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E f f o r t s  need t o  be increased t o  s o l i c i t  extramural proposals .' CONRAD STS 
The Sen ior  Technical S t a f f  (STS) and Technical Advisory Com- and TAC 
m i t t e e  (TAC) need t o  be more a c t i v e l y  i n v o l v e d  i n  t h i s  process. 
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The l e v e l  o f  resources a1 l oca ted  t o  i n t ramura l  subprojects 
should be reevaluated.  I n h i b i n  research should become an 
ex t ramura l  subp ro jec t  o r  be terminated. i ITS 

CONRAD management and A. I. D. should reexamine the p o r t  f o l  i o  
o f  i n t r a m u r a l  and extramural subpro jec ts  i n  l i g h t  o f  t he  ob- 
j e c t i v e  f o r  near-term versus long- te rm r e s u l t s .  E f f o r t s  a r e  
c l e a r l y  needed t o  increase the  l e v e l  o f  funding f o r  ext ramural  
subpro jec ts ,  and f o r  c l i n i c a l  t r i a l s  a t  the  phase I and phase 
I 1  stages. 

A.I.D. and 
CONRAD STS 

The management o f  CONRAD should be reformul ated w i t h  spec ia l  CONRAD 'STS 
a t t e n t i o n  t o  ways i n  which the D i r e c t o r  can be ass is ted  i n  d i s -  
charg ing  h i s  func t ions .  The vacant p o s i t i o n  o f  D i r e c t o r  o f  , 
Admin i s t ra t i on  should be f i l l e d .  I 

A thorough rev iew i s  needed o f  the  proper  s t a f f i n g  l e v e l  and CONRAD S T S  
b e t t e r  breakdown s t a f f  r o l e s  between extramural  and in t ramura l  

on goi n  g  
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ongoing 

Sept. 89 

i 

and ongoing 
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H. P v F t  

The Contraceptive Research and Development Program (CONRAD), now a t  f t s  midpoint, i s  
funded to support the development of  new and improved family planning methods f o r  developing 
countries. The program was created under a five-year Cooperative Agreement (1986 t o  1991) 
between the A. I.D. and the Eastern Virginia Medical School w i t h  a to ta l  authorized funding 
level of $28 mi 11 ion. CONRAD represents a major new organizational approach, including both 
an intra- and extramural component, w i t h  the idea that  this combination would provide a c r i -  
t i ca l  mass of views, expert ise ,  approaches, and hands-on experience tha t  would enhance bring- 
ing new family planning methods to  market. 

This midterm eval uation was t o  identi  fy the accomplishments , strengths,  weaknesses, and 
problems of the Program and to  review the original oncept and design of the project .  

The CONRAD Program has a1 ready begun to  contri  g ute very si gni f icant ly t o  the  f i e l d  of 
contraceptive research, especially i n  reproductive imunology and the development of hormone 
antagonists. This has been accomplished through the  excel 1 ence of the intramural research, 
the funding o f  over 40 extramural subprojects, and the holding of two international workshops 
with published proceedings. 

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

A major problem i s  tha t  the Program management has not kept to  the project design, which 
mandates that  two-thirds of resources available f o r  research go t o  the extramural component an 
one-third t o  the intramural, and that  a programmatic bias be maintained toward subprojects tha 
may yield products i n  the relat ively near future. 

The extramural component i s  not receiving the at tent ion anticipated from the intramural 
s t a f f .  I n  par t icu lar ,  the expectation that they would play an active role i n  s o l i c i t i n g  and 
monitoring extramural subprojects has not material ized. The TAC, too, has not been act ively 
involved in seeking new subprojects. The project has gotten somewhat of f  course i n  these 
regards in large part  because of a lack of firm management control. 

The major recommendation of th is  evaluation i s  t ha t  the Program now take stock and make 
the d i f f i c u l t  decisions necessary t o  permit real 1 ocation of resources from intramural t o  
extramural e f fo r t s  and from longer to  nearer-term subprojects. 
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A. I .D. EVALUATION SUMMARY - PART I 

(~t tachmen t ) 

Cont inuat i  on o f  Pro jec t  936-3044, Contraceptive Research And Development Program 
(CONRAD). 

