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I. EXECUTIVE SUMMARY 

In Bangladesh, population growth is recognized as the principal constraint to socio-economic 
development. Since 1965, successive administrations have devoted considerable effort to family 
planning programs, and the program as a whole has made considerable progress attaining a 
contraceptive prevalence rate of 34 46 and a total fertility rate of 5. However, the current 2.8 % 
annual growth rate makes the next 10 years of the population program critical in the evolution 
of the population over the next century. New approaches are urgently needed to increase rapidly 
the performance of the family planning program. The Upazila Initiatives Project which this 
report addresses embodies one such innovative approach in Bangladesh: that active community 
management of family planning activities will improve overall performance. 

In 1987, USAIDIDhaka and the Bangladesh Ministry of Health & Family Welfare (MOH&FW) 
developed a project called the Upazila Initiative Project (UIP) to operationalize the BDG policy 
of decentralization in family planning by enabling key political and professional leaders at the 
sub-district level (upazila) md below (union) to manage family planning activities. 

The Directorate of Family Planning is the principal government agency directing the UIP. 
Management Sciences for Health was contracted by the USAID Mission, under the Family 
Planning Management Training (FPMT) Project, to assist in the planning and implementation 
of the UIP. FPMT subcontracted with a local private Bangladeshi company, Technical 
Assistance Inc. (TAI), to provide local management support. Funded through two buy-ins 
totalling $2.8 million, this project has now been operating for over three years. This report is 
the final report sf the project, covering the period September 1987 through December 1990. The 
project will continue for another five years, through buy-ins to FPMT's successor, The Family 
Planning Management Development (FPMD) Project. 

Goals arid Objectives of the Upazila Initiative Project 

The public sector provides the great majority of family planning services in Bangladesh. 
However, because of its hierarchical structure and concenhation of decision making at central 
levels its ability to respond rapidly and eff~tively to individual community needs has diminished 
just as the rapid improvement in program performance has become increasingly urgent to meet 
the demographic and fertility goals of the country. The goals and objectives of the UIP reflect 
the new approaches to increasing the overall performance and effectiveness of the public sector 
family planning program. 

Support ' improved access to decentralized family planning services and 
information at the Upazila (subdistrict) level by improving the knowledge and 
skills of elected and appointed Upazila officials and community leaders. 
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UIP Objectives 

m Bring upazila family planning program personnel together with elected and 
community leaders into teams to support family planning activities. 

Help each team observe how innovative local initiatives to promote family 
planning were being successfully carried out in the Indonesian family planning 
program and how community members actually participate in the management 
of their family planning activities. 

Assist teams to supplement the existing family planning activities in their 
upazila by developing and implementing an Action Plan that would incorporate 
features of the programs they had s e n  successfully working in Indonesia. 

UIP Strategy for Operationalizing Decentralized Family Planning Management 

The project emphasizes four approaches to operationalizing decentralized family planning 
management: 

Functional partnerships between personnel from the family planning 
program and elected and other local leaders. This is accomplished through 
creation of management teams responsible for p!anning and implementing 
special Action Plans to improve family planning program performance. 

Active involvement of community membels in the management of their 
family planning program. This is accomplished through the establishment of 
family planning management committea which oversee family planning 
operations from the village to the subdistrict. 

Active partkipation of I d  people (especially women) in family planning 
activities. This is accomplished through the involvement of cadres of volunteers 
who provide intensive face to face information and motivation. 

L o d  lhnclrrl contributions to the implementation of Action Plans. 
Upazilas are required to match the UIP grant with at least a 10% contribution 
from local resources. 

. . .. 
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UIP Implementation 

The implementation process, evolving from the above strategy, has the following components: 

3rovide opportunities for local leaders to learn about management 
through the study of successful examples. In an instance of successful south 
to south collaboration, carefhlly planned three week Observation-Study Tours 
in various regions of Indonesia expose local teams of community leaders and 
family planning program personnel to models of successful decentralized family 
planning program management. Bangladeshi community leaders study the 
practices and principles of local family planning management in the Indonesian 
context and select features for adaptation to their own situations. 

Follow-up lessons learned with immediate action. The Upazila leaders 
develop Action Plans which adapt learnings From the Indonesia environment to 
their own local situations. For the Upazilas, these Action Plans introduce many 
innovations into the approaches for raising the contraceptive prevalence raw 
and maintaining active users. As soon as the groups return home, the DFP other 
BDG officials review the Action Plans drafted in Indonesia and approve them 
for funding after necessary modifications. Each Upazila immediately thereafter 
receives the first portion of a small grant of approximately U.S. $2000 to 
implement their Action Plan. 

8 Support action through seed grants and intensive monitoring. The first 
allmition of seed money (abut Tk25,OOO) to avoid any delays in 
implementation is followed up by ;a monitoring visit to ensure that the first steps 
of the Action Plan are underway. Each Upazila is monitored at least three times 
per year. Subsequent allocations are made on the basis of progress in Action 
Plan implementation and presentation of financial reports.TA1 conducts other 
support activities to enhance the quality of implementation, share experiences 
among the Upazilas and mobilize central level involvement in the process of 
decentralization. 

8 Reward success by continuing and expanding capabilities for local family 
planning program management. When an Upazila successfi~lly completes the 
implementation of an Action Plan, the UIP continues Action Plan development 
in the first Union and expands the process of local management to a second 
Union. TAI provides technical assistmce to the Upazila and Unions in 
replicating the Action Plan Development and implememition process. Upazila 
contributions increase as grant amounts decrcasc for second year Action Plans. 



Achievements 

In 1990, the MOH&FW informed USAID that it considers the UIP to be among its best donor 
supported projects. A recent evaluation of the USAID population program also ranked the UIP 
as one of its most successful undertaking. The highest levels of gove.mment have cited the 
project a a model for others to follow. The reasons for the interest in the UIP project are 
attributable to some of its major rcsults: 

Upazila Management Teams 

43 Upazila teams were crrared through the Observation-Study Tours (OST) 
to Indonesia and to exemplary Upazilas in Bangladesh, of which 70% were 
functioning. The OST proved to be a effective way of transferring the 
management technology to operationalize decentralization. 

39 Action Plans developed by the Upazila teams have k e n  approved and are 
being implemented under the UIP. The TAI monitoring systems which evaluates 
quality of implementation on six indicators (Activities conducted, knowledge 
and attitudes, organization, execution, and control) showed effective community 
management was in place in 70% of these Upilas. 

h l  Community Management 

8 Communities actively manage their family planning pnrgrams at three 
levels. The first level is the Upazila team which participated in the Obscrvation- 
Study Tours. The second level is at the Union, composed of Union Chairman 
(elected) f&y Planning Visitor and community members. The third and most 
critical level is the unit level composed of Family Welfare Assistant and 
Volunteers. 

Volunteer participation has increased effective face to face contact with the 
local population in motivation, information and contraceptive supply. FWAs 
who previously rendered these sewices to 700 clients now manage volunteer 
teams who perform these functions more effectively. 

Financial contributions from the Upazilas have averaged almost three times 
higher than required. In some cases, the Upazila contributions have been as 
high as 83-%. 



Involvement of Community Members 

Nearly 4000 volunteers are working in the 39 Upazilas, 80% of them are 
women. This represents a dramatic social breakthrough in family planning at 
the community level when women actively taking leading community roles in 
family planning. 

8 Status of women has risen in participating unions through their work as 
volunteers and throilgh the changing role of FWAs from service providers to 
program managers. 

Institutionalization of Decentralization 

1 12 Upazila Chairxan and 6 District Commissioners have taken steps to 
generalize the approach to decentralization and active community management 
of family planning programs throughout their Upazilas and throughout the entire 
District. 

Fmily Planning R o g m i  Performance 

Monthly CPR from 33 Upazilas show a median increase of 31% over a 
period of 20 montbs of Project activity. Contraceptive Prevalence Rate figures 
indicate that the program performance is improving at a much faster rate in 
Unions with Action Plarzs underway than in Unions without Action Plans and 
community involvement. In the 33 Upazilas the median baseline CPR was 38% 
and the last CPR was 54%. 

UIP Management 

A project as complex as the UIP necessarily has many strategic, technical and operational issues 
to resolve. The many issues were resolved and kept tht project running smoothly owing to the 
following characteristics of the project: 

The UIP operated %<thin the government structure and was not considered as 
a competitor to the govemmel:t family planning delivery system. The issues did 
not generate any fundamental conflicts. 

The U P  pefforrnance reporting systcn was based on the FWA registers. 
Government workers at field and district level were not threatened by the 
potential disparity between the results of government and project information 
systems. 

8 Because the UIP worked within the government structure, all successes were 
attributed .. to the government system. 



The three years of the Upazila Initiative Project has generated important learnings for the 
improvement of management effectiveness in many countries in which decentralization is being 
promoted as a mechanism for improving program performance. The key leming emerging from 
the experience of operationalizing decentralization during this period is that effective 
decentralization is a result of the synergy between: 

Increasing local political commitment 

Promoting active community participation in program management 

Introducing effective simple management tools. 

Other lessons which emerged from this period reinforced some of the assumptions on which this 
program was built. 

Management effectiveness can be learned through carefully planned study of 
more advanced family planning programs. 

Decentralization requires ownership of the changes in management structure 
at the central, district and local levels. 

Follow-up monitoring and supportive technical assistance are critical in 
making new management structures work. 

Local management teams can be a source of creative, innovative strategies 
which have rapid impact on program performance. 

Phase 11 of this project (1991-1995) will focus on ensuring the sustainability of upazila-level 
initiatives to develop and implement family planning activities that reinforce the national pro- 
gram. Initial signs nrr favorable. There will be several important i~ovations to promote 
sustainability : 

The number of Observation Study toun to succesrfbl upazila projects in 
Bangladesh will be increased. 

The proccss of decentralization and community management will be extended 
to up to five Unions in 120 Upazilas. 

Seed money support to Action Plans will be phased down while Upazilas will 
b e q u i d  to increase their shan of Action Plan funding. 



In the period of three years, the Upazila Initiative Project has demonstrated that a decentralized 
family planning program is a potentially important strategy in increasing family planning 
performance in developing countries where population growth f : ~ l s  to be brought rapidlflnder 

By involving the community actively in the mazagement of its own family 
planning program, national demopphic goals can be linked with the needs for 
local empowerment and control of people over their own destinies. 

Effective management practices can be easily introduced and institutionalized 
at the community level. 

Management effectiveness is a technology which is most readily transferred 
by giving people the opportunity to study how it work in environments 
compatible with their own and by providing opportunities to put new concepts 
and practices into action. 

. . *. 
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11. INTRODUCTION 

In Bangladesh, population growth is recognized as the principal constraint to socio-economic 
development. Since 1965, successive administrations have devoted considerable effort to family 
planning programs, and the prognm as 2 whole has made remarkable progress, attaining a 
contraceptive prevalence rate of 34% and a total fertility rate of 5. However, the current 2.8% 
annual growth rate makes the next 10 years of the population program critical in the evolution 
of the population over the next century. New approaches are urgently needed to increase rapidly 
the performance of the family planning program. 

The objectives of the National Family Planning Program during the 1985-90 periad were 
cognizant of this issue and focus on solutions to increasing performance: 

Increase Utilization of the existing service delivery system. 

Strengthen manpwer and training. 

Extend coverage of multi-sectoral activities, particularly women's programs. 

Test innovative measures through the Upazila Family Planning Committee. 

Reduce population growth rather from 2.8 to 1.8 

8 Raise the Contraceptive Prevalence, Rate from 26% to 40%. 

Increase the number of users from 5 to 8.2 million. 

The public sector is the main provider of family planning services, nearly 60%. However, like 
most public sector programs, it is highly centralized. Centralization which has been a positive 
factor in the first decades of the family planning program's growth is now seen as impeding 
further development. The high degree of centralization and consequent bureaucratization creates 
distance between management and the evolving needs of the client population, and disinterest 
among family planning field workers. As a result, it is increasingly difficult to develop 
commitment to improving performance, The family planning program though continuing to 
grow, is growing too slowly to have the required impact on the demographic crisis. 

Some of the critical impediments to accelerating the expansion of the program are: 

The program moves slowly to meet unmet demand, which is estimated at 
24% of eligible couples. CPR needs to rise to at lea..: 55% in the next 10 years 
before population growth will be significantly affa.!terf. 



Family planning workers need to be accountable for their performance and 
need to be more highly motivated. Information is compromised by worker 
performance with consequent impact on planning and evaluation. 

Service quality needs improvement to increase the number of active users of 
modem contraceptive means and to provide choice of contraceptive methods as 
the needs of couples change in order to diminish the high dropout rate of nearly 
30%. 

Many of these problems are attributable to the highly centralized management structure. The gap 
between decision makers and providers and clients creates the disparity between intentions and 
performance. 

The Upazila Initiatives Project which this report addresses was designed to close this gap by 
introducing innovative approaches to operationalizing the government policy of decentralization 
for family planning: the promotion of active community management of family planning 
activities to improve overall performance. 

The Upazila Initiative Project represents the outgrowth of an earlier project carried out in 1980- 
1982 under the bilateral USAID program. Under this project, about 300 Family Planning 
Officers (FPO) from Bangladesh visited Indonesia to learn about the successful government 
family planning program in that country. Indonesia was chosen because of common cultural 
antecedents. At that time, the FPO was the official responsible for family planning activities at 
the thana administrative level. The thaw was renamed the upadla after the country's 
administrative structure was reorganized. 

There are now about 480 upazilas in Bangladesh, each covering an average population of 
200,000. Below the upazila level, administrative activities are organized at the union level 
(which covers a population of approximately 20,000), and below that, at the ward level. The 
upazilas and unions are run by Parishads (councils), the chairmen of which are popularly 
elected. 

At the time of the original 1980-1982 project, the organizers expected that the participating 
FPOs would return to Bangladesh and implement family planning activities based on some of 
the innovations they had obscwed in Indonesia. An evaluation at that time suggested that such 
activities did not occur because of the lack of a supportive environment for the participants on 
their return. 

The evaluation recommended that such a project would be mom likely to mult in innovative 
approaches to the provision of family planning services if there were a more direct focus on field 
implementation (rather than thinking of the study tours primarily as an o v e m  training project), 
and if a critical mass of community representatives from the upazila (rather than just a single 
individual) were involved. 



