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Ln Septen~tcr,  1985, the A. I .D.  Bureal fo r  Science and 'Pechnology, Off icc  of 
Population (SlLT/EOP) ar~ttwrized tble ?&l i ly  Planning Enterprise Pro jec t  (EL') 
(936-3024) . The purpose of t h e  p:05t?,::. t is t o  increase t h e  del ivery and use of 
acceptable,  affordable family planninq s e r v i c e s  through the  p r iva t e  sec tor .  A 
f i v e y e a r ,  $27.016 rr,illion con t r ac t  w;rs awarded to  John Snow I n c .  (JSI) t o  
implanent t h e  project. 

The evaluat ion was conciucted i n  year  four,  with about 18 months remaining i n  
t h e  pro jec t .  The purposes of t he  evatluation were to: 1) examine whether the 
pro j ec t  was designed i n  a way t h a t  w i l l  permit it t o  m e e t  its objec t ive  of . 
developing and expandicg family planning s e r v i c e  delivery i n  t h e  p r iva t e  
s ec to r ,  2 )  determine wk the r  rev is ions  a r e  warranted a t  t h i s  time, and 3 )  t o  
provide information tha t  can be used i n  designing a follow-on project .  The 
nethodology consi  stecl ,f b r i e f ings  , i3ocument review, interviews a t  A,, I. D . and 
EP headqyarters, v i s i t s  i n  two p ro j ec t  count r ies  (Phil ippines and Zimbabwe), 
in terviews with Asia acd Africa reg iona l  s t a f f ,  and input f r an  EP and USAID 
s t a f f  i n  other  countries by survey. 

The evaluation concluded t h a ~ ,  while the  p r o j e c t  concept was good and the 
cont rac tor  has on track with de l iverab les ,  re f inments  were needed i n  pro jec t  
implementation. There was concern t h a t ,  desp i te  successes with c e r t a i n  
subpro:ects, c3n overmnbitious design,, i n  which impact was secondary to 
canplet ion of deliverables,  l e f t  the  p r o j e c t  w i t h  a di f fuse ,  unclear 
d i rec t ion .  The evaluation reaxmended f i r s t  t ha t  re f inments  be made in EP, 
and t h a t  second, building on the  experience of EP i n  the critical, p r i v a t e  
s e c t o r  area ,  a suocessor p ro jec t  be developed synthesizing the  goa ls  and 
ob j= t ives  of EP 2nd the Technical Ir~formation on Population fo r  t he  P r iva t e  
Sector (TIDES)- Project. 

S p e c i f i c  recanmexlations f o l l w .  The evaluation i s  concerned t h a t  EP reduce 
t h e  number of countries i n  which i t  works; develop overarchirq s t r a t e g i c  plans  
f o r  those countxies; more sharply def ine  its market-based intervent ions ,  and 
el iminate  t he  zubsic of 'new business  venturesw,  which has been amfus ing ;  and 
confine W O  work t o  interventions designed for  i n s t i t u t i o n a l  s t r e q t h e n i n g  o r  
to  increase  sus ta inab i l i ty .  
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In the mid-1980s, A. I . D g s  Office of Population (S&T/WP) realized that  its 
t radi t ional  emphasis on service delivery through t h e  public sector and private 
voluntary organizations ( WOs) would be insufficient to cope w i t h  population . 
developent a s  i t  was occurring. Rapid population growth and increased demnd 
for family planning, and a climate of declining resources for population, 
meant tha t  involvement of the private, for-profit sector was necessary i n  t h e  
provision of family planning services. The f ive y e a r  Family Plannin 
Enterprise Project (936-3024) was approved i n  1985 w i t h  a bdget  of 
million to  address th i s  problem. 

