
E'RclM: D U I D S I H R I )  Joseph, for the Task Force on Contraceptive 
Procurmen 

f inal report and r econrmend~ons ,  6 n ~  
Problem: The Task Force on Contraceptive Procureme~t has completed i ts  

---2 of these recommendations r e q u i r e s  - 

Discussion: The Task Force was established i n  September, 1979,  f o r  t h e  
purpose of i m p r o r i n n  t h e  cu r r en t  con t racep t ive  procurement p r a c t i c e s  o f  - 
t h e  Agency. It considered the rnes of a c t i o n s  necessary to assist - 
f i e l d  programs k i t h  the principal aspec t s  of  cocrracep~ive procurercent 
practices : es t ima t ion  of requirements f o r  con t racep t ive  commodities, 
management of commodities in-country, and adjustments as needed f o r  
s i t u a t i o n s  o i  over- o r  under-sup~lg.  Recummeadations were t o  be presented 
t o  the A s s i s t a n t  Adminis t ra tors  f o r  t h e i r  cons idera t ion ,  and t h e i r  eventual 
reconmendations t o  you. 

T'e Tssk Force met f o m a l l y  on October 3 and October 17 a n d  p r o v i d e d  a 
November 13 i n t e r i m  r epo r t  t o  you. The f i n a l  meeting of t h e  Task Force 
was held on November 20, 1379. S u b s t a n t i a l  s t a f f  work took p lace  between 
meetings. 

Management of t he  c e n t r a l  con t racep t ive  procurement system was a l t e r e d  by 
the FY 1979  Agency reorganiza t ion  that decentralized r e s p o n s i b i l i t y  f o r  
b i l a t e r a l  p o p u l a t i o n  p r o g r m  management. The work o f  the Task Force was 
d i r e c t e d  toward r e t e n t i o n  of a system t h a t  vould p r o v i d e  t h e  benefits of 
conso l ida ted  c e n t r a l  contraceptive procurement and s t i l l  maintain t h e  
Agency a i m  t o  d e c e n t r d i z e  bilateral p-ojeet management t o  t h e  Regional 
Bureaus  and t o  USAIDs .  B r i e f l y  , the  advantages of a c e n t r a l  procurement - - -- 
system have b e e ~  a favorab le  price f o r  large q u a n t i t i e s  of contraceptives --- .- 
Bnd flexibilicv in t h e  ~rocurement and shipment of commodities t o  service 
programs. 

While the Task Force discussed issues relating to causes of  contraceptive 
supply imbalance, management and s to rage  of in-c~untry inventory, and 
es t imat ing  commodity consmpcion,  i t  agreed t h a t  these are, and should 
con t inue  t o  b e ,  p roper ly  sub j ec t s  f o r  d i s cus s ion  becween a USMD Yiss ion  



a d  the host government. Curcher, it was recognized that country prob- 
1ems require ccuntry-specff ic analysis a d  so lut ions .  Fissiscance to 
host governments to address  these  issues sf conrmodicy management in- 
cowtry.  is frequently provided through t he  bilateral programs. AICJW 
Bureaus vill continue t~ stress the importance of including,  in b i l a t -  
eral programs, assistance to strendthen the ho$r government's manage- - _ - - - -  --- 
meat xi5.~ornaation syst- co produce t-S61jFZidaccarrate data on 
'c-fty inventory, storage and consumption. DS/fOP will also conehue 
to r xke available short-germ technical &slstance to country programs on 
t L Q U S S t .  

The Task Force recognized chat there are o t h e r  isaues in addition t o  
procurement and supply t h a t  properly require input from other AID 
cffices. These issues may require a decision co choose loon funding 
notwithstanding the problems that loar! funding may h p l y  for t h e  XnPge- 
m e n t  of supply and procurement of connnodities. The Task Force suggests, 
however, that the decision-making process include careful c m s i ~ i e r a t i o n  
of  the l ike ly  e f f ec t  of l o a n  funding on supply and procurem, ant before a 
f ina l  deteiminatian is jade r o  loan fund future contraceptive purchases. 

