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ABSTRACT N

|_H. Evaluation Abstract (Do not sxceec the soece orovided) -

The Contraceptive Research and Development Program (CONRAD), now at its midpoint, is
funded to support the development of new and improved family planning methods for developing
countries. The program was created under a five-year Cooperative Agreement (1986 to 1991)
between the A.I.D. and the Eastern Virginia Medical School with a total authorized funding
level of $28 million. CONRAD represents a major new organizational approach, including both
an intra- and extramural component, with the idea that this combination would provide a cri-
tical mass of views, expertise, approaches, and hands-on experience that would enhance bring-=
ing new family planning methods to market.

This midterm evaluation was to identify the accompiishments, strengths, weaknesses, and
problems of the Program and to review the original goncept and design of the project.

The CONRAD Program has already begun to contribute very significantly to the field of
contraceptive research, especially in reproductive immunology and the development of hormone
antagonists. This has been accomplished through the excellence of the intramural research,
the funding of over 40 extramural subprojects, and the holding of two international workshops
with published proceedings.

An excellent Technical Advisory Committee (TAC) has been assembled to help guide the work
of the Program and the subprojects developed seem appropriate, needed, and feasible.

A major problem is that the Program management has not kept to the project design, which
mandates that two-thirds of resources available for research go to the extramural component and
one-third to the intramural, and that a programmatic bias be maintained toward subprojects thaﬁ
may yield products in the relatively near future.

The extramural component is not receiving the attention anticipated from the intramural
staff. In particular, the expectation that they would play an active role in soliciting and
monitoring extramural subprojects has not materialized. The TAC, too, has not been actively
involvea in seeking new subprojects. The project has gotten somewhat off course in these
regards in large part because of a lack of firm management control.

The major recommendation of this evaluation is that the Program now take stock and make
the difficult decisions necessary to permit reallocation of resources from intramural to
extramural efforts and from longer to nearer-term subprojects.
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A.1.D. EVALUATION SUMMARY - PART I

(Attachment)

Continuation of Project 936-3044, Contraceptive Research And Development Program

(CONRAD).

Actions

E. Action Decisions Approved By Mission or A.I.D./W

Name of Officer

Date Action

Office Director Responsible for to be Com-
Action pleted
Budgets and financial reports should deal CONRAD Staff Dec. 89
separately with obligations and expenditures
and project these separately. "It may also be
necessary to clarify with A.1.D. the concepts
and definitions of obligations, commitments
and encumbrances.
Better financial reporting is required; CONRAD Staff Dec. 89

functional budgets as well as line item
budgets are needed,

and ongoing
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- ) ’ SUMMARY

J. Summary of Bvaluation Findings, Conolusions and Recommendations (Try not t0 exceed the three (3) pages provided)
Acidress the following Items:

e Purpose of evaluation and methodology used e Principal recommendations
o Purpose of activity(les) evaluated e Lessons learned
e Findings and conclusions (relate to questions)
Mission or Oftflce: Date This Summary Prepared: Titie And Date Of Fuil Evaluation Report:
Mid-Term Evaluation of the Contraceptjye Re-
S&T/POP/R 7/12/89 ' search anE Dev. (CONRAD) Program - 9715789

OVERVIEW: At its midpoint, the Contraceptive Research and Development Program (CONRAD) has
moved rapidly and successfully to initiate numerous activities in contraceptive research.
The several mid-course corrections identified in this evaluation are designed to assist the
program to shift resources from the intramural to the extramural program, from long-term

to near-term projects to broaden the portfolio of the extramural program, and to improve the
management and administration of the total program.

CONRAD, with total authorized funding of $28 million, is operating under a five-year Coop-
erative Agreement between the U.S. Agency for International Development (A.I.D.) and the

: Eastern Virginia Medical School (EVMS). This midterm evaluation was to identify the accom-
{ plishments, strengths, weaknesses, and problems of the program and to consider whether the
{
{

project had been conceptualized and designed in a manner that would permit it to meet its
objectives efficiently and effectively.

