t e d  d e s p i t e  in-depth and d e t a i l e d  
reviews by t ho  blj s s i o n .  ?he f i n a l  r epo r t  i s  a compromise vers ion  because t h e  
c o n t r a c t o r  was unwi l l ing  t o  spend any more time t r y i n g  t o  work wi th  t h e  team leade r .  
One reason t h e  r e p o r t  does not address  many of t h e  p o l i c y  i s s u e s  requested by t h e  SOW 
is t h a t  one team member dropped ou t  j u s t  before  t h e  eva lua t ion  began and a second 

1 person vns i l l  and on ly  p a r t i c i p a t e d  ha l f  time. But,  t h e  team l eade r  was 
i r~axper ienced .  unable  t o  g ra sp  t h e  p r o j e c t  from a broad pe r spec t ive  and incapable  of 
wr i t i ng  well. We a r e  d i sappoin ted  a s  we11 t h a t  t h e  team was unwi l l ing  t o  t a k e  a 
h i s t o r i c a l  p e r s p e c t i v e  i n  o r d e r  t o  r e a l i s t i c a l l y  ground t h e  p r o j e c t ' s  achievements 
w i th in  t h e  longer  term framework of  f ami ly  planning development i n  Tunis ia .  
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