Act ions 

Decisions Approved By Mission o r  A.I.D./W 
O f f i c e  Dl rec tor  

Name o f  O f f i c e r  
Responsible f o r  
Act Ton 

Date Act ion 
t o  be Com- 
p l  eted 

Budgets and f inanc ia l  repor ts  should deal 
separate ly  w i t h  obl i gat i  ons and expenditures 
and p r o j e c t  these separately. ' It may a1 so be 
necessary t o  c l a r i f y  w i t h  A.I.D. the concepts 
and d e f i n i t i o n s  o f  obl  i gations , commitments 
and encumbrances. 

Be t t e r  f i nanc ia l  repor t ing  i s  required; 
func t iona l  budgets as wel l  as l i n e  i tem 
budgets are needed, 

CONRAD S t a f f  

CONRAD S t a f f  



A.I.D. EVALUATION SUMMARY - PART ll 
S U M M A R Y  

J. S ~ m m m t  of Cv8luotlon flndlnga. Cocrolualon8 and R.oom~nd8tlons (Try not to -cod the tlma (3) p.grr prov#rd) 
Mdreaa tho folkwlng Itemr: 

PU~OS. of evdurtlm 8nd methodology u s d  Ptlnclpal r~ommond8tlon8 
a Purpose of sotMty(la8) evaluated ksaona learned 

Rndlnga and o~olualonr (nlate to quoatlona) 
Mlaalon or Offloe: 1 0 u m  nvla ~umriury ~rep8r.d: 1 tltlo And 0810 01 full tvalu8tlon Report: 

Mid-Term v a l u a t i o n  of t h e  contrace t' e  Re- $ lsearch an Dev. (CONRAD) Proaram - 7 1 1 b 8 9  

OVERVIEW: A t  l 'ts midpoi'nt , t h e  Cont racept ive  Research and Development Program (CONRAD) has 
'moved r a p i d l y  and success fu l l y  t o  i n i t i a t e  numerous a c t i v i t i e s  i n  c o n t r a c e p t i v e  research. 
The seve ra l  mid-course c o r r e c t i o n s  i d e n t i f i e d  i n  t h i s  e v a l u a t i o n  a re  designed t o  a s s i s t  t he  
program t o  s h i f t  resources f rom t h e  i n t ramura l  t o  t h e  extramural  program, f rom long- term 
t o  near- term p r o j e c t s  t o  broaden the  p o r t f o l i o  o f  t he  extramural  program, and t o  improve the  
management and admin i s t ra t i on  o f  t he  t o t a l  program. 

CONRAD, w i t h  t o t a l  au thor ized fund ing  o f  $28 m i l l i o n ,  i s  o p e r a t i n g  under a  f i ve -yea r  Coop- 
e r a t i  ve Agreement between the U.S. Agency f o r  I n t e r n a t i o n a l  Development ( A .  I .D. ) and the  
Eastern V i r g i n i a  Medi'cal School (EvMS). Th is  midterm e v a l u a t i o n  was t o  i d e n t i f y  t h e  accom- 
p l i shments ,  s t reng ths ,  weaknesses, and problems o f  t h e  program and t o  cons ider  whether t he  
p r o j e c t  had been conceptual ized and designed i n  a  manner t h a t  would p e r m i t  i t  t o  meet i t s  
o b j e c t i v e s  e f f i c i e n t l y  and e f f e c t i v e l y .  

