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UPOU OF nm 'tASK FORCE ON CONnACEPTIVE PROCUUMENT 

O?er the past year, since funding for cont.raceptive cCtlDOdicies was 
transferred to Regional Bureaus and Missions, there has been a con
tinUl.nC dialogue between DS and Relio11a1 Bureaus conceruing the optimal 
management of t~~ contraceptive commodity ~dinl and 9rocurement 
proc.... On Auguat 9, 1979 t AA/ASIA, J'ohn Sullivan transmitted .an 
~formatiou --=orandwa to the .dmiDi.trato~ cone.minl contraceptive 
iavea.eori •• in Nepal md .. subsequent me1ICraudU1l on AuSUSt 16, 1979 J 

ecncemine inventori.s in other Asian countries. 

At the request of the Administrator a more detailed memorandum 
conceruing contraceptive inventories in ~ia vas transmitted on 
October 10, 1979. (See Attachment 1.). This followed a previous 
information memorandum dated Octaber 5, 1979 from the Office of 
Population coucerD,in& contraceptive supplies in Latin America. 
the Near East md Africa. 

!he October 10 memorandum signed jointly by John SullivUl, U!AS'r.A 
and Sander Levin, AA/DSB noted that tbe Asia Bureau in particular 
and DS! were aot in agreement concerning the be.e mechanism for 
handling coutr~ceptive ~ommodities - with the Asia Bureau favoring 
deceutrali:atiou of funding authority for the procurement of contra
ceptive supplies directly to bilateral project accounts, and DS! 
emphas i:i.1l.C that a central funding mechanism. is important because 
of the long lead time between purchase and deliverY of contraceptives 
and the need far maximum flexibility in shifting program supplies as 
progralD requirements and country situat.ions change. 

aa1stant 1 
recommendation to the 
of the Task Force was 
(See Attachment 2.). 

The Task Force is CQWPt1,ed Q~ the principal technical ,pd urograw 
officers of each interested ky.elY and "'cpresentatives 4=ram gPC. FM, 
PM ,ud CQ~. A list of participants in the Task Foree proceedings 
is attached. (Attachment 3.), 

• 
!he Task Force considered various aspects of the contraceptive 
procurement process under r.:he folloving general headings: 

1. Estimation of Requirements 
2. Procure.ment: 3udqet and F:i.scal Management 
3. Flexibility of Dist::ihution 
4,. L"'lventory Control and Monitori:ng 
5. Utilization Rates 
6. Oonor Coordination 



Papers prepared for purposes of discussion of these topics are 
att&ched. (Attachment 4) 

B. ACTIONS AND RECOMMENDATION: (Task Force. Hee~ings: October J. 
October 17$ and November 20) 

1. GEBEW..: 

&ntee oro ure vear Durcnases 
contrace~tive commodities. ... ' 

It was fur~her a eed that OSAIDs and Grantees would continue to be resDousible 
for estimating quantit~es ot contraceDt~ves regu1red tor t e~r programs and 
for tlle mana ement of l.nveutorv subse u . ~rom tne 1Z1&I1uIact.ureT 
of the commodity w~thin the limits of agreements with host governments an 
voluntary organiz~tions. It should be not2d that the Offi~e of Population has 
developed a system for estimating quantities of contraceptives that requires 
linkage between in-country inventories, pipeline, and estimated use of 
commodities. As a further step a proposal to decycle the estimating process 
fr~ the ABS process was in the final planning st~ge and ready for presen
tation to the Task Force. 

International donor coordination has long been a point of issue and 
discussion had been initiated in the summer of 1979 with UNFPA and IPPF 
with a view toward the development of & donors' report of commodity inputs 
into country programs. 

Considering the system changes that were already in process and the 
agreements mentioned above the following subjects were discussed by 
the Task Force And recommendations made as noted. 

2. Definition of Adequate Inventory Quantity -
supply of any type of contracentive sho 
P4 e ~ne re u~red to ma~nta~n a ad 

adeouate in
ined bv the 

Ln system. For ~nstance. in Bangladesh the 0 1c~a Supp y nual, 
prepare~ under the joint auspices of AIDJ UNICEF (UNFPA). and the Gove~ent 
of Ban&ladesh, sets forth the maximum and minimum supplies recomme~ded for 
the four different levels of the program. The table below, which refers to 
both orals and condoms, indicates the number of months' supply which should 
be maintained at each level in that progr~m. 