In 1987, the idea of study and observation tours in Indonesia was revived, in part because of a 
decision by the Go~yernment of Bangladesh that responsibility for family planning activities 
should be decentralized to the upazila level. Indonesia was considered the logical choice because 
(of its achievements in decentralization and the significant role of community members in 
 managing local activities. The new project therefore emphasized the following approaches to 
ensure support of the participants when they returned: 

Field bplementation. Participants would prepare Action Plans designed for 
implementation. 

m Development of Management Teams. Upazilas would send a group of both 
local government and family planning officials who would learn to collaborate 
on the development and implementation of local family planning program 
activities. 

Active Community Management. Study tours would focus on practical 
management techniques and structures to facilitate and maximize grass roots 
involvement in daily family planning program management. 

The overall goal of the project was formulated in relation to the national policy of 
decentralization: 

Support improved access to decentralized family planning s e ~ c e s  and 
information at the Upazila (subdistrict) level by improving the knowledge and 
skills of elected and appointed Upazila officials and community leaders. 

UIP Objectives 

The three UIP objectives were directed to operationalizing the policy of decentralization for 
family planning: 

Bring upazila M y  planning program persome1 together with elected ant; 
community leaders into teams to support family planning activities. 

Help each team &sene how innovative local initiatives to promote family 
plan.ling were being s u ~ ~ ~ ~ ~ f u l l y  carried out in the Indonesian family planning 
program and how comaunity members actually participate in the management 
of their family planning activities. 

Assist teams to supplement the existing family planning activities in their 
upazila by developing and implementing an Action Plan that would incorporate 
feafurcs of the programs they had seen successfully working in Indonesia. 



- 

In 1987, FPMT was contracted to provide assistance to implement this project. A total of 
$2,800,000 was allocated under two Mission buy-ins to FPMT. To implement the project, 
FPMT maintained offices in both Bangladesh and Indonesia: In Bangladesh, a local firm, 
Technical Assistance, Inc., was sub-contracted to provide technical and monitoring assistance; 
in Indonesia, the Project Manager maintained a separate office within BKKBN, the National 
Family Planning Coordinatiori Board, which conducts study tom through its International 
Training Program (ITP). 



A. Selecting the Upazilas and the Participants for the Observation-Study Tours 

Each study group consists of t-s from four upazilas. The upazilas and participants are selected 
by a steering committee composed of Ministry and USAID officials. The upazilas are chosen 
on the basis of the following criteria: 

Performance in their family planning program. Preference is given to highest 
ranking performers in each of the four divisions of the country. Performance 
has been determined by indicators as couples' years of protection and more 
recently by contraceptive prevalence rate. 

The presence of a Family Planning Officer who has not previously visited 
Indonesia. 

The presence of a Family Planning Officer for at least three months. 

upazila Teams 

Each upazila is represented by its Parishad (Council) Chairman, the Upazila Family Planning 
Officer (UFPO), the Medical Officer for Maternal-Child Health and Family Planning 
(MO/MCH), and one other community leader. 

In choosing the community leader, tbe MOH&FW Steering Committa first identifies a category 
of person to be selected. In Group 4, the selected category was a Union Parishad Chairman; in 
Group 5, it was a female leader; in Groups 6 and 7, a religious leader; in Groups 8 and 9, a 
senior Family Welfare Visitor (FWV); and in Group 10, a Family Planning Assistant (FPA). 
Unless the category is such that no selection process is naded (the upazila employs only one 
senior FWV, for example), a committee, consisting of the DC, the Deputy Director for Family 
Planning (DDFP), and the Upazila Chairman, selects an appropriate person.' 

Resource Pelsons 

In addition, four central and four district level participants participte in each study-tour group 
as resource persons to help the Upazila teams prepare their Action Plans. 

Where the district and central level positions are concerned, there has also been considerable 

. . 
' Annex A lists the & rad &iliation of d l  OST participants. 
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I 
I officials, religious leaders, personnel from the President's secretariat, and employees of the 

Ministry of Local Government and Rural Development. 

The major function of the district and central level personnel is to serve as advisors to the four 

activities after they return from Indonesia. However, many DCs have taken it upon themselves 
to independently replicate the UIP approach to decentralization to promote family planning in 
their district after their exposure to the Indonesian program. 

Administration 

The project was designed in such a way as to allow sufficient time (45 days, it was anticipated) 

to be booked, and for accommodatiotis, visas, and per diems to be arranged. In practice, 

I however, the timing of nominations of participants usually occurs less than two weeks before 
the departure date. On one occasion, the Head of State intervened and succeeded in getting 
nominations to the OST made 31 days in advance. 

other participants. 

To date, 11 Observation-Study Tours (OSTs) have been conducted, ten in Indonesia and one in 
Bangladesh. A summary of the types of participants whn were selected for each group is 
presented in Table One. 



TABLE OKE= NUMBERS OF PARTICIPANTS IN 11 OBSERVATION-STUDY 
TOURS C0M)UCTED BETWEEN OCTOBER 1987 AND DECEMBER 1990, 

ACCORDING TO THE POSITIONS THEY HELD AT TIE TIME OF THE VISIT 

Gmup 
No.lIhte 

1-1 1/87 

2-2/88 

36/88 

4-1 1188 

5-Z89 

6-6/89 

7-1/89 

+SP1-1/90 

8-1-2190 

96/90 

10-10190 

TOTAL 

Up& UpuiL FP M d i l  Community Didricc Center Total 
Rrirbrd Officer OmCerl Luded Obrrvcrl 

MCHdtFP Olber Puriciuw 

* With tbe exaQrim of two FPMT stdT in Bmgluhah, them puticiprnts wem not f h b d  by tbe project. (A 
complete list of AIDINGO prticipmts is prcsmted ia Annex B.) 

A complele list of participating upuilu rad tsrm me& is prwented in Annex A. 

+ ~sndytourwucoaductedlocrlty .  



B. Orientation for the Participants Before the Observation-Study Tour to Indonesia 

A two-stage process has been developed to prepare upazila teams for the study-tour before the 
trip to Indonesia: 

Stage 1: A workshop is held within each upazila 

Stage 2: A briefing for dl OST participants is held immediately prior to departure 

As the UIP evolved a 'pre-visit' workshop was introduced in the upazilas during the month prior 
to the OST. The major purposes of these workshops are to: . Clarify for participants the objectives of the project and how it will be carried out. 

Emphasize the role the participants will play in implementing the Action Plans. 

Develop support in the Upazila among other key officials for the Action Plans to be 
brought back by the participants. 

The second stage of the orientation is a two-day briefing for all participants. This is conducted 
by the Directorate, and assisted by FPMT, immediately prior to departure for Indonesia. The 
Orientation serves to: 

Review the Bangladesh family planning program - primarily for the benefit of the 
Upazila Chairmen and other officials, who are not integrally involved in the 
implementation of family planning activities. 

Provide background information about Indonesia, the Indonesian family planning 
program, and the logistics of the Observation-Study Tour, including administrative 
matters. 

Orient district level and central level participants to the special roles they will assume 
during the OST as 'advisors' to the Upazila team members. The district and central 
level resource persons provide official support for the project from the Bangladeshi 
government and give a broader perspective as to how the subsequent family planning 
activities carried out under the project will fit into the larger picture of the national 
family planning program. 

C. The Indonesla Observation-Study Tour 

The Observation-Study Tow is a complcx undertaking which requires the coordination of the 
Government of Bangladesh and the International Training Program of BKKBN. FPMT both in 
Dhaka and Indonesia plays a major role in communication between the two, and in facilitation 
of administrative support. 



Organization and Management 

ITP (BKKBN), the FPMT Project Manager and TAI play principal roles: 

The staff of ITP plans, organizes and implements the Observation-Study Tours. 
BKKBN selects sites in order to reflect different stages of the Indonesian program's 
development, changing them periodically so as to develop some stability in the 
program, without overwhelming any one province. The first four OSTs visited the 
provinces of Yogyakarta and Bali; the next four were conducted in West Sumatra and 
West Java; the last two took place in Central Java and South Sumatra. 

The FPMT project manager provides technical assistance to the ITP in organizing the 
course, tailoring it to the needs of Bangladesh, and in ensuring that lessons learned are 
applied on return via the preparation of realistic Action Plans. 

The FPMT Office (TAI) in Dhaka carries out the huge administrative task of 
wganizing the administrative procedures for travel, transportation, and other types of 
support. 

Observation Study-Tour Program 

The three-week Observation-Study Tour prepared by the ITR in Indonesia is devoted to the 
following activi ties2: 

A formal opening ceremony. 

A one-and-a-half day orientation in Jakarta, conducted by high-level staff, designed to 
provide participants with an overview of the Indonesian family planning program. 

A visit to one of Indonesia's 27 provinces, beginning with a half-day orientation by 
provincial BKKBN staff, followed by three full days of observation of' activities at the 
Kecamatan or village level. (A Kecamatan in Indonesia is an administrative unit larger than 
a union but smaller than an upazila in Bangladesh.) The teams would typically observe such 
activities as: 

. Studying the roles, activities, behavior, attitudes, and relationships of 
their political and professional counterparts 

Accompanying a field workers on house-to-house rounds 

Interviews with contraceptive users 



. Observation of 1.E.C activities at the community level 

Observation of acceptor registration through the use of ELCO (eligible 
couple) Mapping 

= Attendance at various meetings monitoring the progress of family 
planning and maternal and child health services provided at the local 
level 

. Discussions with field workers, midwives and program managers 
about their responsibilities. 

. Participation in evaluation exercises. 

8 A similar visit is made to a second province, so that the team members can become 
aquainted with other features of the Indonesian family planning program. These typically 
include such activities as: 

Income generating projects 

Immunization programs 

Campaigns to improve the nutritional status of families 

. Diarrheal control activities 

8 The OST ends with a three-day residential workshop outside Jakarta st which participants 
finalize the design of an Action Plan to be implemented upon their return to Bangladesh. 

The Action Plans are then p~esented to high level BKKBN staff for comment and review. 

A closing ceremony. 

Facilitation of the Observation-Study Tour 

To accompany the field activities and workshop sessions, ITP provides one central office English 
speakerlfacilitator for every six participants and mobilizes key senior and technirxl staff from 
one regional office in each area visited during the Obscrvation-Study Tour. In the field, there 
also is a minimum of one provinciai office translator/facilitator for every six participants. 

To enhance the quality of the field facilitation, observation and discussion, the group is usually 
divided into four sub-groups, each visiting a different site. In addition to the ITP staff, 
Bangladeshis resident in Indonesia provide direct translation into Bangla for participants whose 
English might be weak. One of the key roles of the facilitator is to conduct the daily .,. .. 
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consolidation session at the end of the day in the field. The purpose of these sessions is to: 

I Ensure that the participants fully understood the systems they have observed that day, 

Help participants relate the day's observations to the context of Bangladesh. 

I Develop the basic ideas that will eventually become incorporated into their Action 
Plan. 

Evaluation and Improvement of the OSTs 

On the basis of both participant and staff comments, ITP and FPMT evaluate the success of each 
OST. As a result of this evaluation, a number of changes to the Study Tour have been made in 
the course of the project. The most significant changes have been: 

Giving clearer instructions for the ITP translators about translation procedures. 

Sharpening the focus on how the job of the Family Planning Field Worker in the 
Indonesian program has changed from that of a house to house motivator to a manager of 
community level activities. 

Providing participants with a 'historical' overview of the development of other elements 
in Indonesia's family planning program. 

Routinizing daily consolidation sessions to help ensure that participants understand what 
they observed and to help them begin to think of the key elements of their Action Plans. 

Developing and distributing daily guide sheets to help participants focus more clearly on 
what they will observe each day. 

a Eliminating certain repetitious activities during the field visit to the second province. 

Using microphones and headsets for translation during meetings. 

Extending the Action Plan workshop by one day. 

A formal evaluation of the OST experience was consistently positive, in fact, so much so that 
the evaluation forms now contain only open-ended questions to solicit participants' general 
comments. 



D. Action Plan Development 

The concept of an Action Plan is first introduced to participants during the orientation session 
held in Bangladesh before they leave for the OST. Beginning with Group 2, it was suggested that 
a 'Generic Action Plan' might be made available to the team, although its use would not 
necessarily be required. The generic plan guides the teams in writing their plans but does not 
constrain the overall content of the Action Plans. The Action Plan Development P r d s s  involves 
the following steps: 

Once the teams get to Indonesia, the ITP staff and the FPMT Project manager begin 
to orient the teams to the preparation of their Action Plans. 

Facilitators focus attention on using learnings from the consolidation sessions in 
eventually preparing the Action Plans. 

Action Plans become a major discussion topic during the consolidation sessions held 
at the end of the visit to'the second province. 

At the end of the second set of site visits, a threeday workshop is conducted for 
writing the Action Plan. 

Characteristics of the Action Plans 

Because of the immediate and common observational experience, there are significant similarities 
among the plans: 

The collection of baseline information on Eligible Couples (ELCOs) and Acceptors. (See 
Table Two for a list of selected characteristics of Upazila Action Plans.) 

The introduction of the ELCO Mapping technique observed in Indonesia. This is a 
simple tool which allows volunteers to plan their activities and which provides accurate 
data on new acceptors and changes in methods. (See Figure One for an example of a 
ELCO Map.) 

The recruitment of village level volunteers (or semi-volunteers) to motivate eligible 
couples. 

The creation of management committees at the village to oversee this process. 

The recruitment female volunteers. 

Supporting roles for existing family planning field staff and for the Union and 
Upazila Parishads and their Family Planning Committees. 

. . .- 



Additional activities, such as the cration of satellite clinics, the mobilization of 
religious leaders, and the active involvement of women's and youth groups. (See Figure 
Two for a typical list of activities in the Action Plans.)' 

Evolution of the Action Plan Development Process 

The Action Plan Development Pmcess evolved over the three year period to make it more 
efficient and effective: 

A generic format was introduced to guide the participants. 

As a result of the Central and District Level Workshop in August 1989 the following 
rules were established for Volunteer/ELCO ratios, maximum honoraria for volunteers, 
union as project area. The latter was subsequently confirmed by the DFP. 