STRENGTHS: The CONRAD program has a l ready  begun t o  make i t s  mark i n  t he  w o r l d  o f  contracep- 
t i v e  research, through the  excel lence o f  some o f  i t s  i n t ramura l  research  (conducted in-house 

I I i t s  funding o f  over  40 extramural  subpro jec ts  ( w i t h  ou ts ide  i n s t i t u t i o n s ) ,  and t h e  h o l d i n g  
o f  two i n t e r n a t i o n a l  workshops, w i t h  pub1 i c a t i o n  o f  proceedings e i t h e r  accomplished o r  under 
way. E x c e l l e n t  s t a f f  were r e c r u i t e d  and p u t  i n  p lace  very  qu i ck l y .  The i n t ramura l  program 
i s  making good progress i n  a  number o f  areas o f  con t racep t i ve  research, such as t h e  GnRh 

' an tagon is t  subpro jec t ,  which involves suppression o f  gonadotropin s e c r e t i o n  through the use 
o f  t h e  compound Nal-Lys-GnRh an tagon is t  and rep roduc t i ve  immunology e f f o r t s ,  which focus on 
i d e n t i  f y i  ng, c h a r a c t e r i z i n g  and i s 0 1  a t i  ng sperm and egg-based a n t i  gens germane t o  f e r t i  1  i za- 
t i o n .  Research on spermicide and v i r u c i d e  screen ing  i s  a l s o  under way supported, i n  p a r t ,  
by  t h e  Na t iona l  I n s t i t u t e  of C h i l d  Hea l th  and Human Development as p a r t  o f  a  new i n i t i a t i v e  
by  CONRAD on the  mechanism and p reven t i on  o f  the heterosexual t ransmiss ion  o f  HIV. An 
exce l  l e n t  Technical Advisory Committee (TAC) has been assembled t o  h e l p  guide the  work of t h  

1 program. The program has es tab l i shed  exce l1  e n t  work ing r e l a t i o n s  w i t h  o t h e r  o rgan iza t ions ,  
; bo th  n a t i o n a l  and i n t e r n a t i o n a l ,  t h a t  a re  i nvo l ved  i n  con t racep t i ve  research  and development 

' WEAKNESSES : P r o j e c t  weaknesses a r e  p r i  mari l y  re1  a ted  t o  t h e  over-emphasi s  on the  1 onger- ter  
: leads i n  t h e  research p o r t f o l i o .  Th is  b ias  i s  ev iden t  i n  both the  i n t r a m u r a l  and extramural  
, components. I n  p a r t i c u l a r ,  t he  c l i n i c a l  research component o f  the  i n t r a m u r a l  program has 

i 
had a  s lower  s t a r t  than a n t i c i p a t e d ,  b u t  s t a f f  and f a c i l i t i e s  a r e  now i n  p lace  t o  accomodate 
a  heav ie r  l o a d  o f  subprojects i f  they can be i d e n t i f i e d .  

DESIGN ISSUES: A major problem i d e n t i f i e d  i s  t h a t  p r o j e c t  management has n o t  kept  t o  t he  
p r o j e c t  des i  gn, which had mandated t h a t  two - th i rds  o f  p r o j e c t  resources a v a i  1  ab le  f o r  re -  
search would go t o  the extramural component and o n e - t h i r d  t o  the i n t r a m u r a l .  The purpose o f  
t h i s  mix  was t o  ensure t h a t  t he  ex t ramura l  outreach e f f o r t s ,  which were thought  t o  be the  
most c o s t - e f f e c t i v e  way t o  develop new con t racep t i ve  leads,  were suppor ted  by in -depth  i n -  
house s c i e n t i f i c  exper t i se ,  - n o t  t o  b u i l d  an i n t ramura l  research i n s t i t u t i o n .  It has turned 
o u t  t o  be more expensive and time-consuming than a n t i c i p a t e d  t o  conduct f n-house research, 
and cons iderab le  a d d i t i o n a l  s t a f f  and a  number o f  core  l a b o r a t o r i e s  have been added t o  sup- 
p o r t  t h i s  work. Thus, a t  midpoint ,  about h a l f  o f  p r o j e c t  resources a r e  go ing  t o  support  
i n t r a m u r a l  s t a f f ,  i s  p r i m a r i l y  on l o n g - t e r ~ n  leads.  

By comparison, the extramural component i s  n o t  r e c e i v i n g  t h e  a t t e n t i o n  a n t i c i p a t e d  from the 
i n t r a m u r a l  s t a f f .  I n  p a r t i c u l a r ,  t h e  expec ta t i on  t h a t  they would p l a y  an a c t i v e  r o l e  i n  



i c i t i n g  and moni tor ing extramural subprojects has not  f u l  l y  mate r ia l  i.zed. The TAC, . - 

has no t  been a c t i v e l y  involved i n  seeking out  new subprojects. 