?%e Task Fixce was aSle t o  reach a consensds on a systex eha: should 
p e r m i t  participation by the maoagers of c e n t r a l  procurement (DS/POP), y e t  
keep responsibility f o r  both budget a n d  inventory control of purchased c o w  
wdit ies  uiCh t h e  Regional  Sureaus and Missions- Overall, t he  Task Force  
i d e n t i f i e d  a t  least five actions that should help l f i s s i ons ,  U D / U  and host  - 
countries, as appropiiate ,  with contra:eptivs procurement. Th-ese actiohs 
zzialiG: 

Becycling t he  p rocess  of e s t i m a t i n g  cmmoditg require~ents from -- 
the h a S  schedule,  thus providing more accurate estimites o f  need 
for purchases : 

Continuing to provide ._- -- ?fissions ____ with shor t - rem technical assiscanse, 
funded through central -- - p r o j e c t s ,  to assist in improving manzge&<c 
of in-country logistics systems and c o l l e c t i o a  of  s e n i c e  s t a t i s t i c s ;  

U s 3  c e n t r a l  resources t o  gsther data on t h e  s i z e  of p i p e l i n e  re- -- -- - _- -_-- _ 
2hred  in each countrj  r o  maintain an a2ecuats suppry-of contra- 
cept ive  comodfties at each l eve l  i n  thct  particular systa; 

Developing 2 report ing systcm f o r c o n m r o l i ~ y  support by donors zo -- - .-- 
f a m i l y  pl-ing programs - to p r o v i d e  more accurate infornation 
on the supplies already going i n t o  each c o u n t r j  program, m d ,  t h u s ,  
on unfilled needs; . 
Establishing a cen t r a l  p r o j e c c  to serve ar a b a s i s  f a r  purchases  --- - --- - 
during each c p e t a t i n g  --- year, - -  prov ide  _ _---__. funds for ___ unexpec~dLeou-~rn- - 
&s and nrw t y p e s c + q m o d i t i e s ,  -- and h e l p  avert f;&e s h o r t a g e s  --- 
or aver-supply of commodities by m o n i t o r i r g  the? effects  of -5udnG-  - - 
enaages on future supplies. 



related to (1) through (4)  have already been taken. Action (S) ,  .- -. .- 
ed more t u ~ y  below, requires ~ c u r  approval. A detailed report 

or m e  xask Zorce is attached. 

Zlhc Task Force has proposed a system of budgerfng m d  funds control 
that will mabtaln rsspoesibiEdtg st the USBIJ) level f o r  budgets and 
%mentory control.  

If approved, s central contraceptive procuremeat proj&e vill be astab- 
lfshed ta, u a m P  to provide fundfag for alJ. centsally procured contra- 
cep~ves usiPg tun& trimsf erred f rcm other Bureau accaunts , t o  b'-et 
for n- staxts as explained i n  the report attached, 9nd t o  compi3e 
reporrs t 9P 3 f E m Z z r - d  
grantee eudgets would be maintained by the appropriate project manager. - -- 
This process w i l l  provide fsr the needs of both fial-gek<-Gd 
csnrral managers who are involved in the' process of procur&ent an< 
df str ibut ion of family planning coawdities  . 
ibconnnendaticm: That you approve the establistrment of a p r o j e c t  in DS/POP 
fa) to s e m  as a b a s i s  fo$ purchases of centrally funded commodities; - 
(b) to provide funding for new starts;  ( c )  to serve as the basis for 

- -- 
annual reports t o  Canar ess on c h a t ~ ~  es made fa ' 
and (d) to sene  as a clearing account for fu 
central procurement of contraceptive cammodities for b i l a t e r a l  project 
will b e  transferred to this pro jec t  when Operational Year Budset level 
are e s t a b l i s h e d  at the b e g h s i n g  of the  fiscal year.-. 
* - 
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Approved : \ - -  - -- 

Disapproved: 

Attacbent :  
Task Force Report 

Clearance : 
AA/AFR:GButcher (Draft) D a t e  : 2 /6 /80  
AA/LAC:WECoy , Acting (Draft) D a t e :  1 /28/88  
U/ASIA:FSchieck, Acting (Draft) Date:f/24/80 
U/NE:AWhite, Aczin Date :2/4/80 
&B/DS:TBaSb, Ac 
D S / P O P : J J S ~ ~ ~ ~ ~  
AA/PPG : AShakow - 

Draf ted  by DS/POF/FPSD wman:ceg:1/8/$0:X58675 
Revised: DAA/DS:AAarnes:ceg:l/f4/8Q:X52243 
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B. Actions and E$ccmndatisa: 

General 
Defiaitiga af Adequate Inveat~rg Quaatity 
Causes of Coatroceptive Supply Imbalance 
b a n  Funding. 
Donor Ceordinatioo 
E s t i a a t h g  Requirements 
A t t r i b u ~ i o a  of QbLigatioas 
Budget C u u f r o l  for Central Procurement of 
Csetraceptives f o r  Furwe Delivery 