Level Maximum Avera!!. Minimum 

Ce.nt.ral/B.egional 24 mos. 18 mos. 11 mos. 
District. 12 n 9 " 6 n 

'I'h.a:a..a 8 ft 6 n 4 It 

Clinics/field workers 4 " 3 -It :z n 

'tot.al 48 mo8. 36 ma. 24 mol. 

While the oal of invento control should be invento maintenance at 
the 1Ilinimum level, tiu.. goal em ouly be rea.:: II at. t at POl1U: in tim.e wen 
coutraceptive usage rates are accurately reported and the system for 
resupply at all levels operates efficiently. Rance ... four year in-country 
supply of contraceptives in B&nglade.sh, baaed on the best e.stimate of 
eurreut wsa,e of contraceptives, is not necessarily excessive. Ade'!luate 
invent.oryof commodities, in terma of current usaee, can only be identified 
on the basis of in-countrv Rio.line reQuirements. To bet:er utuie.rseaud 
field needs, the Effie. of Population ~ill gather data similar to the above 
~ other countries' rog4St~cs systims. 

3. Causes of Contraceptive Supply ~ba14nce 

One of tbe major reasons for the convening of this Task Force was the 
supply problems reported to the Aaministrator by the Asia Bureau in 
August 1979. the TasK Fo~~S has confir;sd thl; fiSld office~s were aud 
are responsible inv 0 at they have taken this 

11ity seriously and 
l.ml)ortance. oree eotlC 

~~---~~s~u~~~~tn~'~b~a~i~a~n~c~e s or~ages and overa its) is oro ram e formance. 
expand either more s ow y or more r&p1 1 t an program managers 

predict. Estimates of contraceptive usage tvo or three years in advance of 
actual usage are ~likely to be correct in any program, even with the most 
accurate techniques for estimation. However, 4,8 experience builds over 
time, accuracy of estimation should ire. In the case of developing 
country prog ota. l.uventory often has to be estimated. In addition, 
data on cur1."e.nt usage rates may be inaccurate, causing discrepancies at 
future dates because of the time lag between the manufacture and use of 
contraceptive commodities. 

USAlDs ought to concentrate resources on the improvement of service 
statistics information and the efficient management of the in-country 
logistics system. Central resources will continue to be made avaiLable 
for technical assistance on a short-term basis to requesting country 
programs. 

~e central procurement process can also b~ im'Oroved. Decyclingthe 
estimatin process from the ABS is a ma'or ste r ~losel '. 
at.tuue the estl.m&tl.on 0 requ:;.rements to en. purchase of commodities. 
[fbe advantages or and procedures for decycii~g the estimat10n require
ments are detailed in a memorandum of October 12, 1979, included in 
At.t.achment 4, "Proposed Change in the Timetable for Submitting Contra
ceptive Procurement Tables. It) 



4. Loan Fundinl 

!here are several obvious advantages to loan funding bilateral family. 
pl&nninl program.. Loan funding can not ouly provide. the U. S 9 Gover"l1tlM!ut 
rich return of soma of the resou.ree. provi.led for these programs but can 
&l.oll..8e11 the burden on other fm::u:tional accOWlts of meecing the 
Congre.sioually mandated loan floor. Bowever, experience to date bas 
shown that other :ac~orl should b. considered as well before decisioa. 
are made to loan fund couttaeepti ftS for t.hese progruus. In addition to 
the riiiditi~s in procurement and distribution of contraceptives discua.ed 
~low, consideration oUght: to be given to the proponioll of eotal Aiency 
procuremeue for chis purpose that i. already loan fUnded sinea central 
procuremeut system flexibility is diminished to the ~eut that loan 
funding increaaes. 

Loan funding regnires the establishment: of fixed future year fuuding 
levels.. Fixed funding ,levels result in fixed future year tntrchase 
levels that tend to cauae sUDEly imbalance. In the case of Indonesia 
loan fund4ni has contributed to a serious undersupply of orals during ~980. 
(Fo~unately, however, a fall-out from the Philippine program in FY 1979 
of $6 million was transferred to the Indone..ia loan account; the supply 
situaciou should thus be somewhat iml'roved by the sum:mer of 1981 sinee 
this ad.ditional funding will allow deliv4!ry of 7S million cycl.es between 
July 1980 and June 1981.) 