During the debriefing sessions, DBG officials role was changed from critiquing 
Action Plans to active involvement in finalizing the Plans. 

= The approval process has been progressively shortzned from one month to seven days. 

Although most of the participants have little or no experience in developing Action Plans, the 
Action Plans have been gratifyingly realistic and well organized, and have been sufficiently 
detailed to be operational. This accomplishment is due to: 

The availability of a generic Action Plan. 

The quality of the technical assistance and critical review provided by the ITP staff 
the FPMT project, and the District and Central resource persons. 

The enthusiasm of the participants for the upazila projects engendered by the OST 
experience. 

-. . 
Annex D contrins ;complete Action Plan. 
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TABLE TWO: SELECTED CHARACTERI.§TICS OF UPAZILA ACTION PLANS 

Project 
Area 

I I 
8 Companiganj lslampur 
5 Shalla Shalla 
7 Khoksha Janipur 
4 Fultala Fultala 

10 Khetlal 1 Union 
2 Goalando Choto Bhakla 

SP-1 Hakimpur Khatra Madhabpari 
6 Fu!bari (K) Kashipur 
7 Chilmari Thanahat 
8 Madan Kaital 
2 Kachua Rari para 
3 lAkhaura Akhaura(N) 
8 Oangachara Gangachara 
3 Akhaura Akhaura(S) 

10 Dumuria 1 Union 
3 Kathalia Kathalia 
6 Paikgacha Chand khaii 
6 Bramman par Chandla 
3 Kathalla Patikhalghata 

3P-1 Kendua Mozaffar pur 
8 Alamdanga Nagdah 
4 Fulbari (D) Khayerbari 

3P-1 Balaganj Doyamir 
4 Fulbari Raulatpur 
2 Raojan Pahartali 

10 Shahrastl 1 Union 
4 Bhaluka Kachina 

SP-1 Chatkhil Panchgaon 
5 Parbatipur Chandipur 
4 Chuddogram Batira 
5 Moulavibazar Nazirabad 
9 Sarail Shahjadapur 
6 Lauhajang Kanaksar 
3 Kathalla 6 Village 
7 Kalkini Sikermang J 
9 Chowgacha Jagannathpur 
7 Widwar Barkamta(N) 

10 Tongibari 1 Unlon 
9 Modhukhali Jahgur 
2 Patgram 1 Village 
9 BograSIdar *Subgram 
4 Chuddogram Kalikapur 
3 Akhaura 2 Village 
4 Fultala Damodor 
3 Barrigram 6 Village 
3 Nakla 1 Village 

% Of 
Upazila 

Populatlo~ 
Covered 

41 
27 
27 
24 
23 
23 
21 
21 
21 
18 
18 
16 
16 
16 
14 
14 
14 
11 
11 
10 
lii 
10 
10 
10 
9 
9 
8 
8 
8 
8 
8 
8 
7 
7 
7 
7 
6 
6 
5 
5 
5 
4 
4 
3 
3 
2 

No. of 
Volunteer, 
in Actlon 

Plan 

181 
loo 
110 
75 

122 
20 
55 
24 

1 34 
1 96 
115 
31 

1 66 
31 

100 
40 
48 
60 
48 

108 
04 

66-1 80 
90 
40 

146 
130 
200 
75 
30 
60 
81 

100 
30 
24 
50 
54 

120 
70 

100 
50 

250 
100 
20 

150 
45 
23 

2 1 

Volunteer 
Hale/Femal 

Ratio 

F 
F 

4F:lM 
F 
F 

1F:lM 
F 

3F:lM 
3F:2M 

F 
1 F:2M 

F 
13F:lM 

F 
F 
F 
F 
F 
F 
F 
F 
F 
F 
F 

2F:lM 
3F:lM 
2F:lM' 
2F:lM 

F 

2F:lM 
3F:lM 

F 
F 
F 
F 
F 
F 

3F:W 
1F:m 

F 
F 
F 
F 

' F 
1F:lM 

E!lgible 
Couple 

Volunteel 
Ratio 

30 
50 
38 
46 
30 

125 
50 
193 
30 
28 
20 

106 
30 

111 
26 
56 

1 22 
45 
45 
30 
54 
48 
36 
52 
29 
20 
44 
40 

131 
51 
35 
32 
54 
48 
48 
40 
32 
25 
16 
25 
25 
38 
28 
32 
26 
27 

Volunteer 
Compensation 

- 
YIN - 
Y 
Y 
Y 
Y 
Y 
Y 
Y 
Y 
Y 
Y 
Y 
Y 
Y 
Y 
Y 
Y 
Y 
N 
Y 
Y 
Y 
Y 
Y 
Y 
Y 
Y 
N 
Y 
Y 
Y 
N 
Y 
Y 
Y 
Y 
N 
Y 
Y 
Y 
Y 
N 
Y 
Y 
Y 
Y 
Y 

- 
Amounl - 
2Olmo 
50lmc 

25lm tg 
25lm t g 
25lm tg 
2001mo 
~ m t g  
200lma 
SOlma 
501ma 
501ma 

1001mo 
50Imo 

1 001m o 
30lmtg 
501mo 
50lmo - 
501mo 

301mtg 
40Imo 
501mo 

30lmtg 
501m tg 
501mo 

30lmtg - 
5Olmo 

1 Wlmo 
25lmtg - 
501mo 

1 Wlmo 
5Olmo 

1 Wlmo - 
25lmtg 
5OImt g 
401mo 

1OOlmo - 
25lmt g 
1001mo 
251mtg 
50/mo 

1 Wmtg - 



X = condoms 
= IUD 

= sterilization a= pill 



FIGURE TWO: ACTION PLAN ACTIVITIES 

Objective 1: To i n c w o  the contraceplive prevalence rate h m  16 percent to 40 percent by the end of  the year. 
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E. Implementation, Follow-up, and Monitoring of the Action Plan 

This is the first activity to take place after the teams return home from the Indonesia 
ObservationStudy Tour. Initially, this debriefing was intended only for the presentation of the 
Action Plans to high level officials of the MOH&FW and Directorate of Family Planning for 
their comments. At present the following procedure has evolved: 

Upazila teams receive tentative Directorate approval for Action Plan implementation 
at the time of the debriefing to allow implementation to begin immediately. 

e FPMT provide upazilas with the first allocation of the seed money to support the 
Action Plan budget. 

Upazila teams receive instructions on technical and financial reporting procedures to 
be followed. 

In the second month after the return from Indonesia, the Directorate studies the 
Action Plans more carefully and gives them final approval if they are found1 satisfactory. 

, No Action Plans thus far have failed to receive official approval. At this time, FPMT 
is permitted to distribute to the upazila implementation teams two additional allocations 
of funds, upon receipt and approval of interim financial and program reports. 

Implementation of the Action Plans 

After their debriefing, upazila teams return home and begin project implementation. The first 
two steps in this process are: 

The presentation of the Action Plan to the Upazila Parishad for its approval and allocation 
of a financial contribution. 

Holding an implementation workshop. This activity is an innovation that was only 
introduced for the two most recent groups. At this workshop, selected upazila i ~ d  union 
leaders, assisted by the monitoring team, prepare schedules, assignments, and other detailed 
aspects involved in planning implementation of the project. 

Mobilizing Volunteers and Local Committees 

The two core elements of ihe upazila projects arc the use of local volunteers to motivate and 
assist couples i? their contraceptive practice, and the formation of locally acclountable 
management co~~lmittees to oversee the work of the volunteers: 

Volunteers. Nearly all upazilas either have chosen only female volunteers or have a large 

24 



majority of females. The number of volunteers and the number of ELCOs covered by each 
volunteer varies significantly., In all instances, volunteers receive 2-5 days of training, after 
which they are expected to be able to start motivating their neighbors to practice family 
planning; in most instances, volunteers also distribute pill and condom resupplies; in many 
cases, they also have some additional responsibilities, such as assisting the W s  to conduct 
monthly satellite clinics and keeping records. Volunteers are supervised by FWAs and are 
members of the village family planning management committees. 

Local Management Committees. Some of the local committees managing the projects 
were in existence before the UIP began. At the two highest administrative levels - the 
upazila and union - family planning committees were already part of the formal government 
struchm, although many of them were dormant. Under the UP, new, lower level 
committees have been established: some committees have been established at the ward level 
(one third of a union), some are at the village level (varying sizes), some are at the unit 
level (averaging of one fifth of a union and having its own FWA), and others are at the 
block level (a very small administrative grouping established specifically for the project). 
More committees are at the unit level than at any other level, reflecting a management 
structure that is deliberately based upon the lowest level government employee, the FWA. 
The management committees usually meet once a month.' 

Monitoring Action Plan Implementation 

FPMT, through the local firm Technical Assistance, Inc., has assisted the Family Planning 
Directorate in establishing a regular monitoring program for project upazilas. 

m Standardized monitoring forms, and visit and reporting procedures have been 
introduced. 

Joint TAYDFP monitoring teams visit each upazila quarterly, provide technical 
assistance to help improve the implementation of the plans, and rate the upazila's 
performance (attributing rankings of 'very good*, 'good*, or 'poor'). 

Indicators for Rating Quality of Action Plan Implementation 

A series of indicators for rating Action Plan implementation are used in each monitoring visit. 
The indicators are classified under five categories: 

Action Plan Implementation: Indicators are planned activities carried out on schedule. 

Knowledge and Attitudes of the Community: Indicators are knowledge of 

' Table nYse on. pqp 38 lists the committees established md functioning in the U p u i h  through the 
implerneatatioa of the Action Plms. 



- - -- 

contraceptives, and contra-indicators, awareness of project goals, objectives, and 
activities, and participation in committee meetings and activities. 

Organization: Indicators are scheduling of activities, maintenance of records, 
informing community members, providing sufficient lead time for activities, 
coordination, delegation, and provision of logistics. 

Execution: Indicators are training, community participation, volunteers, and support 

Control: Indicators are recording contraceptive usage, supervision, feedback and 
financial status. 

Each indicator has a set of criteria describing conditions for the three rating categories. Each 
indicator is scored and a total scorereon all indicators determines the overall rating of the quality 
of implementation up to the time of the monitoring visit. (An example of indicators and rating 
criteria is in Figure Three. An example of a Monitoring report based on these Indicators is in 

Data collected from monitoring visits and upazila reports are maintained and regularly updated 
in several formats. Quarterly monitoring reports, containing detailed descriptions of the visits 
and the problems encountered, are also prepared. 

FPMT has also established a procedure for an external audit of approximately one-fourth of all 
upazilas. Seven such audits have been conducted. No major problems have been encountered 
during these audits. 

.. . ' A complete ~ o a i t o ~ ~  Form is shown in Annex E. 
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FIGURE FOUR: MONITORING REPORT 

UPAZILA INITIATIVES PROJECT 
MONITORING REPORT 

OCTOBER - DECEMBER 1990 

GROUP 8 UPAZILA: Alamdanga UNION: Nagdah DISTRICT: Chuadanga 
.mi3 JECT START DATE: May 0 1,1990 VISIT # 02 
VISIT DATE= October 14, 1990 
VISITED BY: Mr. M.A. Bhuiyan PO, FPMT DFP: 
OBJECTIVE: CPR 55% 

BASELINE THE VISIT 
(Aug'90) (Sep'90) 

ELCO 4,487 4,493 
ACCEPTORS 2,465 2,731 
CPR 55 96 61 % 

NARRATIVE REVIEW 

ACTION PLAN IMPLEMENTATION: Good. The project has completed most of the mobilization 
activities, i.e. the action plan was presented and got approved by the Upazila Parishad; upazila and union 
FP committees had been reactivated and six unit committees were formed; 86 volunteers were selected, 
trained and assigned to specific ELCO maps and some IEC activities yet to be completed. These activities 
are scheduled Erom December. 

KNOWLEDGE AND ATTITUDE: Very good. The Upazila and Union Parishad, Chairmen, members 
and volunteers are aware of the project goals and objectives. The Upazila Parishad Chairman and volunteer 
have adequate knowledge of contraceptive methods, its indications and contraindications. However, the 
Union Parishad Chairman and members does not have adequate larowledge of contraception. The upazila 
team have been asked to address on this issue during the monthly union FP committee meetings. 

ORGANIZATION: Very good. The project records are well maintained. The monthly progress reports, 
proceedings of meetings, FP service statistics by units are recorded and filed properly. Separate files are 
also being maintained for the training curriculum and schedule. The activities are scheduled and well 
coordinated, duties and responsibilities are duly delegated for execution to the concerned personnel. As a 
result the UFPO, Union Parishad Chairman, MOIMCH, FPA and FWAs of the project area are completely 
aware of their responsibilities in its implementation. Adequate logistics are also provided to the volunteers. 

EXECUTION: Very good. 

Training: Very good. A threeday training was conducted for the volunteers and a two-day trainiig for 
the BDG-FP staff members. Also, a one-day orientation was conducted for the committee members at 
upazila, union and unit level personnel. Curriculum was prepared and followed for both the trainings and 
orientation, which addressed the.project goals and objectives, role of committee members, volunteers and 
BDG staff members. The curriculum also covered among other things were, such as, administering different 
contraceptive methods, its indications and contraindications, motivational technique and record keeping. 
However, field  practice'^ not included in the training cumculum. 



Community Participation: Good. The Upazila and Union FP committees are meeting regularly since last 
July. Proceedings of those meetings are documented. Sometime decisions taken in these meetings are not 
properly followed-up. The unit FP committees will start holding monthly meetings from October. 

Volunteers: Very Good. A total of 84 female volunteers,were recruited from 6 units (14 volunteers per 
unit). The volunteers were assigned to specific area and ELCOs. The ELCOIvolunteer ratio is about 54: 1. 
The volunteers are paid only TK.40 per month as transportation allowance for attending meetings. They 
appeared to be well motivated. 

Support Activities: Very good. The support activities of the projezt are linked with the project goals and 
objectives. The activities are: organizing satellite clinics, film show, training of the women elites and 
religious leaders. These activities are being implemented in coordination with the concerned FPA, FWAs 
and community leaders. 

CONTROL 

Recording Usage: Poor. The volunteers are keeping record of their service delivery in a client register 
provided by the project. The ELCO maps are not prepared yet by the volunteers' area. However, this will 
be done by November. 