MANAGEMENT ISSUES: The p ro j ec t  has got ten somewhat o f f  course (espec ia l l y  w i t h  regard t o  
the balance between intramural  and extramural,  and between near-term and long-term sub- 
p ro j ec t s )  i n  la rge p a r t  because o f  a lack o f  f i r m  management con t ro l .  Planni'ng o f  a l l oca-  
t i o n  o f  s t a f f  t ime and p ro j ec t  resources needs improvement and s t a f f  have not  r o u t i n e l y  
attempted e i t h e r  t o  a r t i c u l a t e  goals t h a t  are t o  be met o r  t o  i d e n t i f y  progress i nd i ca to r s  
t o  measure movement towards those goals. .Likewise, moni tor ing o f  a l l o c a t i o n  o f  both t ime 
and funds needs improvement; the budgeting system does not  a l low a t t r i b u t i o n  o f  s t a f f  and 
core labs t o  in t ramura l  subprojects and, therefore,  the p ro j ec t  has no t  tracked the t r u e  
expenditures o f  in t ramura l  subprojects as i t  has f o r  extramural subprojects. It i s  
high l y  1 i k e l y  t h a t  i f:-,a. b e t t e r  t r ack i ng  system had been i n  place, the program would not  
have got ten as f a r  o f f  t rack as i t  has. The lack 0.f' management overs igh t  can be traced, i n  
p a r t  t o  the Pro jec t  D i rec to r  being extremely overextended, compounded by the decisi'on no t  
t o  f i l l  the p o s i t i o n  o f  D i rec to r  o f  Admin is t ra t ion a f t e r  i t  became vacant e a r l y  on. 

THE FUTURE: The eva luat ion recognizes t h a t  because CONRAD i s  a research p ro jec t ,  goal set -  
t i n g  must be a f l e x i b l e  process whose p r i o r i t i e s  can change i n  response t o  research develop, 
ments. The eva luat ion a lso recognizes t h a t  s c i e n t i f i c  s t a f f  of t he  c a l i b r e  gathered to-  
gether i n  the CONRAD program have m u l t i p l e  demands on t h e i r  f u l l  t ime t h a t  has d iver ted 
t h e i r  a t t e n t i o n  from the prime goals o f  t h i s  p ro j ec t .  

The eva luat ion 's  major recommendation i s  t h a t  the program now take stock and make the 
d i  f f i  cu l  t decisions necessary t o  permi t rea l  l oca t i on  o f  resources from i ntramural t o  
extramural e f f o r t s  and from longer t o  nearer-term subprojects. Spec i f i c  programmatic 
changes suggested inc lude more vigorous e f f o r t s  t o  s o l i c i t  a wider range o f  extramural 
and c l i n i c a l  subprojects and a careful  reeva luat ion o f  the l eve l  o f  resources now devoted 
t o  in t ramura l  subprojects. A t  the same time, a major t i gh ten ing  o f  f i nanc ia l  and s t a f f  

-p lanning and moni tor ing i s  recommended. F i r s t  p r i o r i t y  should go t o  improving the manage- 
ment and admin is t ra t ion of the program, perhaps by h i r i n g  a D t rec to r  o f  Administrat ion, and 
externa l  consultants should be brought i n  i f necessary t o  ass i s t  s t a f f  t o  develop a p lannin 
system t h a t  ensures t h a t  ob jec t i ve  se t t i ng ,  s t ra tegy  formulat ion, workplans, budgeting and 
repo r t i ng  are p a r t  o f  a coherent system t h a t  makes c l ea r  the r o l e  o f  each s t a f f  member. 
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C O M M E N T S  

T t e e  AlDlWn Full 

I The CTO concurs w i t h  the main f indings o f  the evaluation. E f f o r t s  are i n  p lace t o  
implement the programmatic changes suggested inc lud ing  improvements i n  p r o j e c t  
management. 

I 