While one of the results of fixed future funding in Indonesia has 
been undersupply, one can also imagine 4 situatiou in which fixed funding 
results in oversupply since loan funding does not provide for short-' 
. term corrections in supply shipments. 

!he Task For-cehas elected to make tiC recOtamendatic sed 
loan run1.ng exc:eot. that the cons1.derations noted here be taken into 
account when decisions Lre made for loan funding of contraceptives in 
the future_ -

5. Donor Coordination 

Donot"s occas ion411y make dee i.15io118 
without an a curate ~n 
tne same programs. 1. e lot l.S recognized that inter-Gouot" cotlllllunieat lon 
at the country level is primarily the responsibility of the host country 
and Mission staff, members of thf; Task Fore~ expressed a need f01; better 
informacion on donor contraceptive supply activity on a global and regional 
basis. Since the Office of Population has initiated new efforts to gather 
data from other donors this &ctioQ should be continued. 

This activity will supplement the ou--going donor coordination efforts 
of couutry and regional progra.m ma.nagers. 
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6. Es~imating Requirements 

Since the Agency initiated a centralized funding and consolidated pro~ure
ment system six years ago, the Annual Budget Submi3sion (ABS) has included 
sele..:ted demolraphic and relevant logistics data. for centra.Lly pro~ured 
contr~ceptive commodities. These data are 'used by USAIDs J the Regional 
Bureaus, and the Office of Papulation as the basis for estimating future 
oral and condom re~uirement •• Oeher ceutraceptive commodities are procured 
on an ad hoc basi~ in accordance with specific requests made by USAIDs. 
Att~chmeut 5 is & copy of the revised guidance and me~odology curren~ly 
being used under the modified timetable for the subnission of the FY 1982 
contraceptive procurement tables. 

As part of the Hthodolo t the guidance reouests that USA ish 
a es~red en~-oI-year stoe eve wh~eh can be used as oar~ of the 
ra~lonale for determining future re9u~rements -- taking into acc~nt 
such variables as stora e eanaeity the nature and extent 
ot the contraceptive distribution netvprk. shipm@nt,dellverv t~me~ etc. 
The A encv recommends that as a minimum, end-of-vear in-count. stocks· 
be mainta.· ., 1 O· t)E! of 

tive use 
at some arge programs may require considerably larger quantities 

to fill the country supply line and to insure continuous contraceptive 
ava.ilability at the outlet and field-worker level. 

By establishing the end-oi-year stock level as a fixed parameter, 
estimates of future requirements can be determined more .closely with each 
ABS exercise as recent inventory and drawdown data are brought to bear to 
assess ~rogram develop~ent, to correct past projections of yearly 
contraceptive use, and to refine/adjust commodity requests accordingly 
-- thereby reducing the possibility of stock deterioration and/or 
disequilibrium in supply conditions. An examination of successive ABS 
contraceptive procurement tables will show how calendar year estimates of 
contraceptive requir~ments vary over time. 

Although the Office of Population ana.lyzes the logistics data submitlted 
on the contraceptive procurement tables for internal consistency, and 
translates the calendar yea.r estimates into the appropriate contract 
shipping p~riods, the ~stimati9n of require~ents and the Q?Dacomen~ of 
in-country inventories remain the responsibility of the USAIDs. Missions 
conL4rm tnelr requirements for a spec~tlc det~very period by submitting 
an unfunded Project lmple~entation Order/Commodities (PIO/C) and a desired 
shipping schedule. It should be noted, however, that the central procure
ment mechanism allow! the Office of Population to respona eo {~dd€gts r.ot 
a~Jas~m€ut~ iff commodity Sfilp6eff~s on ralrlY snort notlce. Commod~ties -
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purchased for a particular program that are identified as in excess 
of aetual requirements at the time of shipment (changes may be made up to 
90 days before the scheduled shipping date) are provided to programs whose 
requirements may have increased sinee the ori,i~al purchase. In summary, 
it i. understood chat change. in requir.~ent. may be necessary at different 
poi:e. i: time: after reservation of fund., after receipt of unfunded 
pureh~e docwaents, and even shortly prior to shipment of commodities. 
Such change. are coordiDated with the Technical Office and Development 
Planning Office of the appropriate Regioual Bureau and the particular 
TJSA.ID involved. 