Supervision: Very good. 1 ne Union Parishad Chairman, UFPO, MOIMCH and the FPA visits project area 
regularly. More frequent project supervision visit by the Upazila Parishad Chairman would bring better 
results in the implementation process. Feedback of these visits are provided verbally during the monthly 
meeting. 

Financial Status: Very good. The Upazila Parishad has deposited Tk. 16,218, a part of upazila contribution 
int the project back account. The bank account is jointly operated by the Upazila Parishad Chairman and 
UFPO. The cash book and vouchers are maintained separately. The cash book and the back pass book have 
been checked and found updated. The project expenditures are consistent with the budget provision. The 
project has a cash balance of TK. 19,995.10 in hand as of the &te of this visit. 

TECHNICAL ASSISTANCE: Technical assistance was provided on how to prepare and update ELCO 
maps and its use as a management tool, how to supervise and monitor the project activities, how to provide 
effective feedback, how to conduct on-the-job training to the volunteers, and how to hold effective 
management committee meetings at different levels and review project activities. 

OVERALL ASSESSMENT.. Very good. During the next monitoring visit the problems related to the 
preparation of ELCO map, supervision and feedback, and on-the-job training and regular meeting at 
different level will be addressed. 



F. Involvement of Non-Governmental Organizations (NGBs) 

When the project was designed, NGOs were to play an important role in assuring the 
sustainability of project activity at the Upazila level. NGOs play an important role in family 
planning programs and account for a significant portion of kmily planning services. There are 
several indigenous and affiliate NGOs in Bangladesh which also a:t as grant administrators, 
channeling donor assistance to grass roots NGOs who execute the programs. The principal 
Grants NGOs are the Pathfinder Fund (PF), the Asia Foundation (TAF), and the Family 
Planning Services and Training Center (FPSTC). 

The UIP design envisaged NGOs as gradually assuming responsibility for support to Upazilas 
after the Action Plans were launched. Representatives ffom the NGOs accompanied the Upazila 
teams on the OSTs as 'observer participants.' The Pathfinder Fund took over the first four 
Upazilas in Group I. However, it took 18 months before the necessary approvals were in place 
to permit The Pathfinder Fund to provide grants directly to the Upazila Council. 

' 

In addition, after Pathfinder assumed responsibility, the NGO introduced its own approach to 
family planning action at the local level. The projects in these Upazilas are based on Pathfinder 
project proposals rather than on Action Plans developed by the Upazila teams. The project 
design focusses on strengthening field worker efficiency rather than on involving the community 
in the active management of the family planning program. The Pathfinder approach does not 
require a matching contribution from the Upazila. 

NGO Involvement Issues 

This experience underscored several problems in relation to NGOs: 

The statutory nature of NGOs precludes provision of funds directly to 
government organizations such as the Upazila Council. I 
NGOs have developed their own system for working at the community. Most 

work thmugh local NGOs, in effect establishing a parallel system to the 
government's family planning serviced delivery system. Often the NGO approach 
does not include working through volunteers. 

Subsequently, the U P  design was modified to make FPMT responsible for follow up and 
support of Action Plan implementation for the first year, after which the NGOs would kke over 
this role. A mid-tmn external evaluation recommended that FPMT continue to provide assist- I 



However, NGO interest began to grow in the UIP and in examining potential for working with 
and through the government program owing to the following: 

The UIP began to build momentum and gain recognition with the successful 
implementation of Action Plans. 

NGOs continued to participate in Observation-Study Tours. 

On-going discussion between the NGO's, USAID, and TAI are seeking 
solutions to funding and program design issues. 

NGO Collaboration 

The current situation with regard to NGO collaboration is as follows: 

FPSTC has agreed to develop and implement follow-on projects with three of 
the four upazila that made up Group 3, and their staff have already joined FPMT 
staff on field visits to these upazilas. In October 1990, the staff of FPSTC 
assumed full responsibility for activities in one upazila. 

Pathfinder has shown interest in taking over more Upazilas. 

The Bangladesh Family Planning Association (BFPA) has agreed to develop 
projects with the three upazilas that made up Group 5. 

8 The Asia Foundation has agreed to take responsibility for a number of 
upazilas, but is awaiting approval and funding support. 

Although the plan to involve NGOs has encountered obstacles, the U P  still promotes a major 
role for them, as part of the long term sustainability of the process of operationalizing 
decentralization. Efforts are underway to consider ways of developing a mechanism to expedite 
NGO involvement in the UIP. 

G. Supporting Activities 

The UIP undertakes activities other than regular monitoring. Such activities enhance the quality 
of the upazila level projects and helping to sustain them over time. The project budget is flexible 
in order to allow such activities to be planned and implemented whenever an appropriate activity 
is identified. 

Fourteen different support activities have been conducted. These range from workshops, high 
level visits, special Observation-Study Tours, and management support to the Di tora te  of 
Family Planning: . : . . . 
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Workshops 

1n August 1989, a workshop of the district level and central level participnts who had 
attended groups 1-6. The workshop brought together the high level (rather than the 
upazila level) participants from the first six groups. Participants addressed the broad 
question of concepts they had observed in Indonesia that might be useful to apply to the 
Bangladesh family planning program. The major recommendation from this workshop 
was to establish a national-level village family planning volunteer program. Subse- 
quently, this idea was incorporated in the national policy guidelines for the next five-year 
plan. 

In August 1989 and September 1990, the DPF and FPMT organized two workshops 
for upazila participants from Groups 2-3 and 4-6. The purpose of the workshops was to 
exchange information on Action Plan implementation, to begin to answer such basic 
questions as the appropriate ratio of volunteers to eligible couples and volunteer gender, 
and to find ways in which the better performing upazilas could motivate the less 
successful ones. 

High Level Visits 

In July 1990, Dr. Haryono Suyono, the Chairman of BKKBN, and two of his 
high-level staff visited Bangladesh under the auspices of the UIP. While in Dhaka, they 
held a series of meetings with the Minister, the Secretary, and otber officials from the 
MOH&FW and the DFP. They also met with the President of Bangladesh, to whom Dr. 
Haryono carried a message from the President of Indonesia. The team visited two of the 
project upazilas to observe and assess the implementation of the Action Plans; they also 
visited another USAID-supported field activity. 

In March 1988 and February 1990, high level teams of Ministry and Directorate 
officials visited Indonesia to observe part of an OST and to discuss the program with 
BKKBN officials. 

In December 1989, a team of BKKBN central and provincial personnel who had been 
involved in the implementation of the OSTs visited Bangladesh. The team, led by the 
Coordinator of BKKBN's International Training Program, visited upazilas participating 
in the program and other officials who had visited Indonesia, to assess the project's 
achievements and to explore ideas for improving future OSTs. 

Special Observation-Study Touls 

An abbreviated OST to Indonesia was organized for the 19 Upazila Chairmen who 
were newly elected in March 1990, and who were replacing Chairmen who had 
participated in earlier OSTs. The OST helped sustain project momentum in Upazilas 
under new pol@cal administrations. 
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8 In January 1990, there was an OST to four Bangladeshi upazilas whose 
implementation of their Action Plans had been rated 'very good'. The participants in that 
study-tour then developed Action Plans which are now being implemented according to 
the same procedures applied in other project upazilas. 

Publications and Videos 

Three issues of a periodic newsletter (July 1989, January 1990, and December 1990) 
have been distributed to all former participants. The newsletter exchanges information 
about the project in general and about the implementation of Action Plans in particular, 
and is designed to help sustain high levels of motivation among the project participants. 

A video of the first group OST has been produced, and is now being widely used. 

A November 1990 publication reports on a survey of religious leaders at the upazila 
level who had participated in two OSTs, to ascertain their effectiveness in supporting 
family planning. 

Support to the Directorate of Family Planning 

As part of the process of trying to speed up participant nomination, a 
regularly-updated computerized list of upazila level personnel is being produced. 

8 A fulltime computer operator is posted in the Directorate to keep track of the 
personnel MIS developed by TAI which is used by the Directorate in selecting Upazilas 
for OSTs. 

H. Managing the Upazila Initiative Project 

The FmMT Office in Dhaka 

In order to effectively implement its responsibilities under this project, FPMT established offices 
in each country. In Bangladesh, both the responsibilities and the office arc located, under 
sub-contract, with the local finn, Technical Assistance Inc. TAI's functions in collaborating with 
the Directorate and the Ministry on every element of the project include: 

Planning and conducting the briefing and debriefing of participants going on Observation- 
Study Tours. 

Handling administrative aspects of the OSTs. 

Maintaining communications with Indonesia. 
. .. . . . 
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Funding Action Plans 

w Following up and monitoring the implementation oi' the Action Plans and providing 
technical assistance to upazila teams in their efforts to implement the Action Plan. 

Implementing the support activities. 

The FPMT Omce in Indonesia 

In Indonesia, the FPMT Project Manager is located in the BKKBN International Training 
Center. The Project Manager carries out the following functions: 

Assists the ITP in planning and cond~ctining the OSTs. 

Maintains communications between the two countries. 

a Oversees monitoring and support activities. 

FPMT sub-contracted with BKKBN to conduct the observation-study Tours. For the first ori, 
years, the project also paid for the rent of an office, until the BKKBN Training Center could be 
completed. Initially, FPMT paid BKKBN all the costs of each OST. AAer the first year, FPMT 
assisted BKKBN in calculating a fair tuition rate to charge each participant. 

Management &sues 

A project as large and complex as is the UIP invariably faces a variety of management issues 
which involve: 

The roles of various participating organizations. 

The development of consensus on strategy and operational procedures. 

The establishment of technical support mechanisms to ensure successful 
implementation. 

Key management issues which were faced during the current phase of the UIP include: 

Organizational Issues 
The role in the project played by FPMT. 

The role of the major cooperating NGO's. 



a The roles in the project of the various government units responsible for Family 
Planning such as the National Institute for Population Research and Training and the 
Directorate of Family Planning. 

Strategic Issues 
The types of upazilas to be selected. 

8 The number of central level participants to accompany each group. 

The types of participants to be selected from each upazila. 

8 Actions to be taken when an Upazilas consistently fails to make progress in 
implementing its Action Plan. 

Technical Issues 
The need for pre-visits to the selected upazilas. 

Monitoring procedures, monitoring systems and the: participation of the DFP in regular 
monitoring activities. 

Provision of technical assistance during monitoring visits. 

Status of cash reimbursements paid to each upazila to help implement the Action 
Plans. 

Operational Issues 
Honoraria payments for government personnel who participated in the briefings and 

debriefings. 

The payment of financial assistance to project upazilas. 

Approval of the Action Plans. 

Funding of successive Action Plans and increasing coverage in upazilas in additional 
unions. 

Resolution of Management Issues 

These issues were progressively resolved owing to the following factors: 

The UIP operated within the government structure and was not considered as a 
competitor to the government family planning delivery system. The issues did not 
generate any fundamental conflicts. 

. .. . . . 



The UIP performance reporting system was based on the FWA registers. Government 
workers at field and district level were not threatened by the potential disparity between 
the results of government and project information systems. 

Because the UIF worked within the government structure, all successes were attributed 
to the government system. 

Two mid-term evaluations, an external one in April 1989, and an internal one in August 
1988, were instrumental in providing recommendations for dealing with these and other 
management issues. These evaluations led to 1) the extension of Action Plan supprt, 2) the 
emphasis on sustainability and quality of %mice, 3) the development of a systematic 
approach to the assessment of Action Plan Implementation during monitoring visits, and 4) 
an increase in NGO's involvement in Action Plan support. 

These issues having been sufficiently resolved to date, the Government of Bangladesh and 
USAIDJDhaka have made the decision to ensure the continuation of the project under similar 
management arrangements. The arrangement is constituted by a partnership between the 
Government of Bangladesh, an international technical assistance agency, a local private technical 
assistance firm, and the ITP. 



W .  OBJECTIVE§ AMD ACHIEVEMENTS 

The achievements of the project are reviewed in light of the UIP's three objectives. 

OBJECTIVE 1: Bring upazila family planning program personnel together with elected and 
community leaders into teams to support family planning activities. 

A. Upazila Management Teams 

43 Upazila teams were created through the Observation-Study Tours (OST) to Indonesia 
and to exemplary Upazilas in Bangladesh, of which 70% were functioning. Four Upazila 
teams have been prepared on a quarterly basis as planned. The OST proved to be a effective 
way of transferring the management technology to operationalize decentralization. Although 
the OSTs to Indonesia are expensive, they are necessary to stimulate interest and to present 
models of effective local management until effective local management teams becomes the 
norm and can be used as the model. Under FPMT a special in-country OST was organized 
as an experiment to examine the possibility of eventually phasing out the International OST. 

B. Local Community Management 

Communities actively manage their family planning programs at three levels. The 
first level is the Upazila teams who participated in the Observation-Study Tours. The second 
level is at the Union, composed of Union Chairman (elected) family Planning Visitor and 
community members. The third and most critical level is the unit level composed of Family 
Welfare Assistant and Volunteers. (See Table Three for a list of management committees 
at the Upazila, Union and Village level.) 

I OBJECTIVE 2: Help each team observe how innovative local initiatives to promote family 
planning were being successfully carried out in the Indonesian family planning program 
and how comnnunity membels actually participate in the management of their family 
pl- activities; 

C. Involvement of Volunteers and Women 

Nearly 3600 volunteers are working in the 39 Upazilas, 88% of them are women. 
This represents a dramatic social breakthrough in family planning at the community level 
with women actively taking leading community roles in family planning. (See Table Four 
for a list of the number and gender of volunteers by upazila.) 

The status of women has risen in participating unions through their work as volunteers 
and through the changing role of FWAs from service providers to program managers. 