Attachments : 

. Memcrandu111 from Levia/SuUivan to the 
Adminis:raeor dated October 10, 1979 

2. I n t e r i m  Report sf the Task Force,  d a t e d  
November 13, 1979 

3 .  L i s t  of Task Force participants 
4 .  Papers presented f o r  cmsideratioa aod 

discussion by the Task Force 
5 .  Guida~ce for FP 1982 Anaual h a g e t  

Stxbais sion/Consracept ive Procurement Tables 
, 6 .  Backgrou~d on the Central Procurement System 



0 4 1  the past year, since funding f o r  coacratcepcivc ccmnodieies was 
sransfeererd to b g i o a d  Bureaus and ~lissions, there has been a con- 
t i a a b g  dialogue bttveen DS m d  Regional Bureaus concerninn the ontimil 

It the t.gusst of the Adainistrator .a mre detailed t a n d m  
aucekning corrtraceptivz inventories in Asfa w a s  t rammi t tad  on 
October XU, 1979. (Sea Attachnmt 1.). This followed a previous 
infomation umnordwn dated Oct~bcr 5 ,  1979 from the Office of 
Fopuhtioo coocaxxing eoncracepcim svpp lies in Latin America, 
the Wear East and Akiea.  

The October 10 memorandmi signed j o i n t l y  by John S u l l i v a ,  AA/ASTA 
and S r n d c r  Levin, WDSB noted that the  Asia Buraau in particular 
and DSB were not ia agreement ceuscrning the beor mechanism for 
handling contraceptive c o ~ d i t i e s  - with the Asia Bureau favoring 
decemxalzzarion of funding authority for the procuramant of contra- 
c e p t i v e  supp l i e s  directly to  bilateral project aecotmts, md DSB 
anphariz ig  that a ccnf ral f a d i n g  amsfranism is  h p o n a n t  because 
of the long lead t h e  betveen purchase and d e l i v e e  of contracep~ivcr 
axid the need for muinarm flexibility in shifting program supplier as 
program rcquironents and country situations change. 

(See Atracbment 2 , ) .  

* 

rs attached. (~ttachment 3 . ) .  

The Task Force cansidetad various aspects of the coatrrceptive 
procurement process under :he following general headings : 

1. Estimation of Requirements 
2 -  Procurexcent: 3udgef axad F i s c a l  m a g a n e n t  
3 -  f ICEibility of Dis=i.butioa 
4.. L m g c t r y  Control and Moni-bg 
5.  U t i l i z a t i o n  Races 
6. Donor Coordination 





Central lkgioaal  
Dis t r i c t  
T B m  
Clinics / f  icld workers 

Total 

3 .  ivc Supply Imbalane~ 

- - 
p r e d i c t .  Estimates of coatraeeptive usage two or three years in advance of 
actual usage are unlikely to be correct in any prograsm, even with the moat 
accurate techniques for estimasion. Bowcver, 

e. 
to be estimated, In addition. 

data on c u r r e n t  usage rates  may be inaccurate, causing discrepancies a t  
f u t u r e  dates because s f  rhe time l a g  between t h e  s a n u f a c t u r e  and u s e  of 
contracepeive conrmodities, 

D U D S  ought to concentrate resources on the improvement of service 
s r a t i s t i c s  i n f o m a t i o n  and the a f f  i c i e n r  management of the in-courrtq 
L o g i s t i c s  system, Ceatral resources will continue t o  be made available 
f o r  technical assistance on a shorz-term basis to requesting country 
programs. 

The central procurement process can also be imoroved. Dtcycling t h e  
estisiating process from the U S  is a m a i m  s t e v  t o  more c lo se ly  

L 

atttagze the e t t u m t r o n  of reqkiraments t o  the purchase of co&odities. 
-he advanragas sf and procedures for dscyc l ing  the estimation requi re -  
ments are dctaaled in a memorandum of October 12, 1999, included in 
AttachncnC 4 ,  "Proposed Change i n  t h e  Timetable f o r  Submitting Contra- 
cept ive Procurement Tables, ") 



ding bilateral family 

- -  - - 
(Fot,unarsly, however, a f a l l w r  frm Ehe Philippine program in FY 1979 
o f  $6 millim was transferred to the Indonesia lorn account; the supply 
si~uacion should thus be romcvhaf iaproved by the  runer of 1981 since 
chis additionnl ?=ding will allow delivery oP 75 million cycl-es betueen 
Ju17 1980 and Juxae 1981. ) 

Yhile one of the results of fixed future funding in Indonesia has 
been undersupply, one can also imagine a situation in which fixed funding 
results in oversupply since loan funding does not provide for short- 
term corrections in supply shipments. 