{

{

i STRENGTHS: The CONRAD program has already begun to make its mark in the world of contracep-

i tive research, through the excellence of some of its intramural research (conducted in-houseﬁ

iits funding of over 40 extramural subprojects (with outside institutions), and the holding

- of two international workshops, with publication of proceedings either accomplished or under
way. Excellent staff were recruited and put in place very quickly. The intramural program

:is making good progress in a number of areas of contraceptive research, such as the GnRh

: antagonist subproject, which involves suppression of gonadotropin secretion through the use

~of the compound Nal-Lys-GnRh antagonist and reproductive immunology efforts, which focus on

. identifying, characterizing and isolating sperm and egg-based antigens germane to fertiliza-
tion. Research on spermicide and virucide screening is also under way supported, in part,

. by the National Institute of Child Health and Human Development as part of a new initiative

. by CONRAD on the mechanism and prevention of the heterosexual transmission of HIV. An

_excellent Technical Advisory Committee (TAC) has been assembled to help guide the work of the

i program. The program has established excellent working relations with other organizations,

iboth national and international, that are involved in contraceptive research and development.

‘wEAKNESSES: Project weaknesses are primarily related to the over-emphasis on the longer-term

: leads in the research portfolio. This bias is evident in both the intramural and extramural

. components. In particular, the clinical research component of the intramural program has

_had a slower start than anticipated, but staff and facilities are now in place to accomodate

"a heavier load of subprojects if they can be identified.

" DESIGN ISSUES: A major problem identified is that project management has not kept to the

! project design, which had mandated that two-thirds of project resources available for re-
:search would go to the extramural component and one-third to the intramural. The purpose of
i this mix was to ensure that the extramural outreach efforts, which were thought to be the
}most cost-effective way to develop new contraceptive leads, were supported by in-depth in-

. house scientific expertise, not to build an intramural research institution. It has turned
! out to be more expensive and time-consuming than anticipated to conduct in-house research,

. and considerable additional staff and a number of core laboratories have been added to sup-
1 port this work. Thus, at midpoint, about half of project resources are going to support

. intramural staff, is primarily on long-term leads.

By comparison, the extramural component is not.receiving the attention anticipated from the
l'intramural staff. In particular, the expectation that they would play an active role in
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‘planning and monitoring is recommended. First priority should go to improving the manage-

iciting and monitoring extramural subprojects has not fully materialized. The TAC, todf\
has not been actively involved in seeking out new subprojects. ’

/A

MANAGEMENT ISSUES: The project has gotten somewhat off course (especially with regard to
the balance between intramural and extramural, and between near-term and long-temm sub-
projects) in large part because of a lack of firm management control. Planning of alloca-
tion of staff time and project resources needs improvement and staff have not routinely
attempted either to articulate goals that are to be met or to identify progress indicators
to measure movement towards those goals. .Likewise, monitoring of allocation of both time
and funds needs improvement; the budgeting system does not allow attribution of staff and
core labs to intramural subprojects and, therefore, the project has not tracked the true
expenditures of intramural subprojects as it has for extramural subprojects. It is
highly Tlikely that if-a better tracking system had been in place, the program would not
have gotten as far off track as it has. The lack of management oversight can be traced, in
part to the Project Director being extremely overextended, compounded by the decision not
to fill the position of Director of Administration after it became vacant early on.

THE FUTURE: The evaluation recognizes that because CONRAD is a research project, goal set-
ting must be a flexible process whose priorities ran change in response to research develop-
ments. The evaluation also recognizes that scientific staff of the calibre gathered to-
gether in the CONRAD program have multiple demands on their full time that has diverted
their attention from the prime goals of this project.

The evaluation's major recommendation is that the program now take stock and make the
difficult decisions necessarv to permit reallocation of resources from intramural to
extramural efforts and from longer to nearer-term subprojects. Specific programmatic
changes suggested include more vigorous efforts to solicit a wider range of extramural
and clinical subprojects and a careful reevaluation of the level of resources now devoted
to intramural subprojects. At the same time, a major tightening of financial and staff

ment and administration of the program, perhaps by hiring a Director of Administration, and
external consultants should be brought in if necessary to assist staff to develop a planning
system that ensures that objective setting, strategy formulation, workplans, budgeting and
reporting are part of a coherent system that makes clear the role of each staff member.
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ATTACHMENTS

K. Attachments (List attachwments submitted with this Evaluation Summary; aiweys attach copy of huil svaluation report. even it one was submitted
eartler; attach studies. ote. . hd w : )

tidterm Evaluation of the Contraceptive Research and Development (CONRAD) Program.
Report No. 89-025-085. Population Technical Assistance Project. [ual and Associates,
Inc. And International Science and Technology Institute, Inc. July 12, 1989

COMMENTS

w port

The CTO concurs with the main findings of the evaluation. Efforts are in place to
implement the programmatic changes suggested including improvements in project
management.