7. Attribution of Obligations 

QQligasigns for orals md.condS'!s centrally procured are charged against .. 
a DSB allotment, and, therefGre reflected in A eucv ii~ncial e~orts 
as D eg~~g ~n ~d-FY FM PAD establish~d a 
s stem. ot attrl.tlutin obli atiou.t to country projects based on e.timated 
requ~rements at the t~me a procurement act~on t s aaJustme~ts 
to esf~tas tiRe place, ool~ &r~on attr~6ut1o and Oueratlonai Year 

u eve s m£lnta~ed y Regional Bureaus and PPC are corresuon-
c.~ngly aajustea. woen cnanges 1n requ~rements occur during the operational 
yelt, Congre~sional Notification, if required, can be accomplished and 
adjustmenta in attribution and OYB leve,ls can easily be made. However, 
since changes are likely to OCCU%' up eo two years after fund., are 
obligated a question arises as to how agency rec9rds should reflect 
adjustments required after the close of the oper&tioaal year and how to 
assure that we are not in violation of the Congressional Notification 
requirement. 

As regards the C~ngressiopal HObificariqn r~ouirementJ AID viII re~ort 
such changes on an annual basis as part of the Congressional Presgntation. 

FM/PAD will make changes to the Agency's financial records based on a 
written request prepared by DSB and cleared by the appropriate Regional 
Bureaus and continue to attribute shipments of centrally procured contra
ceptives to bilateral projects. 



8. Budget Control for Central Procurll!1Jlent of Contraceptives 
for Future Delive;r 
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'!he 'task Force aFeed that .cunds re-
ment of contraLeepcl. ves ~'Ch,ali.d. the centra be 
transferred to DSa wbeUlYfB. are .ata l.snea so tttat pure aaes can be 
~e cutis; th, 9Rerat~g Tiar. sinc. budget management of future year 

as ia controlled bytbe '6 to 20 USAID !tis.ioca ed the grantees 
~volved, some method should be developed so the office responsible for 
central procurement is involved in chanies that may occur in the planned 
availability of these future fund.s. In addition, the diffusion of budgetary 
concrol in AID does not make provi.i~ for any new starts in ~e supply 
system. that: may be required because of changing even.ts. !hese new starts 
that may occur can be described in two ways: 

<a) A new st:ar~ might be a new requirement for contraceptives for a 
program being initiated such as that which occurred in FY 77/78 with 
tbe new program.in Mexico~ 

(b) New starts might also be described as the introduction of new types 
of contrat.:eptive commodities into the worldwide supply system. In 
the last 12 months there are three examples of this type of activity 
-- the purchase of low dose oral contraceptives, of Copper T IUDs 
and of foaming tablets. Produc~ion and ship~nt of these three 
products has just been initiated and 1 or 2 years additional purchase 
of these commodities from a central fund may be required before these 
products can be adequately budgeted through 'bilateral programs and 
grantee accounts. 

In order for the central nroe .t office to orovide for new starts in 
s wor ldtdde fa:ml.ly planning erograms the Task Force recOtIlmends that 

a specl.al project torRc.ntral t)rocurement be established for this Durvose. 
thl.s ro tcE could 1':'';0 be used as a clearing account for chan es in 
budget ev.ls for other central procurement. n other words, this project 
would bec.Otn.e the means by vhl.ch new starts would be budgeted and funded, 
the clearing account to which OYB funds for central procurement would be 
transferred from the regional ons, and the place where funds budgeted 
for future year purchases wvuldbe carried for purposes of Congressional 
presentation ,~d budget control as a non-add item. Changes in funds 
budgeted for USAIDs or grantees in future years for Congressional 
Pres'~ntation would be cleared through the manager of this project so 
the effects of budget changes on future year commodity requirements could 
be reflected early on in the management of central procurement activities. 
Using this mechanism the manager of the central procurement project could 
keep management: infonued of the effects of budget changes on future contra
ceptive supply. While this in itself would not avert future shortages of 
contraceptive supply, it would provide a mechan.ism to monitor the effec: 
of future year budget changes on planned procurement actions. !his kind 
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of project activiey would also be of benefie toacher donors wo have an 
interest in plauned proeure~ent of contraceptive commodities since i~ 
would provide a contact in AID who ~ould be aware of planned future 
procurement actiGUS by the Agency. 