5 .  Bonot Coordination 

level is primarily thle responsibility of t h e  host country 
and Mission staff, members of t h e  Task  Force expressed e need for b e t t c ;  - - -  

i n f o m o t i m  on donor contraceprive supply activity on a global and regional 
basis .  Since the  Office of Population has initiated new efforts to gather 
data from other doaors this scrioa should be continued. 

This activity will supplemeat the on-going donor coordination efforts 
of scuntrg and regional program manag+rs. 

- 
Sxt " 



6 ,  Estimatiaq Requirements 

Since the Agency h i t i a t a d  a ce~xfralized funding and coasolidaeed procure- 
tmnt spstemt six years o , the b a w l  Budget S u h b s i o n  (US) has included 
sa le ;eed  deracrgraphic re1ev-t l og i s t i c s  data. for eantraily procured 
soa~rsceptive colrwsoditiea. These data are 'used by OSaLWs, the  Regional 
Burearus, .Bd the Office of PapuPasion as t he  basis fo r  e s t  giag future 
o r a l  and sondm requitesaents. Other ceotraceptive sorm~edities are procured 
cm an ad hsc b a s i s  i n  accordance with speci f ic  requests umde by U U D s .  
Attachment 5 is a copy of the revised guidance and methodology currently 
being used under the lnsodified t k t a b l e  for the sultrmission of the FY 1982 
eentraceptiva procurement tables.  

to f i l l  the couarry supply l i ne  and t o  insure continuous coatracepeive 
availabilitgr at chat o u r l e t  and field-vorker l e v e l ,  

By establ i shing  t h e  end-of-year stock levea as a fixed parameter, 
estimates of future requirements can be determined more . c l o s e l y  with eacn 
ABS e x e r c i s e  as recent  inventory and drawdown data are brougut to bear to 
assess grogran development, to corz-ect past p r ~ j e c t i o a s  of y e a r l y  
contraceptive use, and eo rcf ine/adjust  commodity requests accordingly 
- thereby rcdrtcicg the possibility of stock d e t e r i o r a t i o n  andlor 
d i s e q u i l i b r i u m  i n  supply conditions. An exanination of successive ABS 
cont racept ive  procurement t a b l e s  will show how ca l enda r  year estimates o f  
contraceptive requirements vary  over time. 

h the Office of Population analyzes the aogiseics  data  suomit~ted 
an the contraceptive procurement tables fo r  internal consistency, and 
translates the calendar year estimates i n t o  the appropriate concracr - -  - 
s h i p p i n g  per iods ,  the estimation of tequireaents and the tli2na, a o m e n *  of 
in-country  inventories remain the responsibility o f  t h e  USAlDs , Missions 
c o n ~ l r i n  tnelr requirements for o sptciirc delivery period by submitting 
an unfunded Project LmpLemeatatiaa O r d e r / C ~ o d i t i e s  (PIC)/@) and a desired 



purchased for a particular program thar are identified as in excess 
0% actual requirements at the t of s h i p n t  (changes -7 be mode up to 
90 dogs before the scheduled st;, Lng date) a re  provided to progras whose 
requiremeats mry have increased sines the origiqal purchase, In s I 

it is understood that changes in requiramcnts may be aecessary at differeat 
p i r r t s  h 6 : after resemaeioa sf f d i ,  after raceipe of UPfUPdcd 
purchase d o c m m ~ ~ t o ,  and earen shortly prior to shipaeat o f  cmzmoditics. 
Such changes ore coordinated w k h  the Technical Office and DcveLopum~t 
PLaming Office ef the appropriaee Brgiaad Bureau and the psrticuhr - 
WAXD involved. 

7 .  Attribution of Obligations 

adjustmeats in a t t r i b u t i o n  and OYB levels  can eas i ly  be made. Hoverer, 
since changes are l i k e l y  t o  oceur up t o  two years af ter  fullcis are 
obligated a question arises as to how agency records should reflect 
adjustrnencs required after the  c lose  of the operhtional year and how to 
assure that w e  a r e  not  in v i o l a t i o n  of the Congressional Noti f ica t ion 
rcquiremext . 
As regards the C 

FH/PAD will make changes to t h e  Agency's financiai records b a s e d  OR a 
written request prepared by DSB and cleared by the appropriate Regional 
Bureaus and continue 60 attribute shipments of centrally procured concris- 
cepcives to bilateral projects. 