TABLE THREE: LOCAL MANAGEMENT COMMITTEES ESTABLISHED 
IN UIP SITES 

GROUP UPAZIIA DISTRICT MANAGEMENT COMMI'ITEES AT 
LEPAZl1.A UNION VILLAGE 

2 GOALUNDA' RAJBARI 1 1 - 
2 KACHUA BAGERHAT 1 1 5 
2 PATGRAM LALMONIRHAT 1 1 5 
2 RAOJAN CHITTAGONG 1 1 8 
3 AKHAURA BRAHMMANBARIA 1 2 12 
3 BARAIGRAM NATORE 1 1 5 
3 NAKLA* SHERPUR 1 1 - 
3 KATHALIA JHALOKATI 1 2 10 
4 BHALUKA MYMENSHINGH 1 1 5 
4 FULBkRl DINAJPUR 1 2 6 
4 FULTALA KHULNA 1 2 . 18 
4 CHOUDDOGRAM COMILLA i 2 10 
5 MOULAVIBAZAR MOULAVIBAZAR 1 2 12 
5 SHALIA SHUNAMGANJ 1 1 3 
5 PARBATIPUR DINAJPUR 1 2 13 
6 BRAHMADPARA COMILLA 1 1 6 
6 PAIKGACHA KUSTIA 1 1 8 
6 LAUHOJANG* MUNSHIGANJ 1 1 - 
6 FULBARI(K) KHULNA 1 1 6 
7 DEBIDWAR COMILLA 1 1 6 
7 KHOKSHA KUSTIA 1 1 6 
7 CHILMARI KURIGRAM 1 1 7 
7 KALKINI MADARIPUR 1 1 5 
8 COMPANIGANJ SYLHET 1 1 8 
8 MADAN NETROKONA 1 1 6 
8 ALAMDANGA CHUADANGA 1 1 6 
8 GANGACHARA RANGPUR 1 1 6 

SP-1 CHATKHIL NOAKHALI 1 1 9 
SP-1 BALAGANJ SYLHET 1 .' 1 9 
SP-1 KENDUA NETRBKONA 1 1 12 
SP-1 HAKIMPUR DINANJPUR 1 1 4 

9 SARAIL BRAHMMANBARIA 1 1 5 
9 MADHUKHALI FARIDPUR 1 1 3 
9 CHOUGACHA JESSORE 1 1 3 
9 BOGRASADAR BOGRA 1 1 7 
10 SHAHRASTI CHANDPUR 1 1 4 
10 TONGIBARI . MUNISHIGANJ 1 1 3 
10 DUMRIA KHULNA 1 1 8 
10 KHETLAL . . JOYPURHAT 1 1 6 

TOTAL 39 46 255 
Non-functional . .. 

/ 
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FWA has assumed managerial role thereby increasing her overall effectiveness and the 
effectiveness of the program. A FWA previously carried out I.E.C. activities to for 700. 
In UIP sites the FWAs now manage volunteer teams who perform these functions more 
effectively on a more intensive face to face basis of 1 to 35 clients. The FWA now focusses 
attention on planning and solving problems. 

rn OBJECTIVE 3: Assist teams to supplement the existing family planning activities in their 
upazila by developing and implementing an Action Plan that would incorporate features of 
the programs they had seen successfully working in Indonesia. 

D. Management Effectiveness 

39 Action Plans developed by the Upazila teams have been approved and are being 
implemented under the UIP. The TAI monitoring systems which evaluates quality of 
implementation on six indicators (Activities conducted, bowledge and attitudes, 
organization, execution, and control) showed effective community management was in place 
in 7096 of these Upazilas. 

Thirty-nine upazilas are currently monitored by TAI. Of these, 33 
have been under implementation for more than three months. The 
most recent assessment of the Quality of Implementation show the 
following results: 13 were rated 'very good', 14 'good', and six 
'poor', (The terms 'very good', 'good', and 'poor' operationally 
mean the urgency for technical assistance to improve effectiveness 
of local management. 'Very good' means no additional 
improvements in implementing Action Plan activities are required. 
'Good' means additional improvements are necessary. 'Poor' means 
immediate improvements are required to avoid termination of 
funding.) 

The management indicator based monitoring system has been 
instrumental in improving the management capability of the local 
management teams at Upazila, Union and village level. Results of 
each monitoring visit are used to determine technical assistance 
needs, focus community problem affecting performance, and identify 
program components which need to be strengthened in the next 
Action Plan. 

Upazilas whose implementation was ranked as 'poor' have received 
fourth and fifth remedial monitoring visits. They have also been 
informed that funding will be withdrawn if there is no subsequent 
improvement in their progress. The proportion rated 'very good' and 
'good' has been increasing over time. The expected target that 75 
percerif 'of Action Plans would be implemented has been exceeded, 
since 100 percent of the plans have been approved. 



8 Fiinancial contributions from the Upazilas have averaged almost 35 % of the FPMT 
grant. The Upazilas are only required to contribute 10% of the FPMT grant. Twenty- 
two percent of the Upazilas have matched the contribution by over 5096, in on case as 
high as 83%. The UIP has created a vested interest in the community in spending funds 
on family planning activities. Normally the Upazilas are required to allocate 7.5% of 
their Health and Family Planning and Human Development budget to family planning, 
but in absence of programs often underspend or fund unproductive activities such as 
huge rallies, etc. The Action Plans have created a means of using this budget line 
effectively. (See Table Five for a list of Upazila contributions as a percentage of the 
FPMT grant.) 

Improvements in management effectiveness have occurred through at the Upazila 
level in areas of community organization and coordination as the UIP monitoring visits 
systematically addressed these and other management issues related to Action Plan 
Implementation. 

Committees at Upazila, Union and Village level have learned how to 
manage family planning programs. These accomplishments have been most 
visible at the village level activities in working relations between FWAs 
and the volunteers. 

. The Upazila Family Planning Committee now functions in the UIP sites. 
Hitherto, family planning was confined to one item on the Regular Upazila 
committee meeting agenda. 

At the District level, the District Family Planning Coordinating 
Committees regularly review results of the UIP and encourages Family 
Planning Officers to replicate the UIP approach in all Upazilas. 

. Through the Action Plan budgeting process, support activities such as the 
satellite clinic system has seen dramatic improvements. The allocation of 
transport funds for the W s  in the Action Plans have increased the 
frequency of holding satellite clinics as well as the overall utilization of this 
service. 
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Other Key Achievements 

There are several key achievements which were not part of the project objectives per se but are 
key to understanding the success of the project and the reasons for the high level of interest it 
has garnered: 

E. Institutionalization of Decentralization 

12 UpaziJa Chairman and 6 District Commissioners have taken steps to generalize 
the approach to decentralization and active community management of family planning 
programs throughout their Upazilas and throughout the entire District. 

8 Upazila Chairmen not satisfied with only one union undertook on their own initiative 
(with no UIP resources) to improve the quality of family planning activities in non-UP 
unions. 

In some instances, they acted to improved meetings, place greater emphasis on target 
achievement, or encourage union level personnel. 

I 

I In other instances, the Upazila Chairmen have established committees and volunteers, 
1 similar to the structure they had observed in the UIP supported union. One of the most 

innovative projects beyond the UIP area has been started in Kalkini Upazila, where the 
Chairrnan has assigned each government official, teacher, and other upazila 'leader' a 
specific area, each having 25 eligible couples, in which they are charged with 

I motivating and recruiting family planning acceptors. 

Twelve district level participants in groups 3-10 on their own initiative established 
special family planning activities in their districts. In some cases these activities were 
designed to cover all the upazilas in their district, in other *ues, a single upazila. For 
example, the Comilla Deputy Commissioner selected one upazila - Chandina - in which 
he reactivated dormant union and village family planning committees and assigned 
targets to each c o m m i ~ .  He now monitors the achievement of these targets. (Table 
Six contains a descriptive list of some of the activities stimulated by the WIP but 
occurring outside the formal project arcas and going beyond the formal project 
objectives.) 

. . -- 



TABLE SIX: FAMILY PLANNING ACTIVITIES INITIATED 
BEYOND THE UIP PROJECT AREA 

Upazila Level 
Chairmen in a number of upazilas undertook the following actions in thnt wen not coverod by the UIP: 

The Chairman conducts monthly meetings of the upazila FP committee. He has assigned 
the Union Parishad Chairmen and members to supervise md monitor FP activities in their 

Kathalia The Upazila Chairman rerctivued all the management committom of all unions and 
assigned all members to supervise FP rctivitics. The Chrirmra frequently attaids the 
monthly meetings of union FP committees. 

The Upazila Chnirman reactivated all the management committees of all unions and 
assigned all members to supervise FP activities. The Chainrim frsquatly attends the 
monthly meetings of union FP committees. 

Bhaluka The Upazila Chairman assigned the Unioa Parishad Chairnaen and members to supervise 
and monitor FP activities in their own area. He rttends union FP committee meetings and - 

I shuts experiences of tbe Action Plan implementation in the project prep. 
I 

Chouddogi=am The Upazila Chpinnnn attmded m EPI meeting at a local high school and discussed the 
FP activities being carried out in the project am. 

The Chairam assigned selected upuila level officials to sllpervim and monitor FP 
activities in one union. He also established nwards for FP workers. 

Parbstipur The Upazila Chairnun reactivated all the rmnngemnt committees of dl unions and 
assigned all memben to supervise the FP activities. He attends the monthly meetings of 
union FP committees. 

Paikgacha The Upazilr C h a i m  assigned upnzila level officids md Union Parishad Chnirmen and 
memben within r puticSr union or cuu to supervise and monitor FP activities. He 
announced that rdditiod developmeat funds from the Uprzilr Parisbd moasy would be 
gnnted to rmioas t&t perford  well. He established a reward pro- for FP workers. 

BrPhmanpma The Upuih Ch.irmm assigned uprzih level officials in a puticulu unioa to supervim 
and monitor FP rtivitia. He established r rawud pmgnm for FP worken. 

The Chrirnrrn hu divided the entire upuilr into units of 25 ELCOI, rad hr 
each unit to a governmaat, semi-governmeat, ot non-governmeat official. Each official is 
now responsible for motivating and recruiting FP acceptors among the ELCOs assigned 
to them. 

Bogra Saw The Uprtila Chainnrn reactivated d l  the mnnrgemsat committoea of d l  unions and 
assigned d l  msmbers to supervim the FP activities. He attends the monthly meetings of 
union FP waunittssr. 

ChowachP The Upuila Chrinnrn reactivated d l  the uutugement committar of d l  unioas and 
assigned d l  members to supervim the FP activities. He atteads tbe mwthly nwathgs of 
union FP committea. 



District Level 
A number of District Commissioners (DCs) who participated in an OST independently undertook activities to 
promote family planning in their districts upon returning from Indonesia. These'inc1ude:- 

Rqjshahi In each of the 10 upazilas that make up the district, a family planning project was 
established in a selected union. The projects are similar to the UIP projects, being based 
on the use of volunteers and management committees. F u d s  were provided by the 
District Council. 

Dinqjpur The DC fkquently visits the three UIP upazilas (Hakimpur, Pprbotipur, and Fulbari) to 
encourogelmotivate them. He also holds monthly FP mating with all Upazila and Union 
Paris . .  Chairmen of the district. 

Comilla I At the DC's initiative, the dormant management committees at upazila and union level 
were reactivated. In one upazila, Chandina, village committees were also established, 

I and their members were &i8ned to achieve specified targets. 
I 

Noakhali The DC initiated a UIP-type project in Chatkhil Upazila; this upazila was later included 
with the in-Bangladesh OST, and its support taken over by FPMT. 

Bagerhat The DC frequently visits and attends meetings in the UIP u p d o  in his district. He has 
assigned to other district-level officials responsibility for FP in one upazila. 

Barisol The DC reactivated management committees at d l  levels. He sat a CPR target of 70 
percent for the district, and he follows up progress in achieving this target at district 
meetings. He formed a supervision and monitorinn cell for the SndPr Ubozila. 



F. Family Planning Program Performance 

Monthly CPR from 33 Upazilas show a median increase of 31% over a period of 
20 months of Project activity. Contraceptive Prevalence Rate figures indicate that the 
program performance is improving at a much faster rate in Unions with Action Plans 
underway than in Unions without Action Plans and community involvement. In the 33 
Upazilas the median baseline CPR was 38% and the last CPR is 54%. The median 
increase is 17 points or 3 1 95. 

Table Seven shows the initial CPR for each upadla, based upon the number of eligible 
couples practicing family planning before the project started. It also shows the same 
measure for the most recent period in whim data were collected. Because the number 
of elapsing months varies considerably, an annual rate of increase in the CPR cannot be 
calculated. However, if upazilas with fewer than six months of project experience are 
excluded from the calculations, the increase in the CPR ranges from a high of 82 percent 
in Khoksha (over eight months) to a low of seven percent in Nakla (over 14 months). 

These rates of increase compare favorably with a national average over the past three 
years of two percent annually. Although these figures need to be verified by an 
acceptable survey methodology, the current information suggests that the UP'S approach 
to decentralization where implemented is having an effect on the overall performance of 
the family planning program. 



TABLE SEVEN: CHANGES IN CONTRACEITIVE PREVALENCE RATE DURING 
ACTION PLAN IMPLEMENTATION 

Qroup Upazlla 
I 

7 Khoksha 
6 Bramman par; 
3 Kathalla 
4 Bhaluka 
4 Fultala 
5 Shalla 
5 Moulavlbazar 
3 Akhaura 
3 Kathalla 
6 Lauhajang 
2 Raojan 

SP-1 Kendua 
7 Debidwar 
4 Chuddogram 
7 Kalklni 
4 Fultala(2) 
6 Fulbarl (K) 
5 , Parbatlpur 
4 Fulbarl(0) 
2 Akhura(2) 
6 Palkgacha 

SP-1 Chatkhll 
2 Patgram 
3 Baralgram 
2 Kachua 
2 Goalando 

SP-1 BalaganJ 
8 Alamdanga 
3 Kathalla 

SP-1 Haklmpur 
3 Akhura 
3 Nakla 
8 Madan 
4 Chuddogram (: 

Initial CPR Status I Final CPR Status I 

Eligible 
Couple! - 

4,167 
2,565 
1,146 
4,853 
4,270 
3,009 
2,796 

890 
2,204 
1,522 
2,310 
3,174 
3,551 
2,161 
2,414 
3,600 
4,167 
3,926 
1,344 
3,106 
5,713 
2,924 
1,168 
1,143 
2,204 
2,428 
3,234 
4,449 
2,136 
2,701 
3,140 

592 
2,633 
3,052 - 

Acceptor! 