The purpose of the project is t o  increase the delivery and use of acceptable, 
aff ordable family planning services through the private sector. The project 
focuses on three types of intervention: 1) employer-based family planning 
programs, 2 )  market-based program, by which private sector (often 
f e e 4  or-service) providers are assisted to  provide services, and 3) 
ins t i tu t iona l  strengthening with WOs t o  increase sustainability. The project 
has worked in  s i x  areas -- implementation of subprojects, conduct of 
workshops, transfer of microcomputers, short-term TA, loq-term TA, and 
development of training modules. A s  of May, 1989, Enterprise had in i t i a ted  62 
subprojects in  30 countries. Of the to ta l  subprojects, 35% have been in 
~s ia /Near  &st, 35% i n  Africa, and 30 in  Latin America. Before the end of the 
project, i t  is anticipated that 80 projects w i l l  be completed. 

The Enterprise project is being implemented for S&T/l?OP by John Snow, Inc. ; 
subcontractors are Birch & Davis Associates, Coverdale Organization, and John 
Short & Associates. 

Purpose and Methodology of Evaluatioa 

The evaluation was conducted i n  year four, with about 18 m n t h s  remaining i n  
the project.  The purposes of the evaluation were to: 1) examine whether t h e  
project was designed in a way that w i l l  permit it to meet its objective of 
developing and expanding family planning service delivery i n  the private 
sector; 2 )  determine whether revisions are warranted a t  t h i s  time; and 3) to 
provide information that can be used ir, designing a follow-on project. The 
methodology consisted of briefings, document review, interviews a t  A . I . D .  and 
EP headquarters, visits in two project countries (Philippines and Zimbabwe), 
interviews w i t h  Asia and Africa regional s ta f f ,  and input frcm EP and USAID 
staff  in  other countries by survey. A f inal  external evaluation w i l l  not be 
requi red. 



Findings and Conclusions 

The evaluation confirmed t h a t  t h e  p ro j ec t  concept was sound, but pointed t o  
a r ea s  where refinement of implementation would improve program outcomes. JSI 
is on schedule i n  meeting most of the  contract  del iverables .  Yo date ,  62 of 
t he  80 subprojects have been i n i t i a t e d . ,  130 person months of TA have been 
provided, 2 t ra ining modules have been produced, and 10  workshops car r ied  out. 

W i t h  respect to  project  s t r eng ths  and achievements, Enterprise has many good 
subprojects, sane of whicfi a r e  cpite innovative. Enterpr ise  has developed . 
strong, productive working re la t ionsh ips  with counterparts ,  and t h e  project  is 
developing good name recognit ion.  In  one country, a coordinating u n i t   ha^ 
been established t h a t  may se rve  t o  i n s t  it uticmnalize the  Enterpr ise  concept. 
Enterprise is focusing on the  question of susta ' inabil i ty,  e spec i a l l y  w i t h  
WOs, and some subprojects have good po ten t ia l  s e l f - sus t a inab i l i t y .  Promising 
l i n k s  a r e  being created &tween PVOs and canmercial en t e rp r i s e s .  W O  
subprojects a r e  s t i rmla t ing  i n t e r e s t  i n  managment skills and employment 
generation. 

.. 
Despite the above, the design of t h e  p ro jec t  was ambitious and emphasis on 
completion of del iverables ,  a s  compared to  impact of in tervent ions ,  gave the 
pro jec t  a d i f fuse  or ien ta t ion .  A s  a result of two problans, a c t u a l  impact of 
t h e  project  a s  implenented t o  da t e  has been smll .  Fi rs t ,  JSI's focus on 
canpletion of del iverables ,  per se, not on underlying impact, and diffusion of 
e f f o r t s  across 30 countr ies ,  have l imited t h e  p ro jec t ' s  impact. Secnnd, where 
the  pro jec t  has had an impact, t h e  evaluation systems have not been i n  place 
so  t ha t  t h i s  impact is a t t r i b u t a b l e  t o  the  project .  

The general recanmendations of t h e  evaluation a r e  twofold -- t h a t  
hplementation of Enterpr ise  be changed to  address t h e  problems iden t i f i ed ,  
and t h a t  A . I . D . ,  building on t h e  lessons learned of Enterpr ise  i n  the  c r i t i c a l  
p r iva te  s e t o r  area ,  develop a successor project  which synthesizes  t h e  
object ives  of Enterprise,  and the TIPPS Projects.  