In OTder to provide reP'?rts to the Cotler.s. of chani.s tIUlde in projected. 
delivery of c.nt~ally procured contraceptive commodities AID would 
use the proposed central project for these purchase •• .tach Ylar the 
Congressional Presentation would include a report .hov~ng the source of 
run4s or eent~ail rocureu commoa1t~es as vel! as tne plaunea ~~str1-
ut~on or commod~t1es 1 

a~scU$a tte cnange ~u 
Committee staff. 

!he memorandum signed bv the ~~inistrator a~erovin2 the OYB Y9i1d 
authorize transfer of tt,ese funds to DSB earmarking the;q for central 
rocurement of bilaeeral eommodieies. An attribution table could be 

attacne. ~ wou 4 use th1S memorandum as necessary au~ori%aeion 
to approve allotmen,c of funds for this purpoee. !his would eliminate 
the piecemeal transfer of funds. 

P~ior to initiation of a procurement action, DS/POP would inform 
Regional Bureaus of the quantities and cost estimates of "commodities 
to be included for countries within their region. 

At critical stages in t'~ .... procurement cycle, Regional Bureaus and 
DS/POP would jointly determine the ne>cd for revision of CO'llmlodicy leveLJ 
attributions, if any. Any fallout not used for commodities would be 
returned to the appropriate Regional Bureau. 

Recommendation: That a ?t"ojecc be established in DS/POP (a) to provide 
fundj~g for new starts; (b) to serve as the basis for purchases of 
centrally funded commodities; (c) to be the basis for annu.l reports 
to Congress on changes made in cO'amloditydistribution; and (d) to serve 
as a clearing account for future year funds. Funds for central procurement 
of contraceptive commodities for bilateral projects will be transferred 
tc :his project when OYB levels are ~stablishedat the beginning of 
the operating yea.r. 
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c. SUMMA..RY: 

The !ask Force reviewed ~e Agency's ~urrent procurement practices for 
contraceptive ca.=moditi~~, and the type. of actions necessary to assist 
fitild prol~~ with the priDcipal &apects of procur~ne: estim&~ion of 
requireaants. in-country aaaa~t of commc4itie •• and adjustments as 
ne~.d £01." situation. of over- and under-sapply.. It c011cluded ,that the 
~COQomy in purchase ,,-rice, uflu£et:e of II, constant IU1)'Ol" ot.sontr!ce"tiv"~·:!f' 
ana tJ.eXl.bl.Il.ty lJl I •• poncin, to changing needs are substantiall eater 
Vl. t e centra~l%e ?~ac~ement system tnan wou a O~ ~OSSl rocure-
mant were ecentra l.ze.. e as oree !greed, Qw~ver! tnst management 
tor boEh buaget ana invecta' control af urchased commodities should ) 
rems~n at e Reg~onal Bureau ~nd Mission leve~ A conoenaul was reached 
on & system tS~_vould retain t~ responsibility by Regional Bureaus and 
Rl.SSkaUS, and at t~JAme eim@ permit PiTticipation bv the manage~s of • 
cen%:ral procurement. ' --
!h. work of the T~k Foree resulted in a nUL~er of ~uggestions for improving 
ccntraceptive procurement practices, ~s well 3S a generally broader under
standing in ArD/W of the process required to maintain adequ.ate supplies 
of contra~eptive commodities for f~ily planning p~ograms. Ih= lask Fotee 
identified a .. hel~ Missions AID!W and hott 
countries, as appropriate, with contra~eutive oroeurement. ese' ~nclude:' 

, 

~ Decycling the process o..f estimatiD,g commoditY,requirem!,nts from 
the ~schedule J thus pt"ovldug tIlore a.ccurate e,stimates of need fOt" 
purchases; 

~ Cout inuing to or"vi de Iti:' illD'! xlt~ 'PliTt -. em • ·~~II i c 11 
assis ance, funded throu2tt central prgie£ts. to assist in im~oving 
manaiement o~_ in-country logistics systems and collection of serv~:e 
stat~st~cs; , 

6D U,!ing central resources to gather data on the ,size of aipeline 
r~9uired in each c2~try to maintain an adequate supply of contraceptive 
commodIties at each level in that p.ar'Cicular system; 

6}) DevE-lopin a reoortin S $tem for cOtCmOdity sU'f.port rs 
;g fam~ly plann~ng orograms -- to prov~ e more accurate ~nformation on the 
suppties already going into each country progr~, and, thus, on unfilled 
neeCis; and, 