360 
383 
1 83 

2,377 
1,899 

666 
6 7  
31 7 
833 
470 
647 
985 

1,149 
57 1 
834 

1,656 
1,553 
1,327 

649 
1,226 
2,571 
908 
524 
61 3 

1,221 
954 
555 

2,413 
1,184 
1,463 
1,257 

197 
1,163 
1,249 

CPR Month, 



While they are visiting Indonesia, the OST participants have the opportunity to 
observe some of the income-generating projects that BKKBN has established for its 
volunteers and family planning acceptors. An important characteristic of these projects 
is their linkage with other government and non-government agencies, who supplement 
the expertise of BKKBN in certain economic areas. 

In implementing their Action Plans, a few of the upazila teams have been able to 
incorporate income-generating activities for their volunteers. However, for the past year, 
a more substantial activity has been initiated to assist some of the U P  upazilas in 
providing additional funds for its volunteers. 

A USAID-supported project, under the auspicesl of the Bangladesh Agriculture Re- 
search Council, provides training, seeds, fertilizer, and other supplies and equipment to 
enable project volunteers to establish kitchen gardens on their own land. Once these 
gardens prove their effectiveness, exh volunteer expands the same concept to four other 
acceptors in her area. This project is now operating in three UIP upazilas, and it will be 
expanded to 27 more over the next few years. In addition, discussions have begun with 
a fish culture project to establish a similar linkage. 



V. RlTURE ACTIVITIES AND SUSTAINABILITY 

A. Preparing for Phase II of the UIP 

The five-year follow-on project to be carried out under the Family Planning Management 
Development Project (FPMD) has been designed to ensure that project activities would continue 
after FPMT's termination, given the realization that NGOs could not assume the responsibility 
for assisting upazilas in the implementation of their Action Plans. Both the Bangladesh 
government and USAID (as well as other donors) had shown interest not only in sustaining 
activities where they had already begun, but also in extending the project to additional upazilas. 

The fallow-on project will differ from the original in three major ways: 

A major component of the new project will be OSTs to local sites in Wgladesh 
where upazilas have implemented successful programs. 

4 The major part of project management will be canied out by Bangladeshis, with 
FPMDIBoston providing technical support. 

The new UIP will directly address the long term issue of financial sustainability by 
expecting a progressively greater share of the Action Plan budgets to be borne by the 
communities. 

In planning for the future, the follow-on project will build on several activities carried out during 
the first stage of the project just completed: 

Meetings were held with NGOs, resulting in a growing commitment on their part to 
assume support of UIP generated activities. 

The central and district level workshop recommended the establishment of a national 
program built upon this project. 

FPMT met with other donors, who also indicated an interest in supporting a 
continuation of project activities. 

The Directorate of Family Planning requested FPMT to assist in planning a national 
volunteer based program. 

Partly because of the success of this project, the concept of volunteerism was 
incorporated into the Policy Guidelines for Heath 'and Family Planning of the Fourth 
Five-Year Plan. 



To ensure program continuity in the upazilas, FPMT was authorized to provide 
assistance for second-year project implementation in two unions in upazilas which had 
completed their first year Action Plan prior to the end of the first phase of the UIP. 

P FPMT assisted US AIDIDhaka and the MOH&FW in preparing the design of a 
five-year follow-on project based on the national plan, This design formed the basis for 
Scope of Work for the second phase of the UP. 

During this period, issues of short, medium and long-term sustainability were raised. 

Short-term issues 
Funding f a  upazila activities during the critical start-up time. To avoid the abrupt 

termination of support after the process of decentralization gets underway, FPMT was 
authorized to fund several consequetive Action Plans in a Union and to expand to a 
second Union in Upazilas which receive very good or god ratings. 

The n& for upazilas to think of how to continue activities following the withdrawal 
of external financial and technical assistance. When developing the budgets for their 
Action Plans, upazila teams were reminded to think of the entire upazila (rather than the 
first year project area of a single union within an upazila), as the true project area. They 
were advised to develop the Union Action Plan budget in light of implications for Action 
Plans in ail Unions. 

-- 

Expanding the number of projects located within each upazila, as the number of 
participating upazilas grows. 

8 Initiating a gradual phase down of external support for each succeeding Action Plan 
while the upazila increase its contribution. 

Long tern PL-es of sustainability 
Ensuring the viability of partnership between elected officials, family planning officers 

and community memben, the model on which the UIP is based. 

Maintaining act& community participation in loal family planning program 
miinagement. 

. . 

Mid-term issues of sustab-?,Wity 
Developing in-country OST capability. 





VI. CONCLUSIONS 

A. Lessons Learned 

The three years of the Upazila Initiative Project have generated important learnings for the 
improvement of management effectiveness in many countries in which decentralization is being 
promoted as a mechanism for improving program performance. The key learning emerging from 
the experience of operationalizing decentralization during this period is that effective 
decentralization is a result of the synergy between: 

Increasing local political commitment. District, Upazila and Union political lmders 
share a common frame of reference and goals, and are actively involved in the planning 
and implementation of family planning programs working as a team in the development 
of Action Plans. They all have a vested interest in the success of the Action Plan. 

8 Promoting active community participation in program management. The project 
has fostered active management as the foundation for community involvement. It has . 
revived. dormant family planning committee at the Upazila level and created new 
committees at the village level where FWA and volunteers have a voice and choice in 
how to run their program. 

8 Introducing effective simple management tools. The project has inculcated modem 
techniques of planning, program monitoring and evaluation at the community level. The 
monitoring system continually address issues of community organization and, coordination 
and other management concerns which are key to carry out the Action Plans. The project 
has  introduced simpk management information tools such as ELCO Mapping to enhance 
performance of FWAs and volunteers. The ELCO Map provides easily understandable 
information on villagers for which the volunteer is responsible enabling the volunteer to 
better manage her work. 

Other lessons which emerged from this period reinforced some of the assumptions which 
underlay the UIP. 

Management effectiveness can be learned through carefully planned study of more 
advanced family planning programs. Observation-Study Tours are successful 
mechanisms for transferring attitudes, techniques, and skills in managing family planning 
program at the local level. 

Decentralization requires ownership of the changes in management structum rat 
the central, district and local levels. Central and district level officials need to reinforce 
local level management practices. Such support gives the principle of decentralization 
credibility and local managers confidence that their efforts will be taken seriously and 
respected. At the local level, the community must demonstrate substantive commitment 
to the decentralization process by financing their own activities. 
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Follow-up monitoring and supportive technical assistance are critical in making 
new management stmctures work. Systematic evaluation of the quality of local 
management practices and the provision of technical assistance to help local management 
teams solve problems in implementation is necessary to ensure success in decentralization 
and thereby avoid frustration, disappointment and ultimate discredit of the process. 

Local management teams can be a source of creative, innovative strategies which 
have rapid impact on program performance. Local management teams need to find 
their own solutions to local problems in order to give substance to efforts to improve 
program performance. 

B. Recommendations for the Second Phase of the UIP 

The new Upazila Initiative Project will coincide with the start of FPMD, the successor to 
FPMT. It will further the thrust of the first UIP but will incorporate several of the midterm 
evaluation recommendations: to ensure sustainability and impact Action Plans it will be funded 
for five years; project activities will expand each year for increased coverage; and 25 percent 
of the 120 upazila teams will visit successful first-generation upazilas within Bangladesh rather 
than traveling to Indonesia. 

Given the success and experience to date, FPMT proposes the following measures to ensure 
continued UIP success: 

Renew the subcontract with TAI, continuing the successful collaborative effort 
between the contractor and the Government of Bangladesh in providing administrative 
support and technical assistance follow-up. 

' 

Continue strengthening the monitoring and evaluation system and include indicators 
of impact including quality of care and sustainability. 

Piwide additional technical assistance by adding a senior Bangladeshi staff member 
to TAI to deal with the related issues of organizational development, quality of care, and 
program sustainability. The mident advisor and local subcontractor will be supported 
by technical experts from FPMD headquarters. 

Renew the collaborative relationship with Indonesia, to ensure that the Observation- 
Study Tour continues to meet the needs of Bangladeshi decentralization. This will 
involve an expanded role for ITP in evaluating and providing support to Action Plan 
implementation. 

. . 
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PLAN FOR CONSOLIDATION SESSIONS 

South Sumatera 

1 .  Monday, 1 1 Juna 19'90 

Par t ic ioante  d i v i d e d  i n t o  four Upazila groups. 

Objact lvar :  

- Rawlaw and c l a r i f y  the day's observation. - Focua diocurolon on v l l laga- leva1 data as p a r t  o f  
information system. - Introduca t h i o  p lan f o r  consolidation sessions. - Raview the ac t ion  p lan format. 

2. Tuesday, 12 June 1990 

Part lc lmants d lv ldsd  I n t o  four Upaz l l r  groups. 

Gbjact lvar :  

- Ravlrw and c l a r i f y  tha day'r  ob r r r v r t l on .  - Focus d l s c u s r l o n ~ o n  in tagra t ion .  - Introduca t h l a  p lan  t o  tho group top i c  ropor ts .  

3. Wadnarday, 13 Juno 1990 

Par t l c lpnn ts  d lv ldad  I n t o  tour  U p r z l l r  groups. 

Objact lvor  : 

- Ravlew and c l a r i f y  tha day's obsarvr t ion.  - Focua an communlty p a r t l c l p a t l o n .  - Each group p r a ~ a r a  8 rapo r t  barad on on. of tha fo l low ing  
top ica :  Cosrd inat lon:  Managrmant: Commftmont: 
Cormunity Par t l c lpa t ion :  In tagr8 t ion .  

Cantrat Java 

4. S8turd8y, 18 Juna 1990 

Two geaupr maat togathot.  

Objactlvoti: 

- Roviaw and c l a r i f y  tha dayma obsarvrt ion. 
y Omgin t o  praparo fdaao for. r c c t l o n s  I, IS1 , I V  of the 

I c t l o n  plan. 

S .  Monday, l a  Juna 1990 



TWO groups meet together .  

Ob jec t ives :  

- Review and c l a r i f y  t h e  day's observa t ion .  - Each Upazi l a  group prasents  i t s  i deas /ou t l  in8 f o r  s e c t ~ s n s  
I, I and I V  o f  t ho  a c t i o n  p l a n  t o  the  o t h e r  grouD f 3 r  

feedback. - Each group r e v i s e s  i t s  i d e a s / o u t l i n e  a f t ~ r  r e c e i v i n g  
feedback. 

6. Tuesday, 19 June 1990 

Two Upaz i la  groups meet togathar  (exchange groups) .  

O b ~ o c t i v o n :  

- Each L p a z i l e  group orasants  i t s  i d o a s / o u t l i n o  f o r  sec t i ons  
1, 1 1  I V  of tho  a c t i o n  p l a n  t o  t h a  othar  group f o r  
foodback. - Each grouo r a v i s o s  and f in81 i t 0 8  i t s  i d a a r / o u t l  i n e  a f t e r  
r o c o i v i n g  faadback. 

NOTE: Ac t i on  P lan  Sac t lon  
I - P r o j a c t  A r m 8  .. -. 
I11 - Go81 and O b j ~ t t ? v o s  
I V  - Ovor811 Ooac r fp t i on  of t h a  P r o j e c t  



June 27-28, 1990 

Juna 27, 1990 (~adneaday) 

08:30 AM Prasantat ion of U p r t i l a  Action8 t o  tha O i r e c t o r a r  
and M i n t s t r y  b f t i t i r l 8 ;  faadback from them 

01:OO PM Lunch Break 

02:OO PM t o  P rasmta t l on  and faadback (cont inued) 
54:30 PH 

08:30 AM Ravision of Act ion P l rna 

01:OO PH Lunch Braak 

02r00 PM , I na t rue t ion8  fo r  fapor t ing  o f  Act ion Plan 
achiavamant8 and financial management 

03:OO PM Roviaion of Act ion Plans (cont inuad) 

04:50 PH Prarenta t ion of raad monay by O i rec to r  General c+' 
Family Planning and C lo r i ng  Caramony 



ANNEX D: SAMPLE ACTION PLAN: KALKINI UPAZILA 

ACTION PLAN 

SUIWER SANDHANAY PROULPA 

LALKINI WPM XLA 

Prepared by : 

1. Mr. Habibur Rahmrn Azad - Chairman Uprzilr Parishad, 
Kalkini 

2 .  Mr. Talukder Uaar A l i  - UFPO, Kalkini 
3 .  Dr. tld. Syodur Rahmrn - HO/HCH, Kalkini 
4 .  Hr. Houlrnr Hd.Mrnsur Ahmed - Community leader,  R a l k i n i  
5 .  Hr.. Hd. Ishaqua - UFPO, Sadrr Upat i lr ,  Jessore 
6 .  Hr . 'h tru l  Irlrm - Adminirtrrtivo Of f i cor ,  HPSTC, 

Dhaka 



UPAZIZA 

TITLZ OF PROPZECT 

? Z R I G D  PROJECT 

BUDGET 

FROH OKN RESOURCES 
FROH FPH: 

TOTAL 

: RALKINI 

: SUEHER SANDHANAY ?ROKALPA 
S i katmongu i 

: . T h e  Chaizman , Upazi la  Parishad,  
Kaikini, S i s t  Hadzripur, Eangladesn  

: Start d a t e  : 1 s t  Gec, 1989 
End date  : 3 0 t h  N o v ,  1990 

: TAKA 1 7 , 4 0 0  
: TAKA 7 0 , 0 0 0  -------------- 
: TAKA 87 ,400  

: N a m e  : E r .  Iiabibur R a h m a n  kzzad 

T i t l e  : U p a z i l a  Chairman. 



PROJECT SUHHARY 

The R a l k i n i  p r o j e c t  w i l l  b e  l o c a t e d  i n  S ike rmonga l  Union ,  a  union  
l o c a t e d  n e a r  t h e  u p a z i l a  h e a d q u a r t e r s .  6 . 9% of  t h e  popu la t i ' on  0 :  

t h e  u p a z i l a  l i v e  i n  t h e  u n i o n .  T h e r e  a r e  2 , 293  ELCOs, 29% of whom 
c u r r e n t l y  u s e  some form of  c o n t r a c e p t i o n .  