Principal  Recanmendations 

The p r inc ipa l  recanmendations a r e  divided i n t o  two groups, those for  the 
~ a n i n d e r  of t h e  project ,  and those f o r  t he  new project .  

Recanmendations f o r  the Remainder of the Pro jec t  

1. O b j y t i v e s .  The major object ive  f o r  the  remainder of the Enterprise 
~ r o j k t  1s learning w h i d  pr iva te  s ec to r  approaches w i l l  be most successful  i n  
terms of impact and cost-effectiveness. Seoondary bbjectives,  and the  
p r i o r i t i e s  among them should b2 prec i se ly  determined by A.I.D. i n  conjunction 
with JSI.  

2. For-profit sec tor .  This should be the p r iva t e  sec tor  focus of Enterprise;  
more a t t en t ion  shoul3 go t o  exploring options with market-based comnercial 
channels. 

3 .  - WOs. No new WO a c t i v i t i e s  should be i n i t i a t e d  aimed so l e ly  a t  PVO 
strengthening o r  se l f - sus ta inab i l i ty .  The ob jec t ive  of work with WOs should 
be t o  enable them t o  market t ra ining,  IEC, and other technical  ass is tance 
s e rv i ce s  to for -prof i t  f irms with which Enterprise is working. 

4. Implementation s t ra tegy .  Enterpr ise  should decentra l ize  and a l s o  
consolidate i n  fewer countries.  

Recmendat ions  fo r  the New Project  

1. Design. Develop a new project  which oombines the Enterprise and TIPPS 
Projects .  Concentrate on the  for-prof it seztor .  

2 .  Objectives. The primary object ive  can be t o  achieve increases i n  family 
planning se rv ice  provision by the  f or-profi t  sec tor .  L i m i t  the number of 
countr ies  i n  which t h e  pro jec t  works, and implement all ac t ive ,  impact-oriented 
evaluation system. 

3.  Implementation s t ra tegy .  Develop a " t i e red"  s t ra tegy  which asks the  
contractor  t o  work intensively  i n  a smaller number of countr ies  while a l s o  
being ava i lab le  t o  provide ad hoc technical  ass i s tance  t o  USAID missions 
elsewhere. Specify a decentralized approach re lying heavily on loca l  
personnel. 

4. Relationship t o  other projects .  Implement an ac t i ve  system of p ro jec t  
coordination to maximize e f f e c t i v e  use of scarce  resources. 
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The findings of t h i s  canprehensive evaluation w i l l  be very helpful i n  
completing t h i s  innovative pro jec t  and designing its successor. Ti Office of 
Population appreciates very much the i n s igh t s  of t he  evaluat ion t e rn  i n  
appraising t h e  various elements of t h i s  l a rge  and complex program and 
identifying where changes i n  d i r ec t i on  could k m d e  to .increase 
effect iveness ,  Furthermore, the evaluation team's assessment of t h e  project, 
its s t rengths  and weaknesses, w i l l  grea t ly  f a c i l i t a t e  the design of t-he 
successor project .  

The recanmendations f o r  the remainder of the p r o j e c t  are relevant and useful. 
S&T/KP intends t o  seek a no-cost extension of t h e  pro j ec t  to allow the iro 
implement key recanmendations , Emphasis w i l l  be placed on those related to 
developing lessons learned from the  experiences to date and to minpletlon of a 
c r i t i c a .  evaluation of p r o j e c t  subact ivi t ies .  Dissanination w i l l  a l s o b e  
important , 

S&T/POP agrees t h a t  a follow-on pr iva te  s c t o r  project i n  family planning 
se rv i ce  delivery should be developed and a u t b r i z e d .  The sec t ion  of the 
repor t  on recanmendations f o r  Euture d i rec t ions  is u s e f u l  and will help to 
guide the  developnent a£ t h e  f ollow-on project .  