8 .  Budget Control for Central Procurement of Confracep~iver 
for Future D C l i m q  

cencral procurement is involved in changes that may occur in t h e  planned 
availability ~f these fu c funds. In d i f  fusiorr of budgeta- 
coatrel is hIZl dots m e  e provirion for my r f u t s  in s u p p l y  
~ r t a m  rhac rmrp be reqoirrd because of chaaging eveats. There new starts 
that I M ~  occur can be described in t u o  ways: 

(a )  A new start might be a new requirc&r for courraceptivcr for a 
program being initiated such as t h t ~  which occurred in FY 77/78 with 
the new program in Mexico, 

( b )  B t w  starts &ght also be described as the introduction of  new types 
of contraceptive ccmmmdities into the worldwide supply system. In 
rhe l a s t  12 mnehs cbarc are t h r e e  ezasples of this  type of a c t i v i t y  - the purchase o f  low dose oral coutraccpti~es, of Copper T IUDs 
a d  o f  foaming t a b l e u .  Producrion and shipuzznt of rhrse t h r e e  
products has j u s t  been in i t ia ted  and 1 or 2 years addif itma1 purchase 
of these cormnodities from a central fund may be  required before  these 
products can be adequately budgeted chrough 'b i la teral  programs and 
grmtee  accounts. 

- - 
the clearing account to which OYB funds for central procurement would be 
traurferred from the regional ODs, and the place &ere funds budgeted 
for future year purchases w ~ u l d  be carried for purposes of Cougressioual 

.2nd budget c o n t r o l  as a ma-add item. Changes in funds 
budgeted for USAIDs or grantees in future years for Congressional 
~ r e s ' c n t a t i o o  vould be cleared through the manager of t h i s  project so 
:he affects of budget changes on future year c ~ o d i t y  requirewnts could 
be raf l ec tcd  early on in the mmagemcnt of central procurement activities. 
Using this mechanism the aanager of the central procurement project could 
keep management i n f o m e d  of  t h e  effects of budget changes on future contra- 
ceptive supply. While chis in i tself  would noc avert future shortages of 

rraceptivt supply, it would provide a mechanism t o  monitor the effecr 
of f u t u r e  year budget changes on planned procurement actions. This kind 



of p r o j e c t  a c t i v i t y  would a l so  be of benefit to other d ~ n o r s  *o have an 
interest in planned ptocurenent of coatraceptive c ~ o d i t i e s  since i c  
would provide a contact in A D  riao would be aware a f  p L a e d  future 
procutenmat actioas by the Agency. 

In order to provide reparts t o  the C o n v i s a  of changes mrda in projected 
delivery of coarrrlly procured ccatraceptivs co 

l 
e 

and- as sesessary authorization 
to qprovc al lotment  o f  funds f o r  t h i s  purpose. This &uli  e1.id.nate 
the piecemeal  trans'r'er of  funds. 

Prior to initiation of a procurement action, DS/PQP would iafcrm 
Zegiona l  Bureaus of  C h e  quantities rand cost estimates of -comraodities 
ro be included for countries within t h e i r  region. 

At c r i t i c a l  stages i n  t L -  procuremen& cycle, Regional Bureaus and 
DS/WP would jointly determine the need for revision of comnadity level ./ 
atrribucions, if m y ,  Any f a l l o u t  no t  used fo r  c o ~ ~ ~ ~ o d i t i e s  ~ o u l d  be 
returned t o  the  a p p r o p r i a ~ e  Regional  Bureau. 

Recomendation:  That a ?reject be established DS/POP ( a )  to provide 
funding for new otarEs; ( b )  to serve as c're basis for purchases of 
c e n t r a l l y  funded c m o d i t i e s ;  ( r )  t o  be t h e  basis for annual reports 
to Congrciss on changes made in c m o d i t y  distributioa; and ( d l  to serve 
as a clearing account for future year funds. Funds for central procurement 
of corrrraceptive commodities for b i l a t e r a l  projects will be t r ans fe r red  
tc :his project when OYB levels  are .stoblished at t h e  beginning of  
the operating gear. 
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C.  

's cu.xlHeac procuremeat practices Far 
coa~racrptive c the gypss sf actioas necessary to assis t  

reaairc~scar s frm - 
o t  aesd for 

rs 
n the 

nto each ~ o s l ~ t r y  program, a d ,  thus ,  an uafilled 