The o b j e c t i v e s  of  t h e  p r o j e c t  a r e  t o  i n c r e a s e  t o  40% t h e  
p r o p o r t i o n  of t h e  ELCOs a c c e p t i n g  F P ,  t o  immunize 70% of pregnant  
m o t h e r s  and under-2  c h i l d r e n ,  t o  d e c r e a s e  IHR, and t o  i n c r e a s e  
community p a r t i c i p a t i o n .  

The p r o j e c t  a r e a  w i l l  b e  d i v i d e 6  i n t o  50 o p e r a t i o n a l  u n i t s ,  o r  
b l o c k s  - 10 f o r  e a c h  of  t h e  FWAs i n  t h e  u n i o n .  On a v e r a g e  each 
b l o c k  w i l l  have 44  ELCOs. I n  e a c h  b l o c k ,  one  v o l u n t e e r  
( p r e f e r a b l y  f e m a l e )  w i l l  b e  s e l e c t e d .  With t h e  a p p r o v a l  of t h e  
Union FP commit tee  c h a i r m a n ,  t h i s  v o l u n t e e r  w i l l  t h e n  s e l e c t  
f o u r  o t h e r s ;  t h e s e  f i v e  w i l l  b e  j o i n e d  by o t h e r  l o c a l  l e a d e r s  to 
form a Block  B r i g a d e .  The Bz igade  w i l l  b e  t h e  b a s i c  u n i t  
r e s p o n s i b l e  f o r  m o t i v a t i o n  o f  ELCOs i n  h t e  b l o c k .  

The main v o l u n t e e r  w i l l  r e c e i v e  t h r e e  days o f  t r a i n i n g ;  'o ther  
b r i g a d e  members w i l l  have a one-day o r i e n t a t i o n .  

The b r i g a d e s  w i l l  r e p o r t  month ly  t o  a u n i t  l e v e l  committee 
headed b y  a UP member w i t h  t h e  FWA as member - sec re t a ry .  Volun- 
t e e r s  w i l l  e a c h  be p a i d  TK 100 t o  a t t e n d  t h e s e  m e e t i n g s .  These 
f i v e  c o m m i t t e e s ,  i n  t u r n ,  w i l l  r e p o r t  t o  u n i o n ,  t h e n  u p a z i l a  
c o m m i t t e e s .  

E i g h t  s a t e l l i t e  c l i n i c s  per month, expanded I E C  a c t i v i t i e s ,  an 
Ulema o r g a n i z a t i o n  which w i l l  ho ld  r e g u l a r  m e e t i n g s ,  and income 
g e n e r a t i n g  a c t i v i t i e s  i n  c o n j u n c t  i o n  w i t h  o t h e r  government 
d e p a r t m e n t s  are o t h e r  major e l e m e n t s  of t h i s  p r o j e c t .  



I ,  PROJECT AREA 

The a r e a  of proposed p r o j e c t  w i l l  be Sikermongal Un ion  w h i c h  
c o n s i s t s  of t h i r t e e n  v i l l a g e s  under Kalk in i  Upazila i n  t n e  
d i s t r i c t  of Hadaripur.  I t  is s i t u a t e d  zbout two kilometers 
t o  t h e  south e a s t  of Kalk in i  Upazila headquar ters ,  about 28 
km south of Nadaripur d i s t r i c t  headquar ters ,  and 270 Km 
south  of Dhaka, t h e  c a p i t a l  of Bangladesh. The area 1s 
l i ~ k e d  w i t h  Ka lk in i  u p a z i l a  road which is connected w i t h  tne 
Dhaka-Barishal highway. I t  has s t o t a l  populat ion of 16,051, 
t o t a l  ELCCs 2,293,  of which 671 a r e  c u r r e a t l y  acceptors .  
The CPR is 29%. 

11. BACKGROUND AND RATIONUE 

Kalkin i  upaz i l a  c o n s i s t s  of 15 unions,  having population of 
231,000. The t o t a l  nunber of ELCOs is 36,261 and the CPR is 
39%. 65% of t h e  t o t a l  populat ion a r e  m u s l i m s .  Agricul ture  
is t h e  only means of l i v e l i h o o a ;  t h e  l i t e r a c y  r a t e  is a b o ~ c  
23% . The  t o t a l  a r e a  is 281 sq.km. . 
The famiiy planning program i n  Bmgladesh was launched i n  
t he  year 1965 t o  impzow t h e  s tandard  of l i v i n g .  Jut a t  
t h a t  time t h e r e  were no f i e l d  workers a t  the vilLage or  
union l e v e l .  The a o t i v r t i o n  and m r v i o e  d e l i v e r y  a c t i v i t i e s  
were l i m i t e d  t o  d i s t , s a c t  and u p a z i l a  HQ (Thana). I n  the  
year 1978, with  a view 2.0 s t renghthening  t h e  IEH and s e r v i c e  
d e l i v e r y  a t  t h e  door s t e p , o f  t h e  ELCOs. 4,500 FPAs and 
13,500 FWAs were r e c r u i t e d .  But still  i t  could not  make 
much headway because t h e  ELCa' : worker r a t i o  was too high,  
t h e  l i t e r a c y  rate wa8 too  low, and women's education and 
employment was very l c ~ .  Community involvement was minimum, 
and r e l i g i o u s  l e a d e r s  were not  invalved i n  t h e  program. B u t  
t h e  s i t u a t i o n  has changed t o  a c o ~ s i d e r a b l e  e x t e n t .  IEH 
a c t i v i t i e s  have been geared up and t h e  awareness about FP 
has  been r a i s e d .  I n  t h e  abaence of cont inuous motivat ion,  
superv i s ion ,  follow-up and s e r v i c e  d e l i v e r y  a t  t h e  door s t e p  
t h e  con t racep t ive  aooeptano8 rate is only  30%. 

Lika t h e  cond i t ion8  p r e v a i l i n #  i n  t h e  o t h e r  p a l t a  of t h e  
country,  t h e  Sikarmongal p r o j e o t  r e  *is cha tac te r i sed  
almost sme. Sine. IHR i m  h iah,  couples  have more babies  
becaiaee they  do not know how many of them w i l l  su rv ive .  So 
if t t .2 IHR is redueed, couples  will n o t  have s o  many babies  
:sd will 10 enoouraged t o  aooapt the  i d e a  of 8 6~811 family 
n.7-m. NHR is a180 higher  than t h e  na t i ona l  average,  s o  t h i s  
e k o  needs t o  be looked i n t o .  

To improve t h e  p r e s e n t  s i t u a t i o n ,  t h 8  r e l i g i o u s  l eader s ,  
community l e a d e ~ s , .  women a r a o c i a t i o n  need t o  be a c t i v e l y  
invclvedl f p r  implementing t h e  fami ly  plannind program. 



1x1. GOAL AND OBJECTIVES 

A .  Goals : 

To e n s u r e  a happy and Prosperous familv life f o r  evGr..,- 

- ---c - ---- 
I f a m i l y  norm;  t o  - achieve- the  t o t a l  well 

0 .  O b j e c t i v e s :  I 

- r - - r a l  
emphasis on  e f f e c t i v e  con t racep t ive  m e t h o d s ,  
younger couples  up t o  ape 30 within t h e  p l a n  p e r i o a .  

and 

I 
2 .  T o  i m m u n i z e  70% of  the  rea an ant mothers and 7 f 1 Y  .-SF P - -  1 

3 .  To decrease  Z H R  from 104 t o  94 per t h o u s a n d .  

4 .  To ensure p a r t i c i p a t i o n  o f  t h e  community, v i z . .  u l a n a ,  
women, and youth.  

IV. OVERALL DBSCRIPTIOI OF THE PROJSCT I 
To achieve the  o b j e c t i v e s  within t h e  plan pe r iod  wi th  t h e  
a v a i l a b l e  r e sources ,  t h e  followj,ng s t r a t e g i e s  a r e  t o  be 
followed : 

1. Hanagement and Organizat ion l 
a .  Opera t ional  a r e a .  

A t  prosont  t h e r e  a r e  5 u n i t s  i n  t h e  p r o i a c t  arcn nnri 
1 FWA i n  working i n  each u n i t  under s u p s  
FPA. I n  a d d i t i o n  t o  these  u n i t s ,  i n  o r  
t h e  p r o j a o t  objectives, t h e  opera t iona l  a r e a  s h o u l d  be 
small .  Thus f o r  e f f e c t i v e  au~ervisian. c a - a r d i n a t  i n n  

p r o j e c t  area will bo d iv ided  i n t o  50 o p e r a t i o n a i v u n l t s ,  
10 p e r  FUA, which w i l l  be named as ' b l o c k s ' .  A  bloc^ 
w i l l  c o n s i s t  of 44 ELCOn. ( o r  approximat - 
housmholda). Eaoh of t h e  blocks w i l l  have a  map 
showing ELCOn wi th  a c c e ~ t o r n  methad-wise  rami in en::^ 

. month. 

b. Block brigad. : 

I Tho prmamt  working j u r i s d i c t i o n  of me FWA i s  b e i n g  
divided  i n t o  10 blookn, as r t a t o d  above, and f r o m  ea:n 
blook onm vo lun tee r  ( p r e f e r a b l y  female)  w i l l  o e  
s e l e c t o d .  Under-har l eader sh ip  there w i l l  be four n;re 
mmmbors ( n r e f e r a b l e  female) nominated by the Chairzan 

I 
. . 

" a d d i t i o n  t o  t h o  5 amabors t h e r e  w i l l  bo rsprbsenta-  



I" 
t i v e s  of co-opera tors ,  VDP and a n s a r s ,  school  and  I 
madrasha t e a c h e r s ,  Hohila 3amity b ulama o r g a n i s a t  ion .  
A l l  of  them w i l l  work dur ing  t h e i r  l e i s u r e  t ip=+ fnp 

a c t i v i t i e s .  
When t h i s  block br igade is formed i t  w i l l  work f o r  

I 
I 

I E C ,  motivat ion and recrui tment  of new accep to r s  under 
t h e  co-ordina t ion  and co-operat ion of t h e  FWA and FPA. 
There w i l l  b e  3 days o r i e n t a t i o n  t r a i n i n g  f o r  block 
vo lun tee r s  and: a  1 day workshop f o r  o t h e r  block . . 

2 .  Co-ordination Committee. 

a. The u p a z i l a  chairman w i l l  be r e spons ib le  f o r  overall 
~mplementat ion of t h e  p r o j e c t .  There is a  u ~ a z i l a  
FP committee (co-ordina t ion  cammittn*~ he-A 
Chairman u p a z i l a  par i shad  with t h e  UNO a s  v ice-  
Chairman and UFPO a s  member s e c r e t a r y  and o the r  
members as shown in t h e  annexure. Th i s  e x i s t i n g  
u p a z i l a  FP implemention committee w i l l  work a s  a 
co-ordina t ian  committee f o r  the  implemention of t h e  
p r o j e c t .  

b .  The u p a z i l a  HCH committee w i l l  a l s o  be made more 
e f f e c t i v e  t o  work i n  c l o s e  co-ordinat ion and co- 
opera t ion  w i t h  t h e  u p a z i l a  FP committee t o  improve 
programme a c t i v i t i e s  and ensure  q u a l i t y  control. 

I co-ordina t ion  committee f o r  p r o j e c t  implementation. 
I 

I 
d .  In  a d d i t i o n  t o  these  committees t h e r e  w i l l  be f i v e  I 

u n i t  cammittees,  each headed by one UP member as 
Chairman and t h e  FWA of t h e  u n i t  as 8 member 
s e c r e t a r y .  Volunteers  from each block under ;he u n i t  
w i l l  be t h e  members and one t e a c h e r ,  one youth,  one 
r e l i g i o u s  l e a d e r  and one r e a r e s e n t a t i v e  from f e ~ a l e  
organis8, t ion w i l l  a l s o  be included i n  each u n i t  

I 
committee. 

e.  The v o l u n t x s r s  f o r  each u n i t  w i l l  be se's@*ad bv thr 
union FP comai t tee  i n  c o n s u l t a t i o n  wi th  t h e  p resen t  
v i l l a g e  coxmittme. 

1 
I 

I f .  Thmre w i l l  be br igade  coamit tees  headed by 8  rami in ant I 
a o c i r l  l e a d e r  ra  Chairman and veluntmmr a8 member 
s e c r e t a r y ,  w i t h  f i v e  members from t h e  neighbourhood 
s o o i a l  laadarm and aorkers of t h e  of blocks.  I 

3. Co-ordination, Committee Hest ings : 
l 

a. The Upazi la  FP implementation committee w i l l  meet at  , 
lmat oncm a month t o  moni tor  and e v a l u a t e  t h e  
p e r f o b n o s  sf t h e  p r o j e c t  of t h e  previous  month and 
pl8n t h e  taramt8 f o r  t h e  nex t  month. Thi8 committee 



b .  T h e  Union P? Comniztee v i l l  meet once a month - 5  

evaluate  and pian the targe: and a c t i v i t i e s .  

c .  The Unit Committees will hc ld  a meezing once a oontz 
f o r  the same purpose.  

d .  T h e  S i o c k  Committees  ill hoid meetings twice a mon-c 
t o  evalua te  t h e  performance & plan f o r  a c t i o n .  

4 .  Operational S t r z t e g y .  

a .  The IBC a c t i v i t i e s  w i l l  be szrengthened for 
mobii izat ion of the community by involving form.1 anc 
informs; i e a d e r s  through holding workshops and 
meetings. Folk-song programmes, cinema s h o w  and 
extensive motivation programmes w i l l  be conducted 
block wise through the block br igade under :he 
leadership o f  t h e  volunteers .  

b. There w i l l  be 50 ( f i f t y )  b i l l  board f a r  strengthening 
IEC A c t i v i t i e s  i n  t h e  p ro jec t  a r e a .  

c .  There w i l l  be an Ulama Organization which w i l l  hcId 
meetings and a l s o  d e l i v e r  speeches i n  favour of family 
planning . 

d .  The e x i s t i n a  TBAs w i l l  be given r e f r e s h e r  t r a i n i n g  
3 phases t o  i n s u r e  s a f e  d e l i v e r y .  

e. Service d e l i v e r y  such us d i s t r i b u t i o n  of contracep- 
t i v e s  ( p i l l s  & condoms) and recru i tment  of couples f o r  
s t e r i l i z a t i o n ,  and I U D  & i n j e c t a b l e s  ( t o  be s e n t  t o  
Hospi tal  and C l i n i c s )  w i l l  be done on a regu la r  b a s i s  
by t h e  vol* in teers .  The government employees w i l l  
supply t h e  nrcemsary inputs ,  follow-up and c o l l e c t  up 
to-data ropor tn .  

f .  Bight rrtell  i t e  c l i n i c s  f o r  provid ing  s e r v i c e s  t o  the  
door-step of t h e  cornunity w i l l  be  organised f o r  
hea l th  and fami ly  planning s e r v i c e s  inc luding  ICH 
se rv ices .  

0 .  Haintafncmc of Old Accoptors : 
Itegular Y'cilow-up by f i e l d  workers of FP and hea l th  
with t h e  he lp  of members of t h e  block br igades  w i l l  be 
done and mobile teams w i l l  v i a i t  t ho  a r e a  i f  neoded, 
i n  order  t o  g i v e  propet  hea l th  care. 

h. I n t e g r a t i o n  of FP with o the r  devalopment a c t i v i t i e s  : 
In.. order  t o  improvo t h e  s tandard  of l i v i n g  of tho FF 
accopto ts ,  an in tog ta tad  approach of income #anerat inu 
w i l l  be undertaken by organiz ing  8ccePtor co- 



o p e r a t i v e s .  A t  l e a s t  a banana growing and poultry 
fsrm scheme can be undertaken i n  each aP t h e  v i  l l ~ a - -  

- - - -  -- 
o p e r a t i v e s ,  women's af f a i r s ,  and gramin bank. I 

i .  The UFPn and HO/#CH w i l l  v i s i t  t h e  p r o j e c t  a r e a  once a 
m o n t h  f o r  t h e  purpose of ensur ing  q u a l i t y  c o n t r o l  and 
o v e r a l l  a c t i v i t i e s .  

j .  There w i l l  be 3 rewards f o r  vo lun tee r s  and 3 ( t h r e e )  
f o r  Government workers t h r i c e  i n  a year f o r  good per- 
formance. And t h e r e  w i l l  a l s o  be 30 s t i p e n  f o r  t k  

I 
school  going daughters  of vo lun tee r s  and F a m i l y  
Planning accep to r s  dur ing  t h e  plan pe r iod .  I 

5 .  Monitoring and E v a l u t i o n ,  . I 

- -  

p r o j e c t  t h e  e x i s t i n g  format will be used t o  c o i l e c t  
d a t a  from v o l u n t e e r s  by t h e  FWA under t h e  suparvis ion 
of t h e  famale,members o f  Union Committee. 

b. Reports on a c t i v i t i e s  and ~refarmaner w i l l  h r  
- - - -  - - - -  

w i l l  consolidat. and- submit t h e  r e p o r t  t o  t h e  UFPO. 
The r e p o r t  w i l l  be consol ida ted  a t  t h e  u p a z i l a  head- 
q u a r t e r s  and a c ~ p y  w i l l  be sent t o  t h e  DC and t h e  
DDFP r e g u l a r l y  f o r  onvard t ransmiss ion .  I t  v i i l  a i s o  
be s e n t  t o  n a t i o n a l  headquarters .  

'c. Records of t h e s e  d a t a  and r e p o r t s  w i l l  be kept by 
showing on map8 and charts a t  t h e  block l e v e l .  The FWA 

I 
. - 

i n t e a r a t e d  r e p o r t .  1 

- - - - - - - - - - -  
o r d i n a t i o n  committee8 i t  d i i f e r e n t  l e v e l b ,  such a s  
br igade ,  u n i t ,  union, and u l t i m a t e l y - a t  t h e  upazi la  
l e v e l .  Supervis ion  at every s tam w i l l  be made 

ca.  Evaluat'ion w i l l  bo done a t  t h e  end of t h a  f i r s t  year 
by an eva lua t ion  toam formed by t h e  Chairman u ~ a z i l a  

submit ted t o  t h e  concerned r u t h o k i t i e s .  - Apart  from 
th'b.8. m i n t a r n a l  eva lua t ion  t e a s  v i l l  be formed t o  
*valua te  performance q u a r t e r l y  and as and when needed. 
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Annex - 1 

The demographie f e a t u r e  and f a c i l i t i e s  are as f o l l o w s  : 

A .  Ward No P o p u l a t i o n  ELCOs FP A c e p t o r s  CFR 

Ward No 1 
Ward No 2 
Ward No 3 

T o t a l  

Area 
D e n s i t y  o f  P o p u l a t i o n  
Crude b i r t h  r a t e  
Crude d e a t h  ra te  

18.8 Sq.Km 
854 p e r  Sq.Km. 
39/per  thousand  ( a p p r o x )  
12 /pe r  thousand  ( a p p r o x )  
2.7% 
104/per  thousand  
26 Years  

Net g rowth  r a t o  
I tl R 
Doubl ing  time ( p o p u l a t i o n  
Age s t r u c t u r e  
T o t a l  househo ld  

46%- u n d e r  15 y e a r s  
3005 

01. F a c i l i t i e s  a v a i l a b l e .  

1. H e a l t h  and f a m i i y  w e l f a r e  c e n t r e  : 1 
2 .  Youth c l u u  : 3 
3. C o - o p e r a t i v e  s o c i e t y  : 27 ( 3  women) 
4 .  Hosque : 39 
5. Hadrasha  : 3 (1 s e n i o r ,  1 

d a k h e l i  & 1 
E p t h .  d a k h e l i )  

: 7 (8  g o v t . ,  1 6. P r i m a r y  s c h o o l  

7 .  High s c h o o l  
non g o v t .  ) 

: 1 

Hembers o f  u n i o n  ( e l e c t e d )  . 
Female unAon members (nomina ted)  : 
I m a m  ( r e l i g i o u s  l e a d e r s )  0 .  

Govt.FP. w o r k e r s  FWA . 
FP A . 
n" A I . 
FWV e 

Govt . h e a l t h ,  workers  
Govt.  Asstt. h e a l t h  I n s p e c t o r  . 
Gyyt. Agri. b l o c k  s u p e r v i s o r  
T r a d i t i o n a l  b i r t h  a t t e n d a n t  
T e n c h e r s  p r i m a r y  & s ~ c o n d a r y  s c h o o l :  



1 0 .  Hadrasha teachers  
11.  Govt. Tohsi lder 
12. VDP and ansars 
13.  Chowkider & dafadar 
14.  Secretary UP.  pcrishad 

63. Resources 

1 .  Govt.  Khas land : 500 areas 
2 .  G o v t .  Khas sand and tanks 

B4. I n f  oreat ion regarding Kalkini Upazila 

1 .  T o t n l  population : 231,000 
2 .  Total oouplus : 36,261 
3. Total FP Acceptors : 14 ,220  
4 .  CPR 
5 .  Area 
6 ,  Density 
7 .  C9R 
8 .  CDIR 
9 .  Net growth rat* 

10. Age s truc ture  
11. Health complex 
12. H&FWC 
13. Union C l i n i o  
14. Member UP Hale 
15.  tiember UP Female 
16. FPA 
17. FWAs 
18. FWVs 
19. HA 
20. Pharmacist 
21. HA 
22.  TBAs 





UFPO Activities 
IEC supervision : 
monitoring 
Training: Logisti 
Supply Reporting 
Follow up Evaluat 

...................... 
I UPAZILA PARISHAD ! 

Annex - 3 

I I 
I I 

I I  
I I  

ion I ; I I I I 
1 I 
I  I 

I I 
I I 

2 f 1 '  I 1  I 2  

NO ( f l C H )  Activiti 
Clinical supervis 
follow up 
complication trea 
training 
general treatment 

es 
ion 

tmen t 

--------- -------------------------------- 
FPA Activities ; E'PA I I FWC I 

I IEC: Supervision --------- :------------------------------I 

Follow up: orpanise 1 
I 1  

I HA-1 I FWV-1 1 PHARHA-1 I 
Logistic supply I I --------------------------________________________________----- 
Recording & I I t t Activities 
Reporting I I I I :Supply contraceptives 

I I :IEC:general treatment 
21 I1  :Follow up: motivation 

I  I 
I I 
I I 

:HCH:EPJ:satellite clinic 
I I : referel 
I I 
I I : Recording and reporting ------- 

I FWA : ------- 
12 1 -..---.----*-- ------------- 

:volunteers I-->  I 5 x 1 0  = 50 : --.---".---- ------------- 
Volunteers Activities 
:Motivate of ELCO's 
:ELCO map 
:Contraceptive distribution 
point (CDP) 

FWA Activities 
Motivate 
IEC 
Contraceptives 
Supply 
Follow up 
Referral 
Contact volunteers 
ELCO visi t-ELCO map 
Recording and 
Repost ing 

Note : 1. Line of command 
2. Flow oP report 



Annex - 4 
CONTRACBPTIVE AND HEDICINES SUPPLY SYSTEM 

--------- 
I HOHFP I 

6 ------------------ 
I DDFP/SUPPLY O F F :  

.L ---------------- 
I CIVIL SURGEON! ------- ---------- r ---- --------- 

V ------- 
l UFPO I 

---- /----- \ ---------- /' 
l FPA I 

--r- UHkFWC % ----r---- ----- -----.-- t HCH I 
IELCO's  ----- 

--v--- -----.---. 
:FWA &------ 

--4--- 
I 
I 
I 
I ----------- I 
I 

-------------.*.---- 
!VOLUNTEER I I 

I 
ISATELLITE C L I N I C :  

--r-------- --v,---- I 
-o---------------- 

I ----- . ----- 
I 

I ELCO ' s :  t----9 I ELCO I , :MCH ; - - - - -ow -------- ----- ----- I H/%D!J I 
----go- 

Note : 1. Flow of distribution 
2. Flow of report 



TRAINING C U R R I C U L U H  F O R  V O L U N T E E R S  

D u r a t i o n  : 3 d a y s  
Locnt  ion : U p a z i l a  Headquater  
Number o f  T r a i n e r s  
i n  e a c h  b a t c h  : 25 
No of  b a t c h e s  : 2 ( t w o )  

1 s t  day  : 
R e g i s t r a t i o n  
Concept ion  of P o p u l a t i o n  Exp los ion  and i t s  impact on 
the l i f e  o f  t h e  p e o p l e .  

Family P l a n n i n g  - Its impor tance  
Community & its r o l e .  

2nd d a y  : 
Concept of r e p r o d u c t i v e  p h y s i o l o g y  and c o n t r a c e p t i v e  
methods. 

Family P l a n n i n g  & r e l i g i o u s  
S a n i t a t i o n  and Environment .  

j L d  d a y  : 
Technique o f  H o t i v a t i o n  
Pr imary  h e a l t h  c a r e  and m a t t e r  & c h i l d  h e a l t h .  

C o n t r a c e p t i v e  methods u s e f u l n e r  - c o n t r a  i n d i c a t i o n .  
C l o s i n g  s e a s s i o n .  

R e s o u w e  P e r s o n s  
U p a z i l a  H e a l t h  and f a m i l y  p l a n n i n g  o f f i c e r  (UHLFPO), 
(HO/HCH ) 
UFPO. R e l i g i o u s  L e a d e r s  & FPA. 

J o b  Functions 
- - - * - - - - - - - - - -  

l l p a t i l a  P a r i s h a d  Chairman.  
- . - - - - -*------ - - - - - - - - - - - - - -  

Over a l l  r e s p o n s i b i l i t y  f o r  implementa t ion  and c o - o r d i n a t i o n  a t  
t h e  u p a z i l a  l e v e l  and m o b i l i z a t i o n  of v o l u n t e e r s ;  m a n a ~ e r i a l ,  
s u p e r v i s i o n ,  and f i n a n c i a l  . 
Union P a r i s h a d  Chairman ----------------------- 
Holding un ion  commi t t ee  meetings, review u n i t  c o m m k e e  
a c t  i v i  t i e n ,  s o l v e s  problem and p r e p a r e a  f o r w a r d  p l a n  and 
r e p o r t a . p f  t h e  union a c t i v i t i e s  t o  t h e  u p a z i l a  c h a i r a a n .  

. .  



- ---- -- -- 

Head of u n i t  commit tee  __-------------------- 
Holding monthly m e e t i n g s  t o  a n a l y z e  performancz  o f  v o l u n t e e r s .  
s o l v e  problems.  f i x  t a r g e t s  and implement p l a n  f o r  t n e  
f o l l o w i n g  month. 

V o l u n t e e r s  ---------- 
Mot iva te  ELCO 's t o  a c c e p t  f a m i l y  p l a n n i n g ;  impar t  educa t ion  on 
h e a l t h .  n u t r i t i o n  and s a n i t a t i o n ;  s u p p l y  conven t iona l  
c o n t r a c e p t i v e  and r e f e r  c l i e n t s  f o r  c l i n i c a l  methods;  up a a r e  
ELCO map a t  b l o c k  l e v e l .  

---- 
Co-ord ina te  and s u p e r v i s e  t h e  a c t i v i t i e s  of t h e  v o l u n t e e r s  i n  her 
a r e a .  h e l p  d e a l  w i t h  c o m p l i c a t i o n s ,  e n s u r e  s u p p l y  of  
c o n t r a c e p t i v e s ,  p r e p a r e  ELCO map and p r e p a r e  and send montnly 
r e p o r t s .  

----. 
C o - o r d i n a t e ,  s u p e r v i s e .  and moni to r  t h e  a c t i v i t i e s  of t h e  FUAs. 
p r o v i d e  l o g i s t i c s ,  and compi le  and send r e p o r t s  onward. 

---- 
S u p e r v i s e  and m o n i t o r  FP & HCH a c t i v i t i e s .  m a i n t a i n  l i a i s o n  
between h e a l t h  b f a m i l y  p l a n n i n g  p e r s o n n e l ,  and a c t  a s  member 
s e c r e t a r y  of t h e  Union FP commit tee .  

---.-- 
P r o v i d e  t e c h n i c a l  g u i d a n c e  and l o g i s t i c  s u p p o r t  for  h e a l t h  and 
immunizat ion a c t i v i t i e s ,  s u p e r v i s e .  
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